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M. Orr, Ca-:luim Blith, Comnissioner cu'liehul, BiLl un-mn,,
State Vocational Education Directars, Ledies and Gentlemen: .
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In 1660, Thomas Hughes, the English statesmon, novelist, and philen-
thropist, established the Rughy colomy for certain sans of the aristocracy.
These lads were brought to Tennessee because their society denied them o
basic right, the right to parsse the vocstion of their choice. These young
men wanted to lemrn mamual trades, endeavors which were not considered
“respectable,” at & time when the English educationsl system had nothing
to offer but preparation for the "learned profsssicas" of medicime, law,
and the clergy. '
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TIME FOR THE EDUCATIONAL SUPERBDARD?

INTRODUCTION

Most studies of state educational agencies deal with the state
department of education serving elementary—sécendary education or with the
coordinating or governing boards serving postsecondary education. At the
elémentary-éecondary level, Dr. Roald Campbeil is in the midst of a study
of educational governance in the states, focusing on state agencies. At
the same time, tﬁe Education Commi;sion of the States has a major taﬁk
forcé stuaying coordination,'governance and structure.of_postsecondary
education. But i§ anyone“taking an overall look at governance for all levels
of education at the same time? Can we_afford to let each level of education
continue aﬁ almbst independent quest for stafe support? Or shouldn't we be
searching now for 4 cohesive approach to governance and funding for all
education? _

As the states strengthen their leadership role in education,.backed
up by the recent Supreme Court decision on the Rodriguez school finance'casé,

general and special revenue shar;?g before the Congress, the ''new federalism'

-philosophy of the current federal administration, the emphasis in the 1972

amendments to the Higher Education Act and in particuiar the statg coordinating
commissions in section 1202 of that legislation, we must seriously rethink.
state governance patterns for education at all levels. This task is
complicated by the diversity of the states, their unique problems, and
therefore our inability to establish a single pattern or even guidelines

for a pattern that will assure effective operation of state agencies.
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In considering the diverse approaches taken by states, it might be
useful to schema;iie the major structures at this time. States provide
overall direction and guidance to education through agenéies, departments,
or bﬁards organized in a variety of ways. Some of these may be virtually
autonomous. In some states the administréto:s or board members.ére
appointéd by the éovernor; in others they are elected by the people. Hhiie»
some states have one board for all education'agencies, others have separate
agencies for each level and sometimes for thé Several institutions on one
level or another. The foliowing are examples of how the states have

organized their various education divisions.

A few States have:

One Agency for All Levels of Education

Examples: New York, Rhode Island, Pennsylvania

Several States have:

An Agency for Elementary and A Lmgal State Coordinating
Secondary Schools Including -and- or Governing Agency for
Vocational Education Higher Education

Examples: Georgia, Connecticut, California

»
] ’ Some States have:
An Agency for An Agency for A Legal State
Elementary and | -and- Vocational -and- | Coordinating or
Secondary Schools Education Governing Agency
for Higher Education

Examples: Colorado, Oklahoma, Washington




~ Still others have:

An Agency for Elementary and Governing Boards for Individual
Secondary Schools Including -and- Institutions but No Legal Statewide
Vocational Education Agency for Higher Education

Examples: Delaware, Nebraska, Vermont

Obviously, thefe are a variety of ways in which a state can organize
its educational governance. No evidence exists supporting any particular
plan for a given state, nor is it possible under most conditions to copy
one state's pian in another state. While there are problems and recommendations
expressed by schqlar; in this area, there seems to be little hard evidence
of the effectiveness and efficienéy_of one approach or another. Though
some states have enjoyed a stable governing structure for a number of
years, most states have this issue under study by législative committees
and education organizations coﬁtinuously, the only consistency being that
they want a change. But in many cases change is not simple because of
constitutional limitations, deep-seated commitments to certain principles

of structure, and political considerations inhibiting change.

State Departments of Education (Primarily Elementary-Secondary)

6f the 50 states and the territories, only Wisconsin is without a
state board of education for the state elementary-secondary system.
Forty-six of the other 55 state Soards of education serve also in the
capacity of the state board for vocational education. Eight states {Colorado,
Illinois, Indiana, Oklahoma, Washington, Wisconsin, Puerto Rico, the
Virgin I[5laiods) and the District of Columbia have a separate board for

vocational education. The state board responsible for vocational cducation
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is the state board of education in 46 states, the state board of vocational
education in 9 states, and the board of regents of the state university in
1 state. Board members secure positions by election by the people or
representatives of the people, appointment by the governor, or automatically
by virtue of the position title held.

Chief State School Officers are elected by popular vote in 1S states.
In 28 states, they are appointed by the state board of education. In 9
states the Chief is appointed by the governor.

Since 1812, when New York first provided state supervision for education,
state agencies have evolved through three stages. First, they were primarily
designed for gathering statiscics. Then they went through the inspector
stage, and finally have assumed the role of providing 1eader§hip, planning
and technical assistance to improve education. This latter role received
great impetus by the passing of the Elementary and Secondary Education Act
of 1965, and in particular through Title V, which permitted expansion of
staff and redefinition of function. Progress has been marked since that date.
However, there are indications that where federal funds were limited to
categorical program administration, serious imbalances in staffing of state

- agencies occurred and gaps in needed services existed.

As state agencies developed functions to éssist in providing leadership
to local schcol systems, fhe following becamé significant roles for the
agencies: 1) establishing goals, 2) developing policies, 3) planning needed
changes, 4) determining priorities, 5) devising specific steps, procedures
and strategies for attaining goals, and 6) developing and implementiﬁg

appropriate procedures for continuous evaluation of programs.1

1 Dochterman, Clifford L. and Beshoar, Barron B., Directions to Better
Education, Project on Improving State Leadership in Education, Denver,
Colorado, 1970, pp. 13-14.




Coordinating and Governiang Agencies for Postsecondary Education

The last seven years have seen the rapid establishméﬂt of either
coordinating or governing boards to deal with the administration of
postsecondary oducation. Currently 27 states have a statewide coordinating
agency, 20 have governing boards and 3 either.havo no agency or a voluntary
agency. Statistics about: the establishment of these agencies at the
higher education level fail to reflect the complexity of the governance of
postsecondary education. In states where there are councils for coordinating
higher education, there are qoite frequently many governing boards
representing different institutions, or classes of institutions and, in
some'cases; at least for the planning aspe¢t, representing private and
proprietary as well as public institutions. Oregon and Noﬂﬂfork are
illustrations of this over-arching responsibility.

It should be stressed again that state agencies operating either as
coordinating or goVerning boards at the state level are of recent origin.

In most states their structure and functions are under continual legislative
scrutiny. In many states little coordination is exerciéed betweon
postsecondary and elementafy-secondary state agencies. In some states,
educational functions fall between the cracks of the operations of these
various boards; or where the functions overlap there is little coordination.

Vocational/technioal education and, in its broad aspects, career
education, have suffered from this confusion. Congress attacked this
problem by providing for designation or creation of state postsecondary
education commissions in section 1202 of the Education Amendments of 1972.
These commissions were tc be charged with responsibility for comprehensive

planning for postsecondary education including some articulation in
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occubational education with elementary-secondary education. However, through
withholding of guidelines no effective leadership-has come from the federal
government in implementing the commissions. In addition, these.coordinating
commissions and superboards are quite freﬁﬁently feared by educators at
thé various levels because of the danger of loss ‘'of immediate control.

For many years education was treated as a fourth form of government independent
of local, state and federal general government. " Educators abhored an
interrelationship with or controls by general government and they were

* fearful of any relationships with politicians. They said "Give us the money
and we will determine how to educate your children.'" But Sputnik and

federal aid in the sixties changed all that. Education became one of the
major domestic issues. Politicians found that positions on educational

issues gave them political mileage.

As the cost of education mounted and its visibility continued to
increase, the general public became disenchanted with the idea that more
money meant better education. Surveys found the public uncertain about the
aBility of the educational structure to offer the quality and divefsity
of education necessary to meét future needs.

Since in many states education accounted for 50% or r= of the
state's expenditufes, governors expressed the desire for closer control
over this activity. With the support of legislatures, state governments
were reorganized to establish a secretary‘of education responsible fof
all education or‘some similar title appointed by the govérnor operéting
as a cabinet member. Massachusetts, Pennsyl?ania, South Dakota and Virginia
have followed this pattern, but it is still too new to offer any evaluation

of its effectiveness.
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Strengths and Weaknesses of State Agencies

As stated previously, the most serious problem faced by political
and educational leaders involved in the restrdctu:ing of the governance of
education is the lack of hard data on the effectiveness of existing operations.
Because of the uniquenesses of state structures, criteria for evaluation
must be dzveloped'state by state to be responsive to their unique evolutionary
processes. | B
Identifiable strengths and weaknesses in any governing structure are
interpreted variously, dependent upon the position of the viewer in that
structure and his concept of what it should accomplish. State officials
quite frequently can be pleaséa with & given function because of its
preciseness, supportive dats, etc., but educators may be disturbéd because
of its failure to meeﬁ the diverse educational needs of the state. In fact,
I do not know anyone who has sufficient grasp of the overall governing .-
structure in the various states to give quantitative evaluation of stréngths
and weaknesses. ‘This certainly is an area for further research. However,
a couple of weaknesses can be identified and will bé recorded latér in

this paper. !

CHANGE IN THE GOVERNANCE OF EDUCATION

During the 1960's, both educators and politicians had hoped that
the federal government would furnish the impetus and resources for sweeping
chahges in education. The Elementary and Secondary Education Act, the
Vocational Fducation Act of 1963 and the Amendments of 1968, and the Higher
Education Act of 1965 all secmed to open new vistas for th; solution of

educationil problems. In fact, all made major contributions to our thinking




today. They helped sharpen our focus, identify our problems, and give
a realism to our priorities. But by the late '60's and certainly into the
early '70's we became aware that the federal government was not goihg to
maintain this leadership role, and as I noted before, the state responsibility
for education was re-emphasized.

Now aid from thé federal government for education is moving away
from categorical to larggf’block gfants, generai.aid, or aid to the student
rather than the institution. Anofher trend is the move toward the free
marketplace for tax dollars to students so they can buy the kind of education
they wish. Public education or education in general is dnder_attack. The
public has begun to question the dollars it takes to educate our-children
and youtn. The notion of education for education's sake is graduélly.
passing, and prep#ration for a career is becoming the goal of youth. The
reordering of studentgf interests is shaking the very foundations of edqpatioﬁm
The status quo is not good enough. Change is a requirement and diversity
" in education is the "in'" word. Parents and youth are concerned about what
fhey get from education, what it permits them to do, what kind of a life
it leads to. And so accounfability, while all too frequently applied only
to the teacher or the professor, now is sifting back through themstructure
and is being applied to the superintendent, president; state e@ucational
executives, the legislator and the governcr. All this means that the
states must look at their education governance structure to find ways to
overcome each dupiication, and to promote arficuiafion in answering the
question of how effective and efficient this structure operates.

These are some of the conditions and problems that educational

governance must cope with:
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(c)

(d)

(e)
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(g)

(h)

(1)

(3)

9
Fragmentation among state agencies and the resulting competition,
duplication, and dissipation of resources.
Competing priorities within education, and between education
and other public agencies, for state funds.
Growing insistence by legislators, executives, and the general
public for education accountability.
Increased‘congressional supﬁort for grant and program consolidation
for special education revenue sharing in elementary-secondary
education -- although this is not extended 5y the Administration
to postéecondary education. |
Clearer recognition on the part of state and federal governments',
of theﬂ.ﬁed for continuity in career education. .
Shifting emphasls federally (at least on the part of ‘the AdmlnistratLon)
to aid s;ﬁﬁents rather than institutions in postsecondary
education and to support a "free-market” concept a2t a time
when competition’ for enrollments is escalating.
Increased emphasis on the need for encompassing the rangé‘of
postsecondary education -- public, private, and proprietary --
in eny planning or funding effort.
Continued dissatisfaction with the effectiveness of education
at the various levels of educaticn, along with concern for
evaluations based more on output than on input.
Ferment within bdth elementary-secondary and postsecondary
education in relation to innovition and change.
Demographic changes, including dropping birthrates and decreasing

school populations for the foreseeable future.
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(k) Increafed concern for lifelong leafning 5nd'the opening of
educational oﬁportuniéiesifo peoplé of'allvaées. |
While some of the#e;changes‘ﬁiil reqﬁire prgcipiious action, most
can be dealt with over time. Thé_oplyﬂdanger is thét ﬁrocrastination and
unwillingness to act will resulfgin a continuous stream;qﬁ preéipitous
actions in systemé of gdvefnancé and §tructufés not geared tﬁithe needsl

of tomorrow. The challenge is then to direct our complex decision making

/

process of federal, state, local and institutional levels to meeting the

‘needs of next generation's youth and adults.

THE FUTURE IN STATE GOVERNANCE OF EDUCATION
" Most educators are inélipéﬂ to think that the major politices
affecting education and Struqtureg\esfablishgd for the_gbvernéhce of education

should be their prerogative. If they don't think tho;é‘mé:ters are théir
prerogative, then they ar;'é;ﬁvinced that the people who make the decisions
should have the result of their wisdom. In recent years it has'become
apparent to.me that the major decisions affecting education are made in the
political arena. The methods of governance in the various st;tes will be
- determined by the legislatures of those states. Educators can have an
input if they recognize that change is inevitable and afe willing to
participate const;ucfively in this change process.

It behooves us to think. through the kind of structure we wish, why
we support it, and to accumulate the evidence necessary to interpret it.

No single form of governance is best for all states. Each state must mike

its adaptations based upon it's own evolution of governance. In addition,
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.they must keeb in mihd.tht constitutional limifations and legislative
" restrictions, sincé it frequently takes time to create an atmosphere for
change. Systematic processes should be developed to re-align the functions
to be'performed by the governance systeﬁ, to clarify'functioné‘to be.
performed at the state level, at the state ;nq local levels, of, in the
case of.elementaryzéécondany education, by any interﬁediaté govérnance units -
established. Consideration should also be given to_uniquénesses that may
exist betﬁeen various sections of a state or -Various institutions of a
#tate. As an illustration, states with rural areas and heavily populated
metropolitan aréas-may wish to establish intermedia;e units in the sparse
'argés to make certain that quitablé'services are available to all |
. : _ e
children and youth. o
| This is the era of involvement. The diverse.grbups encompassing
" the citizenry ;; a state must have access to and, frequently, representatidn
on the policy making groups governing our'schools; The detalls of
appointment versus election to various boards must meet the political test
within each state, but some way must be found not only for involvement of
citizens but for prestige to be assigned to such boards.
Becausé of the growing interrelationship between elementary-secondary
‘and postsecondary education with the total range of education, including
continuing education, meeting the test of diversity will necessitate either
a "superboard" or overall board, such as found in New York, Oregon,
Pennsylvania and Rhode Island, or soﬁe other mechanism such as a joint

planning coordinating commission which makes it possible to develop

comprehensive educational plans throughout the range of education. Boards
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such a§ these, which have prestige and ove¥all responsibility, must
establish mechanisms so that the special service needs of vocational/technical,
handicapﬁed and early childhood education are met.
The mantle of leadershié.Qp education ﬁas been placed on the states.
As govérnance is restructured, functions that are to be performed must

be redefined. States must be in a position to carry out comprehensive

planning, to establish priorities, to assess results, to fix accountability,

_and to offer the necessary technical assistance. As I look to the future,

I see a responsive structure which meets the needs of overall education,
with management and planning capabilities, and access to experts so that
institutions and local school districts can function effectively.
The future educational governance structure at the state level
must meet the following guidelines. It must be able to:
1. Furnish leadership for education across the board.
2. Establish priorities for the state, but be responsive to
national needs.
3. Be sensitive and responsive to the political leadership of the
state at the executive and legislative level.
4. Adjust to changing needs for leadership.
S. Plan, innovate and evaluate programs.
6. Bring about effective articulation between the levels of education.
7. Plan allocation of funds between the levels and by programs
to best meet the education needs of the stéte. |
¢. Define functions to be performed by local school districts or,
in the case of postsecondary education institutions, define
functions perfofmed by those institutions in contrast to state

functions. P

syl
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9. Adjust the structure within the state to meet uniqué
needs such as sparsity or urban concentration.
10. Be structured so the diverse‘constituency within the state
will have adequate represeptation and involvement.
11. Effectively manage its own personnel and functions.
12, Offer tecﬁnical assistance to local districts and institutions.
13. Render service to its constituency, including the pelitical
decision makers.
14. Interpret the financial need; of education in competition
with other human resource needs.
15. Make continual adjustment of the goals of education in keeping
with societal needs.

16. Assess the outputs of education in relation to the state's

goals for this most important state function.

This is my first attempt to set down my view of governance for
all levels of education in light of the dominant state role. Mucﬁ that
I have said is based on observation; thus it does not have a sound
research base. We need ﬁuch rore basic research into the structure
and func;ions of state agencies to assist the décision makers as they
restructure governance at‘the state levels. >These activities all point

to more effective leadership through better education for our citizens.
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Tennessee Management Information System

INTRODUCTION

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

Administration of educational programs whether on the federal, state, or focal level is pri-
marily a decision-making activit’. Some decisions are relatively easy to make; the information
needed is available and reliable, and the consequences of the decision are relatively minor. On the
other hand, some decisions are quite difficult to make because avzilable information is sketchy or
questionable, with the consequences of such decisions having a major impact on programs and
program development. Relevant, specific, and up-to-date information can have a significant effect
on the generzi quality of educational decision-making. Good informztion helps to make aii decision-
making easier.

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

We are no* naive enough to think that any singie system can coliect, file, make availabie,
and retrieve aill of the minute objective, and sometimes subjective, information that has an impact
on decision-making in vocational-technical education. However, there are some major types of
important data that can be obtained, filed, and retrieved through a coordinated management infor-

mation system.

GENERAL DESCRIPTION OF T.M.L.S. . .

The primary purpose of the Tennessee Management Information System at the present time

is to provide information relative to program pianning and evaluation. Our Management Information



System can be described as a cooperative effort of more than 150 autonomous local education
agencies in the state that conduct vocational education programs. The'Management Information
System is the data based portion of the total information services program of the Tennessee Research
Coordinating Unit for Vocaticnal Education.

The Management Information Svstem is a computer-oriented system that makes use of up-
to-diate electronic data processing technology and techniques. In this way it brings to public educa-
tion in Tennessee some of the benefits that have long been in use by busine s and industry. This
system makes possible the collection, filing, and retrieval of vast quantities of data that heretofore
have been entirely unfeasible for public education administrators.

The total Management Information System envisioned for the Division of Vocational-
Technical Education includes the following data files: (1) student information, {2) teacher, super-
visor, and administrator information, (3) program evaluation information, (4) program cost infor-
mation, {5} manpower needs information, and {6) census and related demographic information.

Currently, three of these data files are operating, with at least one to be added this year and
others to be added as rapidly as possible. Our system has in operation the student file, the teacher,
supervisor, and administrator file, and the census and demographic data files. This system utilizes
primary and secondary data sources for input. A subsystem for compiling and anslyzing appropriate
data and an output subsystem that disseminates inforimation and related data to appropriate decision-

makers,

M.1.S. OBJECTIVES

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

1.  To collect and store as much data relevant to public vocational education programs
as practical consideration will allow

2. To maintain the greatest flexibility by gathering and storing data on the smallest
possible reporting unit {a single student)

3. To provide data tabulations for use at the state level as a whole and to smaller
administrative units for their use

4. To disseminate 1o tocal educational agencies standard data on their own school
system

5. To increase the use of stored data and special analyses to help solve specific problems.



SYSTEM COMPONENTS
As indicated earlier there are several data files currently operational in our system as well
as several in the planning stages. The data base currently maintained is described below:

Student AccountiniSubsystem-

The student enroliment file contains individual records for each student enrolied in the
public vocational technical education program in the state of Tennessee. The secondary school
file contains records on approximately 102,000 students, 20,000 aduit students enrolled in aduit
contract programs in local school systems, and approximately 25,000 students who are enrolled in
area vocational-technical schools and their post-secondary and adult programs. Individusl students
enrolled in more than one program at any given time appesr in muitipie enroiiment records, aiiowing
tanulations of both duplicate and unduplicated student totals. Enroliment information currently
collected and stored on each student includes:

Name

Address

Sex

Race

Birthdate

Marital status

Veteran status

Whether ‘’Regular, Disadvantaged, or Hardicapped” (determined by the teacher)
Date enrolied in program

U.S.0.E. occupational code for program

Type program

Grade level or aduit classification

Whether enrolled in another class

U.S.0.E. code of other class {if applicable) -
Type school

Type and number of vocational courses already completed
Plans for additional vocational training

Pians to remain in or leave county after training
Parent’s occupation

Years parent has lived in county

County, district, and schoo! of enroliment
Teacher social security number

Student information is collected on mark sense forms filled out by the student under the
direction of the teacher who reads the process from a step-by-step script. The form counsists ol one
sheet printed on both sides. Students are initially enrolied in September, with teacher verification

of records and additional student updating occurring in January and May of each year.




Student Follow-Up Subsystem

Having all secondary students enroiled in vocational technical education in public schools
in the student accounting subsystem, program completion and job placement information is much
easier to handle. Follow-up information is also collected on mark sense forms. This system uses
the teacher as a basis for the input. Currently, secondary student follow-up input information is
verified on a sample basis with direct mail out and contact with the student. In other words, most
of the information comes from the teacher and not from the student. Post-secondary follow-up
information is obtained directly from the student with a follow-up being mailed to the student on
his birthday. This provides for a continuai year-round process of follow-up.

Personnel {nformation Subsystem

This file includes personnel records on all persons whose assignments &"e connected with
vocational-technical education at the secondary or adult level. Approximately 2,400 personnel
records are on file, including duplicate records of personnel assigned to secondary and adu!t programs.

Personnel information is also collected on a single-sheet, optical scan form printed on both

sides. Step-by-step instructions are made available to all pel"sonnel filling out these forms.

Census and Demographic Data Subsystem

Working with the University of Tennessee Center for Business and Economic Research, we
have access to all 1970 Census dzta. These data are available upon request and can be.programmed

to provide information and fuormats needed for planning at the state and local levels,

SYSTEM OUTPUTS
Currently, the system has several valuable outputs. Some are used extensively, while other
outputs are not used much because not all of our local decision-makers are yet trained to use them.
The development of the system began in response to the need to complete U.S.0.E.
statistical report forms. Consequently some of the system outputs are geared to that need. More

specifically, our output iricludes:

1. Ali statistical data needed to complete U.S.O.E. Form No. . (Student enroliments)

2. All statistical data needed to complete U.S.0.E. Form No. . (Student follow-up)

3. Class rosters by teacher

4. Program surmmaries by school, district, county, region, development district, congres-
sional district, etc.

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

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

7. Directories. of personnel (Listed by subject area and/cr school, district, etc.)

4



STRENGTHS AND WEAKNESSES OF THE M.LS.
As is true with the deveiopment of any new system, many strong parts and problem areas
will be present, and we feel that our system has both. Let me start with one problem area.

Weaknesses in the M.1.S.

Since we are dealing with many independent school systems, there are times when we have
trouble gaining the cooperation of all schoo! superintendents, priﬁcipals, and teachers. We have, _
at present, no way of demanding the cooperation of local personnel to get accurate input data. In
other words, we just cannot require that they have students fill out our optical scan forms.

For our secondary studen:t follow-up system, we presently rely upon the teacher for the
foilow-up input data. Some people 100k at this as a severe limitation. But, to date, our validity
checks have shown that we can trust the teacher. The biggest problem we see here is that there are
some specific kinds of data that wou]d be vaiuable to us that we cannot get from the teacher. For
example, we can ask the teacher which former students are employed, unemployed, in school, etc.,
but we cannot ask him to give us the former student’s salary or wages. We would have to go directly
to the student for that.

A third problem that we see, and this would be characterictic of any new major development,
is that local administrators, teachers, and other users of the system output are not fully able to
utilize the output for management of their programs. The system in itself has not provided for
professional development of it;ﬁge'rs. Another way of saying this is that the technolngy frightens
some people.

A fourth weakness that we see is one related to short-term aduit courses. Adults, again,
are not as familiar with optical scanning forms (the new technology) and are not as accurate in
completing the forms. This, then, causes an inherent weakness in the adult follow-up phase.

Strengths of Tennessee’s M.1.S.

| hope | haven't left you with the impression that we have just a bundle of problems. We
feel that our system does have some importar:i strengths. Briefly, some of those strengths are:

1.  Low cost per student. Total costs for all input and output is-runni_ng in the neigh-
borhood of 45-cent per student for the secondary system.

2. We have information on a very small reporting unit, the teacher, and with just a
little computer programming time, we can produce about any type of analysis
or cross tabulation that may be needed.



3. The error rate on the input side is between .1 and .2 per cent of all records.

4,  For operation, only clerical staff with periodic support from technical staff ic
needed. (Development of new components, files, etc., required more professional
staff)

5. Although we are not yet using on-fine access, our system is set up so we can enter
the system at any point to add, delete, or change any single reccord or piece of
information within a record.

6. Attributable to our feedback system, tocal pecple are beginning to learn how to
use current data and information for loczl program planning, implementation, and
evaluaticn.

7. And, finally, we are able to produce accurate statistical data for completing
U.S.0.E. reports directly from the computer.

Obviously, there are several other strengths and weakniesses that could be discussed, but |

think | kave hit the miajor ones here.

SUMMARY
It is difficult to summarize our total M.1.S. because what | have given you to this point is

basically a summary. Let me close by putting it this way:

1. We use the individual student and teacher record as a base.

2. We use mark sense forms rather than key-punching.

3.  Qutput from the system is used for pianning, management, and administrative purposes.
4. The systern is relatively fast, accurate, and low cost.

5. We have a few problems, but within a year we hope tc have these moved over to

the strength side of the ledger.
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LEGISLATION FOR PROVIDING COMPREHENSIVE
VOCATIONAL-TECHNICAL EDUCATION IN TENNESSFE

The Eighty-Seventh General Assembly of the state oj Tennessee meeting in 1971 and 1972
passed House Joint Resolution No. 190. This resolution directed the Legislative Council Committee
to study vocational education programs in grades 7-12. |t stated, in part: “’Be it resolved by the
House of Represenfatives of the Eighty-Seventh General Assembly, the Senate concurring, that
the Legislative Council Committee is directed to make a study concerning the desirability, feasi-
bility, and cost of exbanding the vocational programs in the public schools of Tennessee, grades
7-12.” The Legislative Council Committee was to report its findings to the Eighty-Eighth Gene'rall
Assembly meeting in 1973, |

A subcommittee on educational studies was appointed to complete the study.' The study
resulted in "Report of the Subcommittee on the Study of Vocational Education Programs in Grades
7-12 to the Legisiative Committee, 1973.” 'This committee, uSing the completed study as a basis
of recommendation, cenducted a series of meetings as a committee and with Coemmissioner o

Benjamin E. Carmich~~l and Assistant Commissioner William M. Harrison to fotmulate final recom-

- e

mendations to present to the Eighty-Eighth General Assembly on which they would Fasé suitable
legislation. The recommendations of the subcominittee are surnmarized as follows:
1. . Introduce career exploration in the-elementary grades.
2. Initiate at the eeventh and eighth grade levels: (a) prevocational information and
exploratery activities, and (b) counseling at the ratio of one counselor with special
competence in vocational guidance for each 200 students.

3. Provide at the high school level (grades 9-12): (a) access to comprehensive vocational

training to every student of eacl. county of the state and (b) counseling at the ratio of
one counselor to 200 students.

4. Draw upen business and industry to determine skill needs, to acquaint students with
the “world of work,”’ and to develop desirable work attitudes and habits.

5. Iwicrease student aspirations for noncollege preparatory occupations.




Let us digress at this point long enough to look at the most important finding of the study
conducted by the Legislative Committee. The committee indicates that by 1980 only 20 per cent
of all jobs will require a college degree, whiI; 80 per cent of high school students are taking the
curricula geared to college p}eparation. College graduates are having difficulty in finding jobs, with
industry and business being unable to find enough skilled workers for their operations.

4 The final report of the study conducted by th}e L egislative Committee and the recommen-
dations of the educational subcomnﬁittee were presented to the Eighty-Eighth General Assembly in
early 1973. The legislature was quick to act in providing legislation that would provide suitable and
meaningful training for the 80 per cent of the students in Tennesée,e who will earn their livelihood
without the benefit 6f a baccalaureate degree. This action was taken in the form of an act to amend
the present laws covering vocational education and was passed as House Bill 1203 and Senate Bill
1091. The salient features of this act are as follows:

1. it is the legisiative intent of the General Assembly of the state of Tennessee that

coinprehensive vocational and technical education be made available by the state and
local educational agencies in grades 9-12.

2. The act provided that the State Department of Education during the 1973-74 school

year would survey each county, including the city and special school districts within,

—— —— — 10 determipe the needed.expansian.of.vocational and technical education progeame. .~ . .
for the students of high school and post-high school ages and the most feasible method
of meeting this need. 1t also specified that such programs would be made accessible
to alf high schoo! students and planned to serve at least 50 per cent of the students in
grades 9-12, beginning with the school year 1973 and being completed by the
school year beginning in September 1977.

3. The act provided that all capital costs and operating costs of the programs developed
under this legislation would be borne by the state and that the operation of the
facilities wouid be by local boards of education or as joint facilities by two or more
tocal systems.

