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FOREWCRD

The content of the Administration of Occupational Edvcation--A
Suggested Guide has been developed with the intent of providing administra-

tors responcible for occupation programs at the post-high school and high

cschool level with a systems approach to administration. The context of
material in this guide brings together those administrative and leadership
tasks and responsibilities that must be considered by administrators as

they develop dynamic relevant programs Of occupational educaticn for the
future. The final draft of the guvide 1is a result of several revisions
based on reactions and evaluations of sclected administrative audiences

who represent the various segments within the Vocational Education spectrum,
both private and public.

The project director wishes to acknowledge the assistance of many
individuals and associations who contributed extensively to the content
herein: a total of twelve censultants representing community colleges,
state departments of vocational education, state departments of community
colleges, teacher educators, representatives from American Vocational
Assoclations, The American Association of Junior Coileges, and resource
persormel from the U.S5. Office of Education. A prelimimary draft of the
material was developed by the project staff, and the consultants and
resource persons reviewed this draft at a national meeting in Washington,
D.C.. Based on the recommendations {or changes, additions, and deletions,

-

a revised draft was developed. A second meeting of the consultant committee
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was held in Washington, D.C., and additional chzanges z=nd recommendzations were
made prior to completing the final draft of the guide. A draft cf the guide
vas then sent to outstanding local administraters representing cemrunity col-
leges, technical institutes, area schools, universities, and secondary schools;
and they were asked to react to the format and technical content of the docu-
ment, Individuals who revicwed the draft copy of the guide are identified in
Appendix C. The guide was then revised to 1its preseﬁt form. The result of
the evaiuation and recommendations by consultantg;énd local administrators
have been used throughout the guide.

The ultimate purpose of this guide 1s to provide a data base for adminis-
trators of occupational prog.ams,regardless of the level at which they function,
to improve the position of occupational education and simultaneously mecet the
needs of employers and students. Concurrently, it should facilitate the-meet—
ing of the objectives of training for the world of work. The system presented
in this guide should provide alternative strategies for the decision-maker
relative to administering a local program of occupational education. The
writer is cognizant of the fact that the application of the system will be
more approprilate in some institutions than Iin cthers and may not be applicable
in all situations. The meterial contained herein has been developed to provide
the reader with the direction to determine strategy, priorities, and alternatives
relative to the administrative process and the manégement functions in the day
by day eperation of an ;ccupational program. The guide should bridge the gap
between the planning and implementation function for improving the posture
of occupational education.

The format of the-system presented in this guide should facilitate

the use by the reader. The chapter headings are organized around the major




administrative tack areas and provide a ceoncept ané zpplicatien of the
managenent functicn relative to planning, developing, implementing, and
evaluating the effectiveness of the occupztional education progrzm. The
content of the guide is structured to provide the reader with an introduc-
tion toc the systems approach and preseﬁts a viable technique for develop-
ing a basic flow chart depicting a systems approach for aualyzing adminis-
trative responsibilities. A problem-solving and decision-making model for
administration is a vital part of the content. An adninistrative profile
of the tasks and functions perforwed by sdministrators in the decision-
making process is presented to facilitate understanding of the specific
models for the administrative tasks. The detailed mocdel for each of the
ma jor task areas idenéified with the administrative process is an impor-

tant part of the guide.

xi
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Chapter I

INTRODUCTION TC ADMINLISTRATION OF
OCCUPATIONAL EDUCATION

Students
//Occupational
Administration ' Technical
Programs
Community

SYSTEMS AND EDUCATIONAL PLANNING

Administration of occupational programé should result in a desirable
stabilizing effect on the expectations toward which educators and educa-
tional institutions strive to be responsive in meeting goals and objec-
tives. This is shown in Figure I (Page 8 ) entitled a Profile of Adminis-
trators'! Responsibilities and Management Tasks in Administering Occupational
Education Programs. Administrative planning should be a group action;
however, there must be some type of strong leadership to direct the group.
The tefm, administrator, as referred to in this document implies that

IS

administration deals primarily with the management functions in the

————
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operations of the institution. The approach to vsing the word leadership
In the context of this document refers to those individuals charged with
the responsibility for the change process, obtaining the resources to
sustain the organization, and to implement a system wherein those indi-
viduals who are part of the organization maint healthy attitude and
have an acceptable satisfaction indéx as they ' on in the organization.
A list of the most commonly used terms used in this guide are defined in
Appendix A,

Administrators in the public sector of our society can no longer
tolerate having a low profile (image) among those whom they serve. It is
virtually impossible to isolate an organization from the environment in
which it operates. The insulating of oneself as an administrator fgom
members of the organization is one luxury that cannot be condoned in the
conduct of the affairs of the organization. It is apparent in today's:
administrative organization th&t the administrator operates in the midct
of a group of specialists, such as curriculum specialists,laccduntants,
system analysts, assistants for staffing, facilities, and others identified
with the syste.ss The mark of excellence in the administrative procegs is
. the ability of the top administrator to-delegate the responsibility and
authority to specialists functioning in the organization. A sobering fact
for adﬁinistrators is that the over-all responSibility for the management
func tion must rest and réside with the individual serving in the key -
leadership or administrative role.

‘The management role in educational administration and planning has a
dual function: immediate and future. Planning has immediacy in the

decision«making and problem-solving aspects and is future oriented in its




role for developing long-range strategles and technology for change fore-
casting, The motivation of an individual in an effective organization
requires the direction, leadership, and a system of awards for individuals
who are partidipating in or are part of the organization. The educational
leaders of today must provide the individuals within the system tle freedom
to express, create, and initiate. . function in occupational
education requires a certain degree of control as the administrator
assesses the effectiveness and performance of the planning and developing
strategies for improving the system. The leader in any enterprise should
be somewhat disruptive of the present system, simultaneously establishing
in cooperation with other members of the organization directions and‘goals
that satisfy the needs and disposition of its members.

The amendments to the Vocational Education Act of 1963, better known
as the Vocational Education Amendments of 1968, specify that at least 15%
of the total allotment of funds to a state for any fiséal year appropriated
under section 102 (A) éf the Act, or 25% of that portion of the State's
allotment which is in excess of its base allotment, whicﬁe&er is the
greater, shall be used only for the post-secondary vocational education
program. - The strengthening of the position of the post-secondary occupa-
tional program conducted in area schools, technical institutes, community
éolleges, universities, and four-year colleges aictates that the position
of the administrators charged with the responsibilities for the improve-
ment of these programs must be knowledgeable in all the aspects of
administration of the programs therein., The administrative processes do
not lend themselves to easy solution;, and the problems arising therein

are evasive and seem to defy solutions. The educational leader for
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occupational programs can find no satisfactory substitute for judgment,
perception, experience, and education in conducting or serving invthe role
as a change agent in the educatio:..! establiclment. It is crucial that a
communications network be developed and responeibility and authority be
delegated. Human relations must be practiced at all times in performing
the administrative tasks and functions that are o vital part of the
Qgganization. It is important for the.adminiS'rator to have continual
personal assessment not only of the organization but of his contributions
and shortcomings relative to.identifying the goals and satisfactions of the
individuals within that organization. |

The educational leader in post-high school institutions‘musf be cog-~
nizantlof the fact that the organization and the personnel therein operate
in a hostile envifonment because the changing attitudes and values of
teachers, students, and the general public place a heretofore nonexistent

pressure on the establishment relative to student and fiscal accountability,

THE ADMINISTRATORS' MANAGEMENT.FUNCTIONS

The administrators' management functions, as outlined in this guide,
have been expandgd beyond those generally accepted by most educational
leaders. These generally recognized functions relate to public relations,
curriculum and instruction, student personnel, staffing, facilities and
equipment, and the business management fﬁnction. Thié writer, from experi-
ence and observation of the administrative and leadership role in the
eduqational establishment, has added four other ma jor responsibilities:
(1) determine the community power structure (political, social and economic),

EN

(2) professional negotiations, (3) the leadership development program

4
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required to sustain and provide Lor seif-renewa!l withiﬁ the establishment,
and (4) institutional research and development program. These management
" functions to be performed by the administrator require that he must have a
working knowledge of the organization, its place and role within the
institution, Consideration must be given to the influence on the educa-
tional environment created by accrediting agencies, state, national, and
regional.

Another essential function of the administrator of post-high school
occupational education programs is the responsibility for long-range master
planning and developing of a techniéue for assessing 1ong-raﬁge plans,
reviewing strategies, establisging priorities, and determining alternatives
for improving thé status and image of occupational education programs. No
master plan is complete without a due consideration for utilization of
scarce resources and for other impinging factors designed therein to facil-
itate implementation of the plans. Community relations, program evaluation,
and accountability are major responsibilities which must be programmed as

elements in educational systems.

The administrator in today's world of advancing science and téchnolcgy
must be ever alert to the demands from the external environment which in-
CIQdes the students, parents, and especially the users of our products, the
employers. Tﬁe satisf;ction of ﬁhoseAindividualé who utilize our products
will determine our degree of success as we evaluate our program against the
predetermined gozls and objectives for the institution. A key word in a
modern organization is involvement, Individuals within the organization

must have & part in the decision-making process relative to the organization,




Equally important are the attitudes and understanding of employers and the
general public about the effectiveness of the institution in carrying out
its assigned mission,

The final decisions about methods and techniques for organizing and
implehenting an administratjve program for occupational education will vary
from state to state aﬁd from locality to locality, It must be recognized
4thac the matérial contained in this guide is not to be interpreted as
being applicable for all the administrative organizations within a specific
institution. Each institution has unique capabilities and limitations
which must be reconciled in order for that establishment to-gain maXx imum
benefits from a systems approach for administration.

Those charged with the planning must never lose sight of the importance
of people because, in the final analysis, schools are manipulating the
lives cf people. The individual who is expected to benefit from the
decisions in any administrative process is important, and all planuing and
decisions should reflect this underlying Value‘of the individual within the
system: Objectives, goals, and purposes may not be measurable in the same
sense as other program elements relative to estéblished quantitative cri-
teria. The intelligent administrator recognizes that a more objective
decision can be reached, if all facets within the environment, external and

internal, are weighed and evaluated ﬁrior to méking a final decision.
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Chapter 11

A SYSTEMS APPROACH TO OCCUPATIONAL EDUCATION

DECISION-MAKING PROCESS

Start
Uccupational Pr:;:;;\\\‘\
Organization Technical Acceptable
Programs
Feedback Loop No
INTRODUCTION

To provide a basic understanding of the development of a systems

approach relative to administering occupational education programs requires

an understanding of systems. It is an intellectual exercise in preparing

the reader to become part of a systems approach to the administrative

process. Local program planning in occupational education is a means by

which the administrative staff can collectively organize themselves to

a

make deliberate decisions concerning the future of occupational education



within the system. The administration of occupatiocnal education programs
is no longer a hit and miss Prcposition, rather the occupational adminis-
trator is applying scientific techniques to the problem-solving process.
Educational administrators at all levels in the past have done a system
analysis due to the nature of the administrative process within the
institution. It must be recognized that the system analysis has been
practiced in an unscientific' method and the procedures were not consistent
with the present day understandirg for applications of systems to the
administrative process. Many administrators recognize that the adminis-
trative staffs in most institutions do not have within their-professional
staff the kinds of skills and knowledges with which to implement and main-
tain a systems approach for administering the educational program., Person-
nel with highly specialized competencies such as system analyst and/or
engineers must become an integral part of the educational administrative

team as educators wove to a more scientific approach and an implementation

of systems for educational administration{

SYSTEMS APPROACH DEFINED
It would be impossible to advance one definition of a systems approach
for administration of educational programs that would be acceptable to all
administrators and educational leaders. The fo}lowing is one of the more
comprehensive definitions and is suiﬁable fqr administrators as they plan
to implement a systems approach in education.

Educational systems for administration should be designed to collect,

" compile and systematically program data from several subsystems (sources)

and ofganized into ‘one major system to facilitate data processing required

10




for accounting, planning, mansgement control, evaluation and operations
control for the program. A system for educétional administration combines
data from diverse parts of the environment into one unit which will provide
the educational leader with opﬁions for s=lecting goals, priorities and
alternatives for dirccting program activities for the organization. This
definition will serve as a point of departurc for analyzing the model
Figure 11 kPage 12), Basic Flow Chart For A Systems Approach Ralative To
Occupational Administration Decision-Making Process.

With due consideration of theiaforementiOned definition of system, the
reader is now in a pesition to do a detailed analysis of the content of the

Basic Flow Chart for Systems Approach as indicated in Figure II1. A system

as advanced in Figure II has been developed around a concept that a system

for decision-making has as its core several subsystems cailed celis. le is

essential in a system that a network of feedback loops are designed therein.

'The system should provide the user a scheme for determining alterpatives
relative to available options (courses of action) in the decision-making
process utilizing a systems approach. The systems approach as a guide for
decision-making should improve the quality oi decision. The process-should

direct the results to the problem target.

LIMITATIONS OF SYSTEMS APPROACH
It is not unusual for decisions to be made that miss the real problem
target, and the results have impinging impact only on the periphery of the
real problem. The administrator for occupational programs is aware of the
many problems that create frustration and anxiety. Probléms are difficult

A

to isolate and it is even more difficult to provide adequate treatment for

a solution to the problems.

11
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The administrator should be aware of the limitations in utiliiing a
standard ceunedl system, The system analyst énd the system engineer can
evaluate a glven situation and develop a more acceptable system that would
be compatible to the organization. The effectiveness of any system will be
determined by longitudiral assessment and plans for (regeneration) self-
renewal. There arc limiting factors to operating an organization with a
systems approach. 1t is extremely difficult to implement a system that
will be acceptable to all individuals in the organization. Equally impor-
tant is the requirement for change over a period of time. These conditions
create problems for thé administration in maintaining the system with the

organization.

ELEMENTS OF A SYSTEMS APPROACH

It is not the intent of this guide to provide technical data to develop
within the individual these competencies to become a systems analyst or a
systems designer. The intent is to provide the reader with a basic
understanding of systems whereby the models and system pfeéented in this
document will be of value to change agents who are currently serving as
administrators in the educational process. The system shown in Figure II
is meant to be only a sample or guide for consideration and should result
in the individual developing a revised‘system that will be more applicable
to a given or st;ted situation., Included in Appendix B are samples of
flow chart symbols used in this guide. The flow chart presented is typical

of other models relating to a systems approach. The followingléxplanation

provides the reader with an analysis,of the content therein:

A
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3.

6.

7.

9.

All flow charts have an initial starting poinrt which is indicated
in cell one.

The flow chart should indicate a structure for orgenization or
governirg body that is a part of the system, as indicated by cell
two.

Cell three within the flow chart shows the role and place of the
administrative organization and patterns for control and management,
Cell four identifies specific problems or conditions that are of
primary concern to the organization.

Cell five in the flow chart deals with the synthesis in terms of
tasks relative to the administrators' decision-making process;
these are the basic considerations which influence the de;ision-
making process within the organization.

The decision-making process is contained in cell six. It contains
those elements that establish for the decision-maker a set of
priorities, alternatives, and strategies which influence it.
Celllseven in the system revegis the implications and ramifications
for Jastermining the internal and external environmental factors,
and the effectiveness of the subsystems within the environmental
factors.

Cell eight is where the decisions for administrative management
function is formulated based upon all preceding data and activi-
ties which influence the dgcision-making process.

Cell nine is where the admiqistrator or the educational leader
must evaluate decision options in terms of a given set of condi-

tions within this system based on data compiled for the solution
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10.

11.

12I

13.

14.

15.

16.

PUTSSNIRE P DU s VR

to an identified problem or situation.

Cell ten indicates the administrator must review, analyze, and
determine if the decision is operatiomal.

Cell eleven reveals the answer is yes; the administrator can

then implement, program, and administer the decision.

Cell twelve shows that the administrator provides concurrently
for review, monitoring, evaluation, and dire-tion.

Cell thirteen depicts that the results of any decision must be
evaluated. Determination must be made if the results are opera-
tionally acceptable to the administrator and to the organization.
If the decision is yes, then the feedback loop is providcd_back
to cell twelve assessing relative ability to reinforcing the
operational acceptability of a decision.

Cell fourteen indicates the administrator nust determine the
optimization of the results of the decision,

Cell fifteen is the feedback loop for the administrative deci-
sion back to the administrative organization and control unit

in cell three.

Cell sixteen reveals that if thé decision is not operational and
the results not operationally acceptable, then the flow chart
provides for a feedback loop indiCatiﬁg that it is not acceptable.
This loop ieads to a major cell in the flow chart where c;itical
diagnostic procedures are determined and implemented back through
the system starting with a synthesis in terms of administrative

tasks. =
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A summary of the basic flow chart for a systems approach relative to
the occupationzl education administrative décision-making process reveals
thzt this system brings together all the component parts that must be con-
sidered as one prepares to make decisions that influence the organization's
operation. An analysis of the content of ;he cells within this system
reveals that in totality, a system is made up of several parts f{cells)
which do contribute to making the system a complete functioning organism
within itself. The reader should perceive a system as bringing together
in one common structure the required feedback loops to identify all of the
parts or tasks, or functions which contribute to the operation ef the
establishment. The system engineer is an essential person in the develop-
ment of a systems approach iIn adm}nistration. The administrator of today
must be part of a delivery system that has built within it a mechanism for
evaluation, seclf-renewal, and a process for identifying the priorities,
strategles, and alternatives to make a viable system meet the objectives
and the accountability factors that are required in school administration.
In the final analysis, a systems approach for the occupational administra-
tor's decision-making process is truly the road map for improving the

process and strengthening the position of the institution.
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Chapter 111

UECISION~MAKING AND PROBLEM-SOLVING IN ADMINISTRATION

Problem

Adoption

Analysis ecisio Organization f— Evéluate
Diffusion ]

) No é Yes
Redirect @ —f»4 Continue

Feedback Loop

INTRODUCTION
A major responsibility of the administrator is the solution of prob-
lems, both human and technical. Closely related to and an integral part
of problem-solving and muster planning is decision making. Those with
experience in the fields of administration indicate that decisions not

only help solve problems, but they also may create them.

' The model and.material in this section is a revision of the model In
Simulation Training in Planning Vocational Education Programs and Facilities
by Ivan E. Valentine, Richard F. Meckley and Zane McCoy. Published by The
Center for Vocational and Technical Education, The Ohio State University,
Columbus, Ohio, 1970.
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The problem-solving and decisicn-making model, depictead in Figure III
(Page 20), is designed to assist the admini;trator in problem-solving and
the decision-making process. No claim is made to the originality of the
process or the elements included. Although rarely are two administrative
problems alike, they often lend themselves to # common method of solution.
In the model, the prccess is conceptualized zs consisting of seven major
dimernsions:

1. A felt need or problematic situation.

2. 1Isolation of the problem.

3. Assembly of information.

4., Data analysis.

5. The decision process.

6. Implementation of decision.

7. Evaluation, follow-up, and disposition of decision.
STEPS IN PROBLEM SOLVING

PROBLEMATIC SITUATION
The basis for decision is a felt need cr identification of a prob-

lematic situation.

PROBLEM ISOLATION

Administrators usually define a problem as a question identified for
inquiry, consideration, or solution, Often it is known that a problem
éxists, but it defies a quick solution. In the administrative'role in
such cases, it is important that the problem be reduced to a manageable

A

form. The required steps for this procedure are: 1) identification,
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2) cisrification, and 3) limitarions. In other words, crgenization of 3
problem makes it cleariy understandable and provides direction for ¢
solution.

A problenm also impiies change--change requires decision-making and
policy-making on the part of the administrator. In other words, a state
exists which is unsatisfactory and requires improvement., In administration
there are those who are dissatisfied with the cperation of an institution

and desire to improve it.