4. Included also was a requirement for counseling and prevocatior:al courses to be made
available by 1975 in grades 7 and 8 and that the counselors would be in the ratio
of one for each 200 students, with the counselor having special competence in

vocational guidance, including some practical experience.




-

5. The act provided that after the surveys of the 95 counties were completed, county
plans for expansion would be in accordance with one of the following alternatives:

(a) Comprehensive High Schools. Facilities will be utilized and/or expanded in

school systems where schools have been consolidated sufficiently to provide comprehensive
huqh' schools for a minimum of about 1,500 students,

(b) Area Vocational-Technical Schools. Facilities will be utilized and/or expanded

in area vocational-technical schools, where properly located, to provide comprehensive

high school vocational training.

{c) Vocational Training Centers. In counties, including city and special school
districts, with two or more high schools, where students cannét be served under the
provisions of item (a) or item (b) of this section, a vocational training center will be
extablished separate from any existing school.

| (d) Joint Facilities. Where practicable, and where school systems may not be served
adequately by either of the above alternatives, joint facilities may be established and
operated to serve two or more counties and/or school systems.
The act also provided that plann.ing and implementation would include vocational training
for post-high school students who would have access to all programs of any facility. All county
plansor expansion.will be acted on_by _the State Board for Vocationai Education upot) the _

reconunendation of its executive ofticer.
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DEPARTMENT OF EDUCATION
Division of Vocational, Tecnnical and Adult Education
Tallehassee, Florida

STAFF ORGANIZATION FOR EFFECTIVE MANAGEMENT

The Tenth Amendment of the United States Constitution assigns to the
States those powers which are neither reserved to the federal government
no denied to the States. Among these is education.

I. Philosophy and Objectives Underlying the Organizationel Structure

In Florida, public education, at all levels, is clearly a State
responsibility.

Both the Commissioner of Education and the State Board of Education
are charged by the Ccastitution of the State with the supervision
of the system of public education as provided by law.

In line with the broad responsibility the Commissioner has been
charged by the Florida legislature to:

A, expand the capability of the Department of Education in
planning the State's strategy for effecting constructive
c..ange ané _.oviding und coordinating creative services
Hecessary to achieve greater quality in education and

B. utilize all appropriate modern management tools, techniques
and practices which will cause the State's educational
program to be more effective and provide the greatest
zconomics in the management and operation of the State's
system of education.

To aid the Commliesioner and State Board. the State Legislature
authorized staff for them and ectablished by statute, four opera-
ting divisions within the Department of Education:

A. Division of Elementary and Secondary Education
B. Division of Vocational gducation

cC. Division of Community Colleges

D. Division of Universities

Each Division is organized to fulfill its mission in terms of the
State system of education in coordination with the other divisions
as well as the specific programs, services and activities for which
each has primary responsibility.




More specifically the Division of Vocational Education is:

A. Program oriented rather than institutionally oriented
being organized to serve programs at all levels and
in all types of institutions.

B. Organized in accordance with major functions with due
regard for span of control, i.e., Planning, Program
Supervision, Program Services, Research and Evaluation,
General Administration and State Advisory Council.

C. Orgunized to maintain the integrity and expertise of the
staff of majcr programs, such as, Agriculture, Business
end Digtribution, with coordination provided at the
bureau chiefs level, within bureaus and within regional
offices to accomplish a total program of vocetional
education and adult general education.

D. Organized to provide consultative services immediately
available to local educational agencies by decentral-
izing division services inte five regions.

E. Arranged so that each regional office serves a major
lebor market area and is in a position to coordinate
program development by school districts and community
colleges to meet total labor market needs.

F. Arranged so that each regional office is in close proximity
to_one or more app : ved teacher education inetitutions,

G. Organized so that there are means to identify improved
practices and ways to disseminate and diffuse them.

I1. Present Programs. Organrizgtion and Staffing

A, PROGRAMS

The Division of Vocational, Technical andi Adult Education is
responsible for the following programs conducted primarily by
67 school boards and 28 junior college boards of trustees as
well as the ancillary services in support of them:

1. Comprehenegive Vocational Education Program for Career
Development consisting of offerings in:

a. Orientation to tbs World of Work
b. Pre-vocational Education
C. Pre-technical Education
d. Agricultural Education
- e. RBusiness Education

-0-




Distributive Education

Diversified Occupations Education
Health Occupations Education

Home Economics Education

Industriai Arts Education

Industrial Education

Related Instruction for Apprentices
Technical Education

Vocational Education Youth Organizations

BHBRPKROGRDDER R

These offerings are organized into instructional components,
the major ones being:

a. Introduction to the World of Work, Grades 1-6
b. Occupational Exploration, Grades 7-9
c. Job Preparatory Training
Secondary, Grades 7-12
Post Secondary
Adult
4. Supplemental Training

2. Manpower Development Training, P.L. 87-415, consisting of:

a. Institutional Training
b. Individual Referrals

3. Adult General Education consisting of:

Elementary Education £~ Adults

—— - — —

Secondary Education for Adults
Community Service Education for Adults
Adult Basic Education (Federal)
Civil Defense Education (Federal)

High School

Adult
T. Adulit Migrant and Seasonal Farm w

o an olp

4. Ancillary and Support Serrices including:

a. Development of Area Vocational-Technical Centers and Area
Vocational Education Schools

High School Equivalency Testing Program

Occupational Specialist Training Programs

Research Coordinating Unit

State Approval Agency for Veteran Education and Training
. Vocational Improvement Fund

0o Q0 o

Programs and services are provided for students at the following
levels: elementary, middle and junior high school, senior high
school, post-secondary and adult.

Target groups served include regular, dissdvanteged and handicapped
students.

-3~



B, ORGANIZATION

The State Board of Education is the chief policy-making and
coordinating body of public education in Florida (Section
229.053, F.S.). Section 229.061, F.S., authorizes thc¢ State
Board of Education to constlitute the State Board for Voca-

- tional Education with responsibility for administering all
state and federal laws for the promotion of vucational
education and articulating it with other state educational
programs. The State Board is also authorized to approve
plans for cooperating with the federal government, accept
funds, create subordinate units and provide necessary admin-
istration required by any federal programs.

Through the Department of Education organizational structure
adopted by the State Board of Education on August 19, 1969
the Division of Vocational Education was designated as one of
four operating divisions of the department consistant with
the Government Reorgeaization Act of 1964G.

The Florida State Plan for the Administration of Vocational
Education approved annually by the Florida State Beard for
Vocational Education, further establishes the Division as

the State Board staff responsible for the provision of
"leadership in the planning, coordination and general admini-
stration of the statewide program of vocational education
with the local educational agency belng responsible for local
program operation."

——— = = -A8 the rasult.of. the breaith_of respoanibilitie, assigned to _
¢+, the Division of Vocational, Technical and Adult Education
is "program oriented" rather than "institutionally oriented"
because it is concerned with the promotion, development,
implementation and evaluation of quality vocational, technical
and adult education rather than the institutional arrangement
which provides the services at the district Jevel. It is with-
in this context that tne Director of the Division with gqualified
professional assistants discharge their leadership roles.

The Division is organized into six major functions for operating
purposesa:

1. Division Administration

2. Bureau of Vocational Planning

3. Bureau of Vocational and Adult Programs

4., Bureau of Vocational Research and Evaluation
. Bureau of Vocational Program Services

6

. State Advisory Council for Vocational and Technical Education
The responsibilities of each are:
1. Divigsion Administration

This function comprises the major administrative office of the
Division.
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2. Bureau of Vocational Planning
The respoasibilities of this dbureau are concerned with:

a. directing major planning activities within the Diviricn,
including PPBS and coordinating Division planning with
other divisions of the Department of Education and State
Government;

b. planning, development and construction of area vocational-
technical center and area vocational education school
facilities; ancd

c. coordinating with the Division of Elementary and Secondary
Education staff assistance to School Districts in Compre-
hensive Educational Planning.

3. Bureau of Vocational and Adult Programs

The principal responsibility of this bureau is that of effect-
ing a coordinated and inter-related statewide program of
Vocational, Technical and Adult Education including program
articulation at all instructional levels involving all types
of public educatiomal institutions. Within this bureau fall
the Sections and Area Offices which deal with the administra-
tion of programs and the provision of program consultative
services to Districts.

k., Bureau of Vocational Research and Evaluation
This bureau is concerned with:

a. the promotion and coordination of vocational researct and
related activities at all instructional levels conducted
primarily by local educational agencies, universities and
other public agencies and institutions, and

b. the evaluation of the statewide program of vocational and
adnlt educztion.

Within this bureau fall the design and evaluation of exemplary
projects, projects related to career education and the Research
Courdiinating linit.

5. Bureau of Vocational Program Se.vices

This bureau is responsible for services supportive to the
ingtructional, supervisory and administrative functions of
the Frogram Secticns, Bureaus and General Administretion of
the Division. 1Included are: statistical services, informa-
tion systems, teacher education, staff development, vocational
guidance, occupational specialist training, waterials develop-
ment, preparation of reports, development and revision of the
State Plan and other special services as may be ass’ned.




6. State Adviscry Council for Vocational and Technical Education
This Function is responsible for:

a. advising the State Board for Vocational Education on the
development of the State Plan for Vocational Education
and policy matters arising in its administration,

b. advising the State Board for Vocational Educstion on the
preparation of long-range and annual progrem plans,

c. evaluating annually the statewide vocational and technical
education programs,

d. preparing and submitting through the State Board for
Vocational Education to the U. &. Commissioner of Education
and the National Advisory Council an annual evaluation
report.

The organization of the Division emphasizes effective and efficient
services to local districts thrcugh the decentralization of
supervisory ser- ices.

Although the Division Headquarters is located in Tallahassee, the
State is divided into five regions approximating major labor market
areas with area offices in Tallahassee, Gainesville, Orlando, Tampa
and Boca Raton. Each Program Operating Section of the Division has
area supervisors assigned to these offices under the direction of
an Area Program Coordinator. By living in the region, and working
out of the area office, a supervisor can provide mcre effective,
efficient and rapid consultative services either as an individusl
or member of a team to the educational leeders in local distriets.

The next three pages contain the following:

1. Chart of the Relationship of the Division of Vocational,
Technical and Adult Education to other Units of the
Department of Education and other governmental agencies.

2. Chart of the Organization of the Division of Vocational,
Technical and Adult Education showing relationship of
functions, bureaus and area offices.

3. Map of Florida outlining the five areas of Florida with
the location of area offices.
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FIVE GEOGRAHICAL AREAS

€PAREA OFFICES

Area § Office . Area U Offics

480 Barnets Bink Sidy. 6880 Lakse Eltsner Drive

Tallahassee 32:304 Orlando Ceatral Park

(Phone 904/488-1826) Orlasao 32009

—— | — tFhond S3TESTIVOT™ -

Area H Office

1219 Wes: Unisersity Ave. Area |V Office Y

Galnesville 32¢01 715 East Bird Strest

(Phone 904/313.8581) Pan American Bank Bids.
Tampa 33604
{Phone 813/9313-2802)
Area V Office .
8132 State Road 808
Buca Raton 33432

DIVISION (Phone 305/395-9401)

OF .
VOCATIONAL
TECHNICAL
AND

ADULT EDUCATION

N DUPARTMENT OF EDYCATION
: . TALLAHASSEE ¢ FLORIDA
FLOYD T. CHRISTIAN « CFMMISSIONNR




C. STAFFING

Part II-A of this memorandum lists the variety of programs and
services for which the Division of Vocationel, Technical and
Adult Education is responsible. The following assignment of
authorized FTE positicns is in support of them:

No. of FTE Positions

Organizational Unit ) Staff Clerical Total
1. Division Administration 7 10 17
2. Bureau of Vocational Planning Y 2 6
3. Bureau 6f Vocational and AGult
Programs
a. Office of Bureau Chief L 3 7
b. Adult and Veteran Education 20 10.5 30.5
c. Agricultural Education 8 3 bh
d. Business Education 6 2 8
e. Distributive Education 5 2 7
f. Home Economics Education 10 5 15
g. Industrial Education : 16 6 22
h. Manpower Development Training 8 8 16
i. Diversified Occupations 4 2 6
J. Technical and Health
Cecupations Education 1 3 4
- - - . k. —Area Qffices¥* - - - - -
Area I 1 2 3
Ares IIT 1 1 2
Area III 1 2 3
Ares IV 1 2 3
Area V 1 3 Ly
Total of Bureau 97 . 54,5 151.5%*
4. Bureau of Vocational %esearch and
Evaluation 3 3 6
5. Bureau of Vocational Progranm
Services 6 5 11
6. State Advisory Council for
Vocational and Technical
Education 2 1 3
DIVISION TOTAL 119 5.5 194.5

*NOTE: The figures for esch ares office represents the Area

Program Coordinator and Secretarial asslistance., In addition,

representatives from each Programn are assigned to these

offices. Of the 151.5 FTE positions (97 staff and 54.5

clericel) ir the Buresu of Vocational and Adult Programs

59 FTE positions (49 staff and 10 clerical) are assigned to
(&) ares offices. '
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III.

Changez in tbe Organizational Structure within the Past 10 Years

Rapid program growth, a changing role of the Department of Educa-

tion, and acknowledgment by the State Legislature of the Division

of Vocational Education as one oF four operating divisions of the

Department, dictated a need for & continuing study of the division
organization.

During the past 10 years the orgeanization of the division changed
from one in which the emphasis was upon individual program sections
with @ll administrators reporting to the Division Director to the
present organization based upon functions and corresponding bureaus
and offices. ’

A series of changes took place in an orderly fashion with the
invelvement of the total staff of the Division.

A significant contribution to this effort came from a study con-
ducted by the Oregon Center for Research and Development in
State Leadership.

During tke Fall of 1968, Florida was accepted as one of five pilot
states to engege in a study of the structure at state level for
Vocational Education and in the capability of such a structure to
meet the demands for change in this important field of Education
resulting from the Vocational Education Amendments of 1968 and
other federal legislation. These studies were conducted by the
Center for Research and Development in State Education Leadership,
Teaching Research Division, Oregon State System of Higher Educa-
tion, Monmouth, Oregon through contract with the U. S. O0ffice of
Education. The study began December 16, 1968.

In brief, the study involved a self analysis by the total Division
staff foilowing criteris furnished by the Oregon Center. On
April 23, 24, and 25, 1969, a team selected by the Center visited
the Division of Vocational, Technical and Adult Education to study
first hand its organization and operation.

The recommendations of the Orégon Center for Research and Develop~-
ment in State Leadership have provided the Division with signifi-
cant guidelines in its reorganization. '

Projected Changes Foreseen in the Organization of the State
Vocational Education Agency Over the Next Ten Years

The role of the Florids Department of Education is changing from
a regulatory function to one in support of educational renewal.

Under these conditions the Department of Education and the Division
of Vocational Education will become:

wlle



A. More responsive to and responsible for improved policy at
the federal, state and local levels, and

B. Moré involved in educational renewal, the process whereby
the goals and objectives of education are continually
modified to meet the changing needs of its clients and

educational programs are continually modified to facilitate
the attainment of those cbjectives.

Although staffing patterns may change, it is believed that the
present organization based upun the mission of the Division and
its major functicas will continue to be viatle and will adspt

to changing emphsases ts Floride moves into and through the next
decade.
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STATE PROGRAM PLANNING VIA PERFORMANCE BASED OBJECTIVES

The foremost challenge confronting vocational
eaucation in the seventies 1s to maximize its
productivity. To this end, an educational manage-
ment structure must be fashioned that will make
educatiopr and training more meaningful, more
rewarding, more avialable, more relevant and more
productive in terms of human resources and financial
investment.

~ Most professional educators would not quarrel with the
preceding statement. The general public's hue and cry for
more accountability and an increased measure of confidence
on the part of the educational institution at all levels
have made educators sensitive to providing a more effective
!
and responsible delivery mechani‘sm.

Thus, the point in guestion is not “what should education
be about" but one of "how should@ education go about it;" that
is, what management tool or technique should be employed to
bring about the desired change?

At a time when a more sophisticated concept of education-
al management and decision-making is coming of age, a systems
approach to such management and decision-making processecs,
centering around performance based obiectives, 1s rapidly
gaining impetus. It is with regards to this systems approach

as it relates to state program planning in vocational educa-

tion that the remainder of this paper will address itself.



A RATIONALE FOR PERFORMANCE BASED OBJECTIVES IN STATE PROGRAM
PLANNING

Although the concept of performance based objectives is
not necessarily new in the business and industry management
arenas, its application in educational planning is r~latively
untasted. In the context of this presentation let it suffice
to define a performance based objective as follows: A state-
ment that precisely indicates what is to happen and to what
extent it 1s to happen within a specificd time frame.

In applying such a definition tc state educational
program planning endeavors, it can and does facilitate the
planning process and offers a mechanism for further decisicn-
making tasks.

Essentially, a planning process built upon performance
kased objectives offers the following advantages:

1. It provides specific direction with regards to what

the State Educational Agency is about concerning its program

management and résponsibilities‘ For example, a properly

stated performance based objective that indicates that fifty
new vocationally oriented auto mechanics proyrams will be
implemented across the state during the 1973-74 school year
forces a management agency to address itself to specific

ways and means tc Bring about such an outcome. Activities
which cannot be directly related to the stated object.ve must
be seriously gquestioned as to their legitimacy. Thus, such

an approach to planning forces those who are doing the planning

to think and act from a standpoint of prcductivity.
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2. It incorporates a philosophy of participatory

management. 1In the process of identifying and stating

performance based wbjectives, careful and analytical thinking
from numerous sources is paramount. Withcit the involvement
and assistance of i‘hose who are charged with the responsibility
of &accemplishing such objectiwves, such a process is doomed to
failure. Performance based objectives must be realistically
stated and universally accepted on the part of the management
staff 1t they are to be met. Such can only be assured through
the involvement of those to whom the objectives relate.

3. 1t facilitaves budgeting and priority ranking

processes. As me:..:tioned previously, the concise and time-
referenced statement of anticipated outcomes aids in
determining :}Ye¢ appropriate and necessary activities for
bringing ahou! such desired change. Once such activities are
identified, it becomes a mechanical process to cost out such
activitics and match those costs with available or anticipated
budget allotments. In the event of limited financial

ing of ohjectives can be made with
regard to importance and/or preference, thus providing
valuable inzight concerning budget management decisicons.

4. It offers a mechanism for matching job requirements

with personnel talents and interests. The identification of

specificelly designcd activities which are essential for
attaining the objectives set forth previously will give rise
to position guides or job descriptions for existing ar i/or
anticipated staff personnel. Pursuant to the development of
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such position guides, it once again becomes a somewhat
mechanical process of aligning existing staff talents and
interests with the respective tasks. Such guides also
provide the basis for the recruitment and selection of
additional and replacement personnel.

5. 1t provides the basic criteria for program and

personnel appraisal. Perhaps one of the foremost advantages

of a performarce based objective planning concept is that it
forces the early and objective statement ¢0f success criteria.
Such success criteria, gquantified over time, provide the
basis for an objective appraisal of program outcomes in

terms of whether or not performance standards have been
realized. Not only does the concept lend itself to terminal
appraisal, but it provides 2 benchmark against which periodic
progress readings can be made.

Furthermore, such a planning concept provides the
foundation for appraising the cffectiveness of staff personnel.
Such appraisal should focus upon the exten® to which
objectives relate to the assigned tasks and respensibilities
of each respective staff person. Thus, appraisal is tased
upon product rather than process criteria and affords
optimum flexibility, innovativeness and creativity on the
part of staff personnel in achieving the end result. It
provides all parties concerned with a decision-making and

managerial Jjob.

6. 1t is applicable at any management level. Educa-
tional management cmpleying the performance bhased oblective
-4
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planning concept may be applied at any managerial level within
the management structure. Admittedly, 1t must be used
advisedly when such a management technique must link up with
other managerial styles but still, at levels where independent
management decision-making occurs, such a system can stand
alon2 and cperate effectively.
THE DEVELOPMENT OF A PERFORMANCE BASED OBJECTIVE PLANNING AND
MANAGEMENT SYSTEM

As has been alluded to in numerous preceding statements,
management via performance based objectives is a systems
approach to management. Not only does this mean that such a
system, when fully operative, flows in a logical, sequential
fashion, but it also implies that in the process of adopting
the system itself, there is a logically sequenced procedure.
An illustration of such a procedure is shown in the paradigm
on page 6.

A closer scrutiny of this modcl suggests that the
initial point of departure in implermenting a performance
vased Gbhbjectives management concept is an cobhijective and factual
assessment of immediate and anticipated needs to which the
respective educational program must relat2. Such needs must
be derived from a carefully designed and reliable data
gathering system and, furthermore, must be expressed in
terms of actual numbers of individuals to be served within
various population groupings or age levels. An expression of
such needs should be substantiated from available facts and

pect to enrollment data, employment
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needs and patterns, program availarility and any other
demographic and/or ecoromic information deemed appropriate.

The degrec of accuracy with which such needs are
determined 1s directly related to the ultimate success of a
performanced hased management structure. Insufficient or
inaccurate 1initial information will give rise to a management
structure that must function, in large part, on intuition and
subjectivity which can only parallel a practice of management
wnich has for too many years been an integral part of the
educational process.

Pursuant to the needs assessment phase, a statement of
performanced based objectives becomes the next activity. As
previously mentioned, such a statement of objectives must
incorporate three essential components in order to be a
valid statement: what is to be accomplished, to what extent
is the accomplishment to be realized, and by what specific
point 1in time 1is such an accomplishment to be fulfilled.
Input into the formulation of a statement of objectives should
bhe solicited from each respective staff member and general
concurrancc regarding the final draft of such a statement is
desirable. The statement of objectives is, in actuality, a
statement of success criteria or performance standards, thus
such a statement should provide a basis for all ensuing
activities in the initiation and adoption of a performance
based management structure.

The remaining steps, namely three through seven as
1llustrated in the model, evolve around the statement of
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objectives set forth in step two. Programs and activities
should address themselves to the fulfillment of the stated
objectives. If no reiaticnship can be made between any given
program or activity and one or more of the stated objectives,
serious questions must be raised concerning such a program or
activity's legitimacy in the management structure and whether
or not it should be retained.

The modification or redesign of an organizational
structure may be dictated by the programs and activities
identified in step three. By making a task analysis of what
needs to be done, the resultant prcduct should be an organiza-
tional format that will enhance the efficient and effective
realization of the desired ouitcomes. Again, let it be
emphasized that any organizational format, irregardless of
its design, must be oriented to prcductivity and not process
in a performance based management structure. The determination
of an acceptable organizational structure also provides impetus
for the development of individual professional and para-
professional position gquides and job descriptions.

The implementation process, step five, is included as a
means of providing the direction for flowing the performance
based management structure into a currently operating
management system. Such a change-over may require additional
personnel, modified physical facilities, equipment, and
supportive services, all important budgetary considerations.

Costing out the implementation process provides a
financial perspective of the entire concept and gives raise to
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significance. Such results tend to reduce credibility gaps
and increase levels of confidence on the part of educational
managers regarding their ability to produce.

Conversely, if the stated objectives were not €fully
realized, evidences should readily indicate why they were
not realized and further analysis might dictate corrective

measures which should ke enacted.

SUMMARY AND CONCLUSIONS

A management structure built upon performance based
objectives offers educational managers a potent vehicle to
affect change. It is built upon the concept of productivity
and if properly and consistently administered, it can
positively enhance both the efficiency and effectiveness of
an educational entity.

In state program wlanning the adoption of a management
process founded upon performance based objectives provides
educational managers many distinct advantages.

1. Such a process places the educational manager in a
truly leadership role in that he is plotting a course
of action based upon carefully defined and
documented societal and economic needs.

2., It provides a mechanism for seeking, obtaining and
justifying budget appropriaticns because budget
centrol agencies can readily see what thei:
investment is buying. If a stated need is not met

due to inadequate funding levels, then the fault is
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not that of the educationa component but becomes

a state finance agency concern. A performance

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

3. It provides a means for optimizing staff talents and
abili;ies.

4. It offers a built-in mechanism for periodically
appraising the program effectiveness as a whole
and/or any specific part thereof.

5. It demands commitment in that an agency has, in
essence, contracted with "John Q. Public" regarding
what it will deliver within an expressed time frame.

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

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

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

Finally, there is no short cut to adopting a performance
based management concept. A consultant agency cannot do it
effectively for another agency, a university grant or
contract cannot accomplish it, nor can a specialist on a
staff be expected to fulfill such an assignment alone.
~ach respective staff member must experience the discourage-
ment and frustration which normally accompanies the adoption
of such a concept. Ultimately, however, such discouragecment
and frustration should lead to a more totally informed and
deeply committed staff with regards 0 the realization of the
goals which they have set forth.

Management by performance based objectives is a tool,
which if properly employed, could move educational management
at all existing levels into new dimensions of leadership and
respectability through the assurance that it is systematically
addressing the immediate and critical needs of society which

will eventually enhance the welfare of mankind.
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*

THE GREENING OF CAREER EDUCATION *

Jonathan Swift. the Satirist, wrote some time ago about imaginary
pecple who fought bloody wars among themselves over such esoteric
considerations as whether an egg should be opened from the big end

or the 1ittle end. Gver the years, the education world has had {ts
share of big-endiens and 1ittle-endiens. In the course of their tripal
battles, some deep and painful wounds were inflicted on both the insti-
tutions responsibie for the education process and the people concerned

with teaching and learning.

The historicsl schism between the vocational education camp and the
so-called academic camp is a case in point. The labels, the snubbery,

the reverse snobbery, and the “We-They" syndrome that marked the
continuing conflict played havoc with human relationships among educational
personnel -- and more importantly, with the learning opportunities and

developing 11fe styles of young people in the classroom.

Though the educational battleground may never be overgrown with roses,
1 think we have reached a kind of maturity in the education community --

a level of sophistication that permits us to view education not as a

*Prepared for delivery before National Leadership Development Seminar
for State Directors of Vocational Education, Nashville,Tenn, Sept. 18, 1973,
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series of separate enterprises but as a collaborative independent
venture made up of the sum of all of 1ts parts. With this maturity

has also come the abflity -- and the desire -- to sort out the big .
{ssues from the paltry ones. In short, we are no longer willing to
dissipate our energies and resources in determining from which end the

egg should be opened.

Let me cfte just two examples of this collaboratfve movement which, I

might add, the Federal government has had a hand in promoting:

We see it 1n the new allfances formed in the area of teacher training.
Where colleges once prepared teachers in isolation from the school

systems that employed them, the State agencies that accredited them,

and the communities they served, there is now a deliberate movement

toward mutual and collahorat{ve training programs -- toward a sharing

of responsibility and resources. Efforts such as the Teacher Corps, the
Career Opportunities Program,training in specfal education for the reqular
classroom teacher, and others have helped move teacher trafning out of

the make-believe into the real world. Not too long ago that was considered

a task as impossible as moving Lake Michigan to Arizona.
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We also see a new camaraderie between Federal and State education agencies.
Where once there was scant communication and token cooperation, we now
have a variety of new alliances and partnerships. Much of the improved
relationship can be treced to Title V of ESEA, a variety of formula

grants under other legislation, and efforts to make effective use of
discretionary funds. I can remember the time vhen expecting State and
Federal agencies to sit together in any meaningful joint venture was

1ike expecting the Republicans and Democrsts to hold a joint convention.

The collaborative efforts, the pooling of talent in these areas pre-
dictably led to a cooling of animosities. I would venture a guess that
much the same thing is destined to occur among the disciplines that
make up the components of Career Education. For Career Education in-
troduces & new set of values and requires a new climate -- one in which

there is no room for self serving dichotomies.

It demands that the vocational educators and the academicians come

together on a parity basis to blend their expertise. Not that there

isn't room for a healthy back and forth, but developing the Career Education
concept with any integrity means that al} concerned must work side by

side in mutual respect, not only for one another but for a movement which
implies a whole new concept of what education ought to be. And that concept
is designed to restructure the educational system to the extent that it

1s no longer locked into a two-belt conveyor system -- one geared to

producing "winners" and the other adjusted to turning out "loosers."
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Unfortunately, Career Education does not readily lend itself to a one-
sentence definition. It has Tent itself tuo a myriad of disparate
definitions. The disparity was probably due to the fact that the term
was thrust upon us with some abruptness and people developed their own
"intyitive" -- and sometimes self-cerving -- notions of what {t meant.
Here was 2 perfect breeding ground for perpetuating the "We-They"
struggie -- for teking myths and hardening them into dogma. If we in

OFE do have & mission, 1t is to see that this does not caontinue to happen.

The one thing most current definitions have in common is that the purpose

of Career tducation 1s to establish a relationship between education and
work. Beyond that, the goal 1s to make work -- whether it {s for the
purpose of earning a living, whether 1t {s in service to one's home,

one's family, one's community, or one's self -- become possible, meaningful,

and satisfying to each individual.

It is also generally agreed that Career Education takes place at all

Tevels of education, starting with career awareness and progressing throughn
an exploration of the wotld of work, decision making relative to educaticnal
needs, and finally preparation for career proficiency. It allows for
decisions at various stages, including new decisions in early or mid-career.
It also provides for an understanding of the relationship between a career

and one's life style.

Yet, It seems to me that the consensus toward which we are moving in

definitd

@]

ne and in rhetoric 1c sometimes at odde with the reality of

what is happening out in the field. It is part of my mission to prevent

thts from continuing.
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In recent months, I have talked with numbere of people concerned with
Career Education -- chief State school officers, some State and local
vocational education directors, researchers, a host of concerned

individuals in academic quarters,and people influential in vocational

education organizations.

what 1 heve tearned 1s thst there s grestl concern that Career fducation
is being viewed by many in the education community as simply a rehashed
working of vocational education -- an effort to enhance it and legitimize
it. Well, implicit in Career Education is an effort to enhance vocational
education, but as a discipline in its own r.ght which has a sizable
contribution to make to the larger concept of Career Education. The
advice I have received is to make sure that Careeer Ed is not vocational
education by another name -- that vocational education is recognized as

a discipline within Career Education just as are matk, science, Enalish,
and the socfal sciencas. Frankly, it is an important part of my mission
to see that vocational education does not dominate, control, or unduly

influence the Career Education concept.

There are other things I have learned. One {s that some folk in the
aca2demic world look askance at the whole movement. They see it as a
rejection of the liberal, humanistic tradition of education in favor of

a strictly pragmatic approach focusing on employment and income and meeting
manpcwer needs. This attitude, I think, indicates either a failure to do

one's homework or that some highly credentialed practitioners are educated

beyond their capacity to learn.
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As 1 see 1t, 1f Career Education is to serve 1ts purpose, it must be
recognized that many components contribute to a meaningful career and all
of the rewards that accompany 1t. An individual, no matter at what leve!
he enters the job market, i1f he is to enjoy the higher quaiity of life
requires skills in communication and computing, an attitude compatiple
with good mental and phycical health.and skilils in human interactiong,

To pursue satisfying work at any leve'! reguires a famiiiarity with science
and technology, the ability and knowledge necessary to function as a
citizen, exposure to art forms and an appreciation of beauty,and an
element of self awareness. This is far from rejection of the human
tradition. On the contrary, 1t supports it and carries it further by

saying that intelligent career choices enhance an indfvidual's opportunities

to pursue 2 meaningful 1life.

There is nothing to rule out the study of history or English or bioloay

or philosophy for their own sake -- for the simple reason that one is
desirous of learning them. And the student with a deep and abiding interest
in any subject area has a disservice perpetrated upon him if he does not

have the added advantage of exploring related career opportunities.

No, Career Education, when properly articulated, understood and implemented,
dces not stifle academic or intellectual achievement. A significant part
of my mission has to do with reeducating those academicians who have been
relucrant to take a hard look at the world around them so that they

can relate their work to it.
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I have also iearned -- and this, as you might suspect, I learned early in
the gJame -- that most minority groups, especially the poor, are suspicious
of Career Education. They fear 1t is a design to feed them into service
occupations while middle-and upper-class majority groups are directed

into colleges where they can prepare for well-paying jobs. It seems to
me that exposure to aiternatives in the world of work, coportunities to
get "hands on" experience from real-world situations, or the chance to
explore intellectually demandirg careers brings a new dimmension to the

minority experience.

Properly applied, Career Education will become a vehicle for directing
mer® young people from minority groups into the work world or into our
colleges. It will do this by preparing them at an early age -- by intro-
duciny them to the opportunities open to them. Many of the young people
for whom Career Education can open new worlds are the very same vouth

who are presently dropping out of high school or aqraduating without a

marketab:e skill or a carser goal.

If the purpose and function of Career Education 1s not understood or is
deliberately ignored, there is a real danger that the fears expressed by
minority groups will be realized. It 1: my mission to make certain that

these fears are not realized.
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1 have also learned that some poople sce Career Educatior as a scheme

to force early career decisions. On the contrary, it is an effort to
expose people at a very early age to the vast variety of opportunities
open to them. As someone recently safd: Failure to teach decision-making
in relation to work situations is Yike forbidding a youth to date uatil

he 1is 21. The intention 1s to keep options open, tut the result is often
the opposite -- a 1iaison with the first person available after the bars

are let down.

These are some of the doubts I have encountered. And they are not ill-
founded or foolish as long as misinformed or {11-informed school and non-
school people continue to flounder with an 111-defined concept. The
floundering fs, in a way, understandable because during the early growth

of the Career Education movement the Office of Education sought to

avoid a prescriptive and premature definition which might stifle creativity

and diversity.

But the time has come for us to assume a national leadership role and to
set down some ground rules, for we have found that in some cases creativity
often meant doing a cosmetic Jeb on old exfsting programs and masquerading

them as cereer educaticn.

And diversity sometimes became debauchery -- with a few people rushing into
something that exhibited 1ittle commitment to anything bevond the

acquisition of Federal or State jollars.
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Of course, it 1s not my intent to imply that deception was the name of the
game. Far from it. Most people who efther developed new programs or
revamped old ones made an honest effort to fit inta a range of activities.
aimed at giving young people the tools to make better choices about their
career. As you know, some of the States and some local school systéms |

developed highly sophisticated

el

rograms. And many of these we think will

hold up under criteria currently being developed.

In spite of these and other encouraging events, we are still handicapped
by a fact I mentioned earlier -- that over the past few years Career
Education has come to mean different things to different people. Everyone

seems to be doing his own thing.

From the Federal perspective, the new Center for Career Education (CCF) is
faced with the problem of supporting activities designed to bring a greater

measure of order to the Career Education movement. This is primarily because:

Career Education is réceiving wide attention, and a wide va;iety of
programmatic efforts to incorporate Career Education in the schools
and colleges is being made. This situation poses a problem for
Federal policy-making. On the one hand, any effort to construct a
single definition runs the risk of stifling the creativity which is so
important a part of educetional reform. On the other hand, without
some common understanding as to the meaning and purpose of Career

tducation, confusion and fragmentation of effort will result,
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Consequently. a concise operational effort will be undertaken, thereb,
assuring a more effective leadership role for the Federal government
That effort will facilitate discussion and sharpen both the issues and
the operational positions. The process will further refine the Career
Education concept through a synthesis and exploration of major variants,
and in so doing buiid constituent support and clarify the major issues

to be addressed during major installational activities.

At the same time that this conceptual analysis and site diagnosis effort
is taking place, pre-installation activities will be undertsken. These
will involve a needs assessment by each State education agency, the
development of networks of two-year and four-year post-secondary {risti-
tutions in Career Education, the initiation of teacher training and

staff deveiopment activities in IHE and LEA consortia, and the development
of an information system which will enable the 0ffice of Education to
provide assistance to States, schools, and colleges interested in

beginning or enhanc¢ing Career Education initiatives.

The purpose of these activities i1s to begin the development of a support
system in preparation for installation of comprehensive Career Education
effcrts on a national scale based upon the data developed from this
dfagnostic analysis. States will be able to determine their needs ard
assess their capacity not only for participation in the national
installation program bﬁt also to increase or begin initiatives of

their own. Postsecondary institutions are in a wide range of postures
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vis-a-vis Career Education and must be encouraged to begin an exchangg

of information or: an organized basis and to seek effective ways to
coordinate thair efforts with school systems. Since staff is the key

to any program initiative in Career Education, efforts must be encouraged
to devise staff training programs and the materials needed for training,
and to do so by supporting consortia arrangements among school systems
and universities and colleges. And information containing comprehensive
illustrations of successful Career Education practices and processes

must be made available to the field as a major form of OE developmental
assistance. We firmly believe in the journal of negetive finding-knowing

what not to do can be as helpful as knowing what to do.

Please remember that pgrticu1ar attention to a coordinated, carefully

defined and focused effort in Career Educatfon was first made possible with
the creatfon of the Bureau of Occupational and Adult Education in the Office
of Education.. The Bureau was established undef authority of the Education

Amendinents of 1972. It officially came into being on May 17, 1973.

At the same time, the Center for Career Education was established within the
new Bureau. The Center has been given responsibility to -- according to

the Federal Register -- "plan, develop, and coordinate all Career Education
programs within the Office of Educaéion." The present planning activities
require the Center staff, to develop a set of criteria to be used in
identifying Career Education activities -- first in OE and then in the
field. |
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We are doing this in concert with all of the Daputyships that have an
interest or investment in Careor Education, with tha staff of the Assistant
Secretary for Education, Sidney P. Marland, and with the Career Education

Task Force of the National Institute of Education,

It 1s safe to say that no effort in OE over the last two years has had

so many units within the Office feeling a sense of ¢wnership as has the
Career Education notion. I am sure that much the same thing 1s happening

in the field -- evarybody seems to own or want a piece of the action, This
<~ituation has its good points and its bad points, but from an administrative
view, it demands rigorous coordinating efforts. The criteris to which I
referred represent a first but important step in "getting it a1} together

in the Office of Education."

While the criteria are not finalized, I think they can give you a clear
notion of the direction in which we are moving. Let me paraphrase from
the official document setting forth the criteria:

In accordance with the agreement reached among OE, NIE, and the Office

of the Assistant Secretary for Education, Career Education i3 & major
Education Division theme for making educat1on consistent with the needs
of society and its members. (The Education Division inciudes 0L, NIE
and the Fund for the Imp vement of Postsecondary Education) These
major objectives of Career Education have been agreed upon:

1. To improve the quality of career choice.

2. To improve individual opportunities for career entry.

3. Tc improve individual opportunities for carecr progression.
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A1l of these goals, especially the cthird, require the involvement

of cther segments of society in addition to the education sector.
Nevertheless, the education sector has specific responsibilities

in insuring attention to the qualitative aspects of career choices.
It is also responsible for preparing students for career entry ¢nd
enabling them to make and prepare for subsequeint choices and progress
in careers. Accordingly, the following criteria are considered
instrumental to the fulfillment of OE's contribution to the goals of
Career Education. They will be used to identify OE Career Education

initiatives:

There are three types of projects. The first will be designated a
"Comprehensive Career Educaticn Project." It must contain all of the
following objectives:
1. To develop and expand the career awareness of all students in
the edvcational levels served.
2. To provide all students in the educational levels served with
opportunities for detailed exploration and/or specific and general
~nowledge and skill attainment in a career of their choice through
in-school and out-of-school activities. |
3. To provide career oriented guidance and counseling to all
students in the educational levels served.
4. To provide career placement services to students leaving
educational programs at any level to insure that each such student
enters or returns to either a job, further formal education, or
a specific alternative 1ife experience designed in terms of the

individual's career development.
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5. To improve the cognitive and affective performance of all
students in the educaticnal levels served by restructuring the
curriculum to focus all subjects around a career development theme.
6. To provide training for educaticnal personnel to improve their
capability to design, operate®, and/or evaluate those aspecfg of

s which meat the precesding ohjectives.

A second type of project will be designated a "Career Education Support
System Project” if it contains one or more of the following as its only
objective or objectives:
1. To provide training for educational personnel to improve their
capability to design, operate, and/or evaluate those aspects of
educational programs and experiences which meet one or more of the
objectives enumerated in the "Comprehensive Career Education Project”
design.
2. To design, develop, test, demonstrate, or disseminate curriculum
materials the specific purpose of which 1s to enhance those aspects
of educationa: programs and experiences which meet one or more
of the objectives in the "Comprehensive" design.
3. To design, develop, test, demonstrate, or disseminate manage.ent
materials the specific purpose of which is to enhance those aspects
of educational programs and experiences which meet one or more of

the objectives in the "Comprehensive" design.

A third type of project will be "Career Educatibn Related" and will have

more limited goals. It will be so designated if:
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1. It contains one or more, but not all, of the objectives in

the "Comprehensive" design or

¢. It contains one or more of the "Comprehensive" objectives but
attempts to serve only some students {n the educational levels served.
(E.G. a school English department attempts to make fts curriculum
career oriented although the other academic departments in the school
do not; or a specific vocational program adds a career development
dimension to {ts courses while the remainder of the school maintatns
the traditional academic-vocational split.)

3. It contains, as only a portion of its objectives, one or more of
the objectives in the second design -- the "Support System" group

of projects.

Running through the criteria I have just read {s a recurrent phrase --
“students at all educational levels." That should teli you that we are

not restricting our concerns to eiementary and secondary schools. A qreat

deal needs to be done at the college and university level and certainly

within the two-year colleges. Pressure for career oriented curriculums {s
coming as much from students {n postsecondary institutions as from anyone else.
They have a heavy investment in thefr college educations and they want

them relevant, they want them to pay off in terms of a worthwhile career

and satisfying 1ifestyle. Institutions of higher education also will

certainly be involved in the training and retraining of educational personnel.
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Obviously, 1 am ati 42ting to cover a lot of ground here, and I think I
have described the Office of Education's stance to date on Career
Education as best I can. I have shared with you certain decisions though
they have not been completely finalized. Now I would like to touch upon

the role of vocational educators.

Over a period of time, I have worked with many vocationai educators,
especfally those involved in personnel development activities under Part F

of the Education Professions Development Act. One of the most important things
1 found out is that the concerned vocational educator is perpetually

involved in efforts to improve his discipline. And that, i1t seems to me,

is one of the most significant contributions the vocational educator can

make to developing the Career Education concept. At the State level, I would
say that you must assume leadership ‘n problem areas where you have both

authority and expertise.

For instance:
-How do you provide for effective 1inkages and articulation with trade
schools, apprenticeship arrangements, manpower developmert and training
efforts, adult and continuing education programs, especially for minority
groups and the poor?
-In view of oversized classes in most voc-ed facilities, how do you
provide for optimum utilization of equipment and space?
-What progress are you making with cooperative education?
-what are you doirg to reach out into business and industry to ascertain
that training is appropriate? Are advisory committees being used

effectively?
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-How are you evaluating placement efforts? What kind of follow-up
activities are you conducting, including follow-up on upward mobility?
-What influence do you use to determine the location of voc-ed schools?

I know of a number of schools that have bean constructed at the city-
suburban border, making 1t difficult for the inner-city poor to get there.
-How many students are stiil being trained for a single career -- a
Tifetime occupationa! role, in spite of evidence that increasing numbers
of workers feel “lecked In” and desire early and mid-career changes?

-Are women, minor ty people, or the poor, led into stereotyped roles and

e
prepared for stengtyped Jobs?

These are some of the questions facing Career Education, and certainly
you know them well. Yet these are exampies of areas in which your discipline
-- and in some cases related disciplines-- have serfous obligations. These

are areas that have much to do with tre success of all of Career Education.

While you examine your discipline, lat me assure vou, at the Office of Fducation

we 2150 are examining ours. We call ours "bureaucracy,” and it, as you well
know, 1s closely related to another discipline -- economics. Or, to be more

precise, finances. Let me tell you where we stand.

As you know, most of what is called Career Education now {s funded in either

NIE and OE. In OE the major emphasis has been through Parts C and D and

1 of the Vocational Education Amendments of 1938. These are administered through
the Division of Vocational wesearch in the Bureau of Occupational and Adult
Education. And this has been a thorn in the side of some vocational

educators. In Fiscal Year 1974, and thereafter, the vocational education
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money will be used for strictly vocational education projects, though these
projects, 1f they meet certain criteria, could become an important component
of the Career Education design either in support systems or CE related

categories.

uid hasten to add ths
Part D will continue o bLe supported under the same authority for the agrzed
upon term. And the Commissioner's share of Part C -- the OF discretionary

part -- will be usad for applied studies in vocational education.

Federal optinns for Career Education expenditures for Fiscal Year 1974 and
after are affected by 2 number of constraints beyond the control of the Center
for Career Education and the Office of Education. The most salient of these
is appropriations. The FY 74 estimates included a Career Education 1inz term
of $14 million under authority of the Cooperative Research Act. The H:use
appropriation bi11 did not include this item. Although there is reason to
hope that the Senste may act to restore at least part of this appropriation,
the final rigure coming out of a House-Senate conference committee is likely
to be considerably less than originally expected. Whatever money 1is

appropriated probably will not be available to us befsre November or December.

In any case, we are going ahead with our planning, and I would like to share
with you some of our ideas as to the general direction in which we hope to

move.
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As I explained earlier, we are setting up certain criteria for determining
what legitimately can be supported as Career Education. In conjunction with
the National Institute of Education, the Center for Career Education initially
will use 1ts limited resources to provide the developmental impetus.and

cross-boundary perspective necessary to advance the implementation of the

Obviously, funds available in FY 74 and 75 will allow direct funding of a
very small number of State, regional, and local programs. That support will
be 1imited to pre-instcllatfon activities. And, as I have already indicated,
much of our energy will be devoted to surveying and evaluating what has
already been developed over the past two years. To put it another way,

the bulk of FY 74 funds earmarked specifically for Career Education will

be spent on trying to identify various approaches that have been developed,
on getting people together to examine these approaches, and on determining
what facilities should be funded in FY 75. During this entire period, we
will be working closely with practiticners in the fieid, seeking their

comments, their advice, and their expertise.

One thing of which I am certain 1s that Career Education, by its very nature,
{s one of the most difficult challenges OF has had to face. VYet, it clearly
addresses itself to a pressing need -- one which more and more young people

are identifying as a need.

The 1nvitation to speak here specifically asked that I suggest some admin-
{strative and organizaticnal strategies which State education agencies could

adopt in crder to implement Career Education programs.
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1 think 1 have implied one strategy when 1 said that Career Education is of

an inter-disciplinary nature and vocatioral education is a contributing
discipline. At the risk ¢f putting some ncses out of joint, I would recommend
that the State person coordinating Career Education efforts be an individusi
with a multi-disciplinary background and approach. Ideally, he or she should
be a person designated to work out of the office of the superintendent or

be his assistant for Curriculum, Instructior, or Elementary,, Secondary,

or Postsecondary Education. It 15 my firm convicticn that Career Education
cannot and will not become the private domain of vocational education or any

other single discipline if we expect 1t to succeed.

Certainly, the experience and knowledge of vocatioral educators will contribute
greatly to the development and operation of the concept, but the very
essence of Career Educatfon is that it touches and reaches into &11 areas of

learning.

Now, you must decide {n your own mind whether this threatens or enhances

enhancement -- opportunities for contributing to the mainstream of every State

department on a parity basis with every other segment of the Department.

Other administrative and organizational strategies?
-Those that are necessary to move us into an open entrance-exit system--
perm{tting an in-and-out movement for students starting, perhaps, in

junior high school and extending through adult education.

-Those changes necessary to permit students to combine school with work.
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-Those that introduce performance based criteria for evaluating students,
teachers, counselors, supervisors, administers -- and, yes, superintendents.
-Strategies necessary to inciude siudents, teachers, parents, and the
community in educationa: planning and decision making -- whether it is at the

elementary level or at the adult education level,

I could go further. State departments and local education agencies need to
work out additional cooperative arrangement; with institutions that train
educational personnel. The goal is to be tﬁe master of your own fate -- and
that can't happen unless ail have a say in how all personnel are either trained

or retrained in in-service programs.

Lastly, there ‘s a need for strategies that will guarantee a commitment

to the Career Educatin concept, a wiilingness to cantribute to its further
davelopment. While the Office of Education can provide a certain impetus we
know that the real development will be at the State and local levels. That's
where the decisions that affect the everyday life of teachers and students are

really made.

It 1s relatively easy for me to talk zbout necessary power rearrangement and
changes. Some of them are difficult to make. Certainly changes do not come
more easily at the Federal level than thuy do at the State level. Yet we
have been able to do some of the things rthat I am suggesting you undertake.
For one thing, those of us specifically {involved with Career Edcuation have
established an excellent relationship with other units within the Bureau

of Occupational and Adult Education. And we have had immeasurable assistance

from the people who administer Parts C, U, and I of the Vocational Education
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Amendments. Yet it s clearly understood in OFE that vocational education is
but one component of Career Education. I think that each iunit has a respect
for 1ts own discipline and for the other fellow's discipline. This kind of
understanding and respect enables us to work together on a parity basis and

move ahead in harmony.

1 am certain that the same kind of harmony can extend to our relationships
with the State education agencies,end especially the vocational education
family,for SEAs must be directly involved, particularly in determining their
own needs and in building their own capacity for exerting leadership in the

Career Education movement.

This has been a2 lengthy presentation -- but 1f I have been lengthy I hope
1 have also been enlightening.
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IMPROVING ADMINISTRATIVE ACTIVITIES
OF STATE VOCATIONAL EDUCATIONAL AGENCIES
OR
IOWA VOCATIORAL EDUCATION

The presentation in the next twelve minutes will cover a period of time
starting with the Smith-Hughes Act to the present. In fact to relate the
actions taken over this period of time relates quite well the development of

]

ve activities tc provide 2 managesable means of state admin-

o
rt
o]
o
rt
[a%

the admini
istration of the vocational educational effort in the state of Iowa. This
presentation cotld be expanded and developed into a three hour graduate

course offered by a state university. What I will present today is a brief
overview,

In reviewing the state vocational administrative structure ten years ago,
it well met and reflected the Smith—Hughes-Act. We implemented very well the
intent and purpose of that time. At that point in time we believed the pur-
pc e was to supervise und monitor vocational education programs., Our division
staff was identified with the typicel categorical funding pattern--
agriculture, home economics, trade and industrv, office education and dis-
tributive education. Durlng this time vocational (ducation was aimed toward
program development separate and apart from the rest¢ »f education. Smith-
Hughes type of federal legislation greatly contributed to the chasm that
occurred {n attempting to educate the whole person in total education.

In 1962 the Manpower Development Training Act was passed and for the
first time legislation became available which directed vocational education
training to be people oriented rather than program oriented. Most vocational

educators felt that MDTA (sometimes referred to as '"More Damn Troule Ahead")

was no more than a '"band-aid" vocational program and in two or three years
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would disappear. Under MDTA training it was immediately recognized that the
student required more than just skill training in order to be acceptable at
the job entry level.

The Vocational Act of 1963 was passed by Congress and'implied many changes
shoula be taken - five years later the Amendments of 1968 mandated a change to
be made from program needs to individual or student needs. The 1968 Amendments
also eliminated cétego¥ical funding for special occupational groups.

In 1965 the State Legiclature of Iowa passed legislation that created not
less than four or more than twenty postsecondary area schools in our state.
Since Iowa had no vocational postsecondary schools the action within the state
to create area schools moved quickly and created what we now have as fifteen
postsecondary or area schools, The state also at this time héﬂ‘a number of
postsecondary junior colleges and by law these were linked with the area
vocational schools to create in our state the first comprehensive community
cclleges.

All of the before mentioned circumstances contributed to and influenced
the restructuring of the Vocational Educafion Division of the Dep#rtment of
Public Instruction. In Iowa the State Board of Public Instruction acts as
the Stéte Board of Vocational Education and Area Schcols as well as elementary
and secondary public educat’on.

In 1968 the state superintendent requested that the Vocational Education
Division evaluate its operation and recommend changes that we felt would
better meet the needs of the 1968 Amendments and would also assist our
division staff in providing leadership and consultative services to the public
schools at th: elementary-secondary and postsecond%ry levels. Since weéwe%e
vocational educators, we set up a task force within our division made up »F

r. ]
the head supervisors of the cccupational units anc¢ approached the effort in



a problem solving manner.
1. Define the function or purpose
2. Develop ideal solution
3. Develop practical solution
4. Do it that way

At this point 1t was very difficult to apply to curselves what we were
recommending all others in vocational education use as a system of problem
sclving. A practical solution was agreed upon and the restructuring of our
division was made. (See Appendix I and II) At this time the Vocaticnal
Education Division was renamed the Career Education Division t6 add thrust
énd assist the Department in the Career Educa:ion movement. This allowed us
to ‘mplement the Amendments of 1968 in its brcadest concept: which we in Iowa
tfelt was the intent of Congress and HEW. The renaming of the division also
caused confusion in the field since ocur division continued to conduct all
vocational education offerings as well as promote the career development
concept to all educational efforts at all educational levels.

Additional services such as Special Needs, Guidance, Certification and
Apﬁroval, etc., (See Appendix III), are performed b; consultants attached
to the other branches (See Appendix IV).

We feel that the present organizational structure outlined has operated
quite well over the past four years. As we all know the persons performing
the tasks indicated in the operational chart 1s the key to success of the
operation. The consultants assigned tc the operational services or units
are vocational educators with specialities in wvarious occupations. This
expertise is interchanged in an assistive manner between nerWiceé of the
division and department. We alsc determinad the need for division management,

planning anésreview. This is .accowplished by having weekly management staff

psﬂw‘
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meetings of the chiefs of the division services and chiefs of periphery support
services such as fiscal control, special needs, guidance, supplementary (adult)
education, and data processing. We also, on occasion, as the problem under

consideration dictates expand the management staff meetings to include other

personnel in the department.
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ADDITIONS TO ORGANIZATIONAL CHART

Special Néeds

Special Needs altivities partaining to the disadvan-
taged and handicapped under the Act are being served
by a Special Needs Section in the Fupil Personnel
Services Branch (5F). Currantly the staff consists
of three professional persons.

Guidance

Career Guidance activities are being coordinated by
a professional staff member of the Guidance Services
Section in the Pupil Persornel Services Branch (5E).

Certification . Activities relative to this area are assigned to a

and Approval professional s‘aff member of the Education Profes-
sional Development Section of the Instruction and
Professional Education Branch (4D).

elaqt and Activities in this area are coordinated b» a profes-

Facilities - sional staff member who is assigned to the School
Plant Facilities Section of the Administration
Branch (2L).

Fiscal Fiscal matters pertaining to secondary and postsecondary
Affairs - career education programs, services, and activities are
' handled by personnel in the Fiscal Control Section of
the Area S:iicols and Career Education Branch (6N).
&

Health Provision has been made for the employment of a health

Uccupations - consultant whg will be a member of the Postsecondary
Career Education Section of the Area Schools and Career
Educaticn Branch {6L). This state consultant will
coordinate the work of the Career Education Division
relative to health occupations with the health uccupa-
tions unit of the University of lowa, under a contract
with the Career Education Division.
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Punction

Dudget Development

Planning

SUPPORT SERVICES

Responsibility

Develop program cost
guidelines relative to
career education,

Asgist in consulting with
L.E.A.'s in the prepara-
tion of budgets.

Receive and review budget
submitted by L.E.A.'s,

Recommend career program

budgets.

Developing and recommend-
ing Career Education

F11-1

SECTION
Procedure

Analyze costs of personnel, equip-

ment facilities, supplies and materials
and other program related costs to
guide budgetary decisions. Use the
expertise of career consultants
personnel, advisory committees, post
fiscal records and program projections
in such analysis.

Make available to cnnsultants, resource
materials for use in assisting L.E.A.'s
in budget preparation.

Review tudgets in terms of progran
cost guidelines. Maintain a log of
budget requests. Receive budget
propos=sis directly from L.E.A.
administration.

Formnlate and submit budget recommend- -
tion with backup waterials to Direct-r
of Career Education for actionm.

Use projected plan of activities in

- developing Career Education Division budget

Division budget (in office) Solicit budget needs from services

Recommend ailocation of
funds

Identifying and project-
ing needs of employers
and individuals.

Maintaining Career
Education Divieion goals/

cbjectives

within Division. Work in conjunc-
tion with Administrative Services.
Submit recommendations with backup
material to Director of Career
Pducation.

Review total program budgets and funds
available for allocation as a base
for recommendations to be submitted

to Director of Career Educeation.

Establish and maintain working re:a-
ticnships with sthei agencies,
institutions and organizations for

thz purpose of obraining information
relative to needs. Develop procedures
and format to institute these activities.

Evaluate and revise current goals/
objectives in light of new legislation
and changing needs of soclety.



SUPPORT SERVICES SECTION (cont)

Function Responsibility Procedure
Planning (Cont) Up~dating state plans. Periodically give attention to revising

the plans for career education that

. have bcen adopted by the state board.
Solicit suggestions from sources that
will aid in up-dating the plan.

Niegeminating plaaning Establish channels through which
information. planning information should be directed
. Organize materials for users. Direct
y materials to prospective users.

Coordinate career ec.. a- Develop working relationships.
ation planning with over- Utilize data from these sources.
all depertmental planning Participate in joint-planning acti-
angd fﬂé\':lopnent se:tion vities. Provide information to
and the state office othexs.
tor plamning and program-
ming.

Bvaluation. uéSAun fu;;O"-’hp of Establish criteria for follow- UP.
program operation and Stimulate the preparation of torms
effectiveness. guides and procedures for follow-up.

Determine reliability and validity of
follow~ur results.

Assess attrition in Establish procedure for identifving
career programs. dropouts. Collect and analvze in.ormo-
tion about drcpouts.

Ascertain program effec- Determine the degree to which a
v tiveness in meeting needs program is meeting its objectives and
% of individuals and goals (see item 5 below). Surveyv
enployers. emplcyers for success of graduates.

Foilow-up of graduates,

Mske recommendations based Formulate and submit recommendations
on evaluation findings. to Directur of Career Education for
action.

A d
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SUPPORT SERVICES SECTION (cont.)

Function Responsibility Proci ‘ure
Evaluation Develcp evaluation proce~ Determine purpese of evaluation.
(Cont) dures and techniques. Develop criteria for program

eva_uation. Collect information
relative to evaluation from other
agencies, Iinstitu:ions aid organiza-
tions. Develcp instruments to be
used in evaluation,

Assist L.E.A.'5 in Provide feedback information gained
measuring program effec- through foliow-up and evaluation
tiveness. efforts.

Research Stimuls + and encourage Involve appropriate personrel 1n
researc:, institutions, organizations and

agencles in research activities.
Cite research needs.