COLLECTING INFORMATION

Once the problem has beer clearly idertified, the attack is ready to
begin. At this point in time it is imperative to acquire and assemble as
much valid and relévan: information as possible. The model indicates
collecting information from the various sources. They are: laymen, staff
members, programs, literature, governmental agencies,/and coasultants,
The term laymen is descriptive of all persons who are not members of the
particular professions, such as members of advisory committees and other
interested individuals who have an impact on program decisions., Staff
members include both professional and nonprofessional organizational
employees. Literature includes research or opinions either directly or
indirectly applicable to the problem. Books,‘surveys, results bf research,
periodicals, and other professional literature are included in this cate-
gory. Governmental agencies at the local, regional, state, or national
levels provide information particularly in the area of rules and regulations.
The term.consultant 1s generally used-to describe any professional whether

in the vocational field or from other disciplines, who is employed for the

special knowledges and competeincies he brings to the problem.
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LATA ANALYSIS

Analysis of a protlem in administration is an examination of a
complex, its elements, and their relationships to one another. The first
step in such a process is to organize the data collected iato logical and
useable form,

The data that have been collected are studied tec identify relation-
ships, constraints inherent to the problem under considerzrion. Some of
the factors to be considered are the organization, trends, values, activ-
ities, space functions, regulations, and other identifizble constraints.
Restraints are rev:aled from a study of the resources availabie, profes-
sional standards, legislation, and policies which restrict or direct the
decision. Several questions suitable for analyzing the data are:

l. What values do the people in the organization hoid?

2, What are the objectives of the institution?

3. To what degree are these objectives being met?

4. What are the effects on administrative, supervisory, and

instructional staff in existing programs?

5. What cifects do thise problems have on students?

6. What are the potentials in terms of implications as a

result of an analysis?

The final step in analysis of data is identification of alternatives
-available and establishing priorities for reaching established objectives,
Since it would be a rare situation that resources were unlimited. each

alternative should be analyzed for its cost effectiveness.

.
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Once the facts are azssembled znd the datz anzlyzed, the administrcter
is in a position to miake a decision. The framewsrk within which he cperzates
is a rational one involving Salancing the needs, resources, and benefits to
be derived. Since educatiornal administration is & unique process, primary
emphasis must be placed on implications for educaticnal goals rather than
cost.

Included in the process of decision-making are the values held by
those involved. Thus, it would appear important that the administrator,
as a decision-maker, analyzé these values as well as the technical aspects
of the pfoblem. Successful decision-making requires a degrece of compata-
bility between those who are being served and those who serve. The adequacy
of a decision depends upon the administritor's knowledge about the problem,
his consciousniess and response to it, and the inteilect he applies in
making a decision.

Finally, and exceedingly important, are the implications cach alter-
native holds for the future of the organization. The decision-maker rust
project what will happen as a result of his decision. It is here that the
ultimate payoff is realized since the goal of decision-making is success.
Some appropriate questions the decision-maker must ask are:

1. How will this alternative affect other work in progress?

2. What stresses will it place on the existing organization?

3. What adjustments must bc made within the organization to

accommodate it?

4, What are‘some implications'for creating new problems that

can be anticipated as 2 result of making this decision?
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After a decision has been reached on tﬁe direction of & decision, the
planner must initlate a sequence of actions. The first began with the
identification of clear-cut goal(s) for understanding. The second is
transiation of the goal(s) into reality. The latter step requires sub-
dividing the overall task into logical units of work and establishing their
relationships sequentially over a period of time allocated to implementing
the decision.

Programming involves the assigrment of personnel and resources for
task accomplishment. The administrator then organizes for the task by
obtaining necessary staff personnel, working quarters, equipment, and sup-
plies for organizational efficiency. Once the decision is at hand, then
trzining or orientation for those affected by the decision should be
designed and implemented. It is at this stage that the plan becomes
operational, and the organization begins to function on the basis of this

détision.

EVALUATION

Evaluation is a constant process. No plan, regardless of how well
conceived, is perfect. Adjustments will be required from time to time.
Such adjustments will be facilitated through a planned program of evalua-
tion established through open channels of communication. The elements to
be evaluated include personnel, time, budget, facilities, materials, and,
of course, the individual being directed and the product being developed
or served, | .

Cf great importance to the administrator in any decision-making pro-

cess, as shown in the model, is the feedback loop that results from the
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fusion of the decision through the institution back to the decision-maker.
The effectiveness of the problem-solving and decision-making model is
based on a continuocus and effective use of communications, human relations,
and personal assessment by the administrator.

Other administrative tasks or functions wiil be diagrammed and flow-
charted, and a description for each integral part of the model will be
provided for easy reading and applicability in the every day administratica

and operation of post-secondary, two-year type institutions.
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Chapter IV

POWER STRUCTURE AND INFLUENCE
ON ADMINISTRATION

Political
World
_ Community..*m,SthZ:zre Social Education | g ofo;ork
Economic -
Administrator

GOVERNMENTAL AGENCIES

Influence of governmental agencies varies with the level of the:
agency. The federal level influence reflects the policies of the President
“and the congressisnal delegations. The framework under which federal funds
are dispersed to educational programs and projects originates'in govern-
mental agencies and departments. The more prominent departments are the
U,S, Office of Education; Department of Labor, Housing, and Urban Develop-
ment; and the Office of Economic Opportunity. The regional offices are an
extended‘arm of the féderai agenciesf Nationai manpower policies and

social welfare programs are indicative of the federal government's role in
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shaping state and local policies. Figure IV (Page 23) is the model depict-
ing the power structure and their influence on the decision-making process.

State direction reflects the policies of the governor and reveals the
position and posture of the state 1egislature, The greatest influence on
educational institutions will come from the State Department of Education
having constituted authority for program administration, supervision, and
coordiration. The department responsible for occupaticnal education may be
entitled Department o; Division of Vocational Education, Depa:fment of
Community Colleges and Occupational Education, Department of Continuing
Educatign, or variéus other names so designated by the state,

The county, city, or district governing agencies will have many areas
of influence that impact on the administrative xole., 1If the institQtion
derives revenﬁe from an area tax base, this may be the agency or agencies
exerting the greatest influence on administrative decisions and précesses.
Building codes, police authority, traffic .centrol, property evaluation,
and assessed evaluation for tax purposes arc all influenced by the appro-
priate agency of the county, city, or district.

In addition to thése specific governmental areas (district-township-
parish), there may be others that encompass a larger or smaller area than
specified. Combinations of the above areas and governmental agencies
listed may be influencing factors in various decisions and identified as
part of the power structure, County commissioners, city council members,

mayors, political party chairmen, and most elected officials are generally

in the local polltical power structure,.

.
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EXTERNAL SUBSYSTEMS

Political parties, organized lator, préfessional associations, and
lobbyists operate from the national to and through local levels. The
policies and viewpoints of thece special groups may not be consistent at
each level. The corporate management will have policies that influence
educational decisions, and they may be compatible or in conflict with the
strategies of the political party in power.

The‘well-informed administrator utilizes the services of advisory
committees, citizens groups, and speciai interest groups to aid him as he
functions outside the power structure; however, the aforementioned groups
can pave the way for communicating with an elusive power structure.

Professional and national asscciations are of importance t§ the
administrator in that they influence natiopal and state policies. The
influence of these groups should not be ignored as the decision-maker
carries out his assigned responsibilities. Presently, church leaders and
women's organizations at all levels are recognized as prime movers for
special interests ig the nation's society. These are only a few of the
subsystems that operate in the environment that may be hostile or friendly
toward the educational establishment.

1t should be recognized that members of the policy-making body for
occupational education are not usually part of‘the power structuré; how=
ever, in many cases they do have access to important members therein or are
part of the communication network that places them in contact with key
leaders ét all 1eveis. The present-day administrator must have more than
é working knowledge of state schoolliaws and an understanding of federal

and state rules and regulations.




ECONOMIC SUBSYSTEMS

The econbmic condition in a given enterprise is the base for decision-
making and provides direction for determining the purposes of the organiza-
fion. Pressure for a better system of determining cost benefits for educa-
tion has placed the decision-making process in the scientific spectrum,
relative to the economic implications for school administration., Key
leaders in banking, insurance companies, members of the legal professions,
financial institutions, and financial regulatory agencies or boards are
found most often to Le in the upper levels of the power structure. Of
serious concern to educational administrators is the hostile.attitude (tax-
payers) that seems to prevail in most communities toward meeting fiscal
responsibilities for a sound educational program. A key factor in adminis-
tering a program for occupational education is the inflationary cost of
operation of the program. Citizen's demands for more and better educational
opportunities for youth and adults is common. These demands have made an
impact for increasing the requirements on a limited number of scarce
resourcés to meet these needs. There is little doubt that one of the
greatest responsibilities of the administrator is to secure adequate
resources to accomplish the assigned mission of the institution.

The nation's econcmic base is in a state of fluidity, due to changes
in national economic policies for our defense pbéturg and a re-thfnking of
our national priorities. Severe fluctuation in employment and unemployment
patterns for the nation have created a series of crises-oriented programs
for solving the employment and educational needs of our nation. The
national economic gtrategy influences greatly the administration of occu-

pational education programs. The expansion of federal and state funding

’
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for all education results in expanded responsibilities for planning and
management functions, One qf the most power-oriented groups at the state |
level {s the agency, State Advisory Budgét Commission, responsible for
developing and presenting the state budget request to the legislature.
Special consideration should be given to ex-members of agencies or boards
responsible for state fiscal affairs. They are important in the cconomic
povwer structure in any state.

Periods of high employment and economic prosperity present the adminis-
trator with a completely different approach for occupational education and
managemeut tasks; conversely, high unemployment and economic scarcity of
resources presents a new set of challenges forcing thg solutions for plan-
ning anf management for occupational education to become more difficult and
complex. A paucity of resources for program operation is one of the great-
est handicaps facing the administrator of occupational cducation.

The greater the participation of federal, state, county, and city
agencies in the educational institution, the greater is the need for the
administrator to have a working knowledge a2nd understanding of the rules
and regulatic.as associated with nperation of the programs. The soéial,

political, and economic power structure in most communities, usually does

not include key educational leaders in the higher echelon. This status Vi
places the educational leader in the position of plarning and managing the
institution from a position outside the structure (formal or informal) for
maintaining the organization in the social system. In education, as in
other enterprises, the economic power structure is the key relative to

controlling the flow of required resources.
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SOCIAL SUBSYSTEMS )
The internal and external social forces in the environment apply

pressure that influences the operation of the educational delivery system.

Civil rights, social movements, and other worthy social and civic groups

are an essential part of the democratic process. The present-day adminis-

trator must be well versed in the degree of change processes which a com-

nunity and modern society will tolerate. Special citizens watch-dog groups

are having a greater influence on social attitudes of students, parents,
and employers than ever before. Pressure for accoufitability in terms of
student and fiscal affairs is in essence the name of the game for
administrators.

The formal and informal social forces must be‘heard, considered, and
have a right to participate in reaching viable solutions for maintaining
occupational educational programs in the establishment. Of prime concern
to the administrative process is the national, state, and local public
opinion and attitude towards the educational system. These attitudes are
intrinsically a base for decision-making which are identified by change
agents,

The administrator must develop a keen serse for identifying the role
and function of the governing bosrd in the power structure. Typlcally,
board members are not included in the top poweg'structure; but what is
important to the institution is the line of communication and entree they
do provide for the institution,

In summary, the administrator of occupational education must deQise
5 viable strategy for determining pgiorities and alternatives for meeting

the needs of the community (student, parents, employers) as he plans for
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educational changeland satisfying the needs of the organization. The
present-day administrator can ill afford to‘make crucial decisions without
due consideration for the power structure in the community.‘ Occupational
education and those responsible for the management tasks should not isolate
nor insultate their responsibilities from the environment responsible for

its existence,

THE ADMINISTRATOR AND THE GOVERNING BOARD

In all educational institutions the organizational structure provides
for a legally constituted governing board. This board is identified as
the leggl agency responsible for conducting the affairs of the institution.
In the. formal organization these boards may be called board of education,
board of trustees, board of governors or directors, a board of regents,
cormissions, or committees; and these classifications are typical titles
designated to them by some higher authority. Membership on the atore-
mentioned boards is usually by élection or appointment for specific terms.
Most terms of office for members are staggered to provide Stability due
to the changing membership., The number of members on governing boards
varies from state to state and by institutional classification.

The governing board (policy-making board) usually is made up of a
president or chairman, vice-president or vice-chairman, a secretary, and
a treasurer. The board structure also includes several committees who
are appointed from the membership of the board and whose chairmen are
responsible to the board members.

The governing board has the responsibility to select, appoint and/or

terminate the services of the administrator (educational leader) who
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conducts the affairs of the institution for the board. The administrator
must understand the scope of responsibilities and role he assumes in
administering the educational program. The governing hoard has as its
prime responsibility general policy-making authority and the overall
responsibility for the institution. The administrator has authority to
administer the program within the policies of the board and is responsible
for developing administrative policies required in managing the organiza-
tion. The administrator must develop an atmosphere of cooperation with
the board; however, both parties must have confidence and mutual respect
for the responsibility and function of each other. The governing board
should not be administrative in function; however, in the public sector,
this is one of. the main issues with educational leaders that is presently
a vital concern.

Ideally, the administrator recommends policy to the board relative to
staff, facilitles and equipment, finance, program, and supportive services.
The policy-making board reviews these recommendations and takes appropriate
action. The administrator has the task of implementing board policy. The
administrator Is responsible for communicating with the board through
status reports which reveals the procedures and standards of operation for
the institution. The policy-making board usually employs a legal counsel
to advise both the boaré and the administrator on legal matters relative to
oper;ting the institution. The administrator should provide the governing
board with the expertise relative to interpreting school law and federal-
state rules and>regu1ations that influence the operation of the institution.

- The administrator usually prepa;és the agenda for board meetings,

~works closely with the president preparing for the regularly scheduled

34




meetings and plans for special meetings as rcquired. The administrator
nust prepare and present to the board all items that require policy
decisions and actions that are vreserved for the board. Administrators
should be acquainted with the procedures of the policy-making board
meeting in executive session, These sessions may cause concern for admin-
istrators. However, it should be nﬁted that on occasfions, boards desire
to méet in executive sessions on certain sensitiQe problems or issues,
If the board meets often in these closed sessions, the administrator
should make an analysis of the situation which might cause or foster
the actions of the board to call such sessions. Most executive sessions
exclude the administrator and are closed to members of the press.

The administrator's role with the governing board is one of hig
major responsibilities. The relationships and attitude for solving mutual
problems cooperatively will strengthen the organization, The administrator
should develop a board policy manual and make =he required changes when
policy is initiated or changed. The educational leader must assume the
role'of a change agent in working with the board; if he is ineffective
in this role, the organization will also be threstened.

Working with the governing board requires of the administ;ator the
ability to:

1. persuade, not pressure, and demonstrate 1eadership qualities

2. perform in a diplomatic and professional manner

3. be a good liétener and respect the opinfon of others

4. be firm when the situation demands

5. be consistent in operation’ and command respect

6. be an effective communicator



7.
8.
9,
10.
11,
12,

13,

The
that are

required

operate from a base of krowledge
delegate avthority and responsibility
practice human relations at all times
accept criticism

plan and organize

make valuable use of his time

utilize effectively the resources available

above characteristics are only a few of the special activities
a part of the personal and professional attributes that are

of the administrator. 1In performing the leadership role, the

ability to innovate and create organizational changes which improve the

educational program is also an important function of the position.

Of all the tasks and responsibilitics that must be assumed by the

administrator, working with the governing board is the most important

and has far-reaching and lasting effects.,
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Chapter V

COMMUNITY RELATIONS TASKS AND INFLUENGCE
ON DECISION-MAKING

Start
Community
Publics .
Community. :
Y Environment [—| Institution Served Rsigg;ggs
¥ ¥
Occupational General
Program
Specific

RATIONALE FOR COMMUNITY RELATIONS

Community relations or public information programs should be well

planned and organized. The name or title used in identifying the tasks

is really not too important; the results in terms of public satisfaction

should be the real concern. Administrators should view the community

relations program as a device for informing the publics served relative

to promoting the institution and the, programs therein, as indicated in

model Figure V (Page 3%}). 1In a sense, community relations is a means
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whereby the educaticnal leader uses the resources of the community and
the institution to manipulate or direct the publics' attitude toward the
educational establishment.

Students are the heart of any educational program, and parents are
vitally interested i their educational processes. This sets the stage
for planning a viable community relations program. Parents, teachers,
and students are becoming more aggressi§e and hostile toward the educa-
tional system. This indicates to the administrator the need for better
communication with all groups. A high satisfaction index with the school
will reduce the level of turbulence in the commnity.

An administrator does not have the option of conducting or not
conducting a community relations program. A community relations program
will be conducted. The choice is will the rrogram be planned or unplanned.
A planned program of community relations will not guarantee good will;
however, it Qill have a greater possibility of creating it than an unplanned
program. Effective teaching and sound administration are the basis for a
good community relations program. The primary purpose of the cormunity
relations program is to publicize effective teaching and sound administra-
tion. From this will come the good will desired for the institution, A
good community relations program is founded on good planning, organizing,

and commnicating.

DEVELOPING COMMUNITY RELATIONS PROGRAM
The determination of the goals, objectives, and purposes is the basic
function of the administrator in piapning a community relations program, as

BN

it i{s in planning virtually any program. Before proceeding with the
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plauning activity the zdministrator may wish to consider contracting the
community relations program with a professioﬁal private agency specializing
in this activity. Their proficiency has been demonstrated in many public
affairs ventures; however, in many public institutions it may be prohibited
by law to expend public funds for their services. Therefore, if it is not
possible to contract for their services, the next step will be to develop
an institutional master plan for operating the community relations program.
In developing the master plan, it is advantageous to utilize advisory

committees, key persons in the community, staff, and students, if it is at

all possible. The master plan must not be a rigid plan; it must be developed

to capitalize on future events. It is necessary to program into the plan
a degree of flexibility for the normal chaﬂge process and the unéxpected
events. The master plan should include planning of methods and means to
organize the staff to assist the program through assigned areas of respon-
sibilities. ﬁasic planning should include enumerations of the facilities
and resources required to operate the program. The final phases in plan-
ning should include a plan to develop a research program to evaluate the
effectiveness and cost-benefit analysis of t.e program. With the plénning
completed, the results should be presented to the governing board to con-
firm their attitude toward the community relations program and develop
policlies for implementing the plan. After approval, the governing board,
the administrator, and his staff may anticipate the outcome from a
community relations program. However, hg must ascertain outside subgroups
in the environment that may influence the pfogram. The community relations
staff must identify the formal and iﬂformal.organizations within and on the

periphery that ‘influence the educational program.
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ANALYZE PUBLICS TO BE SERVED

To effectively ascertain the factors th;t influence the community
relations programs, it is necessary to review the purpose and role of the
institution. The purpose and role are the determinants upon which sur-
rounding factors will either interact in a positive or negative manner
with the publics concerned. A basic factor to consider is the environ-
mental setting in which the institution is located. To determine the
ervironmental setting in the community wh{ch is served by the institution
will be the bench mark for an analysis of the culture, composition, and
power structure. This analysis should be expanded to include a review of
the trends for localism and the mores, traditions, and values of the
community. The political, racial, economic, socizl, and cultural stabil-
1ty should also be included ia the analysis of the community. Values in
a community range from the demography, which is rather slow in changing,
to the public opinion, which may charge more rapidly. The public opinicn
must be a perpetual inventory of conditioﬁs since changes gccﬁr constantly
rather than periodically. An evaluation of all subsystems, both internal
and external, which influence the community relatiéns program must be made
prior to reviewing the techniques, direction, or methods and media to bhe
utilized to reach the target groups identified in the development of the
community relations program. Another important'éonsideration in planning
and conducting the program is to perceive the level of tolerance for
turbulence which the community may withstand. A community relations pro-
gram must be kept within these levels to yield any degree of success.
A.final influencing factor is the ad%inistrator's perception of the

community relations function in reference to his total responsibilities.
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When the influencing factors in the environment have been identified,
an informal survey must be conducted to identify the change agents in all
formal and informal organizations. Then, a plan of actien utiiizing

change a2gents in the change process must be developed.