Tdentify potential research Maintain contacts with business,

problems industry and educational institu-
tions, Develop potential list of
research problems. Establish

priorities.
Collect and disseminate Develop techniques and procedures
resesarch information for collection, classification,

summarization, tabulation, storage,
retrieval and dissemination of
information on employment opportuni-
ties, human resources and training.
Maintain continuous irventoryv of
avallable data.

Coordinate development of Work with other agencies, institu-

career education informa- tions, and organizations. Develop
tion. criteria and evaluate appropriate-
5 ness of information. Establish

dissemination network.

Coordinate research Participate in inter-group planning.
gxtivities with other Participate in cooperative research.
sgencies, institutions, Maintain avenues for exchange of

&snd organizations. information.

Provide consultative Provide guidelines for preparation of
services in regerd to rescarch proposals., Frovide informa-
preparation of research tion regarding related studies and
proposals and research resource materials,

methodology.




SUPPORT SERVICES SECTION (cont.)

Function

Reaearch
(Cont)

Curriculum

Regsponsibility

111-4

Procedure

Conduct intra-organizational Establish methods for conducting

research

Review and recommend action
for funding of research
proposals.

Develop '"basic," "sugpas-
ted” statewide curriculum
guidelines for existing,

new and emerging programs,

Coordinate curriculum
activities for career edu-
cation with other re-
sources.

Assist in consulting with
L.E.A."'s on curriculum,
equipment, and facilities.

Collect and disseminate
curriculum research and
materials.

Consult with L.E.A.'s on
youth organizations,

research. 1Identify research
problems,

As stated in State Plan.

Make analyses of occupations,

Work with instructional persconnel,
consultants, and advisory committees,
Develop suggested objectives, curric-
ulum content, and resource units.
Print and disseminate guidelines.

Organize meetings, task force
assignments, and the like between
educators and persons knowledgeable
about content that should be

included in career programs. Main-
tain contact with institutions,
organizations, and agencies concerned
with curricula. Keep abreast of other
curriculum activities within the
Department of Public Instruction.

Provide appropriate materials and
information for use by consultants
when working with L.E.A.'s.

Collect curriculum and related
materials from in-state and out-
of-state sources. Develop techniques
and procedures for the collection,
classification, summarization or
tabulation, storage, retrieval, and
dissemination of curriculum research
and materials. Conduct a continuous
inventory of available data and
research oo curriculum fiom insti-
tution, agencies, and organizations.
Establish a network of users.

Assist 1In collecting and disseminating
instructional content, evaluating
operation of program, and developing
policy relating to state administrator
of youth organizations.



SUPPORT SERVICES SECTION (cont.)

tion

Reporting

. Teacher
education

Plant Facilities

Responsibility

Assist in eetzblishing daca
collection system.

Formulate reports

Disseminate reports.

Assist in contracting for.
teacher education services.

Assist in organizing
confererices, workshops,
etc.

Asgist in analysis of
school sites and plants.
Assist in conducting

school surveys

Aasist in projecting
needs

F11-5

Procedure

Provide expertise for design of data
collection systems to insure
compatibility between information
collected and the formulation of
state and federal career education
reports, -

Obtain and interpret information from
administrative service and other
sources to complete required state
and federal career education reports
and special reports as needed.

Establish channels through which
information should be directed. Direct
materials to prospective users.

Provide budgetary, curriculum,
research, and evaluation information
and services.

Provide timetable information to
coordinate these activities. Provide
resource information regarding curric-
ulum, research, and evaluation.

Assist in developing criteria and
procedures to be used in this analysis.

Provide information relative to
program expansions or reductions based
on annual and five year plans,

Provide information relative to program
expansions or reductions based on annual
and five year plans,
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ELEMENTARY-SECONDARY SECTION

Responsibilities

Budget Development Assist pleaning in

Planning

Evaluation

developing program
cost guidelines rela-
tive to career education.

Consult with L.E.A.'s in
the preparation of
budgets.

Assist planning in
reviewing budget sub-
mitted by L.E.A.'s.

Assist planning in
recormending Career

Education pivision budget
{in office).

Assist planning in
recommending allocation
of fundse.

Assist planning in
identifying and project-
ing needs of employers
and individuals.

Assist planning in main-
taining Career Education

Division goals/objiectives.

Assist planning iu up-
dating state plans,

Assist planning 1in
disseminating planning
information.

Assist planning in
follow-up of program
operation and effective-
ness.

Procedures

Collect program cost information.
Make judgements regarding relevance
of equipment, facilities, etc. to
program objectives and costs.

Contact administrative and instruc-
tional personnel relative to those
items to be included in the budget.
Make available resource materials to
guide development of budgets.

When requested, participate in review
of budgets.

Prepare, on the basis of past exper-
iences and projected activities, the
budget needs as perceived by members
of this staff.

Prepare back-up material for suggest-
ing allocation of funds.

Meet with employers, school personnel
and other groups to ascertain educa-
tional needs. Submit findings and
information to planning.

Interpret changing needs of business,
industry, etc. to the planning group.

Be alert to gathering information
which has implications for needed

plan changes. Aid through discussions
and¢ committee work to formulate new
plans.

Assist in development of dissemination
channels. Consult with users relative
to the adaptation of planning informa-
tion to their needs.

When requested, participate in review
of budgets.

Provide consultative assistance when
called upon.
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ELEMENTARY-SECONDARY (Cont)

Function Responsibilities Procedures

Evaluation (Cont) Assist planning in Aid in analysis of attrition.
attrition in career
programs,

Assist planning in ascer- Make individual and employer contacts.
taining program effective- Contribute to evziuation through

ness in meeting needs of obgervation of day-to-day operation.
individuals and employers. Work with local advisory committees.

Deveipp evaluation pro- Provide assistance as needed.
cedures and techniques.

Assist L.E.A.'s in measur- Work with local advisory committees.
ing program effectiveness. Interpret forms and procedures to

L.E.A. 's.

Research Assist in stimulating and Perform assistance roles similar to
encouraging research. planning services.
Assist in identifying Suggest and recommend areas for
potential research research based on field observations and
problems. experiences,
Assist in coordinating Assist in development of evaluative
development of career critetia. Assist in discemination
education information. through appropriate med‘a,

Assist in conducting intra- Identify research problems. Assist
organization research. in contacting population included in
the research.

Curriculum Assist in developing "basic,Act as resource for identifying
"guggested" state-wide personnel qualified to consult on
curriculum guidelines for this activity. Provide expertise
existing, new and emerging when staff member's background
programs. qualifies. Assist planning in

organizing and conducting activities
relating to this task.

Assist in coordinating Assist planning group as needed.
curriculum activities for

career education

with other resources.

Consult with L.E.A.'s on Through visitations, comment and
curriculum, equipment, provide assistance on appropriateness
and facilities. of curriculum content relative to

occupation, objectives established,
and need. Observe kinds and
condition of equipment and facilities.
Make recommendations whenever




ELEMENTARY¥- SECONDARY (Cont)

Function

Curriculum
(Cont)

Reporting

Teacher
education

Responsibilities

3

Collect and disseminate
curriculum research and
materials,

Consult with L.EB.A.'s on
youth organizations,

Assist in formulating
reports.

Consult with L.E.A.'s
o1 teaching techniques.

Assist in contracting
for teacher education
services.

Organ.ze conferences,
workshops, etc.

Consult with L,E.A.'s
on teacher recruitment
and staffing.

4ssist in certifying and
approving ceachers

i11-8

Procedures

appropriate. Maintain communication
in office and prepare follow-up
reports to L.E.A.'s.

Serve as communication link between
L.E.A.'s and the Division regarding
curriculum, equipment, and facilities.

Consult with L.E.A.'s relative to:
developing program of work which
carries out the purposes of the
organization, providing leadership
training, and planning and coordinat-
ing conferences. Disseminate state
and national information.

Provide information as needed and
verify information in reports.

Through visitations, observe, comment,
and provide assistance on techniques
being used by instructional staff.
Make recommendations relative to
in-service education. Provide
information on instructional aids

and innovations.

Provide information pertinent to the
supply and demand for career educational
personnel. Recommend needed in-service
education.

With assistance of advisory committces,
provide for preservice and in-service
teacher education activities. Maintain
contact with teacher educators on
matters relating to this service.

Maintain and disseminate rosters of
educational personnel employed in
career education programs in the state.
(Maintained by institution, geographi-
cal area, and instructional area.)

Be knowledgeable as to individuals
available for employment. (In-state
and out~of-state institutions and
organizations.)

Serve on committees to aid in analyzing
qualifications of applicants for certifi-
cates and career education subject
approval,



ELEMENTARY-SECONDARY

Function ‘Responsibility Procedures
Plant Asnist in analysis of school Assist in developing criteria and
facilities sites and plants. procedure to be used in this analysis.

Assist in reviewing and Provide technical information to
recommending plans and assist plunt facilities group in
specifications for formulating recommendations.
facilities.
Assist in conducting Upon request, observe and report
school plant surveys. findings.

Assist in projecting needs. Provide information relative to
program expansions or reductions,




Function

Budget Development

Planning

Evsluation

111-1C

POSTSECONDARY SERVICES SECTION

Responsgibilities

Assist planning in
developing progrsm

cost guidelines relative
to career education.

Consult with L.E.A.'s in

Procedures

Collect program cast information.
Make judgements regarding relevance
of equipment, facilities, etc. to
program objectives and costs.

Contact administrative and instruc-

the preparation of budgets. tional perscanel relative to those

Aseist planning in

iteme to be :included in the budget.
Make available resource materials
to guide development of budgets.

When requested, participate in review

reviewing budget submitted of budgets.

by L.E.A.'s,

Assist planning in recom-
mending Career Education

Prepare, on the basis of past exper-
iences and projected activities, the

Division budget (in office) budget needs as perceived by menbers

Assist planning in
recommending allocation
of funds.

Assist planning in
identifying and project-
ing needs of employers
and individuals,

Assist planning in main-
taining Career Education
Division goals/objectives.

Assist planning in up-
dating state plans.

Assist planning in
disseminating planning
information.

Asgist planning in
follow-up of program
operation and effective-
ness.

of this staff.

Prepare back-up material for suggest-
ing allocation of funds.

Meet with empleyers, school personnel
and other groups to ascertain educa-
tional needs. Submit findings and
information to planning.

Interpret changing needs of business,
industry, etc. to the planning group.

Be alert to gathering information
which has implications for needed

plan changes. Aid through discussions
and committee work to formulate new
plans.

Assist in development of dissemination
channels, Consult with users relative
to the adaptation of planning informa-
tion to their needs.

When requested, participate in review
of budgets.

Provide consultative assistance when
called upon.



F1-11

POSTSECONDARY (cont)

Function Responsibilities Procedures
Bvaluation Assist planning in Aid in analysis of attrition.
(Cont) attrition ia career

programs.

Assist planning in ascer- Make individual and employer contacts.
taining program effective- Contribute to evaluation through

ness in meeting needs of observation of day-to-day operation.
individuals and employers. Work with local advisory committees.

Develop evaluation pro- Provide assistance as needed.
cedures and techniques.

Assist L.E.A.'s in measur- Work with local advisory committees.
ing program effectiveness. Interpret forms and procedures to L.E.Als

Research Asgist in stimulating and Perform assistance roles similar to
encouraging research. planning services.
Assist in identifying Suggest and recommend areas for research
potential research based on field observations and
problems. experiences.
Assist in coordinating Asgist in development of evaluative
development of career criteria. Assist in dissemination
education information. through appropriate media.

Assist in conducting intra- Identify research problems. Assist
organization research. in contacting population included in
the research.

Curriculum Assist in developing Act as resourca for identifving
"basic," "suggested” state~ personnel qualified to consult on
wide curriculum guidelines this act#vity. Provide expertise
for existing, new and when staff member's background
emerging programs. qualifies. Assist planning in

organizing and conducting activities
relating to this task.

Assist in coordinating Assist planning group as needed.
curriculum activities

for career education with

other resources.

Consult with L.E.A.'s on Through visitations, comment and

curriculum, equipment, provide assistance on appropriateness

and facilities. of curriculum content relative to
occupations, objectives established,
and need. Observe kinds and condition




POSTSECONDARY ( co:_xt)

Function

Curriculum
{Cont)

Reporting

Teacher
educstion

Responsibilities

Collect and disseminate
curriculum research and
materials.

Consult with L.EF.A.'s cn

youth organizations,

Assist in formulating
reports.

Consult with L.E.A.'s
on teaching techniques.

Assist in contracting
for teacher education
services.

Organize conferences,
wvorkshope, etc.

Consult with L.E.A.'s
on teacher recruitment
and staffing.

e =1z

Procedures

of equipment and facilities. iake
recommendations whenever appropriate.
Maintain communication in office and
prepare follow-up reports to L.E.A.'s.

Serve as communication link between
L.E.A.'s and the Branch regarding
curriculum, equipment, and facilities.

Consult with L.E.A.'s relative to:
developing program of work which
carries out the purposes of the
organization, providing leadership
training, and planning and coordinat-
ing conferencee. Disseminate state
and national information.

Provide informacion as needed and
verify information in veports.

Through visitatione, observe, comment,
and provide assistance on techniques
being used by instructional staff.
Make recommendations relative to
in-service education. Provide
information on instructional aids

and innovations.

Provide information pertinent to the
supply and demand for career educational
personnel. - Recommend needed in-gervice
education.

With assistance of advisory committees,
provide for preservice and in-service
teacher education activities., Maintain
contact with teacher educators on
matters relating to this service.

Maintain and disseminate rosters of
educational perscnnel employed in
career education programs in the state.
(Maintained by institution, geographical
area, and instructionral area.) Be
knowledgeable as to individusls avail-
able for employment, (In-state and
out-of-state {nstitutions and organi-
zations.)



POSTSECONDARY (cont)

Function

Teacher
education
(Cont)

Plant
facilities

o ——

Responsibilities

Assist in cextifying and
approving teachers.

Asgist in analysis of
school sites and plants,

Assist in reviewing and
recommending plans and
specifications for
facilities,

Assist in conducting
school plant surveys.

111-12

Procedures

Serve on committees to aid in

analyzing qualifications of appli-

cants for certificates and career educa-
tion subject approval,

Assist in developing criteria and
procedure tc be used in this analysis,

Provide technical information to
assist plant €acilities group in
formulating recommendations.

Upon request, observe and report
findings,

Assist in projecting needs. Provide information relative to

program expansions or reductions.

MDTA - This service shall have the responsibility for the direct administration,
including fiscal control, planning, approval, and evaluation of federally funded
MDTA programs and other federally funded Department of Labor and OEO programs which

may be implemented in the future.

the

The Chief of this service shall report directly to
Director of the Career Education Division. This service

performs an independent contracting service but it 1is coordinated with the Career
Education Division since these services are largely implemented through area schools.




Function

Budget Development

Planning

Evaluation

Research

e e — -

ANCILLARY SERVICES

.

SPECIAL NEEDS

Responsibilities

Asgist planning in tke
development of programs
cost guidelines.

Assist in the raview
of program budgets.

Consult with LEA's in
the preparation of
budget.

Assist planning in
identifying needs of
individuals,

Assist planning in the
review of program
proposals.

Assist plaaning in

11114

Procedures

Interpret costs, etc. in regawrd to
special needs during the preparation
of program cost guidelines for all
career programs.

Determine appropriateness of budget
requests in terms of special needs
students and projects.

Make available to LEA's, resource
material related to special needs
budgets. Consult with administrative
and instructional personnel relative
to budget items for special needs.

Identify objectives and goals cf
special needs programs, the special
needs population and maintain working
relationalships with other agencies in
providing services and programs
direction for special needs projects.

Participate in the review of proposals
and make recommendations as related to
special needs.

Interpret information into the

maintaining Career Educgtion planning process to assure the needs

Division goals/objectives.

Assist plaaning in
ascertaining program
effectiveness in terms
of meeting needs of
individusls.

Assist LEA's in measuring
program affectiveness.

Identify potential
research problems.

Stimulote and encourage
research

of the special needs population of
the state are being provided for.

Develop criteria to be used in™—"
measuring program effectiveness in
terms of the special needs population,

Consult with LEA/s regarding program
evaluation as related tc special needs.

Interpret needs for research dealing
with special needs to the planning and
others.

Assist LEA's in conducting or partic-
ipating in research related to special
needs.



SPECIAL NEEDS (cont)

Function Responsibilities
Curriculus Assist planning in the

development of
curriculum guidelines
for existing, new and
emerging programs.

Consult with LEA's on
curriculum, equipment
and facilities.
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Pséé;hures

el
Interpret the needs of the special
needs population in terms of
curriculum, equipment and facilities.

Assist LEA's in adapting guidelines
to special populations and programs.



Function

Budget
Development

Planning

Evaluation

GUIDANCE

Responsibility

Assist planning in the
development of program
cost guidelines relative
to guidance services for
career education. ’

Consult with L.E.A.'s
regarding the preparation
of guidance budgets.

As3lst planning in the
review of program budgets,

Assist planning in the
development of the Career
Education Division budget.

Assist planning in recom-
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Procedures

Provide information regarding costs,
etc., relative to guidance programs.

Conduct visitations, workshops and
geminars to assist in budget prepara-
tion.

Provide information relarive to
guidance needs of students.

Convey budget needs for administration
of state cireer guldance activities.

Provide information to planning to be

mending allocation of funds.used in developing recommendations

Assist planning in the
identifying and projecting
the needs of individuals.

Asgist planning in main-
taining Career Education
Division goals/objectives.

Implement activities or
efforts which will convey
information relating to
guidance programs.

Assist planning in the
processing of career

for the allocation of funds to support
career guidance programs,

Assist L.E.A.'s in assessing from
students and the community the
interests, expectations and needs of
individuals for career education
programs.

Review and suggest how to update
those provisions of the State Plan
regarding vocational guidance.

Disseminate planning information
through workshops, seminars, etc.

Provide judgements regarding feasi-
bility of proposed effort in

guidance program proposals. relation to identified staff and

Assist planning in the
design of follow-up of
program operation and
effectiveness. Assist
planning in assessing
attrition in career
programs.

other resources,

Provide student data relating to
program operation and effectiveness.
Develop criteria to be used in
measuring program effectiveness in
terms of carcer guidance prograns.
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GUIDANCE
Function Responsibility Procedures -
Evaluation (Cent) Assist planning to (same as above)
ascertain program effective-
ness 1n meeting needs of
individuals,
Conduct evaluations re- (Same as chove)
garding career guidance
programs,
Asgsist planning to develop (Same as above)
evaluative procedures and
techniques,
Research Assist planning to implement Convey researchable ideas and
activities which stimulate research outcomes to guidance
and encourage research. personnel.
Assist planning in the Convey 'guidance needs'" type
identification of research research ideas to planning.
problems,
Assist planning i the Career education information will
coordination of career edu~ be developed through the utiliza-
cation information. tion of all resources available
through this and/or other agencies,
institutjions, and firms of contract or
agreement,
Develop and disseminate (Same as above)
career education Career education information will be
information, disseminated to all guidance person-
nel involved in providing guidance
services to youth and adults.
Consult with guidance Implement workshops, seminars,
personnel concerning the visitations, etc., regarding use of
effective use of career career information.
education information.
Agsiat planning in conducting Convey all appropriate guidance
intra-organization research,information available.
Curriculum Assist planning in the Work with planning to review exist-
development of "basic," ing policies, guidelines and hand-
"suggested" state-wide book in‘ormation relating tc guidance
curriculum guidelines for programs and cooperate in the develop-
existing, new and/or ment of specific efforts whan needed.

emerging programs.




GUIDANCE (Cont)
Function

Curriculum (Cont)

Reporting

Responsibility

Consult with L.E.A.'s on
curriculum, equipment and
facilities for career
guldance programs.

Assist in the collection
and dissemination of
curriculum research and
materials for career
guldance programs,

Assist planning in the
formulation of reports.

Procedures

Consultative services provided
through visitations, workshops,
seminars, etc.

Consulta.ive services provided
through visitations, workshops,
seminars, etc.

Provide to planning the student
and program information required
in reporting career guidance
activities.

In addition to the above, the following
are listed to delineate the identifiable
support services of the Guidance Services:

Assist LEA in providing a comprehensive pro-
gram of guidance services whizh emphasizes
career education as a meaningful choice.

Assist LEA in providing a program of guidance
services which assures assistance to youth
and adults participating in career

education.

Assist LEA in assessing from pupils and com-
munity the interests, expectations, and
needs for career education programs.

Consult with institutions in the continued
development of programs for the preparation

of guidance personnel.

Assist in evaluation of counselor education
programs as they are considered for approval
to prepare school counselors.

Coordinate the direction and efforts of the
Statewide Guidance Advisory Committee.



Function

Budget Development

Plarning

Planning

Evaluation

Research

Curriculum

Reporting

Reporting

ANCILLARY SERVICES

DATA PROCESSING

Responsibility

Asgist in development of
program cost guidelines
relative to career
education.

Assist in identification
and projection of needs
of employers and

- individuals.

Assist in the review of
budgets submitted L.E.A.'s.

Asgist in development of
evaluation procedures and
techniques.

Assist in the collection
and dissemination of
research information.

Assist in the collection
and dissemination of cur-
riculum research and mat-
ials.

Asgist in the establish-
ment of data collection
syatem.

Assist 121 the formulation
cf reports.

Procedure

Assist by providing

(1) historical factors

on programs and (2) de-
signing computer pro-

gram keyed to guidelines
and (3) accouniting services.

Assist by tdking most
recent research findings
and updating data bank

of need information utili-
zing common coding numbers.
Provide data print-outs by
common code numbers for
area and state wide dis-
tricts needs, by job class-
ifications.

Provide up-to~-date data
of needs of industry for
purpose of updating State
Plan.

Provide information and
expertise needed to ut-
ilize E.D.P. in the de-
velopment of evaluation
procedure and technique.

As3zist in the develop-
ment of a state~wide
computer-based system of
career education infor-
mation.

Assist by establishing
data bank of curriculum
and materials information.

Advise '"Fiscal" on estab-
lishment of data collec-
tion system compatabie
with equipment available
and abilities of personnel.

Provide programs and ser-
vices which will assimilate
input information com-
patible with required
reports.



DATA PROCESSING (cont)

Function

Plant facilitiea

Teacher Education

Responaibility

Analysis of school sites
and plants,

Review and recommend
plans and specifications
for facilities,

Conduet school plant
surveys.

Project needs.

Consult with L.E.A.'s
on teaching techniques.

Contract for teacher
eudcation services.

Jrganize conferences. work- With assistance of advisory committees,

shops, etc.
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Procedures

Develop criteria and procedures to
be used in this analysis. Provide
on-site consultation when requested
by L.E.A. Board and/or administra-
tive personnel.

On basis of established criteria
discussions with L.E.A. Bcard and/
or administration personnel, and
Career Education consultants, eval-
uate materials and informs:ion sup-
plied by L.E.A. Convey recommenda-
tions to Director, Career Education.

Survey present facilities to deter-
mine adequacy or need for additional
facilities to meet program ‘needs.

Make recommendations based on annual
and five-year plans pertaining to
program expansions or reductioms.

Provide information on instructional
alds and innovations. Coordination
with other division and departmental
personnel to aid in providing for
services connected with teaching
methods/techniques. Through visi-
tation, obse¢rve, comment, and pro-
vide assistance on techniques being
used by instructional staff. Make
recommendations relative to in-ser-
vice education.

Work with personnel at public insti-
tutions and Division consultants to
make contractural arrangements for
preservice and in-service education
of career education instructors and
administrators. Maintain records
that indicate costs of career educa-
tion programs and number of instruc-
tors being served.

provide for preservice and in-service
teacher education activities. Main-
tain contacts with teacher educators
on matters relating to this service.



DATA PROCESSING /- %)

Function Responsibility

Consult with L.E.A.'s
on teacher recruitment
and staffing.

Certify and approve
teachers.
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Procedure

Provide information pertinent to
demands for career education per-
sonnel in specialized areas--gul-
dance, handicapped, and disadvan-
taged.

Maintain and disseminate rosters of
educational personnel employed in
career education programs in the
state. (Maintained by institution,
geographical arez, aud instructioral
area.) Be knowledgeable as to
individuals available for employment.
(In-state and out-of-state institu-
tions and organizations.)

Provide pertinent information relative
to qualifications of career education
personnel in specialized areas--
guidance, special needs and instruction-
al resources,

Aid personnel in the Ingtruction

an. Professional Education Branch

with correspondence and processing

of applications of career education
instructors and administrators.
Maintain records of instructors who are
currentlx employed in programs.

ADMINISTRATION AND FINANCE ~ The state comptroller will receive direction from
the Administration and Finance Division of the Department of Public Imstruction.
This request will be developed from data collected by the Administration Service

of the Area Schools Division.
'

Services from the Word Process Center will be coordinated with the Adminis-
tration and Finance Division for contracted services.




Functions

Recommend programs
to the Associate
Superintendent,
Career Education

Coordination of
Career Education
Services

Coordination of
Career Education

in the Area Schools
and Career Education
Branch
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DIRECTOR OF CAREER EDUCATION

Responsibilities

Review all recommendations
prior to submission.

Determine all recommendations
have followed proper procedures.
Review all appeals concerning
recommendations.

Give direction and
supervision to the
Chiefs of Services:
Support Services,
Elementary-Secondary,
Postsecondary, and
career edu-ation adult
programs ':om DHEW
directors, State Plan,
State Standards, and laws,
both Federal and State.

Become knowledgeable about
total programs offered in
the Area Schools.

Procedure

Recommendations concerning
programs for approval or
disapproval of career educa-
tion in both Elementary-
Secondary/Postsecondary shall
be reviewed by this office
prior to submission to the
Assoclate Superintendent.
These recommendations are
initiated by the Cereer
Education Division Support
Services Section.

Assist chiefs of Career Educa-
tion Services (Sections) in
direction for planning and
consultation services. Parti-
cipate in total Area Schools and
Career Education Branch planning
consisting of Associate Superin-
tendent, Director of Career
Education, Director of Area
Schools Division, Assistant
Director of Career Educatiom,
the chiefs of the career educa-
tion sections: Elementary-
Secondary, Postsecondary,
Support, Administrative Service,
Adult Education, College Parallel,
Ancillary Services, Manpower
Development and Training.

Develop an ernusl review
procedure in conjunction with
the Director of Area Schools
Division.
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OCCUPATIONAL EDUCATION PROGRAM EVALUATION IN NEW YORK STATK

If one considers the root purpose of evsluation, bringing it down
to its most elswantary level, evaluation should be the basis for decision
naking with raspect to the delivery of quality educstionsl services to
clients (students at whatever level one wishes to consider). Delivery
of services is a cost to taxpayers, and our responsibility should concern
itself with the wisest and most effective expenditurs of public funds for
the public good.

Every state director at soms time in his amnual work cycic mist prepere
and defend an administracive Ludget and some must also do the sems with
requested local assistance expenditures. How irany times have you been
acked to spell ocut the effectiveness of specific expendizures, to defend
maintaining certain staff pceitions, to provide explicit informstion
relative to results obtained by expenditures directed to local progrmms?
And how many times did you wish that you had definitive data to demonstrate
continued need? How many times hsve you been confronted with a fixed level
of appropriation and the need to reduce proposed expenditures to meet an
externally imposed ceiling? And how mary times did you make a '"seat of
the pants" judgement based on somes guhjective feelings as opposed to
clear analysia of slternative solutions? How many times have you asked
a question about a propoced expenditura snd the juocificctioa stvun wvas
‘wa have a big job ahead and we need the money to do {t.''? q" -f

The climate gt every level indicates thst the dsys of free spending
and unlimited supplies of tax dollars are fast coming to an end. Legis-
lators and taxpayers are asking public officials for hard justification
for avery proposed expenditure including funds to continue and mstntsin

existing activitias,
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Now it may be that this viewpoint on the need for systematic,
orgenized, timely evaluation may be blown all out of proportion, even
running counter to whst an educator may believe with respect to the ~
purpose of evaluation. To many of us the purpose of evaluation should
be to measure the effectiveness and end results of programs. This point
of view would stir little srgument until the question is asked, "Results -
at vhat cost$"

While evalustion of occupationsl educstion programs is essential
for sccountsbility and for program development gnd improvement, it is
this State Director's view that decision making in respect to allocation
of funds and budget justifications are more critical purposes.
Background

Other states sre probably no different than New York when it comes
to the form and process of evaluation that presently exists. It is
poseible to rationalize on the elements of a system, but an analysis
will, in sll likelihood, reveal a wide variety of evaluation techniques.
In some instances, evalustion of a highly structured nature will be devised
for a low budget, minor pilot project, while surface judgements sre made
wvith respect to the axtent to which major program goals are -ng: in
sows instances, an end o! year report of sccomplihsments is uaoa &’ an
evalustion of a program, and other times an on-site visit performed by
Education Department personnel becomes the evaluation of a fairly extensive
progrem. These are just exsmples of what can be construed to bo‘“cvolunttonl"
being conducted for the purpose of satisfying some legislative or rj%SE?;qry

3‘; -

requirements,
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Before one begins to realise what i{s happening, he is surrounded
by a host of processes end systems all purporting to be part of an
organigzed arrangement for evaluating occupational education.

Quite frankly, that is about where New York State finds itself at
this moment. Rather than try to describe these partial systems or
processes or to relate how weakly the present activities key against
budget decisions at all levels, it is the intention of this presentation
to describe wvhat New York State is developing now to meet its overall
needs and also be able to answer the critical financial questions.

New York State's occupational education program is located in 760
public school districts, 72 secondary level area centers operated by
intermediate districts (boards of cooperative educational services), 40
commnity colleges, & state operated agricultural gnd technical colleges,
approximately 300 private occupational schools and a host of less easily
identified agencies, such as hospitals and other institutions as well as
industry-bssed apprenticeship programs.

School districts range in size from over a million students to
several with less than 600, community colleges have anrollasnts ranging
from under 1,000 to well over 5,000, some private schools have fewer
than 50 students while others reach several thousend. Progranm sisze
ranges from schools offering a single course in shorthand and typing
to large diversified facilities with better than 50 occupational choices.
Both enroliment in occupationsl education and total expenditures have

doubled in the past six years.
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with a statewide program as diversified and as extensive as that
described, and with the rapid increases in size and structure, system
development outstripped sny attempt at the establichment of an orderly
evuluation process. The era of "seat of the pants” evaluation with
respect to achievement of objectives snd msasures of effectiveness
prevails. Budget decisions snd resource allocations are mede using

“experiencial® evaluation.

Inicial Planning

Last year it was decided to stop and take stock of what had been
accomplished and what the situation looked like. About 80 percent of
planned program development was in place. Sufficient quantity was
available and it was now time to concentrate on quality. Federal funds
have been held at s constant level of appropriations. State and local
costs were increasing, sometimes beyond tha limits of taxpayer acceptence.
Program data were spongy and less than at a reliable level. The evalua-~
tion process was unsatisfactory ss a tool for program and budget dectision
making.

It was found that ovaluationp}q’re primarily subjective. Long-term
data were not svailable. The proceo; {;ckad clear targeted levels and
purposes. In many cases progrem objectives ware not specified in
measurable terms and cost information was sither totally lacking or
limited in relation to program purpooio.

No decision maker, faced with evidence of this kind, could draw
any other conclusion but thst there was s need for an orderly evalustion

system.
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With the assistance of a private research contractor, the design
specifications of an evaluation system for New York State were prepared
based on several guiding principles, including:

1. Program evaluation takzs place at several leveis and should
be tailored to the specific objectives to be achieved at
each level.

2. An effective program evaluation system, usable by teachers
and local administrztors, should be bufilt on an individual
student record system.

3. Effectivensnss of progiln operation can be measured in terms
of ultimate employment and should take into consideration
continued education beyond the First level of instruction.

4. Total measures of effectiveness of inmstructional programws
should be based on long term follow up as opposed to analysis
of initial employment of program completezs.

5. Program evsluatiou should take into comsideration thoge
factors which deal with messures that permit decisions to
be made regarding rescurce allocation and cost effectiveness.

In addition, a set of system objectives were established which
included the .'»sllowing:

1. Permit continuous monitoring and evaluation over time.

2. Provide for an open-ended entry of data elements,

3. Be usable at the local, regionsal, and State levels.

4. Permit an unlimited number of optional evaluation procedures

without the requirement for pre-programming.
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S. W@ilo providing for the maximum in flexibility, the system

should not be burdersome to use and it must be cost efficient.

6. The data base for evaluation snd monitcring should be usable

for other applications including required reporting and
analysis of data for planmning.

The total evaluation system proposed for New York State was one
which would provide all the data necessary for evaluation ectivity to
take place at the State, regional or local level. The system had to
contain all data including measurements of instructionai accomplishment
in order to do all that was desired.

The major elements of the planned reporting, evalustion and monitoring
system includes the following:

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

_Pasig_}n{grmntggu'fbuJE e_:pudant 1l_gapgplg_otﬂpaintaining

information and adding information over a long period of tim..
2. A system of predicting manpower needs in regions as well as
shifts in those needs and at the same time providing long term
follow-up of completers of programs.
3. A system for sorting out and identifying cost and expenditures
at each level, attributable to achieving specific objectives.
4, A data bank consisting of behavioral objectives keyed to skills
necessary in performing a job for which training is being provided.
5. A curricular design which reduces each program of study for each
occupation into short modules of instruction based on measurable

achisvement.
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6. A compendium of skills mastery check lists for various occupa-
tions keyed to behavioral objectives and modules of instruction,
supported by a criterion-referenced testing scheme to determine
the 2xtent of accomplishment on the part of individual students.

Development of the System

During the preliminary developmental stage, several decisions had
to be made with regard to priorities im order to meet the ultimate goal
of an orderiy and systematic evaluation system which would encoupass
defined principles and meet specified objectives.

In view of the fact that the reporting, evaluation and monitoring
system was to be student-based and the initial point at which the system
would function related to students in programs, it wae decided that the
first concentrated effort should be on the development of a reporting

and information system capable of genarating needed information about

— o — - - - —— — - at—

programs at the State level, permit the utilization of the same data at
& regional level for planning purposes and, at the same time, be useful
at the local level for analysis of program accomplishments as well as
forming the base on which to build monitoring and evaluation activity.

It was agreed as well that two other activities could be conducted
at the same time, since their development was not dependent upon building
a data base in the State. These two activities were a bank of behavioral
objectives keyed to specific occupations and the modularization of
curriculums in all of the occupational areas. Both of these activities
are proceeding in an orderly fashion. Presently between 8 and 10,000
behavioral objectives have been clessified and are clearly identified

with specific occupations and work functions within occupations. The

utilization of the behavioral objectives is presently being tested in
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several leocations across the State at both the secondary and community
college level. While use of these behavioral objectives cen be msde by
individual teachers in the course of their instructional programs without
the need for a data base or the other elements of the evaluation system,
ultimately, this portion of the system will be built into the overalil
operation.

In the same way modularization of curriculums can be utilized
independently of an organized monitoring system. On tha other hand, the
ultimate design of the evaluation and monitoring system is dependent to
a greszt extent on using a moduler approach to instructional upits. At
this time, most agricultural occupation programs are modularised into
three week units each having a specific measurable obiective and content
which does not require prerequisites. The system of =modules has been
designed in such a way thut entrance into an occupational program :a be
achieved by a student at any point during the year #s opposed to the usual
seamester or beginning of school year starting times. In conjunction with
the development of modules, esch of the major occupations within the
agriculture field have been analyzed in order to identify the skills
required to prepare for entrance into & gpecific occupation. While it
is usual for a student to pursue a specific set of modules in order to
achieve preparation for an occupation, it is also possible for a student
to move from one cccupational area to the other, transferring skills which

are basic to another occupation.
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It is not important within the framework of %fhis presentation to
dwell on the details of the modularization of curriculum. At this time
testing in the field of agriculture is complete. A similar analysis of
occupations is being initiated in other fields and development of modu-
larization for all other curriculums will begin shortly. Total moduler-
ization of all curriculums is projected for three years hence, at which
time it will be possible to taiior an instructional program to the
spacific career goal of sn individual student. The completion time
for this phase will coincide with a projected Statewide installation
date for the total evaluation and monitoring system. While these two
activitius, classification of behavioral objectives and modularization
of curriculum, are heing developed independently of the main thrust, a
reporting and information system has been developad which will meet
state requirements (og_rqgorting. ragional requirements fog analysis
and planning, and local requirements for monitoring, accountability,
and reporting. As the system was generated, additionsl applications
conceived by local school officials were developed in several test areas.
The Informstion Component

At this point, it would seem helpful to describe briefly the
information system and the way it opesrates.

The reporting system has as its base an individual student record.
This record, generated at the local level, contains basic information
about the student and his characteristics including an identifying
number (a social security number where it is available, otherwise a
unique identifying number can be generated by the system) and, in

addition, the record contains a code number for the student's occupa-

tional program. The initial set of characteristics and bits of
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information maintained in the individual student record are those required
for specific reporting to the Education Departmeni.. Much of this same
information can be used for planning purposes at the regional level as
well as for repcrting back to local school districts participating in
regional programs. Beyond this essential informstion, s local district,
at its option, can sdd other data elements, including such things as
attendsnce reports, test scores, modules of instruction completed,
schiavement as it relates to behavioral objectives and any other infor-
mation deemed necessary or useful by the local sgency. Because of the
flexibility of the system, data elements beyond those which are required
for State use can vary from agency to sgency. A student record of this
nature is generated for every individusl enrolling in an occupational
program for the first time. School district, county and zip ~ode for
place of residence are aluo included in the record card.

A highly flexible cowputer software package, available exclusively
to Mew York State, is utilized to maintain the information on each
student in a centrglized computer. Input of data from a local s&gency
can be made by shipping copies of the student records to the central
facility for input or remote data entry terminals can be used to input
information directly over telephone lines. All Adata are maintained in
the computer by the software package in a dissggregated form. An
arrsngement of this kind permits local, regional or State level agencies
to utilize the information for whatever purpose they find necessary and,
at the same time, maintain confidentiality with respect tc certain data.
County A, for example, cannot extract dats about students {n County B and,
gt the game time, the State Education Department cen only extract from

the system information of a basic nature required for its reporting and
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planning purposes. In other words, the Education Depa:tment will not
be able to monitor the test scores or attendance records of individual
students or for that matter all students in a particular agency.

Two key design elements permit complete flexibility on tne part of
th? users of this system. The first relates to the cosputer software
package itself. This goftware system does not require pre-programming
to extract any information needed at sny particular point in tiwme. The
second zlemant relates to the access system itself. The language for
accessing information i3 simple English. Therefore, it is possible for
any user, within the constraints of confidentiality, to ask any question
about a progrsa without concern that there is a program writtem for that
information. It is a simple task to ask the computer to display, as an
example, by regions of the state, the number of disadvantaged students
who hav._co-plotgd a carpentry progranvcnd have been placed on jobs
related to the occupationsl program in which they participated. 1In ;he
same way, a local agency can ask for similar informstion but add an
element requesting that for each completer an attendance record be
displayed as well,

These iilustrations are used in order to demonstrate the complete
flexibility of the reporting system and its data base so that later its
use can be demonstrated with respect to evaluation and monitoring
procedures. This reporting system has been tested in two major loca-
tions including New York City and is now being installed for use begin-
ning this month in approximately one third of the agencies in the State.
By September of 1574, all agencies offering occupationel educstion

programs will be utilizing this data system.
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It should be pointed out that because the individual student
reporting system is computer msintained and utilizes unique identifying
numbers for each student, it is possible for the record to be continued
beyond the secondary level by other educetional institutions offering
occupational education programs, including community colleges and adult
progrems. When a student sppears for enroliment in a commnity college, it
is a simple matter for that institution to access the basic records of s
student who has completed s secondary level program and continue to input
additional information about that person. The seme would hold true for
someone coutinuing in an adult education component of the occupational
education program after employment.

Manpower Needs and Follaw=Up

Another subsystem in the overull evaluation package relates to
decigion making with respect to manpower needs as well as establishing
a system of iong term follow-up of individuals who cowplete occupational
education programs.

A system has been designed which utilizes industrial development
informa tion as well as State income tax files for the purpose of deter-
mining the extent to which certain occupational areas are maintaining
stability within a particulsr region or are being reduced in need. In
addition, information can be generated to tell whether there is an out-
migration of trained persons from s region or whether individusls are
coming into the region from other locations to seek employment in a
particular occupational field. Such information will be helpful in
making decisions regarding the extent to which services should be provided

in various parts of the State.
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A complete description of this system would be time consuming and,
therefore, it is sufficient to report that a system has been designed
vhich will permit snalysis and assessment of manpower needs gnd mgke
decisions with respect to expanding, maintaining or phasing out specific
occupational programs. The system requires a minor legislative change
in order to become operable, but it is anticipated that this issue will
be settied in the next legislative session.

One other aspect of the targeting and follow-up system relates to
follow=up directly. At this time, follow-up studies are Jdifficult at
best, time consuming, and in many ways unreliable becsuse of a lack of
responses. As part of the overall evaluation and monitoring system,
another subset was developed which will utilize three numbers found both
in the student record data system maintained for occupational sducation and
}n_the State 1ncong tax fi;o!. -Tpooo nu.k,ro are: 7oocinl_ogcg;1ty_ng-b:y,
dictionary of occupational titles code number for the occupation of the
individual, and the zip coda of residence. Utilizing the flexibility of
the computer software package, it will be possible to search both the
occwp ational education files and the tax files simultaneocusly and match
social security numbers, DOT numbers, and zip code numbers. Matching
numbars permits noiseless, burdenless, follow-up of completers over long
periods of time. From an evaluation point of view, long term follow-up
(three years - five years - or longer) is more significant than results
of a survey of initial employment. The use of zip code numbers permits,
as well, mobility studies to be instituted at any time. Scudies of this

nature can be invaluable in pianning programs, assessing the impact of



b=

programs in specific areas as wall as becoming part of sn oversll evaluas-
tion process. Until the targeting and follow-up system i3 operational,
there i{s available a semri-nciseless follow-up system built into the
reporting subsystem. Each local or regional educational agency can
request of the computer printed mailing labels praccded with some infor-
mation for use in a mail survey of completers. Hand analysis of returned
survey forms ?eed not be performed, but rather dats elemsnts are sdded tc
sach student's file as part of his permanent record. At the close of

the survey, specific analyses cf the follow-up dats csn be retrieved in
any form required by the local agency or the State.

Cost Evaluation

One of the major portions of the total eveluation systes relates
to cost data. As indicated earlier, this is an essential element and
is required to meet the original rstionale presented for evaluation _ .
programs. While {t is believed that this is one of the most criticsl
olements, the decision was nsde to leave its development for a later time.
A 80114 dats base and follow-up and a monitoring system that can measure
achievement in instructional programs is needed first. Adding tha cost
elements will not be s complicated or time consuming process, again
because of the flexibility of the computer software used as the founda-
tion for operating the entire systenm.

Instructional Monitoring

with this very brief overview of the elements of an evaluation system,

a more detailed description of the monitoring activity is in order.
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Monitoring in this context is s msthod for continuous reviev of
sccomplishments during the tsaching-learming process. It permits
managers and instructional personnel to individualize the instructionsl
process so that the most effective delivery system i3 provided for each
student.

Esssntially, the process permits periodic (daily if needed) reporting
of resuits of accompiishments ou the part of students. In this way,
progress of esch student can be checked against his own career objective.
At the same time, progras msgnagers can datermine the effsctiveness of
alternstive methods of instruction, assign costs to instructionsal elements
snd determine {f budget resllo-=utions are required as well es maintaining
cost accounting for periodic evsluation of earlier resource decisions.

The process utilizes the bank of behavioral objectives, the modular
curriculum units, and skills check lists described earlier. .. additton,
a key elzment o the use of criterion-referenced tests based on specific
effectiveness measures. In this way, accomplishments on the psrt of
individual students are determined against required skills and knowledge
performed on the job, as opposed to other measures such as norm-referenced
tests vhich might report on overall sccomplishment as s percentage of sll
the material coverad in a particulsr course.

Utilizing objective me.surcs of accomplish:ant permits the teecher
to determine specific areas of weakness and make decisions about recycling
s student through all or part of a module of instruction, or changing the
approach or using some sdditional resource or slteruate means of instruc-

tion. Examining results of the same nature for class groups provides the
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instructor with information sufficient to analyze his own choice of
instructional mode gnd peraits decisions to be made for improvement of
the program for future groups.

The basic dats system (the student information file) maintains the
results of criterion-referenced tests and other means of determining
individual student accomplishment. Items such as length of time needed
by students to master specific skills, or achieve objectives can be
included. Data of this nature permits s variety of snslyses to be
accomplished simply by instructing the computer to generate the needed
dats.

The system is ussble as well as a guidance tool to sssist in deter-
rining the abilities of students at any point in time in reference to
their employabilitv at specific jot levels. 1In addition, counselors
can use the data base end rssults of skill mastery tests to aseisr. . _ _
stucents in making decisions about changing career gosls. With the
use of modules, it is possible to construct arrangements which indicate
those akills mastersd that are tranefershle to snother accupstion. In
a case vhere a change in occupational gosl s made, the atudent record
can be used to construct a new set of modules needed for the new occups-
tional choice, building on what has already been learned.

Summary

When all of the subsystems are in place, New York will have a

comprehensive system for evaluation which can be utilized st the State,

regional, or local level for whatever applications are needed with respect
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The system should be cost-efficient based on initial review of
the cost of operating a flexible computer based benk of dats elements,
each ussble for a multitude of functional gnalyses.

Such a system will reduce extensively the need for periodic indepth
evaluations of the kind now performed. It will reduce or eliminate
entirely costs sssocisted with maintaining records in the present mode,

Data will be svailable at all timed in an up-to-date fashion. New
dats can be entered at sny time to revise informstion already stored.
And, of course, the flexibility of the software package will permit an
infinite number of outputs.

The time frame for full implementation of the system still has two
years to go. However, the end result will outweigh the early time
consuming design and testing phases now being undertaken.

e —— ____ _To_return to the initial position taken with reepect to the ultimate
purpuse of evaluation -- determining the cost effectiveness of the
occwp ational education system at svery level -- ultimately the system
and approach described will be of significant benefit to New York State
and the future development und improvement of occupational education,
It is only through hard dats of the kind obtainable utilizing a totsl
evalustion system that successes can be used to generate continued and
increased support. at the same time, the willingness to claarly identify
weaknesses and take action to correct deficiencies becomes an additional

strategy for gsining the resources necessary to meet long term objectives.
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As technclogy fosters diversity, that diversity is reflected in our
labor force and complex economic system. Tools make jobs and jobs make
tools, so to speak. Job specialization is something we all live with today.
Certainly, if you will permit me an understatement, a young person looking
for a Job today is faced with an ever increasingly difficult task. It is
hard enough for a high school student to know about the complex job market
structure, not to mention being sure he will like a particular job and
find it rewarding.

Over recent years several studies have described a high incidence of
floundering among recent high school graduates. Floundering is characterized
by frequently changing jobs, often into different occupations, and work
adjustment problems once on the job. Some youth lack even the lknow-how to
begin looldng for work or to understand what special educational requirsments
there may be for a particular job.

- While the nverall problem is complex and may be attacked from several _ .
perspectives, Operation Guidance deals with career development probleins at
the high school level.

A national survey of career guidance in 1968 reports that high school career
guidance programs appeared to be offering more guidance services than the
schools could possibly support with the resources they had. In effect,
the national survey and subsequent assessments have found high school guidance
programs, for the most part, to be inefficient in helping our youth to cope
with post-high school employmeat or further education.

The 1968 study reported that inadequate delivery systems for career guidance
services were a major factor contributing to ineffectiveness. In addition,
career guidance programs, by and large, were not equipped to assimilate
innovations in career guidance that might improve the effectiveness and

efficlency of career guidance programs.



Operation Guidance uses a systems approach to upgrade high school career
guidance programs. It does not prescribe program content for any particular
high school. Content is determined locally. Rather, Operation Guidance
enables faculty, staff, and students to assess career guidance needs of
their students, identify resources and determine what methods would work in
their local situation. Thus, content is determined locally.

Operation Guidance involves six major tasks: organizing the school
to use Operation Gui-dance; conducting a needs and resource assessment; formu-
lating gcals from needs; determining behavioral objectives to meet those
goals; selecting, implementing, and testing methods to enable the achievement
of these behavioral objectives; and establishing a system to monitor the
continued effectiveness and efficiency of the rencvated career guidance program.

These tasks are accomplished by following the programmed instructional
materials and supplemental information provided in the Operation Guidance
package. Only minimal, if any, outside help is needed by the school.

How quickly a school gets through the Operation Guidance tasks depends
on the school. The materials allow for self-pacing, but a school can
get through the initial cycle at a reasonable speed, within one
school year once the product is finalized.

If a high school elects to use and complete Operation Guidance, these
results should be achieved:

1. Student career guidance needs will be documented.

2. Goals will be formulated to ameliorate student needs.

3. Behavioral objectives to meet the goals will be derived.

L. Career development units to accomplish the behavioral objectives

will be developed.

5. A system will exist to collect, analyze, and report evaluative



information on student achievement of behavioral objectives and on
changes in resources or student neecds.
Given these results, the career guidance program should have the following
characteristics:
—3chool and communiiy resources will have increased use, if previously
under-utilized.
—Career gidance services and counselor activities will be optimally

responsive to student needs.

The audiovisual presentation you are about to see serves two purposes.
First, it is an explanation of the overall program we now call Operation
Guidance and second, it is an entry level basis for discussion for any
comprehensive high school that may be interested in adopting the Operation
Guidance program.

(Show A/V 1-1)

Traditionally, career guidance has been vieswed as only those activities
accomplished by counselors. By looking toward other parts of the school and
community agencies as sources for career guidance serivces; the school should
increase the resource base for its career guidance program,

Normally, the principal, with the advice of his faculty, chooses to use
the program in his school. Before a school should use Operation Guidence,
we fzel that a majority of the faculty and staff members and students of
the school must be willing to participate in the developmentel activities if
the use of the package iz to be successful. It is important that all types
of individuais be included so that the unique perspective of each may be
considered in the resolution of some crilical career guidance problemg and

the accomplishment of difficult tasks. Furthermore, this widespread involvement




in the development of a career giidance program can facilitate the acceptance
by faculty, staff, students, and members of the community of changes to the
high school's career guidance program.

In summary, application of Operation Guidance can result in a career
development program that is student centered, makes optimal use of resources,
has an extended base, includes innovetive career guidance methods, is
designed for each individual high school, and encourages decisions based on
current information from graduates, parents, teachers, counselors, and students.

—Operation Guidance enables schools to derive behavioral objectives
that specify what students will be able to do, instead of how students
will achieve an objective or what teachers or counselors will do.

—The chances of satisfying student needs should increase if the career
guidance services offered are limitcd tc only thcsc that can
be adequately supported with available resources.

—A school should consider career guidance as more than an assistance
provided to students by counselors and the school. The program should
include teachers, administrators, students, and public and private
agencies within the community.

~—A broad range of career methods and techniques should be considered
for inclusions in the program. This requires a purposeful search
to increase the probability of identifying and installing the effective
innuvative carcer guidance methods.

—Because each community and the high schools within it are unique,
each career guidance program will probably be unique also, In view

of this, Operation Guidance permits each school to install its own
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program to meet the needs ¢ ts own students, rather than imposing

a predetermined standardized program on a school.




—Operation Guidance enables each schoci tc make decisions concerning
its own career guidance program based on reliable information that
it collects itself.

This has been a brief ovarview of Operation Guidance. We at The Center
for Vocational and Technical Education are currently developing this Operation
Guidance package which will enable individual schools to apply the previously
mentioned procedures. Six schools and five state departments of education
are currently working with us in the development of the Operation Guidance
package. These schools are: Agua Fria Union High School in Avondale, Arizons;
East Bank Senior High School in Kanawha County, West Virginia; Walter George
High School and Booker T. Washington High Schools in Atlanta, Georgls;

Jesse H. Jones High School in Houston, Texas; and Sunset High School in
Beaverton, Oregon. The development effort is now scheduled Lo be completed
in the Fall of 1974. Then the entire product will be aveilable to many more
schools on a national basis.

Operation Guidance's developnent into an efficient and effective package
is made possible only through the support and assistance of the cooperating
schools, school districts and state departments of education. In every
case, linkage with a school has been and will be made through the assistance
of the state director of vocational or career education.

Very little information on Operation Guidance is available for general
di.tribution at this time; however, if you want information as it becomes
available, please fill out one of these blanks at the back of the room, or

pick up a blank at The Center's booth in the exhibit hall.






Program Evalustion: Problems, Pre-requisites,
Characteristics and Implementsation

Evaluation and accountsability are two or the major concerns of
educators today. These concerns have emerged as Congres:s and the
public have demanded evidence of the benefits obtained from the ex-
penditures of tax docllars on education. Additionally, other sectors
of sociely are making their demends for tax dollars and, in effect,
forcing a prioritization of the ectivities for which tax funds will be
appropriated. Even vwithin the educaticn community, one cen envision
keener competition for these limited resources. As all of these demands
are made and pricrities are established, it is essential that the educa-
tion community have the necessary information for use by decision makers
in order that the allocation and appropristion of tax dollars are as
equitable as possible.

Program evaluations are one source of information that decision
makers need to have available to them. However, information on program
evaluacions alone i{s insufficient for improved decision making in
educetion end society, Decision makers are also influenced by their
own philosophical values. societal pressures, other options avalleble
to them, personality truits, etc. These {nfluences are not sudbject to
control, however. Therefore, evaluation remains the only controllable
input that can be used to improve decision making.

The efficacy of evaluation for vocational education programs is
generally accepted in principle. However, the implementation of evalua-
tion in vocationsl education is a difficult and complex process for

several reasons. First, vocational education programs are widely



divergent in nature. Second, the prese.t state of the methodology of
evaluation is inadequsate to serve as the basis for determining program
effectiveness. Finally, a common definition of evaluation is not widely
accepted. For the purpose of this paper, Harris' (1) definition of
evaluation is used. This definition is ae follows:

Evaliation it the systematic process of judgins the worth,

desiradbility, effectiveness, or adequacy of something

sccording to definite criteria and purposes. The judgment

is based upcn a careful comperison of observation data

with criteria standards. Precise definitions of what is

to be appraised, clearly stated purposes, specific standards

for the criteria traits, accurate observations and messure-

mente and logical conclusions are hallmarks of valid
evaluation.

This paper will discuss the several dimensions of program evalua-
tion in vocational education. These dimensions include: (1) prodblems
with program evaluation, (2) pre-requisites of an evaluation system,

(3) desirable characteristics of e&n evaluation system, and (4) implementing

the resultr of evaluation.
Problems with Program Evaluation

Those individuals who have been involved with program evalustion
realize that there are certain problems that seem to be everpresent.
It is important that administrators be aware of and understand these
problems so that they can more effectively work with evalustion efforts.
This section will discuss some of the major problems with evaluation.
Unfortunately, evaluation, all too often, has the connotation of

something bad, This bad connotation is partly due to unpleasant
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sen as the result of previous program evalua-

tions. 1n many instances, vast differences of opinion have arisen as



a result »f evaluations. In other cases, suspicion of those conducting
the evaluation by program personnel has been & problem and program
personnel have felt threatened by the presence of an evaluator. These
attitudes have resulted in less than enthusiastic support of evaluation
in practice.

Another problem is that little attention has been given to the
comes of an evelustion,
The evaluator, evaluatee and administrator all have certain values and
beliefs that enter, either consciously or unconsciously, into the evalua-
tion process. Value conflicts can, and do, occur at many points during
the evaluaiion process. Those individuals responsible for evaluation
need to be eavare of this problem and alert to ways of minimizing
serious potential conflicts.

Failure to specify the use that is to be made of the evaluation
reports is another major problem. Adminiastrators need tc specify the
purpose(s) of the evaluation and how it will be used. There are at
least two major ways in which evaluation resui's can be used in decision
meking. In the first way, evaluative data are collected once and little
use is made of these efforts in improving the program. The major uses
that can be made of this type of evaluation are motivation and measuring
past performance. This method of evaluation is of particular relevance
to programs of short duration and are not likely to be conducted again.
The second way evaluation data can be used is in improving programs.

This method of eva’uaticn is commonly used on programs that are on-goling
and will be continued. This type of evaluation is helpful in planning

and budgeting future programs. Clearly, the same type of information is

not needed for each of these two methods. Historically, evaluation has
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been placed at the end of a program or fiscal year of operation. Many
times these reports have been available too late for use in influencing
programsa and budgeting. Failure to distinguish the use that {u to be
made ¢ the evalustion report has often resulted in the wrong type of
informatior at the wrong time.

Little real incentive for conducting good evaluation has been another
problem. Both program personnel and evaluators have indicated that there
is little feedback on the use and usefulness of the evaiusation report.
Information on the consequences of evaluation reports is practically
non-existent., Feedback on the result of evaluation could be used to
improve future evaluative efforts.

One could include a number of other problems with evaluation efforts.
However, the problems expressed should be of sufficient strength and number

to indicate the general problems that evaluation effortes have faced,

Pre-requiaites of an Effective Evaluation System

Many problems considered in the previous section could have been

eliminated or, &t least, reduced {f certain conditions had deen met.

(]

The purpose of this section is to provide a list of suggestions that
should reduce potential problems.

One of the major pre-requisites for evaluation systems is that the
administrator must understand, support, and be committed to the concept
of evaluation. Administrators have been known, in some areas, to use
evaluation only as "window dressing.” In the final analysis, these
administrators disregard evaluation results and rely on their own
profesasional jJudgment in making decisions that affect program operatiocm.

In these situations the resources expended for evaluation are wasted.

- bL -



Once there is commitment to the evaluation concept, another pre-
requisite is that the sdministrator must have s well defined purpose for
conducting the evalusation. If the purposes are clearly understood by
administrators, then much of the confusion about evaluation can be
prevented.

As & result of establishing the purpcse for an evaluation, another
pre-requisite is the administrator must formulate realistic goals for that
effort. After the goals hay “een established, the administrator must then
comrunicate these goals to evaluation and program personnel. Evaluation
and program personnel are then responsible to develop clear, operational
objectives to accomplish these goals. This process should insure that
the informatiocn that is collected and analyzed will be relevant to the
original purpose(s) stated by the administrator.

Another pre-requisite is that administrators mwust provide an effect-
ive environment for conducting evaluation. This environment includes:
(1) role definition, (2) duties of evalustors, and (3) organizational
location of evaluation personnel.