PLANNING THE COMMUNITY RELATIONS PROGRAM

The basis for a good public relations program are effective teaching
and sound administration. It is evident that the instructors and adminis-
trative-supervisory staff and students must be the core personnel in the
community relatigns program, ‘The advisory groups from all sectors of the
community will greatly assist the core personnel. The general advisory‘
committee will assist the administrators, and the draft or specialty advisory
committee will assist the department heads and instructors in the various
departments. It is essential to consider the influence of organized labor
in devcloping the public relations program. The business and industrial
communities are the prime users of tha products from occupational education
programs. Thé largest group of personnel in the public relations program
are the students, alumni, and parents of the students. This audience
(public) should be the most informed group in the public relations program
as they are directly assnciated with the internal conditions of the
institution. The most valuable asset in a commpnitv is 1its youth.

The mass media sectofs of the community, such as newspapers, radio,
and television, may be a tremendous asset; therefore, their role and con-
tributions musf be determined and cultivated. To assist in soliciting
participation of the local sexvice and civic groups, the instructors,

supervisors, and administrators should be encouraged to become active
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members in these groups. Femzle members of the staff shonld be encouraged
to participate in women's organizations, such &s the business and profes-
slorai twmen's groups or the American Association of University Women's
Anevixtion.  These groups should be integrzted into the public relations
prog ar.  Tae church leaders may be a powerful force; therefore, a

deter. iiztion of their role must be made. Two groups that should not be
overicuned ar2 the local professional groups and the political leaders or
decisicn wakers in the power structure. It is imperative that their input
or centribution to the program be assessed. After identification of the
groups @nd individuals to develop the public relatlons program has been
made, it is necessary to determine strategies, priorities, ang ;ltexnatives
that may be utilized for administering the program. When the priorities
and alternatives have been determined, the previously-compiled information

may be utilized in developing the specific program that will be implemented.

ADVISORY AND CONSULTIVE SERVICES

The advisability of utilizing the assistance of general and craft or
specific advisory and consultive groups has been stated. However, their
potential is sufficient to warrant additional comments on utilization of
their services. 1In utilizing these groups, it is essential that they be
oriented to their role reflecting their advisory and consultative capacity.
The advisory capacity should not be infringed upon--time consuming detailed
work is not a part of the ;dvisory group’s function., The maximum potential
of the groups can only be realized 1f the group is fully and acéurately
informed on the actions of the institution. To assure this, regular meet~

-

ings must be held with prepared agendas; accurate minutes recorded, filed,
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and distributed to each member; sna reports prepered and distributed on
items under discussion.

A fundamental premise to be utilized with the advisory gicups, as well
as the entire cormunity relations program ic honesty. Be sure the group
is honestly informed on activities. It is not advisabie to provide cmuly
the positive aspects to the group. If negative situations are encountered,
inform the group of the circumstances surrounding the situation and there-
by elicit their assistance in arriving at a :ilution. The "hands across

the table" concept with business and industry must be viable to have

Quality occupational education.

DEVELOPING THE COMMUNITY RELATIONS PROGRAM
To effectively-conduct an educational program, it is essential to

deterﬁine who is to be served; therefore, in the community relations pro-
gram It 1s nccessary for the leadership to determine the publics to be
served. A compilation of pertinent information about the image of the
institution must be prepared to ascertain what ‘information is to be util-
ized in securing favorable reactions and responses from the publics to

be served. To assist in dissemination of the information to the publics,
the various groups, and agencies that are concerned with the institution,
their attitudes and positions must be ascertaingd. These target groups
may react favorably or unfavorably; however, they must be identified and
course of action determined. When the target populations have been ascor-
tained, the means of communicating with them must be determined; therefore,
a review of the channels of communications media must be made and the most

productive media identified. The telephone is one of the most effective
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comnunication wedia for the administration, With the icdentification of the
publics, information, and wedia, it is possible to prepare a yearly commu-
nity relations caiendar and develop a workable timetable. 1In preparing the
calendar and timetable, it will be necessary to review the events that are
suitable for promotion and identify the items which may rzquire continuous
efforts. The community relations activicies may include but are not limited
to open house, science fairs, ¢xhibits, student plays, musical recitsls,
industrial visits, TV shows, public heaving =, new.paper articies, community
speakers, parents! nights, symposiums and other activities that are student,
teacher, and parent oriented. The administrator working with his staff,
students, and lay groups should determine the method and identify the
techniques for selecting the most zppropriate activities and events go be
included on the yearly community relations calendar. These activities and
events wlll provide basic information in determining the intensity of the
saturation desired. Prior to presenting the prepared information to the
target publics, the status of the Information resources should be reviewed
to ascertain i1f it is appropriate to communicate with the specific publics
to be served. A determination of the external and internal resources
required to conduct the community relations program must be determined
prior to program implementation. The final step in the planning process
again must be the research-evaluation and folloﬁéup activities to provide
data for feedback into the program. This feedback will be utilized by the
administrator in identifying the activities or techniques responsible for
formulating étrategies and assist him in selecting alternatives for changes
in the program. The research data will assiat in assessing the effective-

ness of the program,
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EVALUATING THE COMMUNITY RELATIONS PROGHAM

Both the formal and informal evaluation may be uszilized in assessing
the overall effectiveness of the community relatioas program. The evalu-
ators should review the cause and effects ir all snc<rs of the com - _tu
and determine the degree of success of t5 adm . . _-acive strateg:. u for
community relations. This ¢valuation will provide the basic data to be
utilized in a cost-benefit analysis of the program. This analysis should
be predominant in the minds of the personnel assessing the effectiveness
of the program. In assessing the effectiveness, it is necessary to assess
the cause and effect aspects of the program and identify the change process
they have created. The cause and effect should be manifested in the
determination and evaluation of the changes in the fnstitutional environ-
mental seéting. Froin research and assessment data it should be possible
to ascertain the most effective media and techniques for reaching the
target groups. This data should be compiled for feedback in revision of
the program and for future planning. One essential analysis must be the
determi;ation of the most appropriate activities for communicating with
large groups, as this will be utilized in special programs, such as
bond issue referendums or to counter a negative movement. An overall
review should entail the effectiveness of establishing priorities, alter-
natives, and strategies for directing future coﬁhunity relations activities.
A flosl analysis must be made to assess the effectiveness of the adminis-
trative leadersﬁip role in the program. Is the time invested commensurate
with the outcomes? If not, it must be ascertained what modifications must

be made to create a balanced situation and provide data for redirection.
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From this totzl assessment it is possible to review several alternatives

and chart a course of future action.

FOLLOW-UP ACTIVIT: . FCR THE COMMINITY RELATIONS PROGRAM

The evaluatier of the community relations program will provide the
administrator with alternatives based.on data from the operation. This
data may reveal the necessiity to reorganize the program. The administrator
must determine a course of action ro follow, which may be to revise,
recycle, hold, redirect, or tcrminate the program. He must assecs the
formal and informal systems for constraints and plot alternative courses
of action. In reviewing the evaluation, consideration may be given to
determining the advisability of contracting with a private agency to supply
the community reiat;ens services, if this Is permissible, A major part of
the alternatives must include the assessment of implications for directing
resources for large and small target groups. Should stres: be placed on
gencral activities or on identified, specific activities to be utilized
in the program? This should be determined. It may be possible to conduct
the program with less effort by general activities; however, the degree
of effectiveness must be the determining factor in deciding what activities
to utilize in conducting the program.

At this point, the administrator must assess the community relations
activities and determine if there are implications for other administrative
functions. Changing other functions may be a means of providing a built-
in program that will perpetuate itself without a special emphasis upon each
activity. A note of caution must be expounded in attempting to oversimplify

the program since it must be remembered: "“A community relations program
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will be conducted; the type znd intensity of the pregram is the prercgative

of the administrative head."
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Chapter Vi

CURRICULUM ARD INSTRUCTIOH TASKS AND INFLUENCE
ON DECISION-MAKING

Start
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Needs Program —® Students

—-£v{gvaluation

> World

of Work

THE CURRICULUM AND INSTRUCTIONAL PROGRAM

| Fellow-Up I

In the past occupational education curriculum developments efforts,

which have been traditionally employed by leaders relative to up-dating

curriculum, have had little impact because they have been associated with

only a small portion of the over-all learning process.

The present

efforts for directing more of the resources from the federai and state

agencies coupled with greater coordinated activities should improve the

quantity and quality of instructional material.
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Currently, educators are utilizing a new amalytical approach for
manipulating the important learning variables and evaluating their roLe>
in identifying and modifying the learner's perfo.mance. The present
systemafic manpower projection‘techniques, computerized network of job
banks, makes it possible for educators to project and implement the
training programs to meet this need. Figure VI (Page 52) is a model for
curriculum and instruction tasks and their influence on the administrative
process.

In the early days, through apprentice programs, the trainee worked
continuously with the master craftsman to obtain the skills of the crafts-
man. This procedure was sufficient for the times. In this day of
specialization and technology, it is hardly sufficient; therefore, the

necessity of a detailed cur.iculum 1is self-evident,

CURRICULUM AND INSTRUCTION ANALYSIS

In developing and up~-dating curriculum, it is essential that the
administrator be thoroughly aware of the policies, procedures, and
services of the state and local educational departments. The necessity
of discovering "America' several times is a luxury that can no longer be
afforded. Therefore, knowledge of all information that is available,
‘relative to curriculum planning and development; is essential. The use
of a general advisory committee is intrinsic in providing information
and téchniéal content on the training that 1s required. Utili;ation of
advisory committees in the analysis stage may avoid needless effort
expended on outdated training prograﬁs. Through the advisory committees

A

it will be possible to ascertain the objectives of the curriculum and
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instructicnal program and determine needs of a new program or review and
revise those that may be identified in existing programs. Upon formulation
of the objectives and determining the needs, it is beneficial to implement
activities for research and development to ascertain the scope of the
educational process ﬁecessary from the input to the output of the program.
From the activities for research and development, it will be feasible to
develop the course content through the use of the occupational job analysis
and relai2d data collected from job classifications or descriptions. The
development of performance goals and program elements is a natural sequence
to the development of the course content. . In this phase of analysis, it

is essential to> determine the degree of responsiveness in the curriculum
to the change‘process. It is advisable to create a curriculum that is
sensitive to the changes in the industry for which training is provided.
Throughout tlie analysis phase, the administrator must not omit considera-
tion of e*emplary and innovative programs. It is quite possible that the
advisory @ommittees will not be aware of this type of a program; therefore,
1t is the responsibility of the administrator to determine when they exist
and if it is possible to consider such a program. The final act relative
to curric§IUm and ins;ruction analysis 1s to receive approval from the
appropriate state agencies and the local groups. It is essential to

assess and validate the curriculum content, reQiew priorities, and deter-

mine alternatives that are relevant tc curriculum decision-making.

RESOURCES REQUIRED TO IMPLEMENT CURRICULUM

In determining the resources required to implement the program (curri-

“

culum), it is necessary to ascertain the level, type, and scope of the




program to be implemented. The program may be vocational, technical,
pre-vocational, or pre-technical and may be conducted as an in-3chool
program, an internship program with the student utilizing industry for a
training station, or a combination of the two. The results from the
research efforts should provide information on the source of students and
the type and level of the program,which in turn will signify the facili-
ties that will be necessary to conduct the program. The facilities
required should include data on the classrooms, shops, laboratories, and
specifications relative to size and special utilities for these facilities,
Research should also include the instructional equipment, materials,
supplies, and utilities costs necessary to implement and operate the pro-
gram for the initial year. The required resources must also include the
instructional staff, supporting staff, and administrative-supervisory
staff required. When this information is assembled, it will be possible to
calculate the total cost per instructional unit and thus determine the

firances necessary to implement the program.

FIINESS OF CURRICULUM AND INSTRUCTIONAL MATERIAL
The curriculum will be enhanced through the utilization of pertinent
instructional materials. Thg advisory committee should be able to provide
assistance in selecting pertinent equipment and materials. In the seléc-
tion process, a list of the textbooks and reference materials should be
prepared and this list reviewed to create a workable number of books and
references to éid in final selection. Items to consider in the selection

procedure must include:

=
"

1. Are the materials appropriate for the level of instruction
to be provided? ' ‘




2., Has analysis of the rigor, scope, content, and time required
for completion of the program been determined?

3. Does the material allow for the individual differences of the
students?

4, TIs the material oriented toward the level of the student and
the level of inctxuct10n7

5. Does the material lend itself for use in a programmed-instiuc-
tion situation?

6. Is the material adaptable to utilization of audio visual aids,
such as filmstrip presentation, overhead projectors, closed
circuit TV, and other media?

‘The advisory committee will ‘be of valuable ussistance in determining if the
material‘fs prepared in such a way that it will adapt to the local condi~

" tions and if the material is valid and up to date, Administrators must
beaware thqt all students are not likely to enter local employment;
thereforé, the cluster concept of training must be built iﬁto the pro-
‘gram thréugh the instructional materials utilized, A final consideration
the adminis;rator must make is the ease of scheduling the program utilizing
the instructional materials under consideration. The utilization of

modular scheduling and the programming for block or unitized sequencing

are an essential part of this function,

&

IMPLEMENTING CURRICULUM
The implementing of a curriculum may be considered as the application i

of the results from research and development activities. The source of

students should be considered in the resources; however, the criteria and

method of student selection must be considered and be developed as an

integral part of curriculum planning. Another basic prerequisite for

a
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implementétion of curriculum is the availability of a qualified instructional
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staff and.the availabilify of instructional materiuls. The occupational
instructional program must be evaluated to detefmine.if it will interlace
with other educational programs. Examples ﬁay include the integrating of
modular scheduling into a rigid schedule routine, differential staffing
into a conventional staffing pattern, or the utiiization of closed-circuit
TV into a system critical of this media. The curriculum leader must review
the element of diffusion of the instructional materials into the delivery
system and determine its adaptability.

If the employment needs for gr#duates is marginal, it may be deter-
mined to revise, redirect, or hold Fhe program; whereas, if thte need is

great, it may be determined that the curriculum and instruction should be

programmed concurrently with plans for a longitudinal assessment.

STAFFING PATTERNS AND MODE OF OPERATIONS

A review of the staffing patterns should start with the program of
instruction. It may be that the certification will alter the source of
instructors; however, the skills and compétenéies of the instructor
shoulé not be compromised. Consideration should be given to teaching
assistants since.they are valuable fo either individual or small group
instruction as well as large group instruction., If team teaching is to
be utilized, it may allow for procurement of instructérs with a greater
degree of specialization rather than a broad, general background of know-
ledge. Planning is essential to implement full-time or part-time operation
to utilize the spe#ific competencies of the instructional staff., The
schedule of periods of laboratories ¢r shops in reference to the number

S

of related classes is a determinant in balancing the instructors' teaching
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load. Supervision of the instructor and the curriculum should be reviewed
to ascertain the number of such personnel available for this activity.

The type of program operated must also be analyzed as it will vary with
the requirements for instruction and supervision, .If a pre-vocational
program is operated, it may be necessary to employ an instructor with a
broad, general knowledge; whereas, if the program is technical in nature,
more specialized instructors may be necéssary. The length éf the academic
year will also be determined from the type of program, as in the case of a
cooperative program which may operate on a year-round basis; whereas, a
pre-vocational program may be on an approximate nine-month basis. The
accreditation standards (regional, state, etc.) should be~ascertained
and reviewed, as they may provide pertinent data in reviéwing the direc-
tion, follow-up, and evaluation procedures. Upon completion of an assess-
ment of the staffing patterns and mode of operation, a review and identi-
fication of the present and potential users of the graduates should be
instituted. A plan for placement 4is an Integral task in curriculum

planning.

CURRICULUM AND THE STUDENT
Curriculum planning should identify the source and supply from wiich
to recruit students. The recruitment success will be contingent upon the
admission requirements or standards for ad..dssion. After the standards are
ascertained and the recruitment completed, it is then practical to program
the students into the curriculum. The programming of students should pro-
vide for advanced standing. Advanced standing cannot be predicted before

-

the levels of berformance in the courses have been estabiished. The
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curriculum shculd be flexible and consider the amount of credit that may
be given for work experience, and the amount of credit that will be
granted for previous educational experience. All of these factors will
influence advanced standing. These conditions must bhe considered as an
interwoven iﬁfluence for programming the student. Guidance and counseling
is required for student placement and programming.

Upon completion of a review of the.students' role, it is possible to
evaluate the entire curriculum in terms of the student input, the entire
educational process, and coﬁtent. This total evaluation will yield infor-
mation that may be utilized to provide feedbackhinto the program from

which adjustments may be made,
)

ASéESSMENT OF CURRICULUM DEVELOPMENT

Curriculum leaderg and curricu}um specialists in occupational educa-
tion; regardless of the levels at which they function, must determine a
viable solution for making the educational delivery system an effective
one. They must meet concurrently the objeétivgs as stated in local and
state plans for vocational education. Those individuals charged with cru-
cial decision-making responsibilities for curriculum planning and develop-
ment turn to consultative services for the expertise in those fields or
areas which they do not necessarily have within the organization.

Figure VII is a model for the assessment of curriculum development.
It is not the intent of the model to probe into philosophical concepts
relative to curriculum development and implementation; however, the model
presented is designed to provide an effective device that will aid the

LY

leadership in curriculum development to implement a longitudinal assessment
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Figure VI
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~strategy for determining the effectiveness of curriculum planning and
development. The systems appreach to curriculum planning is rapidly
being accepted among educators at all levels.

The four major tisks identified in assessing curriculum development

are:
1. Planning
2, Development
3. Implementation

4, Evaluation

A review of the activitiss listed under each task reveals most impinging
items or activities which have a direct influence on the major functions.
The curriculum ieader must be accountable for improving curriculum and
the overall instructional process. The division of labor in some insti-
tutions separates the educational leadership role from the administrator,
This 1s a controversial practice in some institutions. Pressure from
students and other outside sources are demanding that education become
more relevant and the instructional process be directed more toward
meeting individual needs. Curricula must be responsive to change, and

positive change comes about through effective planning for longitudinal

assessment.,
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Chapter VII

THE STUDENT PERSONNEL PROGRAM
AND THE DECISION-MAKING PROGESS
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PLANNING THE STUDENT PERSONNEL PROGRAM

To plan, develop, and implement a student personnel pfogram that will

adequately meet the needs of students relative to student services, both

present and future, requires a critical evaluation of what this program

currently is and a projection of a program of student services as it

really should be. 1In view of the constantly changing demands being made

upon student personnel services, it becomes quite obvious that many of our

traditionally
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personnel as they relate to the demands of new and emerging servicrs may be
totally inadequate. Figure VIII (Page 64) is a model for administering
the student personnel program.

In view of innnvations in student personnel services with refevence
to program and facilities, adminisirators may wish to consider the new
approaches relative to program flexibility and adaptability. Programs
that have been poorly designed and hastily put together cannot operate
within an organizational pattern that is responsive to nplementing a
dynamic program for student personnel services. The administrator in
institutions responsible for occupational education must design a structure

and organization which departs drastically from the traditional pattern.

However, the chief prerequisite is that the program must be able to adjust

and be reériented with the least amount of confusion and disruption.
Demands for change in the student personnel program do result from student
Hostility inlthe educational establishment to today and for tomorrow.
Change for change sake is a poor criteria for redirecting the student

personnel program within the institutiocn.