¥irst, the role of the evaluator is a critical issue that needs
attention. Evaluators, like anyone else, need to feel important and
needed in their job. In this regard, some caution should be taken to
insure that evaluators are not just monitors. If they do become
monitors, there is an increasing danger that they will find their jot
less than challenging and therefore, unimportant. Additionally,. Know-
ledge that the results of these efforts are useful and being utilized
in the decision making process is important. If the evaluation results
are not useable to the administrator, evaluatore need to be tolid and

the type of informaticn needs should be clarified, or the expertise




of the evaluater should be questioned.

A cecond pre-requisite that administrators need to consider is
that evaluation should be the major, if not only, duty of evaluators.
Evaluation personnel should not be viewed as a "catch-all” for other
duties ané responsibiliiries that an administrator may need. Additional
responsibilities will reduce the amount of time availsble to the
evaluator and lessens the chances that the evaluator will be atle to
provide information that will be useful in making decisions sbout program
operation. Furthermore, the evaluator's role must be legitimate and not

one of being a "

yes" person to the administrator. The evaluator must
have the freedom to be objective and "tell it like it is." 1If this is
not the case, the resources committed to evaluation are being wasted
and should be utilized on other activities.

A third pre-requisite that should be discussed is the organiza-
tional location of the evaluation unit. Throughout the United States,
evaluation units are typically located (1) within the program to be
evaluated, (2) within a separate unit in the vocational education
division, or (3) outside of the vocationel education division, but
within the state department. This euthor feels that evaluation should
not be located within the program to be evaluated. Location within the
program to be evaluated will lessen the credibility and objectivity
of the results. However, directors of vocational education should have
control over the evaluation unii, 'f these efforts are to be useatle in
decision making. Therefore, the most desir=tle location would be within

the vocational administrative division.

A final pre-requisite discussed here is the expertise of the



evaluation staff. Evaluators must be knowledgeable about evaluation
techniques. They should also be knowledgeable of the program they are
to evaluate. However, some provision should be made to provide appropriate
consultation when needed. Undoubtedly, funds expended to bring ‘n
persons for short periods of time, to bolster any specific weakneszses
or inadequacies in existing staff, would be a wise investment.

This section has attempted to alert administrators to some of the
pre-requisites for the development of effective evaluation systems. This
list is not complete &and each state department must adapt these require-

ments to their own individual situations.
Desirable Characteristics of an Evaluation System

There are a number of different methods that states use to evaluate
their vocational education programs. Each of these evaluation systems
have certain elements that make it somewhat unique. These systems
{nclude such informstional elements as, manpower demands, manpower supply,
student needs and aspirations, placement and follow-up of graduates,
local opinions of their programs, cost data, enrollment duta, etc.
Regardless of the particular evaluation system, however, certain
charaecteristics are desirable if the system is to be useful and effect-
ive. This section will discuss desirable characteristics of an evaluation
system.

The first desirable characteristic of an evaluation system is that
realistic objectives should be formulated. The formulation of therse
objectives should be realistic and involve both program and evaluat n
personnel. If there is baesic agreement on these objectives, meny mig-

understandings can be avoided at & later time. However, it should be
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noted that mutual objective setting is not a panacea for avoiding con-
flict. In a practical sense, program people have to believe in what they
are doing; evaluation personnel, on the other hand, have to question
what vocational education programs are doing. Both of these points must
be reconciled in conducting the evaluation.

Secondly, a sound besis for measuring these objectives must be
established. In some cases appropriaste measurement techniques may
already exist. In other cases, these techniques may require modificatiou
to be developed or modified. 1In still other cases, development of new
measurement techniques may be required. A caveat is necessary; there is
often a tendency to measure those items that are easy and ignore the
more difficult ones. For example, information on the number of students
completing a progrzm may be collected, when information on the students
job performance after completing & program should be included. The
objective to be measured should dictate the type of information to be
collected.

A third desirable characteristic of an evaluation system is that
of clear and immediate feedback. Feedback, in this Instance, is
considered a two-step process. First, the administrator needs to inform
the « .luator and/or program personnel on the adequacy of the evaluation
results to meet his decision making needs. Secondly, the evaluation and
program personnel need to provide information to those prcgrams from
which the data were collected, All too often, evaluation has been a
one-way, upward flow of information. However, a two-way flow of informa-
tion is necessary. People at all levels of the education community
resist filling out forms and providing data. Some procedures must be

provided to insure that those who complete the forms understand the
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reasons for the collection of and use of the informetion. For example,
local schools should have a summary éf the information they submitted
returned to them. Perhaps a comparison of their results with tn
comparable stete figure would be helpful. It is alsoc important the
information should be summarized in s manner that is eesily understood
and as brief as possible., If the evaluation feedback is voluminous,
chances are it will be ignored. Certainly, all of the information needed
by & state will not be the same type of informami{ion needed by a local
educational agency. Whenever possible, these requiremehts should sup-
plement one another.

A fourth characteristic 1s that the information collected by an
evaluation system should reflect the original purpose(s) of the evaluation.
In this regard planning and budgeteary information should be future oriented.
Information on performance factors and motivation can be present and/or
post oriented. The major problem has been, as specified earlier the
administretor did not develop clear purposes for the evaluation initially.
This results in information that is not relevant to the administrator's
decision making requirements. Given that the evaluation results are
relevant, evaluation reports should include the negative, as well as,
the positive effects of the programs. Eveluation results should also
include suggestions for potential alternetive courses of action for
decision makers. Additionally, both the advantages and disedvantages of
each alternative should be specified by the evaluator. The administrator
must realize that botih the alternatives and advantages and disadvantages
will undoubtedly reflect the biases of the evaluator. Therefore, these
must be interpreted in that regard.

Inv-lvement of personnel interested in, and affected bty the program
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to be evaluated is a fifth characteristic of a desireble evaluation system.
Many evaluations have encountered problems due to epparent misunderstand-
ings that have arisen due to the non-involvement of personnel. It is
important that program evaluation reflect & concensus of the opinions

of these personnel on a number of issues. Weis (2) has stated that if
evaluation is to be relevant, these issues should include:

1. The goals of the progranm,

2. The nature of the program service (and any variants thereof),

3. Measures that indicated the effectiveness of the program in

meeting goals,

L. Methods of selection of participauts and controls,

5. Allocation of responsibilities for participant selection,

data collection, descriptions of program input, ete.,

6. Procedures for resolving disagreements between program and

evaluation, and above all, |

7. The decisional purposes that evaluation is expected to serve.
Although total agreement on each of these points will not remove all the
problems, they should be minimal.

A sixth, and final, characteristic to be discussed in this section
is that an effective evaluation system must be reasonable in cost.
Administrators need to be aware of on-going evaluation efforts and
their cost in order that realistic budgets can be prepared. Typically,
evaluation studies range from approximately five t0 ten percent of the
progrem budgets. As a general rule, the larger the program budget,
the smaller the percent that will be required for evaluation. It has
not been uncommon for some personnel to think that evaluation cen be

conducted for as little as one percent or less of total budgets.

ERIC T
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Personnel costs alone make it e¢xtremely difficult to conduct meaningful
evaluations, for most programs, at this rate of funding. Again, any-
thing less than a tctal effort is m waste of resources.

There are many factors that will affect the cost of conducting
program evaluation. Administrators need to examine what the purposzs
for program evaluations are ar.d then insure that the funds btudgeted

foi this activity are realistic.

Implementing the Results of Evaluation

Within the past few years, there has been an increasing demand
for evidence to indicate the relative effectiveness or ineffective-
ness of various educationel programs. This trend has caused some
administrators to develop orgsnizational capacities for conducting
evaluation. Other administrators have had, within their organization,
capacities for evaluation and have relied upon their services for
corducting evaluation. Still other administrators heve contracted
evaluation to an outside agency or group.

Regardless of the way in which eveluation is conducted, the
administrator is then faced with the problem of utilizing the results
in future decision meking. The purpose of this section is to give
direction to those responsible for implementing the results of evalua-
tion studies. At least three major factors seem to have relevance if
evaluation results are to be used by administrators in decision making.
These factors include: (1) understand the conditions under which the
evaluation study wes conducted, (2) recognize the limitations of the
study, and (3) be certain the conclusions of the study are eppropriate.

First, administrators should understand the conditions under which

- 11 -



the evaluation study was conducted. It is not uncommon for busy
administrators to read only the summary and/or conclusions of research
and evaluation studies. Thias overview provides the sdministrator the
basic information needed in decision making. This cursory approach,
however, has caused problems for those individuals who did not fully
understand how the study was conducted and how the conclusions were

resched, In some csges, the evalusticn re

-t hae W
[ ~
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¢en 5¢ lengthy
individuals directed their interests to the results and disregarded the
methodology and procedures. In still other cases, the format of the
evaluation reports has not been conducive to easy reading and the
methodology sections were ignored.

Some questions that the administrator should ask about the conditions
surrounding an evaluation study include, but are not limited to:

1. What criteria were used in the evaluation process?

2. Who conducted the evaluation?

3. How was the information collected?

L. Was & sampling procedure used?

5. What was the response rate?
If an sdministrator asks questions like theze as an evaluation report
is reviewed, the decisions made as a result of the report will be more
realistic and sppropriate.

Recognition of the limitations of the study 1s a second factor
that should be considered if evaluation resuits are to be utilized in
decision making. All evaluation studies should have certain restrictions
stated about the generalizability of the results. Anyone axamining

evaluation repnrts should seek and/or determine these restrictions prior

to making decisions utilizing informetion presented in the evalustion



report. Furthermore, most evalusations are charged 1o do more than the
limited resources make possible. The reviewer of evaluation reports
needs to assess that which was evaluated to determine if realistic
priorities were established. Finally, the present methodology of evalua-
tion is often inadequate to provide all of the information required.
Questions administretors mlght ask that indicate the limitations
T the study
1. Were responses obtained from representstives of all those
involved in the program?
2. Were the assumptions listed in the study appropriate?

Were the objectives of the study within the resources and/or

w

capabilities of the evaluation?
L. Were the measurement tochniques sppropriate for the stated
objectives?
These questions are not meant to be inclusive of all those that an
administrator should ask sbout the limitations of the study. The
individual evaluation study itself will, undoudbtedly, raise additional
questions. As long as sdministrators determine the limitations of the
study, the decisions made as a result of the evaluation should be enhanced.
The third condition that needs attention if evaluation results are
to ve used in decision making includes the appropriateness of the
conciusions. The appropriateness cf the conclusions is determined by
examining the data that served as the basis for the conclusions that
were reached. Any conclusion should bte supported by evidence collected
during the evaluation study. Although eveluations often contain sub-

»,

j&ctive conclusions, some caution should be demonstrated by the evaluation
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reviever in interpreting these conclusions. Conclusions supported only
by subjective information should be viewed with skepticism. Few
evalustors are able to plan and conduct evaluation studies with e
completely detached attitude, and an administrator needs to question the
framework, assumptions, criteris, and date that enable the evaluator to

make conclusions. Perhaps evaluation studies need labels similar to

Warning: It has been determined that the results of
this study may be dangerous if interpreted incorrectly.

Questions that an administrator might ask about the conclusions
include:

1. Why was the study conducted?

2. Are *“he conclusions consistent with the original objectives?

3. Have the personal biases of the evaluator been minimized?

L, What esdditional information would have been helpful in making

administrative decions?
Apsin, this 1ist is intended to be illustrative of the typ= of questicns
that administrators should ask sbout the conclusion. Careful examination
of the study will probadbly suggest additional q: estions.

For those concerned with improving vocational educstion programs,
evaluation activities seem to promise at least a partial solution.
However, application of evaluation findings without (1) understanding
the conditlons under which the study was made, {2) recognizing the
limitatio:s, and (3) being certain the conclusions are appropriate, may

te worse iuan no evaluation activities at all.
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LEADERSEIP STYLE AND ORGANIZATIONAL EFPFECTIVENESS
Terence R. Mitchell

University of Washington

Abstract
A reviev of Fiedler's Contingency Model of leadership effectiveness
is presented. The paper covers the development of the model and recent
validation evidence cited by Pledler (1970). Some criticisms of the model
are discussed, as well as the practical {mplications of the model in the

areas of leader selection and leadership training.



LEADERSHIT STYLE AND OPGANIZATIONAL EFFECTIVENESSI

Terernce 7. “itchell

Infver-ity of Washingtor

Moet people would agree that the success or fallure of & group is
largely determined by the effectiveness of its leader. Vhen a business or
a military cempaipn is successful, it is the top manarfer or general who
receives the rreodir When haaehgll or football teams have a losing season,
the manager or coach 1is the first to po. Most organizations recosnize the
importance of leadership and have therefore, devoted a great deal of time
and energy to the task of iderntifying and developini good leaders.

The research in this area has concentrated on two main questions:
First, vhat kinds of pecple will rise to leadership positions? What makes

the man in a leadership position effective?

Review of Past Pesearch
The attermpts to find personality traits which can be utilized to dif
ferentiate the potential leader from the follower have typically failed
(Stogdill, 1948: Gibb, 1954). All folklore and isolated anecdotes tu the
contrary, there scem tco be no distinct leadership traits, although such
attributes as higher intclligence, greater phvsical size, etc., are some-
what more characteristic of leaders than non-leaders. As a result, there
are also no effective or practical leadership selection tests. Who becomes
a leader depends in part on personality factors, such as intelligence and
ability to get alonp with people. However, in large part, it also depends
on economic, political, and social factors, and on the academic backgroundg

-V and experience which a man happens to have, and the skills a job happens to

require.




A sirmilar problem exists when we try to distir~uish bv means of persgson-
ality tests betwveen effective and ineffective leaders. A certain trait may
be useful in one situation, but not in another. For example, interpersonal
slii11s might be important in orparizations which emphasize tasks that r«cuire
cooperation and interpersonal contact. These same traits might not be
related to perforrance in organizations which emphasize i{individual ability
or aggressiveness.

Attempts to measure leader Eﬁhﬂ!lﬂﬁ hcve also produced discouraging
regsults. Leadership research has identified two mojor behavioral styles
wvhich leaders use to interact with their group members (Bales, 1958- Stogdill,
1948; Kahn & Katz, 1960). One of these has been identified as a human
relations-oriented, considerate, permissive, or non-directive type of leader-
ship. The other is a directive, task-oriented, and structuring type of
lesdership we associate more comronly with orthodox supervisory and military
trainineg. Hovever, the ure of these stvles to nredict effective perfcocrmance
across situations or to help in the prediction of a rise to leadership status

oo ~r N
0as% Nl proven te tbe

fruttful. Thesge etyles arc helnful in some situations
and not in others.

What | am saying is not new. Different situations require different
leadership. This means that the same type of leadership style or the same
leadership behavior will not be effective in all situations. The question 1is,
what Linds of situations requirc what kinds of lcadership? If we want to

predict leadership performance, we must learn how to match a man's leader-

ship style with his leadership s{ituation.




Developrent of the Continpency Model
An extensive research prograr by Fiedler since 1951 has resulted in tue
development of '‘The Contingency !'odel of lLeadership Lffecti{veness.” This
model suggests that an effective leader must match his "style” with the
demands of the s<ituaticn. To provide support for this model it was neces-
sary to define effectiveness, leadership style, and the situational demands.
The rest of this paper will describe the model, the dats on which it was

based, validation evidence, and the implications of using such a model.

Effectiveness

By effective leadership, 1t 1s meant that the leader's group has per-
formed well, or that it has succeeded in comparison with other groups. In
other words leadership effectiveness, as the term is defined here, is measured
on the basis of group verforrance. An orchestra conductor has to be evaluated
on how well his orchestra performs: & reneral Is cffective to the extent to

which hig troops perform well.

Leadership Style

Relationship-oriented versus task-oriented leaderchip stylee are
measured by means of the least Preferred Coworker Scores (LPC). The score
is obtained bv asking the individual to think of all the people with whom he
has ever worked. He then describes his lLeast-Preferred Coworker (or LPC):
that i1s, the person in his life with whom he has been least able to work
well. The {tems follow the form of Osgood's Semantic Differential (1957).

For example,

Not
Intelligent: : : : : : : : :Intellicent
i 7 6 S 4 3 2 1
2 . . .Not
Friendly R : : : ‘Priendly




A favorable description of the Least Preferred Coworker indicates a
relationship-oriented style; an unfavorable description indicates a task-
oriented style of leadership. Since this Least Preferred Coworker does
not need to be a member of his task group, the LPC score can be obtained
before the leader is assigned to his group.

This leadership style measure, or variants of it, has been used in a
wide variety of interacting groups, ranging from high school basketball
teams and surveying parties to military combat crews, research and msnage-
ment teams, and hoards of directoras. The results, however, falled to
indicate that one type of leader was consistently better than another.

To interpret the results it was necessary to have some sort of assessment
of the situation.

Factors Determining Situational Favorableness

Fiedler has argued that the basic component of leadership is
inf luence. That 1s, leadership 1s defined as a relationship in which one
person tries to influence others in the performance of a common task.
Therefore, his situational assessment consists of one underlying dimension:
The degree to vhich the leader can influence his members.

This dimension {s composed of three factors. The first and most
important is the degree to which the leader i1s liked and accepted by his
members. The better the interpersonal relations, the more influence the
leader has. .

The second factor {3 the leader's formal power. The more posirive and
negative acti{ons that he can use, the more influence he will have. The
final factor is defined by the degree to which the task is structured or

unstructured. The greater the structure, the easier it is for the leader to

tell his men what to do.




These are at least three of the major factors which dectermine leader
influence. These threc dimeusians lead to a classification of group situa-
tions shown in Tigure 1. Just as there is no one style of leadership
which is effective {sr all groups, so there is no one type of situation
that ma':es a group effective. Il.iked leaders do not on the average perform
more effectively than do disliked leaders: and powerful leaders do not
perform better than lecaders with low nosition powver.

Please note that this says nothing about how intrinsically difficult
the task itself may be. A structured task, say building an electronic
computer, may be much mere difficult than an unstructured job of preparing
an entertainment program. But the leader's problem of influencing the
group will be greater in the wilunteer committee than in the task of
building a computer. It will obviously be easier to lead {f you are the
liked and trusted serpeant of a rifle squad (Cell 1) than if you are the
informal leader of a recreational basketball team (Cell 2), and it will
be very difficult indeed to be the disliked and distrusted leader of a
volunteer proup which is asked to plan the prozram of an arnual meeting
(Cell 8). 1In other wnrds, we can order the cells on the basis of how

favorable or unfavorabie the situation will be for the leader.

The Continrcncv *odel

Ve arc now zble tc ask what kind of leadership styles various situa-
tions require. To answer this question, the leadership stvle score has
been correlated with the performance of the leader's group in each of the
situations om which there was data (Figure 1).

The correiaticn betveen the leadersnip stvle score and rroup performance

is shown on the vertical axis of this graph. The difficulty of the situation
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is shnwn or the horizontal axis. There are over 500 different groups
repregented on this plot.

What does this figure show? Positive correlations; that is, points
falling above the midline of the graph, indicate that the relationship~-
oriented leaders performed better than did task-oriented leaders. Negative
correlations, represented by points falling below the midline of the graph,
indicate that the task-oriented leaders performed better than did the
relationship-oriented leaders.

Taken as a whole, the plot shows that the task-oriented leaders are
more effective in situations 1in which the leader has very much influence
as well as in situations in which he has relatively little influence. The
relationship-oriented person is most effective in situations which are only
moderately favorable for the leader. In effect, these data reconcile the
two major viewpoints in leadership theory.

Fledler argues that in the very easy or very difficult situations,
strong task-orieunted lcadcrship 15 needed to be effective. 1In situations
of moderate difficulty, the leader who spends time being concerned about

the interpersonal relationships in the group will be most effective.

Validation Evidence

Classgification of Studies

A number of studies designed to test the model have been conducted
by various independent investigators as well as by Fiedler and his asso-~
ciates. Some of these investigators, b design, and others, by oversight,
have not followed the methodology originally described. Different operation-
alizations of situational favorableness were used in some studies, while
others extended the model to co-acting groups (Hunt, 1967: Hill, 1969;

Bates, 1969), and some used leadership style measures unrelated to LPC (Shaw
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and Blum, 1966). These differences in methodology and divergences from
the mndel are, of course, quite appropriate and desirable. However, studies
which do not conform to the explicit methodology of the earlier work cannot
be used as exact tests of the model.

Therefore, four independent judges were given information chout the
methodology of the earlier work and asked to choose from about twenty
studies those which conformed to these procedures. Nine studies were
selected that at least three of the judges agreed upon.

Table 1 summarizes all the correlations from these acceptable studies
and shows that the median correlations for six of the sever. octants are in
the predicted direction (Octant VI was not predicted). Of these the joint
probabilities of the correlations in Octants I, III, and IV are significant
below the .05 level. Also, 34 of the 45 correlations are in the predicted
direction, a finding significant at the .0l level by binomial test. These
results permit the conclusion that we are not dealing with random effects:
Group performance appears to be contingent upon leadership style und
situational favorableness. A more detailed description of these studies
is presented in Fiedler (1970).

A recent set of validation studies hag taken a different approach
(Fiedler, 1973: Csoka & Fiedler, 1972). The argument {s that training and
experlience could alsn change the amount of influence attained by a leader
and therefore change the favorability of the situation for him. Under
these circumstances the model would predict that training would be good
for some people and not for others. For example, let's say we had a
group of managers working in a situation of moderate favorability. Normally,

high LPC interpersonal types would perform best. We proceed to give
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extensive behavioral and interpersonal training to this group. If Fiedler
is correct, then the situation becomes more favorable for evervyone. In
terms of performance, however, we have a problem. The high LPC leaders
are now in a fevorable situation; one which is no longer an optimal match
for their stvle. The low LPC task-oriented types have moved into a
situation which is better fit for their leadership style and consequently
they perform better. Thus, training 1s only heli ful for some people.
Hypotheses such as those above hagve now heen enpirically supported in =
number of gettings. These results also provide predictive validity for
the model as well as suggest some interesting questions atout traditional
training practices. We will return to this point later in the paper.

Brief Critique of the Model

Recently a number of critigques and evaluationa of the model have
appeared (Fiedler, 1970; Mitchell, Biylan, Oncken, & Filedler, 1970; Graen,
Orris, & Alvares, 1970). A brief summary cf the major points of these
reviews {s presented below.
LPC

Attempts to relate this measure to oth
with repeated fallure (Bass, Fiedler, & Krueger, 1964; Fishbein, Landy, and
llatch, 1969). Only recently have some suggestions gained support. Mitchell
(1970) has shown that the LPC variable is related to the leader's ability
to make numerous distinctions within his leadership role (cognitive
complexity). These data have been reconciled with the model in a paper by
Foa, Mitchell, and Fiedler (1970) which suggests that situational favorability
may also be related to the complexity of the situation. This interpretation
suggests that cognitively simple leaders {low LPC) perform better in simple

gituations which are composed of all good aspects or all bad aspects. More
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complex leaders (High LPC) would perform better in situations of moderate
favorability which have some good and some poor aspects.

Favorability Dimension

One of the major problems with the model hss been the incomparability
of studies. It is difficult to equate studies using different measures of
interpersonal relations, task structure, or position power. A vecent
report by Postluma (1970) has attempted to provide normative data for the
LPC and Group Atmosphere seales. Also, in a study by O'Brien an
independent index of tnfluence was generated using Structural Role Theory
ang groups were plasced in three situational categories (high, medium,
and low leader influence). The correlations for the high and low
situations between leader LPC and petformance were negative as was
expected. In aituationa of medium Influence, these correlstions were
positive. These results provided some support for the validity of the
favorability dimension.

Methodology

A number of methodological issues will be discussed. First, as can
be seen in Table 1, Fiedler hse not used the usual teats of statistical
significance to test the model. Since the number of cases per octant in
any one study tends to be very small, the more lenient criterion of being
in the hypothesized direction was used. This results in an alpha level
of .50 for a spedific correlation. To use this lenient criterion as
support for the model, it i1s necessary to generate almost the entire
sarepling distributicn of correlations i{in an octant before the null hypothesis
can be rejected. The question of whether 500 groups are sufficient is

debatable.




TABLE 1

Surmary of Field and Laboratory Studies
Testing tihie Contingency liodel

Field Studles Octants
I 11 11T v \Y V1 VII VITI
Hunt -.64 -.80 .21 .30
~-.51 -.30
Hill -.10 -.29 -.24 .62
Fiedler, et al. -.21 .00 L67% -.51
2'Erien, et al. -.46 .47 -.45 .14
lLaboratory "xperiments
Belgian WHavy -.72 .37 -.16 .08 .16 .07 .26 -.37
-.77 .50 -.5%4 .13 .03 .14 -.27 .6C
Shima -.26 L71%
:dtchell .24 .43
.17 .38
Fiedler Ixec. .34 .51
Skrzypek -.43 -.32 .10 .35 .2 .13 .08 -.33
ledian, all studies -.69 17 =22 .38 .22 .10 .26 -.35
tedian, Fleld studies -.59 -.21 -.29 .23 .21 -.24 .30 -.33
.iedian, Laboratory
Experiments -.72 .24 -.16 .38 .16 .13 .J8 -.33
i.edians in original
studies -.52 -.58 -.33 .47 42 .05 -.43
1
NMumber of correlations in the expected direction . . . . . . . . . + . . 34
Number of correlations opposite to exnected direction. . . . . . . . . . 9
p by binomial test . . . . . . . . . . . . oo 4 e e e e e e e e e .. W01

1exclusive of Octant VI, for which no prediction had been made.

* 5 < .15

* Studies not conducted by the writer or his associates.
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A final methodolopical difficulty with the Contingfencv Model has to

do with the pertitioning of the situational faverahility dimension into

homogeneou ubsets of groups (Graen, et al., 1970). Fledler states,

"The basic hypothesis of the Contingency Model...ie not tied to the

definition cf the favorableness dimension in terms of group climate,

position power, and task structure...The main question is always how to

order situations in terms of their favorableness.”" This implies a research

strategy involving partitioning the groups on a number of variables until

meaningful results (i.e., supporting the model) are obtained. This type

of research strategy has two consequences. First, with continued

partitioning, the number of groups within any octant is reduced to a

level where meaningful statistical tests cannot be performed, Second,

this approach will inevitably lead to a rejection of the null hypothesis

over a series of studies. The rejection of the null hypothesis of no

gsystematic relationship would, in this case, be due not to any true

relationship, but rathcr to the sys:tematic treatment of the data (Graen,

et al., 1970). Obviocusly, what 1is needed are more indcpendent tests of

the model.

Implications for Purther Research

individual Characteristics

The use of the LPC scale is not & necessarv condition for pursuing the
ideas sugrested by Tiedler's model. Other individual traits or characteristics
may be found which are more 8systematically related to performance in a given
situation. Perhaps the most important question here is ''what is the leader

1

doing." That is, given the situation, what behaviors lead to effective

performance? If, indeed, motivation {s tied to need fulfillme.t {(as
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suggested by Maslow, 1954; Herzberg, 1966; or Vroom, 1364), ther what
needs are being satisfied {n these various situations, and how this is
accomplished must be discovered.

Situation Characteristics

It was mentioned that only three characteristics were used in Fiedler's

model.. These factors are certainly not the only factors related to the

P 2 TN ) -4
r

uence. ch

ieader's infl actors such as stress or similsriry of groun members
are also important. Tt {s necessary, therefore, to construct a different
method of measuring the favorableness of the situation which will incorporate
these factors. It is8 su 3'-sted here that the uwse of structural role theory
or some other technjique might be better than using the type of diviasion
currently demanded by Fledler's approach. This suggestion is made because
the addition of one new variable to Piedler's model gives you 16 situations;
the addition of two variables gives you 32, etc. These partitions would
make the model very cumbersome and certainly are not required by {ts
underlying theoretical assumptions.
Implications for Improving Leadership Performance

What 2re the major implications of the model for understanding
leadership and supervision, and what does the model tell us about leadership
selection and training and the more gemeral problem of improving group

per formance?

Leader Selection

Traditionaliy, psychologists have used a rather simple .nodel of
selection. Dumnette points out that "this model has sought to link
predictors (that is, various measures cf individual differences) directly
with so-called criteria (that is, various measures of organizatiomal

ccnsequences or job ''success) through a simple index or relationshigp,
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the correlation coefficient. This traditional validation model directed
that persons on any given job be divided on some global measure (such as
sales volume, overall rating of "success,” or potential for promotir~)
into successes and failures and that they be compared on test scores,
biographical information, or any other personal measurements available.”
Such an approach overlooks at least two major considerations. First,
mimerous behavioral stvles might be used to acquire success, some of which
would be more in line with the position of company policy. That is, two
salesmen might have equally good sales records but one might be diligent,
courteous, and highly motivated while the other might practice various
forms of deception. A second problem is that certain characteristics
might be helpful in most situations but not in all. There are data for
example which show that hiring bright people tor certain kinds of routine
jobs leads to a high level of turnover., Yet, it would be hard to convince
an employer to hire the applicant who 1s not as bright as another, equally
qualified candidate. The result of this process is that most selection
devices correlate with performance at best in the 20s and low 30s.