PURPOSE OF STUDENT PERSONNEL PROGRAM'

A forward-looking administrator of the student personnel services
would wanf to include but not be confined to those services including guid-
ance services, health services, psychological services, audiological ser-
vices, speech pathology services, student accounting, social life, housing
and student centers, food services, school publications, and oiher activ-

ities which are oriented to the total welfare of the student, The student

personnel services should be designed to promote the well-being, self-esteem,
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PROBLEM SOLVING AND DECISION MAKING MODEL FOR ADMINISTRATORS OF OCCLH
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and contribute to tha total development of the individual student, supple-
menting and supporting the learning process.

Other student persomnnel services can include extracurricular activities
plus services which are designed to enrich the total school educational
environment and directly support the academic and occupational program b&
providing 0ppbrtunities for students to participate in Ccreative expressions
of individual interests and ability. In addition to student activities
and crganizations, emphasis should be given to other services such as
vocational placement and health facilities which contribute to the over-

all welfare of the student,

OBJECTIVES OF THE STUNENT PERSONNEL PRCGRAM

The major objective of the student personnel services program in
academic and occupational education is to meet the individual needs of the
student in the institution; On 2 broad, general basis, these needs may be
classified as having to do with academic problems, social adjustmeénts,
extracurricular activities, financial coﬁcerﬁé, vocational planning, and
enrichment. The administrator of the student personnel progrem should
establish and maintain the environmént and proviss a program which will
contribute significantly to the success of the institution. It is desir-
‘able that all studeﬁts should feel welcome and:comfortable at the insti-
tutiqn, and the student personnel services program is the vehicle with

which the institution meets this student's need.

INSTITUTIONALLY SPONSORED STUDENT SERVICES
For the purpvse of this guide, the following discussion relative to

the various services to be provided for students in a comprehensive
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student personnel program have been advanced for the reader's consideration;
however, the reader is cautioned that this listing is not intended to be
complete, nor will it satisfy all the professionals in the field relative to
gaining mutual agreement on the definitions of terms used in developing and
expanding the student personnel services program in occupational education
programs,

Staffing for the student personnel programs provide the administrator
with several options. He may determine that the enrcllment justifies the
.employmeht of a full—tim; specialist for each of the services required in the
program. The size of the program may require a part-time specialist; if this
be the case, he may want to share a specialist with other community agencies.
Another alternative would be to contract with other institutions or éommunity
agencies for the services of these specialists, The local situation dictates

the most appropriate method of staffing the student perscnnel program.

GUIDANCE SERVICES

Guidance and counseling services for students includes those activities
for counseling students and parents, assessing the abilities of students,
assisting students in making educational and career plans and choices. Guid-
ance is a deve’‘pmental process whereby students explore and discov:r their
educational potential and select wisely those educational experiences which
wili be most productive to them in preparing fo; the world of work. Guidance
shﬁuld assist stqdents in maintaining a balance in personal and social adjgst—
ment in the educational environment. Guidance is an essential function in
occupational edvcation.and is important relative to strengthening the position

of the organizationh and institution.
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PSYCHOLOGICAL AND PSYCHIATRIC SERVICES

The psycholoéical and psychiatric serv{ces within the institution
provide the administrator with a necessary tool for éttending to the mental
health of students in the institution and to provide a wethod whereby the
mental health of students can be protected and at rhe same time provide a
source for identification and treatment of tho;e students desiring psycho-
logical and psychiatric services. However, it should be cautioned that
this is ﬁerely an effort to detect these problemc; and the institution!s
responsibility 1s to refer the student to his parents and professionals

in the field fcr counseling and/or treatment.

SOCIAL WELFARE SERVICES

All institutions should provide the faci'ities and develop those
activities where a specialist can diagnose the student and identify his
problems that may develop because of his home environment, school, or
community. Social workers should be available for students and parents
relative to interpreting problems of the students. Social services should
assist thé student to adjust to his problems that may be related to the
institution directly or indirectly because of the community setting and

influence.

HEALTH SERVICES
The residential kind of institution and the non-residentia! institu-
tion do have a responsibility for having health services {(medi. ! and
dental) fnr students. Special programs should be available to students
which provide services and those spécial activities.related to the general

well-being of the student. These services should include medical, dental,
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and psychclogical and psychiatric services. An essential and large part of
the student personnel program is carried cut in the student health center;
and thesa require the services of doctors, nurses, and para-professionals
to mairtain a high quality pregram for student health .. .. .:s. Another
major function of this particular service is the related activites for
studant speech correcﬁion and delecting hoaring deficiencies and‘assisting
those students who have been identified as having problems in these zfore-
mentioned areas. Some institutions contract with outside agencies to
provide for student health services not svailable within the institution,
The kinds of health services provided students and its ability to provide

the required resources are the responsibility of the governing board.

STUDENT ACCOUNTING SECTION AND SERVICES

A major responsibility of eduéational institutions and a major concern
to administrators is the résponsibility for student accounting, In a post-
high school program, a registrar and his staff account for a great portion
of the activities that are directly connectéd with this éervicen At the
high school level, much of this responsibility is centered in the office
of the principal or in some cases may be centralized in an administrative
office, combining the services of mzny §chools into one opzration. Student
record keeping is a‘major function in student accountability. Guidance

and counseling personnel should not be programmed to do student accounting.

»f

STUDENT HOUSING AND FOCD SERVICES

A major responsibility of the administrator in post-high school resi-
dential types of.institutions is tb pr..ide adequate howo~9n: and food

services to provide for the general well-befng ¢ :° . student during his
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educational career. Of equal importance to zll institutions is the student
center. Ttis is the facility which provides for the general well-being

of the student in relation to his social, religious, and other activircies
which provids him with a well-rounded mechanism for becoming socially
adjusted to the environment of the institution and society. Also included
in this program czn be the activities of theatre, bowling, and other light
kinds of pl.ysical participation which can be classified as recreational

for the student. The book store and student publications are usually
housed in this facility. Many institutions contract with outside agencies

for the food services portion of student gservices program.

INSTITUTIONAL PUBLICATIONS-SPORTS

A vital part of any post-high school and high school operation is
student pﬁblications. These may be in terms of a formal newsletter or
newspaper pubiished at regularly scheduled intervals. Also of concern
to the administrator in educational institutions is the implications of
intramural activities, .rganized sports, and other activities that are
student oriented and designed for student jparticipation.

It is not the intent of the material presented in this section to
recommend a more suitable organization or identify activi'les for student
personnel services; rather, the important point is that the school
administrator be cognizant of his responsibilities t> the individual stu-
dent through the mechanism provided by student personnel services that
are an equal éartner within the organizatioun. Student personnel services
are directly concerned with the well-beinglof the individuél student and

'S

his family; it makes a unique contribution to the preparation of the

individual for intelligent and productive family and community living,
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ADMINISTERIRG THE PROGRAM

The model Figure VIII (Page 64) for this section of the guide is to
improve those facilities and services required in the student personnel
services program in educational institutions. Since these services are
periormed by many people with diversified interests and backgrounds, the
assumption is made that improvement can rcsult from a concentrated effert
. to make the student personnel services program a major responsibility in
the family of tasks and functions performed by the administrator. The
formal and informal organizations in the student educational program are
an integral part of the studeat's life and are important facets relative
to the administr';ive decision-making process. It is within the confines
of this.task that ihe administrator through delegated responsibilities
develops the rules and regulations cooperatively for students relative to
their siudent life and institutional participation while a member of the
formal organization within that educational establishment. Students do
want and are demanding a part in the administrative decision-making
process, and it is in this light that student organizations in institu-
_tions are playing a more {mportant role as educators design the organi-
zation for democratic participation. Extensive use should be made of
advisory committees from the student body relative to student Jiscipline
and establishment of student courts dealing with those who do have diffi-
culty in becoming part of the institution and adhering to the rules and
regulations therein. It is equally important that the administrator pro-

vides a system for dealing with student confrontations and handling student

v
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antagonists from within and without the envir~nr-nt, and it is becoming
increasingly important that negotiations with students become a sericus

consideration as we plan for the future.
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Chapter VIII

STAFFING TASKS AND INFLUENCE
ON DECISION-HAKING

start

Institution; ¥ Organization [ Administration I—D Program [ Evaluate
¢ !
Philosophy Personnel
Finance
Facilities
INTR CDUCTION

One of the most important, if not the most important part of any
school, is the staff. As over 80 per éent of the average school operating
budget is devoted to financing the\staff, it is imperative tbat the admin-
{strator assure optimum results from the investment. Tais necessitates
the creation and perpetuation of a sound personnel (staffing) program, as

-

depicted in Figure IX (Puge 73).
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DEVELOPING THE SYSTEM

The size of the ecucational institution will dictate the size o the
personnel section, However, 1f it Is a small institution with the acdmin-
1strator personally performing the personnel section functions or & large
Institution with severz . people composing the personnel section, there are
bas#c finctions that must be performed., 1In cdeveloping the sectisn, it is
imperative that the leadership and The resources required to initiate 2
sound personnel section be provided. This leadership task may be delegated
to & director or an assistant; however, this does not relieve the school
administrator of the responsibility. This makes it imperative that the
schoo! administrator be iuvolved in the planning and developmental activi-
ties and be aware of the needed future activities. When the leadership is
provided, the necessary financial support must be secured to perpetuate
the program. The organizational! structure will determine the authority
and responsibility the administrator must provide to the personnel scction,
an¢ the communications network appropriate to maintain the structure. The
objectives of the per unnel section and program should be determined early
in the planning stage. From these objectives the policigs for operation
may be formed. In developing the personnel-staffing section, prcuvisions
should be made for research activities which are required on a longitudinal
basis, Throughout the developmental activitieé, the policies established
by the governing board must he adhered to, A final consideration in

. v

development must be the identification of the implications for professional
negotiations cr collective negotiations. It may be that this activity will
not be a responsibility of the section, but it must be ascertained where
the negotiation function will be assigned. When the basic planning is
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perfcrmed, it is necessary to determine the purpose and function of percson-

nel! management.

TASKS 43STGNED TO THE PERSONWNEL SECTION

From the develcpmental activities, the tasks of che personnel section
will emerge. One of the basic tasks must be the development of operating
policies and guidelines. These may be included in a basic job description
for the personnel director. Job descriptions for the instructional and
supportative personnel are the responsibility of the personnel section.
From research it will be possible to determine the staffing patterns and
needs along with the procedures that will be utilized in personnel recruit-
ment, selection, placement, ortentation, retention, transfer, dismissal,
promotion, staff development, and salary levels. An important task is
the development and implementation of an unbiased staff e¢valuation proce-
dure. This should be a cooperative effort between instructional and
supervisory persornel.

Research should provide data on salary schedules, which may be
utiiized cooperatively with other professional staff to develop a salary
schedi'e that will be appropriate for the institution. The personnel
budget (instructional, non-instructisnal, and supportative) will be an
annual task which may be developed by the leadership in the section. The
resources to be budgeted for staffing must include the‘human resources
required to maintain the educatfonal Jelivery system. The task of utiliz-
ing the resou;ces of professional ory. ..zations, such as the AFT or NEA,
will assist the personnel section in the development of a staff handbook

[N

which will be consistent ".{th the basic philosophies of the staff,
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administration, and governing boerd. The entire tasks of the section will
provide information necessary in assessment of special considerations for

the selection and maintenance of quality personnel,

POLICIES FOR THE PERSONNEL SECTION

The respongibility for personnel policies for the institution is
vested in the governing board and administered by the school administrator;
the democratic process of administration yields the greatest amount of
personal satisfaction. It is advantageous to ascertain the desires of the
staff on matters that directly concern them. Usually, the instructional
staff is concerned with the necessary instructional activities, which
include the assignment policies, class size, assigned teaching load, and
overtime or overload assignments and compensation. Concern for the non-
teaching activities, such as extracurricular activities that must be
supervigsed, is usually a concern exﬁressed by the instructional staff.
As teaching certificates must usually be renewed periodically, the staff
attitude toward summer school attendance, up-grading, technical training

sessions, and workshops should be ascertained.

EMPLOYEE BENEFITS

Items outside of the student-related and instructional activities
that the staff is usually concerned with include the friﬁge benefits for
all employees, such as health and 1ife insurance, sick leave, retirement
benefits, personnel leave policies, tenure, and dismissal. Each employee
should be provided a staff handbook prepared and approved by the governing
board. Administrative policies th;f may be important to a number of the

staff include employment and promotion policies and the status desired
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relative to authority and responsibility they must assume. The staff
participation in professional associations that are related to the

school activities is important to the staff and administration. Associa-
tions ¢f a general mature or of_public interest may be a concern of a
selected number of the staff and should be dealt with to create the great-
est staff satisfaction. Upon compilation of areas of interest to the
staff, it is possible for the administrator to recrujt persoanel to main-
tain the system in a manner that will create maximum satisfaction within

the entire staff.

PERSONNEL CLASSIFICATION

Classification of the staff is important in creation and perpetuarion
of the status hierarchy within an institutiorn. Evidence that titles of a
positigﬁugre a major concern and benefactor to many staff members is pro-
vided by the often-used statements: "The institution promotes by assign-
Ing a new title or position," or "I didn't receive a pay increase, just a
new title."” The importance of staff classification is generally agreed
upon; therefore, the personnel section should prepare a classification
schedule that will include the positions in the instructional, adminis-
trative, supervisory, and research and developmental areas. The classi-
fications in the instructional-related activities should encompass the
positions of the instructional staff: teacher aésistants; laboratory
assistants; para-professionals; learning resource center personnel; and
educafional support technicians, such as TV and other éudio visual

personnel. s
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The ciassifications that are supportive to the instructional program
and students will include psoitions in the custodial and maintenance
services, transportation, food services, datz processing, secretarial, and
clerical services., Classifications in‘the services directly related to
the students will include guidance ard counseling, medical-dental, social,
’and psychological-psychiatric services. Classification of the personnel
makes it possible for the administrator to analyze the requirements
necessary for personnel improvement and development, Titles are 1mportant
to the power structure within the formal and informal organizations within

the system.

STAFF DEVELOPMENT

Orientation of the new staff members is a foregone conclusion; however,
a continued orientation program must be carried on as the external and
internal conditions of an institution are constantly changing. Orientatica
may be included in a pre-service or in-service training program. The in-
service.training program should be conducted in accordance with a long-
range plan for staff improvement. An essential ingredient in gtaff dévelop-
ment is supervision and evaluation. Evaluation must be a perpetual
activity as it may alter the long-range plan for training and up-grading
the staff. The iIn-service activities need not be conducted exclusively
within the institution as they may include proféssional meetings, work-
shops, Institutes, extension céurses, summer school, return to indust;y
for up-dafing, travel, and experiences applicable to professional
growth, Included in the staff development must be the research éctivities

.

related to staff dévelopment and self-renewal along with the retraining of
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the stsff due to technolcopical advances. The research activities should

assist in assessment of the personnel stability.

PERSORNEL TURNOVER IN THE ORGANIZATION

It is inevitable that all institutions must replace personnel due to
retirement and death. However, there are many other factors which affect
the turnover in personnel such as transfer, dismissal, advancement to a
better position in another institution, marriage and/or raising a family,
and entering the business or industrial world. In many instances, staff
turnover is due in part to poor human velaticns. lack of communications,
dissatisfaction with salary, promotion and/or fringe benefits, personal
differences with administrators, no imdicated future for advancement, and
instability of the organization and system. Many individuals leave an
organization because it is not responsive to individual needs and aspira-
tions. Tnese are the factors that should be analyzed and attempts made
to correct difficulties and concurrently reduce staff turncver.~ Analysis
of the administrator's turnover, both on a voluntary and involuntary
basis, may yield corrective courses of action for the governing board,
resulting in better decision-making relative to key personnel. Adminis-
trators and instructors leave positions in some situations where there
is a dislike for the community or geographic area or the nature of the
clientele served by tﬁe school, such as the students and parents. These
last turrover factors are valuable influences in the recruitment policies
of the school. Asvthe administratcr evaluates the personnel function,
he should be able to ascertain conditions that will yield a greater

[N

stability to the entire organization. These conditions should be of great
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concern to him as they must be utilized in modification of the personnel
~ program to yield that stability. The persoﬁnel or staffing function in
administration involves the manipulation of people. In performing this
task effectively, the results are both immediate and lasting. Human
relations and communications are essential parts of the supervision and
managenent function relative to administering the personnel program in

the educational establishment.
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Chapter IX

FACILITIES AND EQUIPMENT
AND THE
ADMINISTRATIVE PROCESS
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Program Planning Planning Facility
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Study é
Facility

RATIONALE FOR FACILITIES AND EQUIPMENT PLANNING
A major function or task for the administrator of occupational educa-
tion is the development and long-range planning for facilities. Who does
what, why, and how, and what are the implications for plannihg occupational
facilities? Figure X (Page 82) is a model indicating the activities for
facility planning. Improved curriculum and updated ;ﬁstructional programs
have been influentia: factors in creating changes in the planning processes

A

for occupational facilities. The nation cen no longer afford to keep its
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occupational education in an island of obsolescence in a sea of technolo-
gical advanc;s. The problem of instruction in occupational education and
the future needs are too vast and too complex to be solved by resorting ro
outmoded and inefficient means of teaching ard learning.

Thoughtful administrators of today recognize thzt major sustained
efforts must be made to employ the very same technology that has freed
education from much of the slavery and the outmoded techniques of learning
prior to the pre~technological revolutior, The changes and advances in
occupational education can be utilized and expanded as part of the tech-
nological revolution and will permit occupational education programs to
move from the traditions to which it has heretcofore been confined. Many
school districts regardless of level--community colleges, area schools,
or secondary schools--have been in the vanguard of the technological
revolution in educsrion. They have provided facilities not for the sake
of innovation itself but to provide for the most effective and efficient
occupational education program possible within the limits of the avail-

able community resources.

CONSIDERATION FOR FACILITY PLANNING
The following 15 a summary of the specific tasks and functions per-
formed by the administrator in developing facilities that are responsive
to the educational program needs of the community for occupational educa-
tion. The key to facilities development and long-range master planning
is involvemeﬁt of the communities, staffs, state departments, regional

planner, consultants, and students.,

[y
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facility planners must design educational specifications and create
and envision adequate facilities to mect the needs of public occupational
education programs, both present and {uture. These respensibilities
demand of the administrator a critical evaluation relative ro the
communities' projected developments for the future. 1In view of the con-
stantly changing demands being made upon present facilizizs, it is quite
obvicus that a serious gap exists between the adequacy of many of the
traditionally built facilities and the demands of new and emerging curri-
cula to meet the technological changes.

Change is being recognized by occupational educators as an evolution-
ary phase of the educational‘environment. In order to meet these educa-
tional goals and objectives, educators are seeking greater flexibility,
convertibility, adaptability, and higher quality in 2ducationzl facilities.
Concurrently, administrators are striving to maintain & low facility
and low maintenance costs.

The programs, methods, and the equipment of today will become obso-
lete in the near future. However, those buildings and facilities designed
to house and tacilitate the present and future programs will remain with
us for many years to come.

What is needed now in the conceptualization of new school facilities
and particularly occupational education facilities is a completely differ-
ent and bold approach to flexibility and convertibility. Educators must
develop definitions of functional, specific spaces, which will at least
provide minimal environments for instructional purpezes. Facilities of
today should reflect spaces designeé to ingure multipurpose uses. Educa-

tors must be more specific and define the instructional program for which
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the spaces are to be used and thereby reduce the error in equipping and
determining specific space requirement. £n escentiai part of facility

planning is to determine the functions and space relationships therein.
COMMUNITY AND INSTITUTION-WIDE FACILITY REVIEW AND ANALYSIS

PROGRAM PLANNING

The administrator serving as a plamner must examine present programs
and existing facilities in view of the educati&nal mission of the community.
Secondly, the planner can recommend necessary changes in existing facili-
ties or propose those new facilities required to implement new programs
desired by the community. The program should dictate the faciliticg.

The needs of the community determine the program.

I. Procedures
A. The administrator and plant planner must consider the following
factors in surveying the existing educational facilities:
l. Evaluate the existing facilities as to what presently
exists; develop a facility utilizaticn index.
2, Consider what faciliries are needed or required to
house present program,
3. Decide &nd plan how to fill the gaps in present facilities;
determine functions and relationships.
B. Administrators and advisors need to determine the program
relafive to the community and what is desired of the

institution:

"
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1. The desired educational objectives in terms of things
to be learned

2. The type of services to be rendered, both instructionai
and non-instructional

3. The policies and techniques for implementation of
occupational programs

C. Determine the organization preferred for the implementing of
the instructional program:

1. Make use of TV and programmed instruction,

2. Will thg programs be departmentalized?

3. What size of group instruction: large group, small
group, emphasis on individual instruction. Is
instruction student or instructor oriented?

4. What will the teacher-pupil ratio be?

5. What is the desired number of student stations?

D. Building surveys

1. Determine program needs--qualitative and quantitative.

2, Review existing resources--plant and financial,

3. Plan a course of action-~immediate and future--long-
range master plannirg.

4, Plan for balanced factlities--assential and a critical
part of facility planning.

E. Project enrollment for community and area served

1. Population trends

2, Birth rate--per thouggnd population

3. Population changes
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4. Migration--in and out
5. Change in district boundaries
6. Zoning--positive or negative
7. Land Saturation--toéal lan& utilization
8, History of pupil failires and dropouts
9. Private school and ghurch-related school enrollment
10, Mortality--death rates éer thousand
11, New homes, industry, and other economic changes
12, +Non-resident pupils--charge back arraﬁgementg for
sending agency
F. Projection techniques (enrollment)
l. Analysis of census data (prerschool census)
2. Analogy
3. Average survival
4, Saturation studies and analysis
3. Dual-projectioans based on the high estimate and the
low estimate for enrollment
G. Evaluate existing facilities
l. Are existing facilities adequate to meet present
program objectives?
2, Is there adequate capécity to aééommodate present and
projected enrollment?
3. Are'tﬁe facilities located near the majority of the
student population?
4. Have plans of presen£ facilities been analyzad in

terms of projected facility needs?

87




H. Financial resources of the community
l. What is the tax valuation per pupil - ' ne> average
family income?
2. What state and federal support i. - uable?
3., What is the community's record for supporting bond
issues for education?
4, What are the present community debts? Does the

community have a tax rgte limitation?
EDUCATIONAL PLANNING

PURPOSE

Educational specifications are the owner's general statement of the
educational problem which the architect is to solve in the design function.
These speéifications are to be used as a guide and not as an instructional

manual, The specifications should not place restrictions on the architect.

I. Procedures
A. Educational planning for an institution should cpnsider the
following:

l. Decide on the type of educational program desired: full-
time, part-time, cooperative, pré-vocational or technical,
day and evening program,

2. Determine the type and number of classrooms required
based on type of instruction,

3. Decide the other types of special room requirements: shops,

L

laboratories; describe multipurpose spaces,
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4. Develop room specifications--do not becomz prescriptive.
5. Write the educational specifications.
B. Planning for administration and other auxiliary space requirements:
1. Plan for all administrative spaces:. offices, board rooms,
storage, and specilal conference roous.
2, Plan for special service areas: cafeteria, health room,
restrooms, and auxiliary spaces.
C. Developing educational specifications:
1. Educational specifications are the recorded educational
deéisions made by educators.
2. They serve the architect as a guidé in designing the
fécility.
D. Purposes of the educational specifications are:
1, Analysis of funcﬁions and relationships
2, Details of the educatisnal process--philosophy for
instructional programs
3. Abstract plan for the program--operation and pians for
implementation
4, Facilities required to house program--flexibiliﬁy,
utility, and convertibility f-ctors
5. Enrollment énd program |
E. Overall outline of the educational specifications include:
1. 'General information--philosophy and objectives for the
program
2. Kinds of facilities téébe provided to meet educational

needs of the program
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3. Lists of the facilities required and equipment therein
4., Description of rooms--location, relationships, and functions
5. Miscellaneous information--environmental con:ziderations

and safety

ARCHITECTURAL PLANNING AN ((Q.. ~~TION

PURPOSES

The architect is the key inﬁdeveloping functidnal educational facili-
ties. An architect should be selected on the basis of design ability and
his understanding of educational specifications, relative to his knowledge
for transforming such specifications into functional design. The contract
with the architect eliminates misunderstandings as to his responsibilities.
His ability to administer and supervise are important, along with the
coordination function he must perform in the design and construction of
the facility. Integrity and technical design ability are important

considerations in selecting an architect.

I. Procedures
A. Qualities of a good architect are:

1. Problem-solver
2. Good administrator
3., Artist
4. Consultant or advisor to his clients
5. Ability to plan the team role--understand fully and interpret
6. Willingness to work és part of a team

7. Understands all implications of engineering

8, Technical competencies in profession
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B. Function and work of the architect

l. Advising the client

de
b.
Ce

d.

Helps in site sele-tion and evaluation
Evaluates existing facilities, i1f asked
Assists the client in preparing the construction budget

Supervises - and technical problems

2, Facility design

ae

be.

Ca

Translates educational specifications into useable
space and proper relationships
Selects construction methods and building materials

Develops final drawings and building specifications

3. Responsibility during the construction phase

as

d.

€e

f.

Assists the client in awarding the construction
contracts

Provides supervision during the construction of the
facility. Helps with change orders, etc.
Coordinates all écti&ities‘of subcontractors during
the construction

Inspects the completed facility with the client;
gives final approval for the completed buiiding
Orients the staff and students in the use of the

facility

“Provides the client with all the documents of the

‘completed facility for the records

C. Selectiop of architect

1. Review qualifications

921
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2. Interview several architects

J. Contact architect's : .rmer clients

&, Visit Lﬁe architect'. completed facilities
5. Define responsibilities

6. Develop contract with architect

OCCUPYING THE FACILITY

PLANNING_

Planning should provide for the administrator of the new facility to
be assigned at least one year in advance of opening to insure sound plan-
ning for equipping and furnishing the facility. A goodly portion of the
staff éhould be experienced to help smooth the implementing of the program
in the new facility. The key is systematic planning and carrying out those
plans through effective methods to the completion of the facility. The
main purpose of planning for moving and evaluating the facility is to

ascertain the effectiveness of the facility as an educational tool.

I. Procedures
Occupying the facility will include the following zctivities:
A, Selecting furniture and furnishirgs (ordered 12 to 16 months in
advance)
1. Should fit the program
2. Should be durable and economicai--vocational equipment
comparable to that found in industry, business, etc.

3. Should be designed for student safety

a

4. Should fit into the environment
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B. Training staff and students
1. Instructors
2. Students
3. Plant engineers and custodians
&, Administrators
5. Clerical staff
C. Presenting the building to the community
l. Radio and TV coverage
2, Press
3. Dedication ceremonies
4, Opén h&use
5. Brochures
D, Assembling all building documents for safekeeping
- 1. Equipment manuals, parts lists, and guarantees
2. Bond records--other legal documents
3. Final working drawings and specifications
4, Contracts and/or agreements
E. Evaluating the building
The owner and architect (with the centractors) should inspect
the building and correct any not:d defects. A check list is
the best procedure to follow in accoﬁblishing this portion of
evaluation of the facility, Administraticn and staff should
develop a written report of their evaluation to serve as a

guide for future planning.
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Chapter X

FISCAL AFFAIRS AND MANAGEMENT FUNCTIONS
WITRIN 'THE ADMINISTRATIVE PROCESS

Star=

¥

Community 1 Resources %chpation‘~ﬁ’l&:cauntability B Evaluation

Programs
Availability Student
Amount Fiscal

THE BUDCETAR? PRGCESS
The educational budget may be defined generally zs the educational
program interpreted in terms of the dollars required to secure the neces-
sary resources, staff, facilities; curriculum, equipment, supplies, and
those supplementary services required by an institution to accomplish its
given missiorn, There are three distinct, basic considerations in developing

an institutional budget: (1) to provide a de 2iled educational plam,
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(2) to develop the proposed spending plan, and (3) to determine the
sources of recvenue required. Most educators and adminic’vators agree

*I the budget reflects the objectives of the institution, the philosophy
of the community, and the values which society places on the impinging
values of educaticn, Figure X1 (Page 97) is a modél showing the fiscal

and busize2ss management functions of an educational institution,

INSTITUTIONAL BUSINESS MANAGEMENT FUNCTION

There sre certain characteristics of the budgetary process that should
be understood by the administrators responsible for 6ccupational education
programs zr:d by those responsible for finance and business management in
any institmtion. Administrators are cognizant that appropriations are
approved wusually for one or two fiscal years. Legally, authorization goes
Qith an agpropriation to the governing board or agency respcnsible for
projectimg a spending plan for the funds provided therein. An essential
part of any budget is to determine the amount of funds required to meet
educatiomal objectives and to determine administratively how the appropria-
tion willl be spent by line item and purpose within the institution. The
administi*ator has the responsibility to initiate policies for consideration
by the governing board which influences the administration of the fiscal
and busfiness management tasks, including accountability and procurement of
resources to achieve the educational mission.

Speriifically, the administrator's responsibility.for business manage-
ment wit-in an institution may be classified as:

(1, Deweloping a plan for collecting and expending all institutional

fymds
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(2) Directing the use of the school!s assets anc serving as the guard-
ian of school indebtedness |

(3) Directing and coordinating the use of the physical plant, includ-
ing maintenance of the facilities and equipment

(4) Organizing a plan for maximum utilization of nonclassified (sup-
port) personnel required in the educational institution

(5) Analyzing the businsss management function relative to the larger
task of the institution,which is the improvement of the instruc-
tional program

(6) Reviewing the business management function and the fiscal
responsibility relative to securing the resources and services

required to carry out the instructional program

ADMINISTRATION AND THE MANAGEMENT FUNCTION

The management function fof fiscal affairs in any éducational institu-
tion requires the ability to integrate the planning function and program-
ming tasks with a budgeting and accounting system required in the operation
of educational institutions. The administrator must formulate fiscal
programs which include and have identified alternatives, priorities, and
concurrently developed a system for selecting the best alternatives based
on priorities established that are realistic in terms of the predetermined
objectives, A major responsibility of the administrator (cooperating with
the staﬁf, teachers, department heads, special assistants, apd business
manager)’is translating the educational program requirement iﬁto a formal
budget request. The systems approach for institutional budgeting should

«

be utilized, and the requests therein should be understood by all associated
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with the institution., An {ntegral part of any educational budget is a
statement generalizing the responsibility of the Institution and the
purpose or mission for these educational services in terms of the organi-
zation as it presently exists. The educational budget should be used as
a device to evaluate the performance of the institution against the pro-
jected or planned performance in terms of effectiveness relative to the
accountability factor. It is importent that the educational budget at
the end of the fiscal year should provide base data for the governing
board, educational administrator, and the business manager to make sound
educational deciszions based on fiscal expenditures and requirements. An
equally important aspect of school finance and particularly in occupa-
tional education i$ to provide pertinent and consistent data (reports)
relative to fiscal and student accountability to the unit of government
(local, state, federal agencies) from which the institution derives its
financial support. The foregoing agencies do require fiscal and program
reports as per the rules and regulations.. Evaluation and accountability
for ali funds are responsibilities that can best be met by using PPBS

or PPBE,

The educational leader is responsiblé for all educational programs,
be it occupational education, general education, dr whatever classifica-
tion may be desired. There are certain administrative functions that must
be understood by the individual as he plans and prepares thé institutional
budget. Of prime concern to the administrator are the aspects of program-
ming, budgeting, accounting, reporting, auditing, and the management
operations within.the institution, 'b‘ equal importance in the institutional

management is the responsibility of 1 =aging the investments of the
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institution., 1hese may occur in terms of facilities, equipment, land,
endovments, and other private and public monies entrusted to the

institution.

THE ADMINISTRATOR AND F1SCAL ACCOUNTABILITY

Accounting in the educational Institution provides the policy-making
board and administrator with the tools for decision-making based on cost-
benefit analysis and the utilization of resources within the institution.
Accounting 1s a device for control utilized by management in the day by
day operation of the institution. Accounting may be defined as the
re5ponsibilify for establishing the record system, recording, classifying,
and summarizing the financial opera£ion of the institution in terms of
funds, transactions, events, and financial character of the institution.
The objectives for accounting within an educational institution is to
maintain a record of the business transactions which will provide a basis
for decision-making and to provide a system or method for reporting to the
public the fiscal status of the institution. Accounting provides a base
for the development of the operating (current expen;e—dapital improvement)
budgeg an& of utmost importance, it provides a data base to determine the
relative efficiency of operation for the institution.

Of importance in reviewing the financial responsibility of the edu-
cational administrator is the fact that educational institﬁtions have no
profit motive and no product is sold as such. The budgeting systems and
accounting prscedures must be compatible with the legal aspects of the
budgeting procedures prescribed by state law, State-wide accounting

LY

provides for uniform terminology and budgeting procedures. PPBS and PPBE
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provide the educational establishments with a sound approach to budgeting
rélative te program planning and budget systems plus program planning and
budgeting evaluation. These two are the most generally utilized in the
educational setting.

The administrator must understand federal, state, and local tax laws.
The assessed valuation of a community and the applying of legal millage
levies approved by the voters for educﬁticnal purposes must be understocod.
Anticipated income must be computed by the educational administrator as
he projects the financial requirements for the Institution., The monies
received from state and local sources may be classified és fevenue accounts
and non-revenue accounts, Fach of these accounts {: posted in the ledger
under the proper classification and a running halance figured after each
posting in the ledger. All other accounts for capital improvement and
debt retirément are part of the overall fiscal responsibility of the

administering boards.

DEVELOPING THE'INSTITUTION'S4EDU¢ATIONAL BUDGET

Basically, the budgeting process or procedure consists of the
following activities: planning, coordinating, reviewing, and interpreting.
The budgét must be presented to the préper authority and be approved by
the responsible agencies at the local and state levels. The budget 1is a
plan for administering the expenditures and is the device for assessing
the effectiveness of the spending plan.' }Ee spending plan basically is
a éetailed analysis for converting available funds into‘educational
programs whigh includes salaries, equipment, supplies, transportation,

LN

facilities, and other services and material required in the operation of
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the inﬁtiii“tion. A fund may be described as a sum of money that facili-
tarAN ?rodiqing the'material and services required in implementing the
edqufrjonsl program. The administrator with his staff must prepare a
Spefqipg flan (budget) which results simultaneously in determining the
Tev/Nye (#ticipated income) plan to meet the educational or budget plan.
Mos? ypsteitytions that are public in nature have public hearings to

rev¢ﬂw the broposed educational budget and details the requirements in
ter/™ pf thy revenue necessary to implement this bud.get. These are
U&uﬁlly p#Plic hearings at which members of the public can review and ask
queﬁ§§ons Of the 1ine i{tems within the budget. After the public hearing
datZ Y48 ¢#Xpired, the responsible agency, whether it is county commis-
s10#% s of ity councils or other appropriate state agencies, approﬁes the
budgSt; apd then the loczl taxing agencies can set the millage (within
ngﬂl 1igity) required to procure the required revenue that has been
rquﬁggeq (hudgeted) by the educational institution., State-operated
insﬁitutioﬂsv budgets are approved by the governing board, then reviewed by
a s¢%%¢ ag®ucy, who In turn may make appropriate revisions. The
insﬁihutianal ktudgets are then combined into one request by the coordi-
nat$ Y stste agency and presented to a budget commission for their consid=
ebaﬁimﬂ Qﬂd reéommendations to the governor and state legislature.
Edu&a§i0hgl pudgetrs must be realistic in terms of the financial requests
rglﬁtive t® the revenue agvailable to meet the needs of the educational
Pl‘ogrfmo' Ty is important to administrators that the budget be developed.
cQongattqely. This canvbe done either Ly departments or by specific

edu/Atyongl ggencies. This technique for departmental or program
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budgeting provides for local control in each unit or department; however,
in some cases, some departments or schools ﬁay make out better than
others. It is the responsibility of the administration to coordinate all
budget requests and to see that all departments are treated fairly {(based
on identified need) in the development of the budget. There are many
advantages in developing a combined budget for an institution primarily
because the budget is tﬂe result of cooperative efforts of all programs
and departments, The educational budget truly should be a system-wide
budget based on educational and program needs and not a series of small,
individual budgets presented to the administration by pressure groups
within the institution.

The principles of budgeting should result in the purchasing of
materials and supplies relative to specified quality and quantity when
needed to provide for a good instructional program. The budget and the
accounting systems related to expenditures that result from the budgeting
process should be reviuwed by administrators as a tool for institutional
management and not a control device. Many business managers and adminis-
trators in educational institutions become very powerful and in some
cases misuse the power of the position in the regulatory aspect for
financial control. This condition can reduce the effectiveness of the
educational program. The responsibility for the budgeting process should
truly be a cooperative effort and fiscal leadership should reside in the
educational adm;nistrator's office. The budgét should include directly
or indirectly a mechanism for communication within the system and between
ﬁhe subsystems within the environmeéf identified as external and internal

to the institution.
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The budget review by the appropriate autherities may result in a
cutting or curtailing of the propesed educagional plan. If this {5 the
t.tvation, the administrator must work cocperatively with the governing
board and members of the staff in deciding on priorities and strategies
for program development and inprcvement within the resources available.
The administrator and his staff must determine what program activities
and/or areas can be cut or delayed until a future date. Identification
must be made of the implications for not funding a particular request at
this time. The administrator and his staff should review the major
programs and the expenditures in relationship to identified objectives.
The educational plan, with the budget and revenue plan in hand, plus
the predetermined priorities based oﬁ strategies aids the administrator
ko better determine the alternatives based on the economic conditions
and funds available to the institution. The literature reveals that the
educational administrator must present to the policy-making board a
budget that truly reflects the educational program needs of the institu-
tion. However, many times the governing board or taxing agency relates
to the administrative unit tha number of deoilars available and in turn
demands that the administrator and his staff budget the program needs
around the funds available., It is quite obvioué that the ideal way to
develop a budget 1s to project educational progfam needs; however,
administrators must be realistic in these inflationary times. Tax payers!'
revolution in terms of public.expenditures dictates that educators must
consider primarily the number of dollars with which to accomplish the
mission assigned to the institution; Ideally, program needs determine
budgets; however, realistically in many educational establishments,
available funds determine programe.
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THE ENVIRORMENT AND ITS INFLUENCE ON BUDGETING PROCEDURES

In the final analysis, it's an awesomé responsibility for the school
administrator to make programs and budgets compatible due to inflationary
costs and still provide a realistic and dynamic educational program com-
patible with the revenue available from all sources. However, the demand
for fiscal and student accountability places the public institutions in
our soclety today in a position necessitating developing better budgeting
procedures. Educational institutions need to improve the system for
accounting and reporting that will provide a data base from which to
evaluate the effectiveness of the institution and simultaneously provide
policy makers with the data for decision-making. The fiscal management
in any institution is based primarily on planning, management, auditing,
and the operational control required in the conduct of the fiscal affairs
of the institution.