What 15 nceded 12z a thorough analysis of the joba and the behaviore
required to be successful on that job. Various selection techniques can
be used to determine what types of people are most likely to display these
behaviors. Sucnhn a model has been suggested by Dunnette and {is presen;ed
in Figure 2. Some recent research using this approach has been completed.
Dunnette discusses research with managers at Standard 0il, with a small
electry :al roods company, with district marketing managers and with Farmers
Mutual Reinsurance Company. All of these studies showed support for the

model. However, it is also true that people and jobs change over time and
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people frequently change positions. To match people with positions when

both might chanpe has implications for training.

- -

Insert Pigure 2 about Here

leadership Training

The second method for improving performance has been through leadership
training. 1In fact when we talk about improving leadership, we immediately
think of training. And yet, after all these 'rears we have no convincing
evidence that leadership training improves organizational performance.

Let me stress that we are not speaking here of training militarv
leaders or business executives in administrative procedures, in personnel
methods, or in the technical aspects of their jobs. Training of this type
is obviously important, if not essential, to organizational performance.
Our remarks concern the training of leadership ahility or leadership
behavior per se, and our criterion of effectiveness is orpanizational
performance.

Thia i{s clearlv a crucial problem. Yet according to Gilmer (1966,

p. 245), "A rigorously controlled study of the value of executive training
has...never been conducted.’" More recent studies have not settled the
problem. But as we mentioned earlier, the Contingency Model has explained
why these results are so poor. Training is good for some managers and

not for others,

1f the theorv 1s correct, training can be effective only if it teaches
the individual first to diagnose the situation correctly and then either to
modify his leadership style to fit the situation, or to modify rhe siruation

to fit his leadership style.
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Rowvever, {t is verv difficult to change leadership style. When we
talk about leadership styles we are not dealinpg with surface hehaviors,
but with deeply ingrained patterns of relating to others. It seems douhtful
that these patterns of relating can be switched on and off at will. Would
it not be easier, therefore, to teach the executive to fit his jor to his
leadership stvle than to change his personality to fit each of his successive
joba?

How might this be done? Well, we could change a man's power through a
variety of procedures. The decision making could be asllocated to him alone
or to him and his subordinates. Titles can be changed, people of various
ranks can be assigned to him, or we can control certain powers that he might
have (raises, firing, etc.}.

Interpersonal relations are changed by the character of our group
members. For example, racial and cultural heterogeneity is related to
group conesiveness. Ve can assign troublemakers to him, or otger tvpes of
individuals.

The task s®#ructure can bhe modified in terms of the specificity of
instructions, the latitude of decision making, or through other procedures
which influence the amnunts and kinds of information that the leader has
about the job.

These changes in supervisory jobs which we are discussing are relatively
small and do not require reorgantzing the entire unit. Our research does
not sugpest something brand new, but rather it hopefully provides a rationale
and a belter basis fcr making these organizational engineering decisions.

Finally, we might suggest that a policy of job rotation bC adopted.

This i9 a fairly common pructice in wany organizations both to promote an

individusal or to familiarize him with other aspects of the organization. 1In
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many cases rotation is an integral part of a long term managemrent
development program.
istorically, howvever, most rotational decisions have heen made on

an intuitive basis. The Contingency Model mav provide an empirical
rationale for these decisions. Thus, individuals could be rotated to
positions that best matched their stvle. In this way, the changing
dynamics of anv situation may be dealt with appropriately. Since
situations are constantly changing, if we couple rotation policies with
training policies that teach an individual how to manipulate the setting
in optimal ways we are better able to maximize the fit between the
irdividuxl and his job.

ia summary, there can be no question that new approaches to leadership
are required. We are facing increasing shortages of highly trained,
highly intelligent executive manpower. We can no longer afford to discard
a highly qualified srecialist just because he may not perform effectively
in a particular leadership position, nor should e expect that a man will
be an outstanding leader no matter what the situation. Ratler we need to

learn how to> engineer the organization to make the leader effective.
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Footnotes

1Research conducted under Office of Naval Research Contract Né-ori-
07135, and ARPA Order 454 under Office of Naval Research Contract 177-472,
Nonr 1834(36) and Contract DA-49-193-MC-3060 with the Office of the Surgeon
General.

2Other items wer2: confident--not confident; impatient--patient;
hardworking--not hardworking; close--distant; iazy-—-ambitious; warm-cold;
productive--not productive; sociable--not sociable; casual--formal;
ccngiderate-—not considerate; dependable-—not dependable; agreeable--not

agreecable; creat ive——not creative; sympathetic--not sympathetic.
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INDIANA'S STAFF ORGANIZATION FOR EFFECTIVE MANAGEMENT

Several major changes have taken place in the administration of
vocational education in Indiana during the 1960's and early 70's--

8 new State Board of Vocationsi and Technical Education, & new State
supported tecknical co>llege, a8 new State Advisory Council, a new
Higher Education Commission, and the development of an area vocational
school system--just to name a few. The ideas presented in this paper
&re not intended to be new. but are 2 combination of goo. management

practices that have worked in Indiana for the past three vears.

In the late 1960's, the Division of Vocational Education was infl:zxible,
regulatory in nature, und used a trad'cional approach to administration
of vocational education programs. There was very littls contact with
other segments of educaticn, and each of the six program areas operated
48 autonomous divisions withio a divizicn. QOver 75 report forme were
used in ssking local educational sgencies “o report necessary data for

program management.

Early in 1970, the administration recognized that a complete service
could not be provided until the vocational family was unified. This
caused the administration to take a close look at the philosophy,
organization, &nd State administrative Btructure for providing a

~

service to the local educational agencieca.

."»
Y
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Indiana has a long history of vocational education programs, getting
its first legislative support in 1913. Indiana is the thirteenth
largest state. It runs from a very industrizlized community to farm-
ing operations to large manufacturing businesses. Indiana is approach-
ing a population of 6 million and receives over $12 million of federal

vocationsal education funds.

During 1973, we are serving over 120,000 high school students in voca-
tional education programs and over 176,000 high school studerts in
industrial arts and non-reimbursable business education programs. Of
the 360,000 high school population, more than 2¢0,000 students are
being served in occupational relsted programs. We are serving over
50,000 adults and 10,000 post-secondary vocational students, The
restructuring of the administrative system has developed these improved
management functions.

Staff Management Systems known as Indiana's Management by Objective

System

State-Wide In-Service Training Program

State-Wide Area School System

State-Wide Post-Secondary Technical System

State VOCED Data System

State System of Career Education Progrums

Stute Self-Evaluation System

_Combined Youth Leadership Programs v

State Technical Assistance Program

State Staff Professional Development Progran



Communications System with other Education Agencies and the State

Legislature

In all, our professional staff of 28 people is providing a service to
over 345 local educational agencies, An administrative service plan
was developed to coordinate, combine, and review the many different
functions to beé served by the State Vocatioumal Staff. A
workshops, training programs, and input from local educational agencies;
the basic functions, goals, and cbjectives of the State vocatiocual sys-
tem were identified. The principle usead in outlining this portion of
the system: a good staff msnagement system is dependent upon having

clearly defi: ed, measurable goals and objectives at all .evels of

operation. (Attachment A)

It was acknowledged early in the planning of this new approach to State
administration that a total commitment, understanding, and involvement
of the staff was essential. 1t was imperative all people involved in
the system hsve an understanding cf the system, be involved in the
planaing and development of the system, and have a total cowmmitment to
its implementatior. Using the input of the State Staff and the local
educational agencies, the Indiana Management by Objective System was
developed. Input fron the various segments of vocational education
was important, but sometimes trying. As a well-known philosopher said,
"*The trouble with good advice is that it usually inéerferes with our

plans,"”

The previous administrative structure, allowing for complete autonomy



of the different program areas, could not be used if a unified system
of service was to be implemented., After much discussion, an adminis-

trative structure was developed. (See Chart - Attachment B)

The administrative structure called for vocational education to be
part of tha total educational system of the State. The structure uses
input from various ap:ncies invoived in planning for vocational educa-
tion and stresses service versus regulatory functions of the State
Vocational Staff. The administrative structure of the State Staff is
broken into two major service aresas--Program Service Unit and Adminis-
trative Service Unit. The functions asrc*gned to each unit are outlined
in the organizational table. The structure uses new approaches to
providing service in our State. A team service approach and the use

of task forces have been initiated to accomplish the common objectives

of the Division of Vocational Education.

As the system developed, centralization of statistical, finnnciai
information, @nd other operational proredures became cssentisal for its
success. The services of computer experts were utilized to develop a
completely automated system of data collection, retrievai, and dissem-
ination. Titles of program supervisors were changed to program con-
sultants. It was also realirzed chunging the names was not necessarily
enough; much in-service education, indoctrination, and in some cases
some real "head knocking' was required before the systea was underdtood.
It wvas important each staff member develop the philosophy of providing

service as opposed to regulatory functions,




Another major administrative decision was [taffing the system. With
non-expanding resources for the State Administrative Staff, the
decision was reached to reduce the program area personnel and expand
the overall or total vocational positions with people within the
Division. ttaff members with broader perspectives then just one pro-
gram area and who had a total vocational education philosophy were
used “or the new positions. Job descriptions were devcioped, and
again in-service education for the en’ire staff war necessary.
(Attachment C) Of paramount importance was the principle of a balance
of program specialists and total vocatior.' orieanted personnel,
Although this was not developed without prc:lems, I believe the system
is stronger because we used our people, who had an interest iu provid-

ing a more total service to local educational agencies.

The total implementation stage took a commitment and perseverance on
the part of the administration. As Franklin D. Roosevelt said, 'New
ideas cannot be administered successfully by men with old ideas, for
the first essential of dolang ¢ job well i3 the wish to see the job
done at all." The job has not been easy; easy jobs never last long,
the competition is too keen. The administration made &8 ccmmitment,
eieei ., that cowmitment, and the system t< provide a service wvas

implemented and has been successful. (Attachment D)

During the planning and development stage, the principle adopted was
any good staff management system contains elements of review, evalua-

tion, and renewal. The management systéem was developed to sllow f$r

!



continuous updating and revision. Weekly staff meetings were planned

for communication purposes and review of activities.

The evaluation segment included weekly, monthly, quarterly, and yearly
individusl and total staff reports and reviews, allowing for input

from all people involved for success of the system. Periodically, the
services prowvided are evaluated by ad hoc committees representing the

local educational agencies of wvocational education in Indiana.

As earlier stated, the system 18 a8 collectioc of administrative prac-
tices and procedures. When coordinated together, :hey have developed
into & staff management system that has workecd for three years., At
the present time, there are few plans for changing or revising the
system. Two areas under consideration are the devel pment of a
centralized filing system for the Program Service Unit and a m re

coordinated centralization of youth activities.

In summary, we were faced with a given amount of resources to provide
the most efficient and effective services to local educational agencies.
We have met the challenge with & unified staff management system that
has proven not only successful but also very rewarding for all,.
(Attachment &) Making this change wéc not easy, but we cacnot be
afraid of change if we are going t~ provide the services needed by the

various agencies. The five major principles developed and implemented

in our staff management system are; ¥

.

l. A total commitment, understanding, and involvement of the

State Staff

\
' )
’ .
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Centralization of data, fiscal informastion, and other

operational processes

3. Clearly defined, measurable goals and ob jectives at all
levels of the operation

4. A balance of program specialists aud total vocational
persoannel

3.

Contains elements of continuous review, communication,

evaluation, and reneval

with the above outlined program, our services just seem to multiply.

(Attactment F)




Attachment A

1973-74

DIVISION OF VOCATIONAL EDUCATION

GOALS AND OBJECTIVES POR PROVIDING SERVICE TO LEA'S

The Goals r~d Ohjectives for Providing Service to Lncal Educational
Agencles are avallable upon request to the State Director of Vocational

Education, Roow 10.2, State Office Bullding, Indianapolis, Indiana 46204.
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STAFF ORCANIZATION FOR EFFICIENT MANAGEMENT

Scope of the Discourse

- I have been asked to discuss "Staff Organization for Eéfiéient Manage-
ment."” In attempting to intelligently deal with this toﬁicf it has been
necessary to make certain basic asaumptions, establish the scope of the
presentation, and clearly define the significant terms used. The theme
of the overall conference is "Improving Administrative Activities cf State
Vocational Education Agencies.” Thus, our major interest is vocational
education. The scope of our concern is improving administpat;ve activities

éf the state agency which is responsible for vocational eduéé;ion. The
significant administrative activities of the state agency are staff organi-
zation and management.

Staff organization and management of the state agency must be closely

tied to the statewide program of vocational education.‘ There must be a

clear understanding regarding its orientation and operation--its under-

lying philosophy, purpose, goals, and objectives; and the decision-making
process involved. Each of these categories should be fully -conceptualized
with respect to the needs of the people to be served and the people employed
to provide the services. My remarks will be ceuntered largely on experiences
in my state in the areas of organizatiocn and administration. Emphasis shkall
be given to: (1) the philosophy, purpose, goals, und objectives that have:h
provided the basis for the development of the present organizational structure
in Kentucky; (2) the Kentucky organizational chart and principles of operation;
(3) changes which have been made in the organizational structure in the past
ten years; and (4) projected chaages foreseen in the organization of the state

vocational education agency over the next ten years.
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In a'study of the organization and administrative prbcedures in'other
‘states, I have not been able to find suy two states with the same structure.
All of them operate according to a "State Plan for the Administration of
Vocational Education" which follow the same basic guidelines and afebstrqctured
aloag a similar pattern, but the details of their operation vary considerablj.
1 have not attempted to compare differenqea Among the states. 1 have l1limited
my discussion to what hag happended in Kentucky and what changes are

anticiprated for the future.

Organizational Structure for Vocationzl Education in Kentucky

Kentucky 18 oriented to a statewide system of voecational educat;on. It
has been larzely deveioped as an integral part of the total educational
system. The state vocational education agency is located in the State
Department of Education. It operates under the management and control of
the State Board of Education, which is also the State Board for Vocational
Education. The state vocational education agency is called the Bureau of
Vocational Education. Its administrative officer is designated as the
Asgistant Superintendent for Vocational Education. The organigational
structure of the Bureau of Vocaticnal Education is shown in Figure 1.

The Bureau of Vocational Education.is now divided into six divisions
which have been organized largely on the basis of functions to be performed.
However, .the planning function designed to 1dent1fy.pragran needs, develop
curriculums on the basis of the program needs, and‘determine the -appropriate
means of implementing the instructional programs is done primarily on the ~
basis of major occupational areas or categories. |

In the planning process, increased attention is being given to the
broad scope. of occupational clusters in assigning respomnsibilities for

program develqpment. Yet, we realiée that considerable reseatch,/exemplary

‘
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efforts, and program evaluation must be accomplished before we will be fully
confident in our approach to determine what pattern of program planning will
best serve our needs--what clusters of occupations should be included; what
should be emphasized at each level of the educational process; and how the
overall curriculum pattern shouid be structured.

The basic divisions that we now have operating in the Bureau are:

(1) Interagency Relations; (2) Vocational Program Development; (3) Vocational
Program Supporting Services; (4) Vocational Facilities Construction and
Maintenance; (5) Fiscal Control and Finan¢ial Accounting; and (6) Vocational
Program Management. Vocational-technical information services are organized
as a separate auxiliary unit which operates closely with the State Depart-
ment of Education's Division of Iuformation and Publicationms.

The Bureau of Vocational Education in Kentucky relates to 1nsti£ﬁtions
of higher education and local educational agencies through contractual
arrangements. It gsecures their assistance in providing certain programs and
services through reimbursement contracts. It also has cooperative agreement:.
with other state organizations, institutions, and agencies which have mutual
interests in programs pertainirg to vocational education, manpower develop-
ment, economic development, and institutionzl accreditation.

The Bureau of Vocational Education in Kentucky is responsible for aill
vocational education programs administered under the Vocational Education
Amendments of 1968; Appalachian Redevelopment Act of 1965;: Economic Develop-
ment Act of 1965; Manpower Development and Training Act of 1962; other

manpower programs administered through the State Department of Economic

Security; and all adult education programs administered under the Adult
Education Act of 1966.
The Bureau of Vocational Education serves as the state agency for the

approval of institutions that offer training under the Veterans Rehabilitation
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Act of 1966. It is responsible to license private proprietary schools
offering vocational and technical education programs in the state which
are not under the jurisdiction of other state licensing boards.

As shown in Figure 2, the State of Kentucky is divided into seventrcen
(17) education development districts. They follow the same pattérn as the
fifteen (15) area development districts which were established by the State
Legislature for the organization and development of programs operated by
other state agencies. The Bureau of Vocational Education has followed this
same pattern in dividing the state into fourteen (14) vocational education
regions (same as the area development districts, except that area develop-
ment districts 8 and 9 are combined to form vocational education region 9).

Each vocational education region has a regiomal staff which is employed
through the Bureau of Vocational Education as state employees. The regional
vocational education staffs are directly responsible to the Bureau of
Vocational Education in the State Department of Education for thé operation
of all adult, vocational; and technical education programs offered in the
different vocational education regions under the management and control of
the State Board of Education.

Kentucky, basically, supports two kinds of organizational arrangements
for adult, vocational, and technical education which come under the manage-
ment and control of the State Board of Education. It has a system of
state~operated vocational-technical schools and area vocational education
centers. They are directly managed by the Bureau of Vocational Education.
The state vocational-technical schools are owned, financed, and operated by
the state. They are established primarily to serve postsecondary students
and adults. However, they may serve some secondary students during the
regular school day. This is the practice where the secondary students do

not have ready access to an area vocational education center. We now have
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fourteen (14) state vocational-technical schools approved by the State Board
of Education. Each area vocational education center is owned by a local
school district, but it is financed and operated by the state to serve two

or more secondary schools in one or more local school districts. The area
vocational education centers are established primarily to serve secondary
students during the regular school day. They may serve postsecondary students
and adults in the late afternoons and evenings. We now have sixty-four (64)
area vocational education centers approved by the State Board of Education.
Five of these centers are in correctional institutiomns.

Kentucky also supports adult, vocational, and technical education
programs on a reimbursement basis through a variety of local educational
agencies, including 319 secondary schools in lég‘local school districts
(A single school district may have a vocational education department.);
thirteen (13) community colleges in the University of Kentucky System;
seven (7) state universities; and one (1) ‘four-year state college. The
Bureau of Vocational Education staff, in cooperation with the regional voca-
tional education staffs, provides consultative assistance and supervision
for all local educational agencies that operate reimbursed adult, vocational,

and technical education programs. .

Philosophy of Vocational Education

In the development of a staff organization for efficient program manage-
ment, our most significant task has been to conceptnalize a statewide system
of adult, vocational, and technical education; determine how it should be
meshed into the total educational program of the state; and determine the
other programs or systems with which it needed to cooperate or coordinate its
efforts. It is believed that vocational education, same &s any other viable

system, needs to share its resources with other related sysiems. These we

P2
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call svailable inputs to the syster: which need to be organiced and handled
through & process designed to attain certain desired outputs. The expected
outputs are intended to satiafy‘the purposa, goals, and objectives‘of the
statewide system. Together, the inputs, processes appiied to the inputs to
produce the desired outputs, and the outputs are intended to produce a
dynamic system of vocational education for the benefit of Kentucky.

I1f one is to assess the viability of a vocational education system in
order to improve its performance and the quality of its outputs and to

"intelligently plan its future course, the relation of its important compoments
must be continuously examined as interacting entities or as a unified whole.
The components in such a system constantly interact on each other and dictate
any far reaching changes that need to be made to satisfy the ever changing
purposes of the system. Decisions should be made to change the staff
organization and the system's strunture, revise the curriculum and tesching
methode, alter facilities and equipment to satisfy the curriculum changes,
reassign responsibilities of staff personmnel, and adjust educational programs
to satisfy the needs of individual students whenever they are justified as a
means of improving the effectiveness of the system. Systems analysis may
dictate new program purpcses, goals, and objectives which call for changes

in the basic staff organization and management procedures.

We need to look at the internal components of the state vocational
education system to make sure that it is properly organized, staffed, and
managed o satisfy the basic purpose for which it was establishad. However,
it must be clearly understood that the general public--the people-~supplies
the basic resources by which the system is enabled to functisn. The voca-
tional education system must make a significant contribution to the welfare
of society if it can expect to receive the public support which it needs in

order to attain its intended purpose. This basic fact requires a careful
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examination,ééiihe inputs, the process, and the outputs of the system with
respect to théip external relationship in meeting the needs of the people.
An\understanalng of the relationship of these aspects of the system should
reveal the resource limitations that impede the system and the factors that
will ultimatgiy determine its productivity in terms of its goals and

s objectives. fhis implies that there is a basic need to identify the
significant elements that will indicate the probable effectiveness of the
system'é,inpgfs on the quality of the system's outputs.

N

It ahoﬁlg)be clearly understood that the people to be served-~the
students——pe$ggsent the primary inpuf of the vocational education system.
Their proper;éévelopment is the educational system's primary reason for
existing. Tﬁeir attitudes about the school aud the program in which they
are enrolled greatly afi‘ect ;he operation of the system. In the final
analysis, thé'students become the primary output or product of the educational
process. It can be assumed that the general public will expect the educational
experienceql?rovided by the school to bring about a wholesome change in the

-.1lives of the people who have participated. Society has a right to expect
the studentsiieducational experiences to develop the knowledge, attitudes,
and skills needed which they cannot get elsewhere, The programs offered by
the school are "expected to make a significant difference in the lives of
the students--in their ability to assume productive roles in the "world of
work" and in other areas of social responsibility.

It is also important to recognize that, after the students, teachers
constii.ute the largest and most important inputs in the total educational
system. Teachers are the most expensive inputs. They play the central
role in determining results-~the value of the educational experiences.

Their cost, as measured by student achievement, demands close analysis and

continuing evaluation. An important goal of the educational system should
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always be to hold down costs in relation to student achievement so as ﬁo
maximize Iearning results. This is the basic challenge to efficient educa-
tional management. This is the real reason why "Staff Organization for
Efficient Management" deserves constant attention by those responsible for
"Improving Administrative Activities of State Vocational Education Agencies."

Vocation#l education is fundamentally a "teaching-learning process."
Teaching is directing the learning process—-the activities of the learner--
g0 as to bring about the maximum amount of desired learning and a minimum
amount of undesired learﬁing. Learning is a self-active process on the
part of each learner. It is a process by which the individual learmer
through his owm activities--through what he does~-becomes changed in behavior.
Productive behavior or performance of the individual student is the intended
output of the experiential process provided by the school.

This experiential process involves and impacts on the cognitive, affective,
and psychomotor domains of the human organism. They interact and reinforce
each other during the learning process. A soundly conceived and well planned
educational program must be based on the significance of these domains to
desirable individual -.:hievement in the socioeconomic enviromment, As we
consider "Staff Organization for Efficient Management,' our basic goal must
be ‘the achievement of success with the "teaching-learning process" in
vocational educatiomn.

| Expansion in the fumctions of vocational education has led to signi-
ficant changes in its basic orientation. More attention is now being
given to the special problems of individuals and groups who were ignored or
neglected durihg the years before passage of the Vocational Bducation Act
of 1963. Increased emphasis is being focused on the needs of the disad-
vantaged, handicapped, and gifted. It is becoming increasingly apparent

that vocational education needs to be an integral part of a sound comprehensive
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educationai system that serves a majority of the population. More attention
is‘beirg focused on problems of the unomployed, underemployed, and uoder-
priviieged--those living in povgf;y, minority groups, and females.

More interest is now beiﬁ;};iven to the role of vocational education és
a part of career education and an integral p:rt of the total educational
process. It is becoming accepted by more leaders in education as a vital part
of each individual's total 1ifg,caree; development which must not be overlooked
or neglected. These new horizogg for vocational edgpation have placed greater
significance on the social and;piychological foundations of educotion as they
relate to vocational educationéaso life career development. What the indiyidual
wants to do with his life should\be determined through a well planned and
effectively implemented experi;noial process—the total educational process.
It should purposefully maximize individual development in terms of one's >
social and economic interests, ooeds, and capabilities.

A shift in the emphasis of vocational education and a tedireotiOn in
the programs and practices has Fesulted in rather extensive changes in
organization and management atﬂp;actically all 1evels_of operation. There
has been a significant shift in epphasis from &n orientation on specific
occupational program areas base& oo the manpower requirements of the labor
force to an orientation toward the development of comprehensive vocational
education programs and program supporting services based on the vocational
education needs of the people to'bo served. These shifts in emphasis were
made for the expressed purpose of causingl;goders in vocational education
to recegnize and accept the emerging~ﬁéw ;;opoosibilitiea for vocational
education at different educatiooal levels and the need for expanding

supporting services.

The changes recognized for vocational education have placed increased
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stress on the need for a stronger and more dynamic leadership role for the

managers of vocatlional cducation programs and sprvices.
k,’

Purpose of Vocational Education -- The Vocational Education Act of 1963,

as amended in 1968, pfovides an excellent statement of the purposes of
vocational education. As quoted from the Act: -

"It is the purpose of this [Act] to authoPfze Federal grants to
States to assist them to maintain, extel], and improve existing
programs of vocational education, to develap new programs of
vocational education, and to provide part-§ime employment for
youths who need the earnings from such empfoyment to continue
their vocational training on a full-time bhagis, so that persons
of all ages in all communities of the Statg--those in high
school, those who have completed or‘diécaﬁtinued thoir formal
education and are preparing to enter the labor market, those
who have already entered the labor market put need to upgrade
their skills or learn new ones, those w}gh\special educational
handicaps, and those in postsecondary schiqdls--will have

ready access to vocational training or réggﬁining which is of
high quality, which is realistic in the 1light of actual or
anticipated opportunities for gainful employment, and which is
suited to their needs, interests, and ability to benefit from
such training."

This Act clearly indicates that the purpose of vocational education is
to prepare persons of all ages who are preﬁari%gfto enter the labor market,
or who have already entered the labor market for vocational training or
retraining which is of high quality, and which is realistic in the light
of actual or anticipated opportunities for’gggnful employment,

Goals and Objectives of Vocational Educafiggr—- Basically, the goal of

o A

vocational education is the preparation of persons of all ages in all communi-
ties of the state for gainful employment so they can attain aelf-fulfiliment
as productive individuals in the '"world of vérk" and as responsible éitizens
in important social endeavors. )

It is the objective of the Bureau of Vocational Education in Kéntucky
that through its leadership, planning, and‘gﬁginistration, the statéwide
system of vocati;nal education will serve the occupational education needs
of all the people. It is intended that théiﬁ?ople throughout the state will

r
&
x
i e
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have ready access to high quality vocational instruction which is realistic
in the light of actual or anticipated opportunities for gainful employment.
The planning will be done to provide instructional programs and services which
are suited to the people's needs; interests, and abilities. Occupational
competence of each individual is the expected objective. Promotion of the
work ethic through the vocational education system is emphasized to convey

to each individual the challenges and opportunities 6pen to him. Provisions
will be made for eaéh individual to adequately prepare himself for the
occupation or career of his choice. This will be reinforced with provisions
for continuing training or retraining as the need arises so that occupational
competence may be achieved and maintained. Thus, the significant objectives
which have been identified for attaimment in vocational education are to:

1) Understand the contribution of occupations to the welfare
of each individual and to society.

2) Understand the variety of career opportunities available
to each individual.

3) Provide adequute opportunities for acquiring appropriate
occupational skills for job entry and maintenance by per-
sons of all ages in all communities of the state.

4) Cope with changing occupational requirements and demands

on a continuing basis.

Principles of Operation

The basis for planning, developing, and implementing a sound statewide
system of vocational education in Kentucky is the sincere belief that there
must be mutual understanding, cooperation, coordination, and financial support
from the federal, state, and local levels of govermment if desirable results
can be expected. It 1is believed that vocational education must be a national
concera and responsibility expressed by federal leadership, technical
assistance, and financial support; a state function and responsibility

expressed by state leadership, planning, administration, and financial
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support; and a local operation expressed by local financial support,
effective program planning, programvdevelopment, and the implementation
of a sound comprehensive iustructional program. The program should be
based on the needs of the people and the manpower requirements of the
labor market and reinforced by the essential program supporting services
and the assgistance of an active advisory committee composed of lay citizens.
The basis of a sound statewide program of vocational education is a
soundly conceived, well planned, and effectively implemented comprehensive
vocational edﬁcation program in each local community throughout the state.
Such a program needs leadership, guidance, and technical assistance from
the state vocational edvcation agency; institutions of higher education; and
other related institutions, organizations, and agencies with mutual interests.
A comprehensive local vocational education program has as its base a
sound instructional program which is managed to satisfy current occupational
demands for manpower and the vocational education needs of the people. Such
a program needs the services of a full-time director and a competent staff
which is capable of providing such essential ancillary services as: short-
term and long-range program plaﬁning; operational research and related
activities; curriculum development; vocational guidance services; inservice
personnel development; exemplary or innovative program activities; facilities
planning and maintenance; personnel recruitment, placement, and follow up;
and program evaluation. Such a staff needs to be organized to work as a
team in carrying out these functions and to provide viable local leadership
in carrying out an effective program.
If a well rounded and competent local vocational education staff is to
be produced, the institutions of higher education need to develop compre-
hensive teacher education programs which will develop in the personnel that

they train the competencies needed to properly function in a comprehensive
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program at the local level. This challenge is expressed in the Vocational
Education Amendments of 1968. It states that:

"The Commissioner shall approve the vocational education leader-

ship development program of an institution of higher education

upon finding that —~ (1) the institution offers a comprehensive

program of vocational education with adequate supporting services

and disciplines such as education administration, guidance and

counseling, research, and curriculum development; (2) such

program is designed to further substantially the objective of

impro?ing vocational education through providing opportunities

for graduate training of vocational education teachers, super-

visors, and administrators, and of university level vocational

education teacher educators and researchers...."