There are many different ways to finance public education. The
sources of funds for operating general and occupational education varies
from state to state. The principles and practices for budgeting and for
the management function within the institucion are basically the same,
regardless of the source of funds. The key to successful fiscal manage-
ment 1is based on sound practices for accounting and reporting the expendi-
tures within the institution. Administrators have to account for funds
expended due to federal and state participation within the program; however,
this usually presents little or no problem due to the rules and regulations

governing the expenditures of these funds. In the final analysis, the

I3
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success of any institution will depend upon {ts efficiency in terms of
operation based on cost-benefit analysis. ﬁfficiency can best be accom-
plished within the system i{f administrators have a plan of operatién that
is derived from effectiva communications, self-assessment, and human
relations in the conduct of the fiscal affairs for the institution. A
scarcity of resources, public and political zttitudes toward all educa-
tion, places the educational institution in an environment that is

demanding more and better education with limited resources,
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Chapter XI

THE ADMINISTRATOR'S ROLE AND RESPONSIBILITY
FOR RESEARCH AND DEVELOPMENT

PERT-Questionnaire Development

l.Start Project 5.Pilot

2.Develop Items 6.Revision
Tp=2 3.Prepare Instructions 7.Final Draft

4.Design Format 8.Printings

PLANNING INSTITUTIONAL RESEARCH
One of the major responsibilities and influential tasks, Figure XII
(Page 108), that the administrator must accomplish in any educational set-
ting is the operation and maintenance of research and develgpment activi-

ties. For the purpose of this guide, emphasis is directed to research and

developmental activities as a mechanism to provide management information
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Figure X||
CISION MAKINC MODEL FOR ADMINISTRATORS OF OCCUPATIONAL EDUCATION PROGRAMS
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which results {n decision-making that i; g direct -esult of research activ-
ities. It is imperative that the inst{tutional rhilosophy relative to
research and development is advanced ard the objectives and poiicies for
research are clearly identified and understood by all within the institu-
tion. The administrator should provide dynamic leadership for implementing
research activ%ties within the institutional setting to encourage partici-
pation by classroom teachers and department heads. The results of insti-
tutional research should have a direct applicability. It should change

the educational process in the shop, laboratory, or classroom.

ORGANIZING INSTITUTIONAL RESEARCH

The philosophy Zor researcu in the instituticn should identify the
objectives and purposes of the program. The program shculd identify those
areas which require research. The needs should be expressed either as
basic or applied research., It {s further stressed that staffiag and other
resources required to conduct research be provided by the‘policy-making
board and the administration. A signifiéant aspect for planning and
implementing an institutional research program for improving management
information should be tc determine organizational structure. Should a
centralized research staff accomplish research, or should the institution
train researchers within each program and do "on-the-spot" research that
will iﬁvolve teachers, students, and supervisors alike in accomplishing
the objectives of the research program and concurrently improve the
instructionai program. Some institutions may desire to contract for
research projects with privaﬁe or public research agencies. Universities

a

and state departments provide research services to local educational

institutions.
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Tt is further stressed that research,as referred to in this guide,
and the model should be thought of as being a function of program planning
and development. The educaticnal zdministrator should think of the
institutional research program as being developed in four m2jor stages:
(1) the planning stage, (2) the developmental stage, (3) the conducting
stage, and (4) the implementation and the diffusion of results stage.
One ot the greatest difficulties in administering a program of institu-
tional research is the dissemination of the findings to all concerned in
the institution and adopting changes in the educational program,which
result from an interpretation of the findings of research and developmental

activities.

- FUNCTIONS OF INSTITUTIONAL RESEARCH

A major function of research is to provide data and information
which the administrator can utilize in making decisions that will improve
the management function. Heretofore, much of the research that has been
accomplished in occupational education has done little to evoke the
change process in the educational setting. Administrators should develop
a viable operational research program,which definitely will contribute to
improving the decision-making process when one relates resources in terms
of time, staff, material, and finance and convert these factors into work-
ablé decisions to improve the educational programs within the estabiish-
ment, The imporcance of research and developmental activities in the
institution cannot be overstressed; heretofore, some administrators of
occupational educstional programs felt that research was something that

didn't apply in occupaticnal education. However, with the advent of the
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Vocational Education Act of 1963 ané the 1968 Vocaticnal Amendments, a
greater effort was made from national and regional levels and concurrently,
the state level for providing realistic research and developmental activi-
ties for the improvement of the occupational program. The state plans for
occupational education now demand that state departmwents of educatlion and
state directors of vocational education develop a plan for conducting and
projecting research activities within the state, with spacizl attention
beigg paid to local programming. With this emphasis ard direction on
program planning, the importance of rescarch and developmental activities
becomes more realistic in terms of the cecision-making process and long-
range master planning. The direction for providing management deci;ions
resulting from research indicates that more applied research needs to be
done at the local level, and it may be advisable to project or direct more
of the basic and developmental research actlivities to colleges and univer-

sities or to the research coordinating units in each state.

IMPLEMENTING INSTITUTIONAL RESEARCH

The operation of occupational education programs must take into
account the national and regional priorities. These must be considered
as states develop their state and local priorities for research and
developmental activities, even though a large portion of programming for
research and developmental activities as well as financing comes from
federal funding. The lécal administrator should not overlook funds
available from state, local and private foundations, corporations, and
other private organizations interested in sponsoring research, It is

most appropriate that the projected long-range master plan and budgeting
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for the institutior provide 2z specific line item for research. The

master plan should identify important rescurces required to maintain the
program and details for expanding a realisﬁic research program at the
institutional level. The educational institution of today must look for
alternate resources for rescarch and developmental activities in terms of
professional or specialized staff and the financial resources with which
to meet the fiscal responsibilities of such a dynamic program. The admin-
istrator must develop a viable strategy and determine priorities plus

identify alternatives for the institutional research program,

ADMINISTERING INSTITUTIONAL RESEARCH

The administrator for occupational education must identify priorities
relative to the research and developmental activities. State departments
and present federal legislation provide financial assistance to local units
to do program planning, carry on developmrntal activities, develop exem-
plary programs, conduct innovative programs, complete master planning, and
engage in evaluation and follow-up activities. Institutional research
effort is part of the total change process and simultaneously develops
or designs into the research profile a process or procedure for institu-
tional self-renewal. Equally important it the incentive on the part of
rmanagement to collect data and to provide the policy-making board with
base data for long-range master planning and decision-making. Institu-
tional research should enhance the local efforts for institutional evalu-
ation of facilities, equipment, staff, and the availability of resources
with which to operate the occupational program. It is further recommended

that institutional research place greater emphasis on the follow-up studies
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of pre-vocational and pre-technical programs, co-op programs, curriculum,
and student oriented services. Staff preparaticn and improvement is
another area where research and developmenial activities can provide the
decision-maker with base data for assessing and strengthening the program.

It 1s important in educational research that a plan be developed for
dissemination of research and dévelopmental results and a model or pro-
cedure for the adoption cr implementation of activities designed as part
of the proposed plan in institutional research. Historically, not much
of the research accomplished in occupational education has been diffused;
consequently, the results and findings have not been utilized in changing
the instructional program, nor can they be identified as part of tbe
change processS.

All those concerned who have responsibility for the decision-making
must do a critical review and analysis of the existing research programs.
The administrator should develop a system of identifying priorities,
alternatives, and concurrently provide strategies for bringing about a
realistic research program within the institution. w1£h this in mind,
the administrator must identify the constraints that restrict the research
activities and develop a plan that will provide for the revision and

redirection of these efforts as determined by analysis.

‘RESEARCH INFORMATION AND DISSEMINATION
Presently, there are many sources of information relative to research
activities aQailable to the administrator-and educational leaders; one of
these is the ERIC System (Educational Reéearch Information Center). This

A

system provides a valuable service to educational leaders in occupational

113




‘education and to others relative to research results that have been
completed and makes the dissemination of the findings available to

those in critical positions. ERIC publication serves as a gulde to states
and local uniﬁs for providing reseafch information systems within their
owr institutions. It is not inconceivable that 21l the information con-
tained in ERIC would be of value to a centralized research center in a
large community college or technical institute. Arother valuable

resource unit in the educational spectrum that is located at the state
department of vocational education or on university campuses is the RCU,
which 1s the Research Coordinating Unit of the State and the Department of
Vocational Educetion. The Research C;ordinating Unit provides local
institutions with assistance in {dentifying and developing reseaféh activ-
itics and will conduct research for local units if that expertise is not
available at the lo;al institution. These two units are only two of the
many such information centers that are in existence fo provide local
administrators with information and the results of research, which can

be analyzed in terms of applicability in a local situation. The adminis-
trator shoula cooperate with ﬁhe state planning agency and coordinate local
planning to be compatible with that of the state and regional efforts,
Master pl-uning for institutional research will strengthen the decision-
making process relative to implementing changé as a result of research

and as a source of management information.

COMMUNICATION AND INSTITUTIONAL RESEARCH
The administrator in a local education institution should be cognizant

-

of the communication network to be maintained withindividuals within the

114




OrgAnization who have responsibility for curriculum, staffing, instruction,
fipAnce, follow-up, and evaluation. These individuals.are in a position

tq do the kind of research that has direct applicability to a local situa-
t{o"s The educational leader has a responsibility to provide the financial
reagUyces gnd shguld utiijze the expertise of those individuals on his
SngE to develop the research capabilities witﬂin the institution., It is
ro¢PRnized that not all teacliers are competent researche?s; however, this
inglegtes that the educational leader, here again, shculd establish a pre-
seyVice or in-service research training program that will dévelop within

- the xisting staff those capabilities to plan, implement, and expand ﬁhe
ragflych capabilities of the institution,

The research program as discussed in this guide and in the model lends
itgllf to 4 systems approach fof implementing research that will have a
diyéte 1mplicat16n on similar institutions and is not restricted to a
lagBl or regional situationm, ;; is evident that there needs t6 be coor-
‘dinﬂted.researCh efforts between Iinstitutions offering occupational educa-
tioﬂhiééardless of thelr classification. The administrator of occupational
edyfltion shoﬁld be cognizant of the use of advisory ccmrittees and special
copfl)tants for improving the role and status of research and developmental
acgtviries, It {s from this base that management information derived from
segfrch will have its greatest applicabiiity. The responsibility for pro-
vigitg institutional research has no substitute in terms of assigning the
regPOnsibility to other agencles or individuals outside of the organization.
1t 48 recognized that if occupational educators are to get the results
froft research and- developmental actkvities, they must have institutional

£8gfych of the kind and level that will have direct applicability in the
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educational change process. If research can be pointed toward the manage-
ment function or serve as a management tool in planning and administering
a program, it is to this end that the efforts of all the resources should

be directed. This is a most important task in the administrative function

of occupational education.
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Chapter XII

THE ADMINISTRATOR'S ROLE IN
PROFESSIONAL NEGOTIATIONS

Start
Governing i Teachzrs
i .
Board B Institutionpfe Organization egotiation Contract

Administrator-—-——-——T Bargaining

Unit

INTRODUCTION

A major iesponsibility for the administrators of occupational
programs is the implications for professional negotiations or as some
educators prefer the term, "Collective Negotiations in the public edu- g
cation sector. This new responsibility plus fﬁe issues and problems
related to negotiations present a great concern for boards of education,
boards of trﬁstees, and administrators at all levels relative to operat-
ing in the sphere of professional organized groups in education. Figure
XIII (Page 118) isﬁa model depictiné.the administrator's role in profes-

sional negotiations,
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Figure XIit
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Most administrators prefer the term, collective negotiation, rather
than professional negotiation; professional negotiation has a different
connotation to many people within the educational institution and estab-
lishment. Educators avoid the term, collective bargaining, because col-
lective bargaining historically has been connected withilabor and manage-
ment types of negotiations; and these differ from educational professional
negotiations. It should be pointed out that professional negotiations have
as their main thrust to negotiate directly with those responsible for the
decision-making process and policy-making which have been traditionally

the responsibility of the governing board.

GENERAL CONSIDERATIONS

Administrators of the educational establishment today, boards of
education, and boardsof trustees are becoming more aware of the problem,
Local teacher associations or tﬁe federation of teachers have at their
disposal and command the required professional manpower and financial
support from the local, state, and national organizations; These seek
the opportunities to assist any local group of teachers to gain their
rights and privileges herefofore not considered part of the teachers!'
privilegés. The professional teachers groups within the educational
establishment have a sincere desire to secure the right through negotia-
tion for great participation by their representatives in a policy-making
process which has heretofore been reserved for the administrator and for
the governing boards. ‘There is, presently, concern and anxiety.existing
among those in positions of authority relative to their willingness to

-

share the decision-making process with teachers within the educational

119

o e e =




establishment. However, the facts of life are that teachers and other
noncertified personnel in the educational establishment of the future will

have a more important role due to professional negotiations relative to

the decision-making process and in particular those decisions which direct-

ly concern the responsibilities and activities of the teachers within the
organization.

The administrator of today is cognizant that those within the organi-
zation must have a greater say about the operation of the institution.
There are three major areas of concern which the administrator must con-
sider as he reviews professional negotiations:

1. Involvement of instructional personnel in determining general
conditions of employment, fringe benefits, salary, assignment,
tenure, etc.

2. The role of teachers in the decision-making process for
educational programs and policy-making

3. What will be taught in classrooms

Administrators in the public sector recognize that poiicy-making
decisions are vested in those usually elected to positions of authority
and that the public or the community retains the right and privilege to
change its policy-makers. >Of equal importance is a facet in public
administration, which includes school administfation, that top-level
administrators and educational leaders do not have tenure. The community
and the citizens therein have the right to remove the policy-makers and
the top leaders if they are not satisfied with their performance in meet-
ing the objectives and goals of thaé.partiCUlar community. It is a

sobering fact that teachers are demanding greater participation in the
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decision~-making role and simultaneously demanding the shields of tenure

for their positions. This condition within the educational establishment
causes concern and further complicates the tasks for those in leadership
and administrative roles. A distinct difference prevails in the educational
spectrum as compared to the industrial setting relative to negotiations.

In industry usually the eﬂployees do not wish to manage and do not ask for
management reSponsibilitiesg however, in the educational and the public
spectrum, employees seem to want ﬁore of the decision-making responsibility.
The administrator has a responsibility t;Hdevelop cooperatively and present
to the policy-making board a well-conceived plan whereby'school emp loyees,
noncertified, and instructional personnel can become part of the de@ision-
making team which will result in greater educational achievements for all

concerned.,

RECOGNIZING TEACHER BARGAINING ASSOCIATIbNS

One of thé most perplexing problems that faces administrators and the
policy-making board is thg practice éf professional teachers organizations
to seek certification to act as the exclusive negotiating agent for the
teachers. The present practice generally is to accept the organization
as the teachers! representative based primarily on a membership list. A
more realistic and sound approach in terms of developing a more plausible
program of negétiations is to have an open and free ele~tion within the
membership of the organization. The election may have to be under the
scrutiny and &irection of a referee; this procedure is a common pragtite
where one or more teachers groups aye seeking bargaining rights, This is

a

a most important issue as the administrator plans for negotiations. It
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should be understood that the teachers' organization or group which is
certified as the exclusive negotiation agenf does have negotiating rights
once an agreement is established. This procedure can only be changed
through another election within the teachers' organization. The adminis-
trator's tolerance for turmoil will be tested and his patience tried as
he prepares to analyze procedures in negotiations. Can the policy-making
board legally negotiate with one representative teachers unit? Does this
one representative organization speak for all the teachers? The policy-
making board and the administrator must recognize early in negotiation
that the most democratic way to establish the professional group to
represent the teachers is to have an election., It is essential that repre-
sentation be determined through the ballot box if successful negotiations
within the organization are to occur.

It is desirable and generally a basic requirement that the governing
board and the administrator be well informed through legal counsel as to
the legality of the election, the negotiations, and the resulting contract.
Many states have legislation currently on the books that prohibits parti-
cularly, publig school employees and other public employees from striking
against the public; The courts of the nation have been inconsistent in
ruling on the legality of.teacher strikes. |

It is important that the administration aﬁd the policy-making board
identify with the teachers! group, those-individuals who will represent
the teachers; also, they should identify thése individuals from the
administrative staff who will serve on the negotiation team. Administra-
tors must be prepared not to serve éé members of this team; however, they

can serve in a consultative role, providing advice and counsel to the
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board of education or the board of trustees' legal counsel, who may be
identified as the negotiator for the board. A further consequence is

the development of the agenda to be considered. It is imperative that
both sides agree on what items are negotiable and identify those items
that are not negotiable. It is important to develop procedures to be
followed in the case of impasse. Some agreements in the procedures for
developing the agenda contain a clause for arbitrating the case if impasse
occurs during the negotiation. Once the agenda hus been determined, then
each side should take the time to analyze the items that make up the
agenda. A wise strategy for the administrator and his governing board is
to negotiate those things on the agenda where there will be the least
amount of controversy or difficulty in reaching an agreement. It is
further pointed out that the administrator's role is not a passive one.

lle should be active and work with the governing board during the crucial
periods of negotiation. It is wise to negotiate from a position of strength

‘and above all in good faith.

IMPLICATICNS FROM NEGOTIATIONS

Collective barzaining or professional negotiations in an institution
influences the policies that exist and has implications for the develop-
ment of future policies, Administrative and policy-making procedures may
have to change as a result of negotiations and the ensuing contract. It
must bebrecognized that those who are duly elected officials for the
go#erning boafd legally cannot delegate their legislated authority under
the gtate constitutipn to teacheré Qr noncertified personnel. It must be

recognized that there has to be accountability in negotiations on both
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sides, {rvom management and the teachers! groups., Both zgencies have to k
- respect the rights and privileges of each other and should never lose sight
of the fact that it is the education of the student that really is the :

major concern of both parties,

NEGOTIATION PRCCEDURES

Another significant aspect of negotiations is the arbttration of
impasse during negotiation. The responsibility of both agencies should
be clearly identified and the action to be taken and solutions sought
mutvally understood. Usually, there are state laws that result in develop-
ing rules and regulations coverirg arbitration procedures, As a result of
negotiations, many of the contracts spell out specific procedures to be
followed if there has to be an arbitration of impasse between the two
groups. Of equal importance is thé procedure to employ should the
arbitration of impasse be required in the handling of grievance proce-
dures; needless to tay, many of the problems arising from the negotiations
are brought about by differences of opinion éf interpretation between
policy makers and the teachers‘during the life of the contract. Arbitra-
tion procedures become an important aspect during and after the formal
negotiations have been completed and agreement reached. However, it should
be pointed out that the position of an arbitrator or his rulings are
only advisory and may not bind either side, the governing board or the
teachers. Both sides should agree to the findings or the recowmendations
due to arbitration. The contract should specifically spell out the res-
ponsibilities of each side and have, terms for defining and handling

N

grievances, work stoppages, and/or professional holidays. The contract
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ghotltl be tn writing and signed by the legal ccunsel for both sides in the
negotiations, which becomes the legal document for administering the pro-
gram during the life of the contract. Copies of the contract should be

made avallable to all members of the organization.

THE ADMINISTRATOR AND THE CONTRACT

The administratox should perceive the implicatlons for administering
the educational program that results from the contract. It is wise for
the administrator and his staff to evaluate the contract and do an analysis
relative to determining strategies for future negotiations. It is vital
that the non-instructional staff have a part in professional negotiations.
Their role should pe clearly defined and understood by all parties. The
contract is important and has implications with far-reaching effects for
the policy-making body and the administrator as a result of professional
negotiations. It is imperative that throughout the period of negotiations,
the settlement, and for the period of the contract a good public communi.-
cations program be maintained to provide infofhation to the general public
about what is transpiring and what the negotiations mean in terms of the
educational program and financial commitments.

1t is essential that a review and evaluation of the contraéts be made
in detail to determine what will be the results and implications in terms
of the administrative process for conducting the educational affairs of
the institution. Of further importance to the local administrator are
those state laws relating to public employees and the mo-strike clause.
A majority of administrators cannot.use the law as a shield for avoiding

Y

teacher organizations and negotiations., The movement for professional

negotiation is nation-wide and will expand iu the future.
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In the final analysis, professional negotiations or collective nego-
tistions, if we wish to call them that, result in changes in the policy-
making structure. It influences the operating procedures and defin’ -ly
has an impact on the institutional organization and requires a.more demo-

cratic approach to the decision-making process.

PLARNING FOR NEGOTIATIONS

The policy-making board and administrators should carefully develop
their criteria, identify negotiable items, and develop an agenda for com-
sideration. It is not a'wise tactic to grant concessions at the heat of
the\negotiations; usually, it 1s better to.have a cooling-off period and
to provide time and a setting in which the decision making can be made in.
an atmosphere which is calm and collected. It must be recognized that
local teacher associations have consultants and legal counsels from
national associations; and these may be their representatives, or they
may serve as consultants during ;he period of negogiations. This network
of vommunication and support between the local teacher associations with
regional and national associations consolidates the efforts aﬁd resources
of local teachers as they negotiate. It should be recognized that teacher
associations are now in a positibn to negotiate from positions of
strength due to state and national affiliation.

The administrator and the local board will be wise if they adopt
a policy of negotiating in good faith and proceed on the philosophy to

give a little on those items that are less controversial but hold out for
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those items which truly are the responsibility of ths governing board and
should not be delegated to the other part& involved in the negotiations.

The local board must be cognizant of the fact that with the national
impetus for teachers! organizations, the employees in the local organiza-
tion may call for national sancrion. It is not unusual for a national
association to sanction the total education system in a state or individual
comrunity or district. The legal machinery and ﬁhe decisions handed down
by the courts do not seem to be consistent relative to specific court
cases and'rulings as they relate to public employees' work stoppages. A
sound approach for the administrator would call for preparation to endure
periods of high turbulence from teachers and noncertified personnel. The
leader should provide the community and everyene concerned im the organi-
zation the means for living together compauibly in performing the function
éssigned the institutioﬁ by society and the environment in which it must
operate.

In conclusion, it must be realized that the position taken by teachers
In the educational establishment does bring about a change in adminis-
trative and organizational structures relative to the policy-making process.
Teachers hold as their ultimate weapon the threat of strike and seemingly
are not afraid to use it. A great deal of benefit and corrective action
should result from collective negotiations if“both the governing or
policy-making board and the teachers' associations will come together
at the bargaining table and deliberate those problems that will
ultimately improve the establishment. Both parties must be cognizant of
the rights of each other and that“és a result of négptiation there are

certain responsibilities that must be carried out by all concerned. 1In
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the final anelysis, all of those connected with the educational process

of students and adults must recognize tha* the concern is the product and
¢

not exactly who has the responsibility and the decision-making pnrwer to

determine how and who should accomplish the task.
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Chapter XIII

LEAPERSHIP DEVELOPMENT TASKS AND INFLUENCE

ON DECISION-MAKING
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Leadership development is an integral part of all administrators'

and prepared for leadership positions at all levels.

- activities. 1In all iustitutions 1t is lmperative to have personnel trained

Figure XIV (Page 130)

is a model for leadership development., Leadership development should be

designed to improve leadership at all levels in the instructional and

administrative staff.
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LEADERSHIP DEVELOPHENT PLANNING

The success or failure of the leadership development program will be
greatly influenced by the planning that is conducted p;ior to implemen-
tation of the program. An early part of the planning must include deter-
mination of the goals, objectives, and purposes. Once these three are
determined, a survey of existing conditions will assist in establishing
the pertinent present needs. A vital part of planning is to determine
priorities, plan strategies, and identify alternatives. The aforementioned
are to become important activities relative to making viable decisions that
influence planning for leadership development. Next, a master plan for
long-range programming should be developed to satisfy organizational needs
and provide a base upon which detailed-planning may be accomplished, Once
the long-range plan is compleéed, it is necessary to establish a structure
to initiate and maintain the program, This structure must include the
necessary staff and finance to assure a continuation of the program.
Closely associated with the leadership development program is the identifi-
cation of specific activities required in the conduct of the progranm.
To avoid.the possibility that the leadership development program be placed
in a lower priority status that may hamper a successful program, it is
essential that a policy.be developed that is consistent with other adminis-
trative responsibilities. A final step in the planning process must
include the details for program evaluation and follow-up activities. Long-
range planning for the'leadership program is essential to assist the
administrator in making decisions for directing and conducting the program.
The.transitional~activity between'the planning and implementation stage

for the program is a review of the proposal by the governing board. With
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approval and support by the governing board, the adaoinistrator must deter-

mine the specific tasks required to implement the leadership develcpment

ADMINISTERING THE PROGRAY

{h: adminictrator hes the responsibilicy for planning, developing,
umiementing, and evaluating the leadership development program. A task
of primz lmportancewill be the determinztion of what results are expected
from tha program. At this time it is essential to identify the primary
and alternate courses of artion and effect concepts in leadership develop-
ment by applying the results from operational research for derision-making.
There are several other activities within the institution that will have
input into this activity; therefore, at this time it is pertinent to
review these “subgystems" and their input. The internal and extermnal
environment of the institution will have an effect upon the success of
the program; therefore, tﬁe administrator and the coordinator of the pro-
gram must be cegnizant of the environment in which the prégram is to
operate. A review of the staff will identify potential participants for
the program. It is essential to ascertain what part the leadership
development program will play in the change process within the institution.
The program should be a dynamic change agent. . Analysis of the organiza-
tion and staff should be made to determine the level of tolerance in
conducting the program. If the program is poorly conceived, it may
encounter resistance from all levels. In administering the syétem, one
_of the most valuable tools to the administrator is cost-benefit anaiysis.

This tool should not be overlooked or allowed to be utilized in a degree
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less than optimum. From the cost-benefit analysis will come valuzble
data to assess the role that leac.rship development has in the entire

system.

PROJECTED QUTCOMES FROM THE PROGRAM

A basic and primary purpose of a leadership development program
should be the improvement of educational leadership in the system or
institution. If this is not the primary function, the program should
be replanned, redirected, or terminated. In operation, the program will
provide many beneficial side-effeccts. One of these will Le rhe fostering
and identification of change agents within tle system. It should also
improve stability in the administrative and instructional staffs. With
a number of the staff participating in leadership developmental activi-
ties, a greater awareness is created for the decislon-making process.
Therefore, a higher level of decision-making should be possible; and the
staff should be cooperative and willing to participate in policy making
within the institution. As a result of leadership developmental activi-
ties, it will be possible to identify qualified members of the organiza-
tion, who may be provided the opportunity to assume greater leadership
activiti:s, In any successful organization, the administrator is identi-
fied as the individual who provides the program and opportunities for
each member on the staff to develop to his greatest potential. Thé pro-
gram should improve the internal environment and expand the communications
network within the institution. The quality of the educational program
should improve, and the leadership development program should redgce

A

the turnover of key personnel. This reduction of turnover should provide
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continuity and expansion of resesrch and developmental activities. After
the outzomes of the leadership development program have been identified,
it is advisable to review the role of key persounel in the system and

1dentify change agents.

IDENTIFICATION OF PERSONS TO BE SERVED

In the early stages of administering the program, potential partici-
pents should be identified. Criteria for participint .
vital pust of tne planning process. Participants must be selected and
oriented to the purpose of the program and implications for their goal
achievement. Participants may come from the governing board, adminis-
trators, supervisors, department heads, and teachers. The group should
not be confined te these areas.as it is imperative that key individuals
in the support personnel--students, members of the advisory councils, and
community leaders with a vested interest in the institution--should be
granted an opportunity to participate. A seurce of "new blood" in any
Institution is provided by interns in the staff; if it is at all possible,
they should.he included in the leadership developmentzl activities., As
was previously mentioned, rescarch and development should bz an integral
part of this program; therefore, these personnel should be inciuded in
all leadership programs. With the participants identified, the adminis-
trator should detérmine the priorities and alternatives for future leader-

ship growth and developmental activities.

ACTIVITIES THAT SUPPLEMENT THE PROGRAM
While the inchouse leadership program is being conducted, supple-

mentary activities should be identified for a two-fold reason. First,
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they must be used to enhance the activities of the personnel participating
in the in-house program. Secondly, they mu;t be used to involve perscnnel
not participating in the in-house progran that may be identified as poten-
tia]l candidates for future programs, Tlent {iczzior f potemnti.. leader-
ship must be a coantinuing process. 7 .5 .ioouess mey be alded »y personnel
participating in other instituticnally sponsored programs; professional
institutes; pre- and in-service programs; business, industry and/or
government sponsored leadership programs; or internship programs., Activi-
ties that may compliment an in-house leadership program that should not
be overlooked include advanced degree work and leadership activities in

the world of work and military services. It may be possible to contract

with priQate agencies to meet the requirements desired in the institution.

Upon completion of the activities concerning the leadership development
program, it is essential that the administrator evaluate and determine

cptions for the leadership development program.

ADMINISTRATOR'S OPTIONS FOR LEADERSHIP DEVELOPMENT

The leadership development program, as all programs of an institu-
tion, have options which the administrator must  decide upon. It is imper-
ative that he determine the priorities for the institution and make a
decision based on a formal evaluation of the leadership program. He must
also decide if the program is to be recycled as it was conducted, to hold
the program until some future date, o continue the program immediately,
to revise thg program, or to terminate the program. This decision should
not be made before he has evaluated the results from a cost-benefit

a

analysis and reviewed the results from research efforts. It is at this
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time that he should zlso determine the optimum valuacf the results of the
program, both in the leadership development‘aspect and for the overall

good the program hz: ielded to the instit_tion and organizaticn's achieve-
ment. The internal satisfaction of the program must be assessed with a
cognizance of the satisfaction received from the external environment.

The administrator must assess the leadership development prograr in
relationship to other administrative tasks. Is the time invested in the
program yielding commensurate results? If not, 2 reassessment of the pro-
gram nust be made and information fed back to the original planning or
termination of the program. It must be noted that leadership development
is a continuing processif it iy structured or unstructured. Therefore, a
cecision to terminate a structured program must be made with full reali-
zation that en unstructured program will continua., Will 1t provide the
results an administrator desires? The likelihood that ir wil} is slim,
Therefore, it is usually imperative that a structured program be devised

that will operate within the time frame alloted by the administrator.
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Chapter XIV

INSTITUTICONAL ACCREDITATION FOR
OCCUPATIONAL EDUCATION PROGRAMS

Start
v
Determine Institutional e Accreditation | o ACCreditation
Purpose Self-Study Agency Visit Status
A v
Full ]
[AProvisional_J
— Y
Rejected
Evaluation [; 4502 ‘;]
and g
Diregtion

RATIONALE FOR OCCUPATIONAL EDUCATION ACCREDITATION

Administrators of occupational education programs should be cognizant

of accreditation procedures and agencies, The organization must be res-~

ponsive to the implications resulting frem institutional accreditation.

Figure XV (Page139) is a model for institutional accreditation. Accredit-

ation may be granted from many different levels. It must be initiated

from the local fnstitution. Accreditation can be granted from accrediting
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Figure XV

INSTITUTIONAL ACCREDITATION

Institutional
Accreditation for
Occupational Education

i

Levels of | g . Standards
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i (B) |
1.National
2 .Regional 1.Philosophy and
3.State purpose of insti~
4,Local tution :
5.Special 2.0rganization and
' administration

3.Educational programs
4,Financial resources
5.5taff-instructor
and supportive
6.Physical tacilities
7.Equipment and
supplies
8.Student personnel
services
9,Community relations
10.Long-range planning
11.Learning resource
center(s)
12.Placement and
follow=-up
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agencies structured and operating at the state, regional, and national

levels and from special professional associations. It is important that

the administrator and the governing board be well advised and versed
relative to the objectives and purposes of accreditation. The occupational
education program and its accreditation procedures, regardless of level,
should be designed to strengthen the local programs through a process of
self-evaluation of study and assessment prior to seeking state, regional,

or national accreditation. The main purpose of occupational accreditation
ts tv lwprove programs through self-assessment and accreditation. Accre-
ditacion méy be looked upon as a measure to assess the quality of institu-
tionai performancg, The self-study should involve staff, students, advisory

commitizes, lay groups, administration, and consultants.

ACCREDITING AGENCIES FOR OCCUPATIONAL PROGRAMS °
A leader in the field of acarediting occupational education programs
is the Southern Association of Colleges 5nd Schools. The Southern

Association through its membership recognized that the criteria for

accrediting occupational education programs were not in existence and that

it was most difficult to accredit prugrams in occupational education based

on criteria established for the comprehensive secondary school and the

- four-year college or the junior college. The Southern Association,

through the Committee on Occupational Education, has developed standards
for accrediting occupational programs and has been quite successful in
expanding its services to local institutions served in the region.

The AVA (American Vocational Association) has long been interested .

and is currently developing guidelines and criteria for national
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accreditation of vocational education programs, Maany staces also have
developed criteria or guidelines for accred;ting or approving the occupa-
tional program within the state. Some states require an institution
offering occupational education to receive state accreditation prior to
the institution completing a self-study and vwruesting regional and/or
national accreditation. The administrator of an occupational education
program is concerned with the program approval or acéreditation that is
offered by certain professional groups. There are several agencies which
are responsible for accrediting programs ipr occupational education. The
National Commission on Accrediting has a listing of égencies and associa-
tions in a publication titled, "Maintenance of Academic Standards Through
Accreditation in the United States of America." The address of the
National Commission on Accrediting is found in the Selected Readings for
this chapter. An administrator of occupational education programs should
be familiar with all agencies concerned with accreditation and licensure
procedures. The approval by professional organizations at regional,
state, or nationallevels provides an input to an institution to assist
the student in becoming licensed after they have completed the training.
Licensing in most states for wccupational education programs in many
fieids seems to be gaining momentum. Institutions and students of the

future will definitely be confronted with moré licensing and cértification

- prior to their entering into the field or the world of work. Based on

these analyses, there is definitely a need for the administrator within

the delivery system to have a basic understanding of accreditation

practiced by the wvarious accrediting agencies concerned. Occupational

education, much iike professional education, cannot operate in isolation
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relative to accreditatioﬁ of the programs and licensing or certification
of the graduate, .

Océupational educators should be part ¢f a team that develops the
standards or guidelines established for the evaluation and accredita:ion
occupational programs. It is impossible to evaluate or do a self-assesse
ment of an educational endeavor unless there are some criteria or standards
with which to measure. Great progress has been made in recent years in
providing the‘basic criteria and/or guidelines, which will provide those
presently enrclled in the education institution the kind of education
which will provide the individual with those skills ard knowvledges that
will result in the student having a cluster of abilities. The transfer
of skills is important to the worker in the mobile work force of the future.
Some administrators and institutions may lean or depend too much upon
accrediting agencies as a device to insure a quantity and qualitative
program. The accreditation procedures and the results thereof should be
utilized to strengthen the instructional program and to provide a data
base for the administration and the governing board to use as a management
tool for the change process. However, the prestige resulting from accre-

ditation is a valuable asset for both the institution an¢ the students.

ACCREDITATION PROCEDURES
The éccreditation guidelines and regulations for initlal accreditation
differ by states; by regional accreditation agenciés such as the North
Central Associatiop or the Jouthern Association of Schools and.Colleges,
and/or the American Vocational Education. Usually tﬁe requesting institu-

Iy

tion seeking accreditation should make a written request to the agency
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and solicit a visitation by nembers of the agency staff in preparation
for 2 uself-study based on the criteria and.guidelines provided, The self-
study for accreditation usually takes approximately one year to complete.
The self-study involves the board of trustees, advisory committee,
interested citizens or lay groups, state office personnel, parents, instruc-
tional staff, and representatives from the business and industrial commu-
nity. In actual practice, the institutional self~study is the means by
which members of the organization examine the institutién's effectiveness
in carrying out its mission and should include the development of criteria
for improvement. The standards and criteria should raflect the educational
role of the institution and procedures utilized by the organization in
carrying out its role. It is important also that student groups be included
and serve as resnurce persons for dping the study. It is vital in any
accreditation procedure that the self-study be completed by the institution
and the written report be the results of the committees that have served “
in the self-study. The full report of the self-study must be available to
the accreditation agencies prior to the visitation for accreditation. A
visit ﬂon-site) by the accreditating agency is required by state, regional,
and national accreditation agencies., A team of qualified persons from the
visiting team should understand the written request and review the findings
from the institutional self-~study prior to the official visit. During the
visitation to the institution, the administrative staff, students, adviéory
' cqmmittées, ghd other interested lay groups should be available to meet
and cooperage with the group in its two- or three-day study of the institu-
fidn. Approval, either probationar;,.conditional, or full approval, is

usually granted to the institution in writing within 30 to 60 days after
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the visitation. This same procedure is uﬁilized for reporting a failure
to accredit the iInstitution.. The accreditation agency will write a report
which will proyide the institution with a synopsis of the strengths and
weaknesses observed in the institution during the accreditation visit.
The administrators, governing board; staff, and students should make
maximum use of the accreditation agency's report and use it as a bench
mark to review and redirect programs based on deficiencies reported. The
Institution should develop a long-range plan for program improvement and
concurrently lay the groundwork for institutiornal self-studies, which
will preclude the next accfeditation visit three to five or seven years
in advance.

Another agency that has an impact on program accreditation is the
Engineers! Council for Professional Development (ECPD). This professional
organization ;s much like other accrediting agencies in operating proced-
ures, ECPD accredits individual curriculums in an institution; it is
possible for an institution to have one or all of its technical curricula
ECPD approved. This accreditation agency is primarily concerned wi;h
accrediting technical (engineering-related) curricula. The institution
must provide the council with a request for curriculum accreditation, and
submit supportive data on each curriculum, such as courses, student select-
ion, instiﬁution qualifications, facilities aniéquipment, finance, pro-
fessional library, and placement of students. The council reviews the
institutional ‘request and, 1f approved, appﬁints a team of experts from
the specific field. They visit the institution and make recommendations

for approval or disapproval based on the results of their on-site study of
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the curriculum. Institutional self-study should be a continuous process,

not conducted just for accreditation.

FACTORS WHICH INFLUENCE ACCREDITATION
Not all accrediting agencies use the same evaluative criteria for
accreditation., However, the following is typical of the items checked by
visiting teams:

1. The philosophy and purpose of the institution relative to
occupational education

2. Administrative and staff organization

3. Details relative to the present educational program

4. A summary of financial resources

5. An analysis of the protessional staff (instructional and
supportive)

6. A review of the instructional facilitles used in the instruc-
tional process

7+ The availability of equipment aﬁd iﬁétructional supplies to
the institution

8. The adequacy of the student-personnel services

9. Public or community relations program

10. An analysis of a master or long-~range plan for the institution

11. The library and learning resource centers available to the
students in the instructional process

12, Review of the plan for student placement and follow-up activity

The aforementioned items may ﬁpt be standard with individual states,

a

regions, national and/or professional accrediting agencies. However, the
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listing has been established to provide occupational education administrators
with a cursory review for listing instructional and other support arcas

that are important as they project and plan for an institutional self-

study prior to seeking accreditation. The administrator of occupational
education programs should encourage members of his professional staff and
administrative staff to be members of visiting teams for other like insti-
tutions. Involvement in accreditation; regarcless of whether it is state,
regional, or national, should be an active process involving educatiocnal
personnel from all levels in the accrediting process. The master plan for
the institution should include a detailed plan and spell out the priorities,
alternatives, and strategies for institutional self-evaluation or assess-
ment to be conducted on a continuum, simultaneously working with accredi-
tation agencies to improve the instructional prigram within the institution.

In a final analysis, accreditation is here to stay. It is not a fad
in the educational spectrum. However, administrators must be cognizant of
the procedures for accreditation and the impinging values resulting from
it.

In the Selected Readings section of this chepter is included impor-
tant references relative to accreditation and certification of occupa-
tioﬁal prcgrams. The aforementioned material is not meant to be a
complete, detailed procedure, nor sh§u1€ it be'viewed as being sufficient
for in-depth study to provide the adminis trator with guidelines for
accomplishing institutional self-evaluation or establish the guidelines
for sazcking accreditation. The above material is meant to be an orienta-
tion for the administrator and to i;dicate the importance and significance

of accreditation as part of the administrative process in a systems approach
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for administering occupational programs. Further in-depth study should be
made into the professional literature and ghe resource material provided
by accrediting agencies in gaining a thorough understanding of accredita~
tion., Based on this understanding, it is apparent that & great deal of
research into the procedures for accreditation should be made by the
educaiional leaders prior to seeking accreditation.

The guidelines and standards for accreditation should reflect what
the status of the educational environment in the institution should be in

carrying out its assigned mission and determine'appropriate quality.

SELECTED READINGS

Connecticut State Department of Education. Criteria for Evaluation
of Vocational-Technical School of Connecticut. Connecticut:
State Department of Education, 1966.

Department of Community Colleges, State Board of Education.
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Colleges, Technical Institutes, 1969.

National Commission on Accrediting. MAintenance‘9f<Aéademic
Standards through Accreditation in the lnited States of
America. Washington, D.C,, 1969.

Southern Association of Colleges and Schools. Operational
Policies of the Committee on Occupational Education. Atlanta,
Ga. s 19690

Southern Asscciation of Colleges and Schools. Tentative
Standards Committee on Occupational Education. Atlanta, Ga.,
1969. :

U.S. Department of Health, Education, and Welfare, Office of
Education, Nationally Recognized Accrediting Agencies and
Associations. Washington, D.C.: U,S. Government Printing
Office, 1969,
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Chapter XV

THE ADMINISTRATOR'S ROLE AND FUNCTION FOR
LONG-RANGE MASTER PiANNING

Start
~% Strategies
Pur N '
Gég?:e Alternatives Resources D;;:ﬁop - 1lmplement
Priorities Evaluate

RATIONALE
Educationa1 élanning 1s an intellectual process that requires of
the educational leader the utilization and coordination of all resources
avallable to accomplish the assigned.task. Figure XVI (Pagel49) is a
model that reveals the administrator's role in~ibng~range master planning.
v’\
The objectives of all planning is to provide a mechanism whereby the
administrator can identify long-range goals and determine a given set »of
strategies, alternatives, and priorities reduifed of the institutien for

future operations:s A major challenge of long-range planning i{s the

integrating of the resources required to accomplish the mission of the
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institution as a result of long-range planning, Administrators must be
cognizant of content and relationship of iﬁfluencing factors that are a
vital part of the planning process. One facet involves planning for the
present; another, planning with intermediate objectives and accomplish-
ments; and lastly, the long-range master plan which provides the institu-
tion with criteria to give it a sense of directfon for the future. Master
planuing further enables the administrator and his staff to project educa-
tional goals that are developed in quantifiable terms. The plan should

be specific relative to determiring priorities, strategies, and alterna-
tives and should identify constraints that influence decisions for imple-
menting the plan. The results of pianning must be evaluated continuously
and the direction changed, depending upon, the results, Flexibility must

be programmed as part of the strategy for change.

PHILOSOPHY AND PURPOSE

Long-range master planning should he a detailed description relative
to the purpose of the plan and indicate tow it is integrated into the
operation of the institution. Specifically, the philosophy, goals, and
objectives of the institution shou}d be identified and changes predicted
that will likely or could sccur due to political, economic, or social
changes. Of equal importance in the planning process is the identifica-
tion of the needs. These needs in master planning may be expressed in
terms of the resources,which include staffing, facilities and equipment,
students, ﬁinance,'and those relatec instructional resources which are
contributed by the community and related agencies, The educational

A

administrator must develop a plan for a system to achieve objectives
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within the resources available. Master plenning is not a prescription or a
cure-all for administering an institution. Hewever, it does provide the
mechanism for program planning and for reviewing past activities, present
accomplishments, and identifying the changes for the future based on past
and present performance. As in any other kind of planning, an analysis of
the present program is of vital importance. The occupational education
administrator must know Qhat exists today and must measure performance
against some criteria in essence this is the levei of achievement and suc-
cess based on the present mode of operation. Time and change are important
ingredients as administrators do an analysis of the present program and
project what the program of the future will be. Master planning should
identify and relate change to the planning process. It is essential that
the institution through the administrators and instructional staff establish
the priorities and identify alternatives as part of the planning process.
The planning process should project the influences of policy and work plan-
ning. Master planning should give a sense of direction for the future and
identify alternatives that will result from changes that may occur and these
should be identified either as positive or negative influences relating co
the change process; The master plan for an educational institution must
present to the administrator and to those associated with the organization
a set of priorities which will be determined based on the projected future
resources available to the institution. Technological changes may dictate
a review of the alternatives and the strategies for master planning. Each
orgénization, or a master plan within the system must have designed within
it a longitudinal assessment model ‘and a plan for self-renewal. One of the

most difficult tasks in master Planning is to provide effective criteria for

evaluating the plan and to build into the system a model for self-renewal.
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In the present cducaticnal setting with the emphasis on stucent account-
ability and fiscal efficiency, the master plan must include a subsystem with
emphasis on cost-benefit analysis and effectiveness. Any system or master
plan should have designed within it the technique to indicate te the envi-
ronment to which the institution operates & justiliable reporting system of
accountability. Another aspect ofbmaster planning for the educational
institution and particularly occupational education is the acceptability of
the priorities and alternatives by the community in wnich the institution
must operate. However, of equal importance in the change process is the
implication that planning has on the present and future staff that must
carry out the program regardless of the professional personnel therein. The
establishment of priorities and alternatives is not complete unless there is
a built-in device to review and evaluate the acceptability of these pri9r~
ities, alternatives, and strategies for the institutions that are part of

the master plan.

MASTER PLANNING AND EDUCATIONAL PROGRAMMING

The program plan for the educational institution is of utmost importance
to the legal governing body or agency. The governing board in most educa-
tional instituticns change composition year by year. However, the function
of the institution and the direction giﬁen by governing boards can and
should be identified through master planning. The continuity of educa-
tional programs and the utilization of resources is an important management
function of school administrators and the governing agencies.

An essential aspect of master plamning is to integrate into’the plan

-

the sequence or time schedules for implementing change. PERT (Program
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Evaluation and Review Techniques) should be used by the master plarner 2s a
device to look at evcnfs, activities, and time cn a continuum and to estab-
lish bench marks whereby time and activities can be identified and evaluated.
The master plan must include within the system for administration a device
for sequencing and timing the activities which serve as points for eval-
uation and for redirecting the activities based on review and performance
analysis of past and present activities. The master plan which is developed
for the educational establishment sho.ld be reviewed not only by those who
are responsible for completing or projecting the plan but should have ap-
proval from the governing agency, the administration, the instructional
staff, students, interested lay groups, and members of the public at large.
In most states, particularly for occupational education, the appropriate
state agency must approve ;he local plan prior to implementation. It is a
tatal mistake for administrators to develop a long-range master.plan which
cannot be approved or become the plan of action that will be followed by

the governing board in providing the steward§hip for the institution. The
chang; process must be an integral part of the master plan;‘perception of

change is essential.

IMPLEMENTING THE MASTER PLAN
Ultimately, after the final approval of the master plaﬁ by all agencies
has been accomplished, the administrator 1s responsible for identifying and
delegating responsibilities for implementing theplan. Many long-range plans
have been developed and approved but never really been implementéd4or ac-

. complished due to negligence on the part of educational leadership in their

[y
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ability to delegate authority and identify those who ‘ave responsibilities
for implementing the plan. Once the master plan has been implemented and
individuals are functioning as part of the plan, then a continuous evaluation
at critical bench marks previously icentified serve as assessment guideliies.
Evaluation results are reyiewed, reported, and dcéisions made relative to
continuing, rgdirecting, and/or terminating that segmnent of the master plan
and redirecting the efforts of the organization, as fpe: retermined alter-
native strategies. ’

The formzl organizational structure for the occupational education
programs is undergoing dynamic changes and the influences of business man-

agement techniques are having an impact on cccupational education prigrams.

The changes 1in the organizational structure are many and diversified as the

-occupational education programs reavt positively to the element of change and

master planning. Presently, communications and progressive attitudes on the
part of the administrator and professional staff have a greater influence
on determining their destiny within the organization. However, this creates

an atmosphere where there is a need for greater cooperation and better under-

standing of the planning process.

COMMUNICATIONS AND MASTER PLANNING
Communication is the universal language of the formal organization,
The design of the organization and ;aster planning can improve or hamper
the flow of information within the gubgroups. The complexity of the organ-
ization and communications systems therein has an important impact and in-

fluence on master planning. The plans for communicating within the sub-

system of the organization are complex and the administrator or educational

154




leaders must determine the priorities, alternatives, and strategles that
are required within the communications network that are a part of the wmaster
plan. The key words in thé master planning and subsequently communication,
fs the need to know. In essence, commurication is the organizational net-
work for information flow and it functions therein and determines the breadth
and depth of master planning for the change process based on effective com-
munication. Little or no value can be received from master or long-range
plahning unless there is a mechanism Built within the system for longi-
tudinal assessment of the communications network in long-range planning. 1It
is important that in the assessment plan of the system that a feedback locp
be designed in the system to serve as a check and balance in determining
the resources required to admirister or implement the plan. The alement of
time and technological change in communications must be assessed as admin-
istrators review the effectiveness of the plan to determine the directions
of change, and the strategies.for accepting alternatives. A general facet
for assessing the long-range plan is to Qete;mine the effectiveness of the
predetermined management priorities and alteréatives. The administrator,
his staff, and ;he governing board are interested in the uffectiveness of
the management functions due to long-range meiier planning. It musf be re-
membered that master planning really is a management tool. It must function
as such§ if not, then planners have failed completely in achieving the ob-
jectives and purposes for doing master planning.

Of special importance>to the organization and the institution are the
1mpii§ations for institution and master planning with reference to the re-
action of the»int§rna1 and exgérnal'environment. The educational leaders

must have abili*y to anticipate and to perceive the direction and intensity
_ f P
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changes. More schcol administrators fail because of their inability to
anticipate or perceive problems than being ineffective relative.to admin-
istrative skills in the management function. A subsystem within the master
plan must be aesigned and evaluated to determine what type of pre-service
and in-service training has been utilized and to identify programs that
should be implemented to strengthen or to carry out future aspects of the
master plan. A major subsystem'within‘the master plan is the training re-
quired for members of the organiz;tion. Members of the organization must
be committed to the plan if they are to be productive and contribute to

carrying out the details of the plan.

LONGITUDINAL ASSESSMENT OF MASTER PLANNINC.

An assessment of the long-range plan for occupational education should
result in an evaluation of the effectiveness of the rrsources required for
the present program and to anticipate what these requirements for these
resources will be as time and change processes have greater influence on
the subsystem. The educational deliVery.sysgém should provide alternatives
and strategies relative to conducting cooperative education pfograms. Co~
operative progréms have a direct influence on the amount of resources re-'
quire.’ for updating or providing new facilities and equipmeﬁt for the in-
structional program. The educational leader of tomorrow must review efforts
for redirecting the resources, and analyze the resources of the community
that are available to occupational education and to design into long-range
planning a greater cost-benefit effectiveness for the scarcity of resources.

Master pianning and/or long-range planning should reflect the results

IS

of research and developmental activities. The administrator of occupational
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education programs should subscribe to strengthening the operational research
efforts within the institution to provide adequate data for decision-making
and developing master planning to improve the management function. Insti-
tutional reseaxch and developmentzl activity should be expanded and better
techniques utilized for disseminating anc implementing the results from re-
search ~fforts within the institution. Research is the base of master plan-
ning and institutional research will play a stronger rolz in contributing tc
improving master planning for the future.

The organization as it exists today, may not be intact three, five, or
ten years from now. Organizational structural changes in the educational
delivery system undoubtedly will undergo severe changes in the future.

THese changes may take place in the methods of teaching, curricula; facil-
ities and equipment, staffing, and/or the teci'.iques of operating the in-
stitution. It is evident that in a changing society the educatioral in-
stitution must change and become more respunsive to meeting individual needs
of all citizens. With this redirection presently being demanded on the part
of the society, the economic, social, and political structure places greater
pressure on thie educational leadership and the institﬁtional organization

to update and strengthen the planning process within the establishment.

IMPLICATIONS FOR MASTER PLANNING
The élanning process should result in providing the various publics
served by the organization with the information and data with wkich they can
make valid décisions relative to financial support. ~The societ.es of the
fufure will demand greater‘particigation in the decision-making process and

'S

will have a greater voice within the administrative process for the delivery
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system providing occupational education. The lack of percepticn of invelving
outside agencies and lay groups alike in master planuing will be disasterous
for the administrator of the future. Within the master plan, administrators
must azssess the plan for self-renewal and determine the - of planning

to be evaluated. These options will include; present plan, intermediate

plan ard the long-range plan. No organization can long andure unless it has
within its structure a system for regeneration or self-rencwal. Self-renewal
can only take place as long as the organization has the pertinent data and
feedback from past performances to mzke decisions about self-renewal which
includes program direction.

The Vocational Education Amendments of 1968 indicate clearly in the rules
and regulafions, that a five-year master plan must be developed by each state
and explicitly spell out the purposes and intent of the state plan relative.
fo expanding vocational programs. As a result of the states assuming the
responsibility under the Vocational Education Amendments of 1968 the local
administrative units or school districts are compelled to develop three to
five-year master plans for vocational education as prescribed under the state
plan for vocational edgcation, It 1is becoming increasingly important that
all gducational delivery systems must do master planning us part of its re-
quifements for receiving federal and state funds to conduct the affairs of
'fhe institution.

Educators must look to the future and the future can only‘ge projected
in terms of master planning. Long-range planning should produce a stabiliz-
ing effect on an institution. The results should provide a vaiid vasis for
allocating the scarce resources needed . ie present deliver. system. Plan-
ning should be viewed as a group effort; however. *= vaguitis strong leader-

ship direction for the organization. The leadership role in master planning
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is focused on decision-making and problem-solving, and it is future-oriented

in its role for identifying strategies, techrology, and change-forcasting.
The quality of the input data to the administrative system during the

planning steps plus the overall competencies and skills of the members of

the organization will determine the quality of the output. Educational

problem-solving is crisis-oriented and by effective managing and manipulating

the enviro.ment, administrators can deliberately direct the system to achieve

the predetermined objectives.
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SUMMARY
The administrative responsibilities for occupational education programs
2s presented in this guide must be clearly identified arnd understoecd. 'The
challenge from society dictates that education at all levels should be more
responsive and relevant to individusl needs. The systems approach can be a
viable tool for improving the position and status of administrators in an
ever~changing environment.

Pressure on the scarce resources for operating the educational estab-
lishment presents administrators with the need to improve the methods of
operation. Student and fiscal accountability factors place new dimensions
for designing cos’ benefit analysis and developmental master planning as a
vital part of the systems approach for administration. Occupational.ed~
ucation is in the limelight of activities as a result of national, state,
and regional social and economic policies. How well the present leadership
meets this challenge will Jetarmine the future of occupational education.

The ultimate success of occupaticnal education administrators relative
to planning flexible programs will‘influence the course of action taken by
Congress and s.ate legislatures. Administrators must perceive problems and
design procedures which will bring about orderly changes and instill in the
public the confidegce of a job well done. Administrators must face all chal-
lenges witch a degree of dignity and provide the leadership for program self-
renewal. Public trust places occupational admiristrators in eritical

positions of authority; they must not circumvent this public trust.
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ALPPENDIX A
DEFINITICN OF TLRMS

The following terms and definitions are those which have been used
throughout the guide. Each term has been selected to provide clarity and
understanding to the basic concepts being presented. The number of terms
has been limited to aveid confusion znd concurrently to facilitate under-

standing of the administrative process,

LEADERSHIP - is the process of serving as a change agent through planning
and concurrently establishing goals, objectives, structures, assignment
2f tasks and distribution of managemant. responsibilities ¢o satisfy
needs of the brganization. The individual and the process is somewhat
disruptive of existing structures and involves planning for and the
securing of the various resources required to provide a dynamic and

responsive organization to the environment and individuals it serves.

ADMINISTRATION - is the management of the aff;irs of the organization in
accordance with the policies and regulations establiished by some higher
authority and includes programming, planning and distribution ¢: re-
sources required to coordinate the functions required to meet indi-

vidual and organizational goals and objectives.

SUPERVISION - consists of those activities and resources identified as being
involved directly ov indirectly with the improvewent of the instruction-

al program.

[S

SYSTEMS ANALYST - is an individual responsible for designing and conducting
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an in-depth rescarech prcgram and cystematicali; makes 2n aralyssis of
the variables and determines the relationships wk & influence the

op: “fon and expected cutcomes from the organization.

EDUCATIONAL SYSTEM - is designed to collect, compile, znd systematically
program data from several subsystems and 1is orgznized inte on? major
system to facilitare data processing required for zccounting, auditing,
planning, management control, evaluation and operation control for the

organization,

CELL - is the smallest unit or element identified i~ ihe major system or
subsystem which directly influences the design and operational structure

of the total educational system.

EDUCATIONAL MODEL -~ is a pictc-*2: or symbolic representation for the flow
of activities and events required to accompl? 1 prcdetermincd goals or
¢_jectives and designed to indicate chronolc,. lly their impact on the

educaéional establishment.

SU3SYSTEMS - {7 the smallest component unit or activity which contributes to
and directly influ_aces the development of a total system derived from
analysis to determine input and implications of the component (subsystem)

to the total system,

FEEDBACK LOOP - is a portion of a system or model.which 1s designed to provide
the user with an eléﬁent to validate procedures or processess and is
used primarily as a diagnostic tool for remedying the conditions which

restrict or limit the effectiveness of the system,
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CORSULTANT COMMITTLE - {s defined as a zroup of individuals outside the ed-
ucational profession selected frem the commpity, state or region to
advise educators relative tc planning, {mplementing and evaluating the

educational pregram.

STATE ADVISORY ( INCIL - is defined as a bogrd oxr council organized *to advise
the stat: board on the development and zdminjistration of vocational pro-
grams as per the state plan, concurrently .valuating services and pro-
grams for vocational education. Prepareg an annual report to the state
board relative to the present status Of vocational education and makes

recommendation changes.

OCCUPATIONAL EDUIATION =~ is a generic term which includes pre-vocational or
pre-technical education, vocatioral, technical programs and practical

arts education wihich prepares youth and adults for the world of work.

COMMUNICATIONS NETWORK -~ is a deliberately plannc _ ... twork designed to
facilitate the flow of information and data vertically and horizontally

to and through all components associated with the organization.

MANAGEMENT - is the methou by which goals, objectives, purposes, and programs
are planned and implemeated with due copnsiderstion for cost and benefits
accrued by the participants in the orgamization and the influence on the

external environment.

PLANNING - is the systematic proucedure for sgtablishing goals, objectives,

purposes, and identifying specific alternatives, strategies and priorities

to achieve organizational objactives,
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O

ERIC

Aruitoxt provided by Eic:

PROGRAIBIING - is the process or technique fcr ideatifying, assembling, and
2llocating the necessary rescurces required 6 attain institutional

objectives.

BUDGETING - is the rrocess of systematicélly relating the educaticnizl pro-
gram in terms of the resources required to implement and conduct the

prcgram according to a specifi~ plan.
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APPENDIX B

FLOW CpEaRT §v30LS

Source Document
or Information
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Predefined Process
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(: :) - Cell Identification
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