Improvement to get a well balanced comprehensive vocational education
program implemented at the local level and improvement to get a comprehen-
sive program for vocational education personnel development in institutions
of higher education represent the areas where state vocatiohal education
agencies now have their greatest challenge. Effective programs at the
higher education level are vital to the success of programs offered by local
educational agencies. Competent personnel are essential to the success of
local vocational education programs. Much of their orientation, basic

development, and commitment to professional excellence are acquired in their

preservice vocational training which is secured in institutions of higher

education.

Changes that have Occurred in the Organizational Structure

The organization of the Bureau of Vocational Education has been
gradually changing in its orientation and organizaticnal structure during
the past decade. Since passage of the Vocational Education Act of 1963, it
has been reorganized three times. The changes have occurred because of a
shift in the emphasis of vocational education; addition of new responsibilities

assigned to the Bureau; and expanded programs and services assumed by the

Bureau.
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The initial reorganization was due primarily to the changed emphasis
placed on vocational education in the new federal legislation and the new
provisions in the State Plan for the Administration of Vocational Education.
The change in emphasis from primary attention on specific occupational areas
to primary attention on special program functions and expanded support for
vocational education to include all publicly acceptable occupations resulted
in a complete reorganization of the Bureau of Vocational Education in
Kentucky. The second reorganization placed increased emphasis on functions
as a means of delivering programs and services to local educational agencies.

The Bureau of Vocational Education was reorganized for a third time in
1972. This was done with the intention of developing a staff organization
which would acquire the competencies needed to manage the Bureau on the
basis of clearly formulated goals and objectives. The present organizational
structure in shown in Figure 1.

Basically, the Bureau of Vocational Education is organized into divi-
sions, and Ehe divisions are organized into units. The units are organized
on the basis of specific occupational areas and program functions. To date,
we have not been able to conceptualize a delivery system for implementing
adult, vocational, and technical education programs and services in local
educational agencies which would be more effective than doing it through
the occupational program areas; such as, agriculture, business and office,
marketing and distribution, health occupations, home economics, industrial
occupations, public service occupations, and practical arts. The primary
emphasis on practical arts is at the middle school or junior high school
level (usually in grades 7, 8, and 9). The practical arts are organized on
the basis of occupational clusters. The curriculum emphasis for the practical
arts is on: (1) introduction to the economic system and its structure;

(2) orientation to the different occupational clusters in the economic
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system; and (3) exploration of the occupational clusters which are of interest
to the students with appropriate opportunities for hands-on experiences. It
is desired that these experiences in the practical arts will leéd togspecial
or specific occupational preparation programs.

The occupational program units are located in the program development
division. Adult basic education and manpower programs are located in the
interagency relations division. The other divisions are organized to assume
responsibility for the implementation of the various vocational education
functions provided for in the State Plan for the Administration of Vbcational
Education. v : \

The staff in the Bureau of Vocational Education is organized so that
it can relate t; the institutions of higher education and, through the
regional vocational education staffs, to the local educational agencies on
a collegial or pluralistic basis in carrying out their assigned responsi-
bilities. Basically, this is done through the division structure and in
terms of functions to be performed.

To properly relate the different program functions to be carried out
with the different occupational program areas, we have developed an organi-
zational structure within the Bureau which has all profeséiOnal personnel
asslgned to task forces. The task forces have the responsibility for planning
and developing the various functions of the state program of vo¢a£ional
education. The functions are largely implemented through the appropriate
occupational program areas. The task forces are organized so that personnel
from the different d}visions in the Bureau and from the different occupational
program areas are represented on a given task force so they can help plan and
develop the particular function assigned to the task force. It is the
responsibility of the task force to determine how the function is to be

developed; who is to implement it; and who will be responsible to monitor
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the on-going program. The representative from a given occupational program
area who is working with a particular task force has the responsibility to
- keep the personnel in his unit properly informed of actions taken by the
task force. He also has the responsibility to assume the leadership role
in getting the people in his unit organized to appropriately carry out this
particular function as it pertains to this particular occupational area.
The pattern for organizing the task forces to plan, develop, and implement

the various functions in vocational education is shown in Figure 3.

Projected Changes Anticipated in the Organizational Structure

In Kentucky, we have been experimenting with several exemplary programs
and projects during the past decade in an attempt to develop the kind of a
vocational education system that would effectively serve the occupational
education needs of the people and the manpower requirements of the:labor
market. We have attempted to organize the vocatioral education program so
that it would be a vizble force in improving existing industries and
attracting new industries so as to improve the economy of the state and
thereby enhance the employment opportunities for the people. The record
will show that significant progress has been made in these endcavers.

We have recognized that a sound comprehensive vocational education
system must depend upon a sound organizational structure supported by the
appropriate administrative tasks which are properly planned, supported, and
implemented. Attention has been given to the organization and development
of the different administrative tasks into a viable management system with
the essential supporting components and services.

Our efforts have included cooperative activities with many other
organizations, agencies, and institutions. We are convinced that practically

all_of these experiences have been highly beneficial to the program of
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vocational education in Kentucky. We are not completely satisfied with our
accomplishments, but we feel confident that we are now at the threshold of
pulling things together so we can have an effective and efficient management
system for a well organized state program of vocational education.

State government 1n Kentucky has been studying the feasibility of
making certain basic changes in its organizational structure for more than
four years. The possible changes would involve the State Department of
Education and the Bureau of Vocational Education. The basic purposes of
the recommended changes are to consolidate like functions and services so
as to improve efficiency and effectiveness of state agencies in providing
the essential programs and services to the people. Emphasis is being
placed on "management for results.' The intention is to eliminate dupli-
cation of efforts and waste in providing an effective management by
objectives system which wiil be sound from a cost-benefit point of view--
one whereby state government can be held more accountable to the general
public for programs and services which it has promised to deliver.

State government is moving to organize all state agencies on the basis
of Management by Objectives. To implement this concept, we are now in the
process of developing the basic components required to support such a system.
The Bureau of Vocational Education in the State Department of Education has
been designated as one of the units within the state system to develop a
Management by Objectives system for the state program of vocational
education. It is expected that some of the components to be developed by
the Bureau will also support other bureaus in the State Department of
Education and other agencies of state government.

In our efforts to conceptualize, develop, and implement a viable
Management by Objectives system which would satisfy the needs of the state-

wide system of vocational education, we have sought technical assistance,
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financial support, and cooperation from all possible sources where we
thought promising exemplary programs were being conducted and expertise
would be available to reinforce our efforts. We believed that such
assistance would possibly accelerate the full implementation of the system
that we have conceptualized.

Stevenson has defined Management by Objectives in terms that explain
rather clearly the ideas which we ares attempting to conceptualize and
implement in Kentucky. He has said:

"Management by Objectives is a system which enables an organi-

zation to plan its course of action, to assist individuals with

contributing to that course, and to determine progress toward
mutually accepted goals. It provides a mechanism whereby an
organization may concentrate its efforts upon a set of priorities
which have been mutually determined and broadly accepted. This
system allows every individual in the organization regardless of
level and responsibility to know what is expected of him, where

he may look for guidance and assistance, and who he is expected

to coordinate with in his work. The system provides for the

progress of the organization toward certain goals and keeps

disruption due to both outside and inside changes to a minimum."l

It is believed that a sound Management by Objectives system which is
properly implementeé will provide for accountability by the state agency;
supporting institutions, agencies, and organizations; and individuals in
the attainment of organizational goals and objectives.

As we view Management by Objectives, it is a system where managers
at all levels of operation assist their subordinates in planning their
work, meeting their objectives, and reviewing their performance so they
may achieve optimum results from their efforts. In following this practice,

they will assist in the accomplishment of the overall goals and objectives

of the organization.

lManagement by Objectives, "Foreword" by Dr. William W. Stevenson,
State Department of Vocational and Technical Education; Stillwater,
Oklahoma; January, 1973.
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The Bureau of Vocational Education has been involved in several exem~
plary projects during the past few years striving to develop the essential
components which are needed to support an effective organization for managing
the administrative tasks assigned to the Bureau. As we now view it,
Management by Objectives is the approach that we want to take in managing
the state vocational cducation agency in Kentucky. It gives each program
manager in the agency responsibility for planning on the basis of goals and
objectives; administration of programs, services, and activities required
to attain his goals and objectives; and leadexrship in seeing that subordinates
are properly oriented, trained, and managed to carry out their assigned
functions.

At the core of the total organization are the administrative tasks
that must be performed ir order to carry out the purpose of the organization.
In vocational education, we have identified these tasks to be:

1) Effective ommunications within the Bureau, between the

Bureau &v.. the operating units within the statewide system,

and between vocational education and other organizations,
with which it needs to maintain good working relations.

2) Staff personnel development for all personnel in the Bureau,
and in all other operating units within the statewide system
of vocational education designed to produce appropriate
understanding, commitment, and competenci-~s in all employees.

3) Curriculum development and instruction for all programs and
services to be offered.

4) Facilities planning, construction, and maintenance to
accommodate the statewide system of vocational education.

5) Student personnel services.

6) Business management, including program budgeting, financial
accounting, and fiscal control.

7) Program supporting services; such as, problem definition,
operational research, program evaluation, and a management
information system.

If Management by Objectives 1s to facilitate the implementation of a
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sound teachi;g-xearning process in vocational education, it is essential
that the maS@r administrative tasks be properly planned and implemented.
There needs\fo be developed a reinforcing relationship among the adminis-
trative taéﬁé which is well understood and supported by each program manager.
The proper 8?§aﬁ1zation of the different administrative tasks into opera-
tional areaéﬁshould bring a desired order and cohesiveness to the vocational
education siktem which will prove beneficial to the entire staff through its
-~ .

managenent éapability and to the students enrolled in the program.

Y '
At the center of the process of Management by Obiectives are people,

ideas, and things. They are the basic components of the organization with
which the managers must work. People create the need for leadership; ideas
create the need for conceptual thinking and planning; and things create the

need for adﬁinistration. The management process involves three basic

functions. They are problem identification and analysis, decision making,

e -~ and communications. However, tnere 2re other functions which must be

- e a can mm— — -

erfcrmed in the management process. They are planning, organizing, staffing,

e}l

directing. ®oordinating, and budgeting. The manager must strive at all
times to sense the pulse of his organization and take appropriate action
to keep it dynamic in working toward its goals and objectives. To do this,
he needs cefgain basic management tools at his command. When he has them
properly organized and functioning, he has a viable system. He has an
efficient staff organization and an effective management process.

In Kentucky, the Bureau of Vncational Education is in the process of

developing these components of its management system:

1) Education Resources Development Unit which will be responsible
for operational research, program planning, exemplary programs,
program evaluation, and information dissemination. This unit
has the major responsibility for providiug the leadership in

getting developed the goals and objectives for the Bureau and
for the state program of vocational education. This is being




2)

3)

)

5)

6)

- 24 -

done by involving the entire staff in the process. Basically,
the "Delphi Technique' is being used to secure agreement on
goals and objectives for the Bureau and the divisions and units
within the Bureau, and for other operational subdivisions in
the state systen.

Each operational unit is being trained in the use of the Program
Evaluation Review Technique (PERT) in program planning, alloca~
tion of resources, and program implementation.

Occupational Information Collection and Utilization Unit. This
unit has the major responsibility to develop and operate a
management information system for the benefit of the Bureau and
all local educational agencies that are required to produce an
annual and long-range program plan for vocational education.
The unit will produce and maintain an up-to-date "Manpower and
Occupational Information Handbook" for each county in the state
and for the state as a whole. It will include manpower demand;
manpower supply; educational resources; and student enrollment,
placement, and £31low-up information.

Fiscal Control and Financial Accounting Unit. This unit has the
major responsibility to coordinate the development of a program
budget for vocational education in the State Department of Educa-
tion. All divisions and units in the Bureau will be involved in
this operation. The Programming, Planning, Budgeting System
concept will be followed in producing the annual and biennial
vocational education budgets for the state program.

Educatinn Personnel Development Unit. This unit has the -
responsibility to provide leadership and coordination in

education in the state for preservice and inservice training
to keep them up to date with the responsibilities of their job.
Through the support of the Education Professions Development
Act, the Bureau has developed a statcewide plan for personnel
development.

Program Development. This function will be largely carried out
through the program development, interagency relations, facilities
construction and maintenance, program supporting services, and
program management divisions. This will require cooperation and
coordination by the directors of these divisions to get an effective
job done. Each of these divisions has a significant contribution

to make to program developmentr. They are expected to maintain a
collegial or pluralistic relationship in performing their assigned
responsibilities.

Program Management by Objectives. The Assistant Superintendent for
Vocational Education plans to use the directors of all divisions

in the Bureau of Vocational Educatioa as a coordinating committee
to provide the leadership in organizing and implementing the
Management by Objectives system in the Bureau and in all vocational
education regions of the state.
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It is believed that all activities of management in Kentucky, whether

they involve the professional Staff, the State Board of Education, the

State Advisory Council on Vocational Education, or the general public, should

contribute to the attainment of the intended results of the organization. In

LI
vocational education, the intended goal is an effective teaching-learning

process which will benefit all“persons who desire to enroll in the program.

An effective staff organization and efficient management process

should accomplish these basi¢ functions:

1)

2)

3)

4)

Identify and influencg the formulation of appropriate policies,
goals, and objectives for the organization.

o N
Stimulate and direct the development of programs and services
designed to achieve the purpose, gocals, and objectives.

Organize and coordinate those respomsible for planning,
developing, and implementing the programs and services which
are essential in attaiiing the goals and objectives of the
organization. -8

Secure and manage the resources which are needed to supp~rt
the organization and #t. programs and services.

-~ - - - - - - - - - - - -
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DEVELOPING PERFORMANCE BASED OBJECTIVES

You and I are here for an important reason this afternoon; to help
improve the quality o!l' opecrations of your state vocational cducation
arencies. There arc obviously many different aspects of' this broad topic
area we could discuss, but this afternoon we are going to concentrate on
the use of objective-based systems of administration as tools for the im-
provement of individual and organizational performance. Before the dﬁy is
done, all of you will have had the chance to work in seminar groups on
direct applications of these systems to vocational education, so I am not
going to try to cover the same material. Rather, I'd like to make my con-
tribution in terms of giving you the basis for understanding how and why
these systems do or do not work and why--~-though I must caution you to
beware of academicians bearing simple solutions to complicated problems
~-~-they appear to be one of the most fruitful approaches to the complicat-
ed job of administering organizations.

Let ﬁs begin by looking broadlv at the things you as an administrator
can ﬁénipul;te aé you.étteéit‘Zo-iﬁ;}ové_fhe ;;c;t}on;i ebdéation ef}ort' o -
in your state. If you are dissatisfied with the performance of a part of
the organizaticn you supervise, one possible area in which the search for
solutions to the problem can be begun is that of technolopy. You may ask
yoursell, "Is there any piece of equipment---a computer, a typewriter, a
car, microfilm or you name it that could solve the problem for me?" So
far as western society is concerned, indeed, our most frequent response
to any social or organizational problem is to assume that a new piece of
equipment is the key to solving it.

A second possible source of solutions to the problems of performance
in your agencies lies in the area of structure. If this Leadership Devel-

opment Seminar does nothing else, it will have made a contribution to
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the quality of vocational education if it alerts you to the possibility
of structural difficulties within your organization and leads you to ask
questions such as, "Is the problem in Instructional Services dﬁe to fail-
ure on my part to provide adequate communication channels or to provide
the Supervisor of Instructional Services with the kind of authority he
needs to do his-job properly?" Again, I cannot downgrade the importance
of structure as a possible source of soluticns to problems of agency per-
formance, if for no other reason than the fact that I have seen structur-
al solutions work in numercus on-going organizations.

Finally, we come to the area of people as potential sources of sol-
utions to performance problems. We may look at the individuals who make
up our organizations and ask, "Can we handle this problem by replacing
particular individua;s or groups with others or by changing their behavior

through education, training or other techniques?"It is with this third

- e eme  vme - o e

‘area that we are primarily concerned today, not because we feel the ofhéTs
are unimportant, but because it is a topiclarea in which T have some ex-
pertise and one that was assigned to me for the program. Let's begin our
discussion by looking at possib}e sources of individual performance prob-
lems in much the same way we looked at organizational performance problems.
The framework we'll use is one developed by Porter and Lawler (1964) as
part of a broader analysis of individual performance. Though the entire
model has some problems of its own, the segment we are using here is a
ugeful tool for taking problems of individual performance s&part.

If an individual employee in your agency is not performing well, one

source of the problem may be a itacy of the traits and abilities necesssery

to perform well in his assignment. All of us at one time or another have

seen organizationali problems createzd by mismstches of people and jobs. The
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assignment of individuals to positions fof which they lack the necessary
skill or personal make-up can create major problems for organizations. They
can be solved in three different ways (1) By changing the individual so he
better meets the requirements of the job---a task that ranges from the sim-
ple to the impossible, (2) By changing the job so it better fits the mix
of abilities and personal characteristics of the incumbent or (3) By re-
placing the individual with someone who better fits the position require-
ments, something that is easier to do in some organizations than in others.
Problems of individual performance may also stem from lack of effort
on the part of the individual cmployee. All of us are familiar with the
underachiever syndrome among employees as well as among school children---
the individual who has all the potential in the world, but somehow puts
forth only the minimum amount of effort. Here the solution tc the problem
lies in the nebulous area that we call "employee motivation,”" a topic we
will discuss™in a bit more detall In a féw moménts. ~ - T -
Finally, we have the possibility that poor individual performance may
stem from neither lack of traits and abilities necessary for the position,

nor substandard effort. It may be that the individual's role peception---

his understanding of what is expected of him---1s incorrect; that is, he
does not see his duties the same way his boss does. He can do the job and
he is trying hard, but his priorities are wrong. In such cases we normally
start thinking about job descriptions, indoctrination programs and communi-
cation programs as ways of dealing with the problem.

Thus far, then, we have established that effective individual perform-
ance reguires three things: (1) Appropr’ .te traits and abilities, (2) Effort

and (3) Accurate role perceptions. At this point it is helpful in our task




.
of understanding how to deal with employee performance problems to lay out
the approaches commonly used by administrators in dealing with them. Given
the time limits we're operating under, I'll be able to treat only the ex-
tremes of the total range of approaches to such problems. Thus Approach A
and Approach B are really more caricatures than actual ways in which admin-
istrators deal with problems of individual performance.

Approacnh 4 flows from a stream of thought which has pretty well domin-
ated teaching about individual employee performance since the beginning of
the study of management as an independent field.Those who follow this way
of handling employee performance problems seem to dcal with each of the
arcas we have discussed---abilities and traits, effort and role perceptions
--~in a consistant way. Their "knee-jerk" response to problems of traits
and abilities is to look for improved selection techniques or to institute
various forms of formal training programs. Thus we would expect to see a

—— Sl ot reebor—ef Yosabticnal Edwe.tdon concevned with poor performage on _
the part of his office staff to institute to classes in clerical skills,
office procedures and the like and to call upon the State Department of
Personnel for improved selection procedures and higher standards in screen-
ing applicants. If the problem were limited to a few individuals, he might
begin steps to terminate their employment or to get them transferred, a
proccss we refer to as "rotation of the rejects.”

Typically followers of this approach deal with problems of low effort
through what have been called extrinsic factors. These are things such as
pay, promotions, special privledges and ewards which are related to but
are not actually part of the individual's work itself. Problems of role
perception are dealt with through formal job or position descriptions

which list in detail the activities the employee is expected to perform.




-5-
Followers of Approach B, on the other hand, have their cwn="set of
more Or less automatic responses to problems of employee performance seen
as stemming from the various sources. The problems of traits and abilities
are dealt with in much the same manner as under Approach A, with one major
exception. Advocates of Approach B normally place far less emphasis on for-
mal training programs than do their Approach A counterparts. Instead they
place far greater weight on informal coaching by the employee's superior.
Formal programs are frequently seen by these individuals as irrelevant to
the day-to-day problems of the organization. Frequently the individuals
sent to formal programs by the advocates of this approach are those he can
spare, rather than those who have the greatest need. for it, from an ob-
jective point of view.
Lack of effort is seen as stemming for the most part not from poor
use of extrinsic factors, but from the failure to build intrinsic sourcec
of satisfaction---interesting work .'-"lange,achievement, opportunities

— - - - - - . - - - —_— e . e - - — ———

to earn rrcognition and the like---into the individual employee's job it-

self. The administrator deals with problems not primarily through pay ana

the like, but through job redesign aimed at providing the employee with

a meanlingful, intcresting, challanging job. Performance problems coming

from poor role perceptions are typically handled not through listing of

activities to be performed in position descriptions, but rathcer through

4 process of mutual goal-sctting in which employee and boss jointliy est-

ablish priorities, targets and deadlines. The individual learns what is

expected of him indirectly through this process, rather than by having

his superior's expectations spelled out for him in 8 position description.
The evidence is certainly not all in regarding the relative effect-

iveness of thesc {wo approaches. A great deal more research needs ¢c be
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done before I can starnd up in front of you or any other group of admin-

istrators and say, ""This approach is the answer to problems of employec

performance.” Yet, if I were a betting man, I'd have to put my money on

Approach F. The results of the studies performed thus far. limited as

they are, point in that direction. As Carroll and Tosi point out,
We have...cevaluated the research relevant to certain aspects of
(Approach B), such as goal setting, feedback on performance, and
participaticn. This research supports the idea that (Approach B)
should result in higher levels of performance than those of man-
agement approaches that do not involve the establishment of per-
formance goals, the provision of feedback relevant to performance
as 1t relates to such goals, and subordinate participation in the
~etting of such goals. (Carroll and Tosi, 1973, p. 16)

Further, the B Approach makes considerable conceptual sense as well.

So far as the improvement of traits and abilities are concerned, the

day-to-day guidance of the boss should provide more directly relevant

information for the employee than formally developed classroom proced-

ures. Similarly, therc 1. 1i1viie question that intrinsic sources of mot-

-

—-— e e~ - — -— - -— - —

ivation are more potent than their extrinsic counterparts, if for no

other reascn than the fact that Civil Service regulations and union con-
tracts severly constrain use of extrinsic factors as means of increasing
employee orfort. Similarly, there is little question that the actting of
specific conerete goals with firm deadlines for their accomplishme nt can
clarify an employee's role perception far more completely and clearly than
can the vague listing ¢ generalities that the typical position description
contains. The mutual goal-setting process advocated in Approach B also makes
considerable rense, because it provides both a sense of personal committment
to the goals on the part of the subordinate ind also is frequently interproted
as a compliment, reflecting favorably on the respect in which the employce

is held by his boss.
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Yet. despite the evidence in support of this type of approach to prob-
Ivms of c¢mployce performance., there is considerable Zifficulty ot the part
ol' many administrators in making the system work as well as they would 1ike,
There are several reasons for this, but in my mind one stands out. Adminis-
trators find it diffizult to open the direct communication with their sub-
ordinates which is necessary for the effective operation of such a program.
Specifically, they tend to fall intou three traps:

1. They tend to talk primarily in terms of individual traits or char-
acteristics such as reliability, trustworthiness, cooperativeness
and the like. These terms, when used in a critical manner, are al-
most certain to generate defensive reactions that hamper communic-
ation, Discussion should be organized about behaviors, rather than
traits.

Z. They tond to get involv:zd in long-winded debates with the subord-
mate Gver what” hé fa¥ TF Has ™ ndol domie in” the past. Thé administ-
trator should use the past performance of the employee as a spring-
voard for discussion of the future. The typical administrator has
nc time to waste on discussion of the past. What s done is done
and cannot be changed. Only the future is subject tc management
centroel,

3. They often take the position of judge, telllirng the individual
employre their verdict, a process which also generates defencive
reactions and cute of free discussion. The supericr should take

a problem-solving attitude, rather than acting as Jjudge.

Taken together, performance based objectives provide a major advance over

more traditional methods of dealing with employee performance problems.

ERIC

Aruitoxt provided by Eic:
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They provide & means through which an individual administrator can morc

directly and cffectively influence the performance of his subordinates.
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Introduction

c¥it1c3 of American education often appeer to believe that the

educaticnal system possesses modest aspirations and even more wodest
achievemcnts. This may be an unjust viewpoint but it serves to point'
up the fact that the educational system has been provided with ineffec-
tual devices for planning activies and roporting eccomplishments to the
public. The problem iz compounded by a lack of consensus as to what
constitutes educational output. With uncertainty surrounding educational
produdtgylty, schools have suffered because of problems in designing
their programs, assessing their performance, and developing suitable
allocative strategies (or means to determine how best to utilize limited
human and non=human resources in the learning process).

What is lacking is & general framework for educational planning that
is appropriate for educational agencies. Planning is formulating a
system-wide philosophy, general goals and objectives; organizing relevant
data, detéfmining personnel, spacc and material requirements; examining
alternative procedures and establishing priorities; providing for communica-
tions and information retrieval for the system; analyzing financial
resources; evaluating how well objectives are being met; looking to the
future and reviewing the system containually to ensure that objectives
are being reformulated and that the system is dynamic and innovative
rather than static and rigid. If properly conducted, systematic planning
can provide educators with a more complete basis for rational choice. It
is a way of attempting to control the future instead of merely reacting

to it. (1)



The Management Process

In his bcok, Planning and Control Systems: A Framework for Analysis,

Robvert Anthony views the management proceas as occurring at essentially
three levels of the organization. His definition of these levels is
accomplished by statlﬁg the general type of management process which
occurs there, to wit: strategic plauning, management control and
operational control. (2)

Strategic planning is defined as "the process of deciding on
objectives of the organization, on changes in the objectives and the
policies that are to govern the acquisition, use and disposition of
resources.” This process is obviously and necessarily accomplished at
the highest levels within the organization.

Management comtrol is defined as "the process by which managers
assure that resources are obtained and used efficiently and effectively
in accecmplishment of the organizational objectives." Operational control
is "the process of assuring that specific tasks are carried out effectively
and efficiently."

Every orgenization, formal or informal, by its own nature of being
an organization, will have objectives. It is essential, especially to
formal organizations in education that these objectives be firmly
established, clearly defined, attainable and communicated throughout the
organization. This 18 not to say that objectives cannot change, but that
they must not be vague, indefineable or uncommunicated. This becomes the
first step in the management process, esteblishing objectives. This
establishment has the effect of providing a framework in which all manage-

ment action takes place. It channels planning and is indeed a prerequisite.




The decision-making proceés cannot effectively operate unless oriented
toward objectives. '

Objectives are not, hoGZber, peculiar only to the organization as
a8 whole. There are several types and levels of objectives. long-
range objectives are, in effect, a statement of where the organization
is going, or intends to go. In & means-ends situation, they are the
ends. If long-range objectives are the ends, then short-range object-
ives are the means, the way in which long-range objectives are intended
to be met. It follows, therefore, that short-range objectives must
support long-range objectives.

Cbjective breakdcwn results in & so-called hierarchy of object-
ives. Once organizational objectives are established, they can be
broken into more operable segments and assigned to sub-units of the
organization. Thie breakdown process can be carried out to the lowest
level of the organization, the individual. The obvious advantages of
this breakdown are to give each sub-unit or individuael a definite goal
to work toward. Also, it facilitates greatly the control process by
providing a framework for progress analysis.

As stated previously, objectives provide a framework for planning.
Logically, then, planning is the next step in the management process.
Planning, once again, is defined as essentially & process by which
future courses of action are defined, evaluated and selected with
reference to organizational objectives. As objecti-es provide a frame=-
work for planning, so does planning provide a framework for control.

As there is8 a8 hierarchy of objectives, so also must there be a

hierarchy of plans. Flanning must pervede all levels of the orgenization,




becoming increasingly more detailed épvard the lower ransgement levels.
The progress of the organization will ;nﬁréase greatly as more individuels
from all levels of the organization bgc?ﬁe involved in the planning and
decision-making process. It oniy aeemm{nitural to state that an individual
¥ill become more involved and interested in that in which he has taken part
in developing.

The next step in the management p;ﬁcesa is scheduling which is
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essentiaily "putting the plan on plenning and
control systems such as PERT and CPM emphasize the condition of a plan,
that is the network, without reference to a schedule. It is only after
the completion of the network that & schedule of start and completion
dates is developed. This does not mean-that time is not applicable to
plan develcpment. As a plan is divided imto its constitutent parts, time
estimates (duration estimates) are made :Fr each, but start and completion
dates are not set. The purpose behind tHis technique is to avoid biasing
time estimates in favor of calendar datg;. Once schedules are established
end implemented they become an extension of the plan for purposes of
control.

Several factors combine to influence scheduling, a few of which
will be mentioned here. The availability of resources is probably the
single most important factor. Resources in this context include per-
sonnel, both quantity and quality (techn;Eal ability), money, facilities
(to include meke-or-buy situations) and tlme. Time becomes increasingly
important when plans have an assigned completion date. An important
point in this situation is to maintain independence between time estimates
and scheduled (assigned) completion dnte;r Time estimates should be made

and then assigned dates applied. At this point, if it is seen that the
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time estimated will result in a time overrun, then replanning must be
done, but this has hopefully avoided bviasing time estimates in favor of
assigned dates.

Other factors influencing scheduling are the desire for efficient
w.ilization of personnel and facilities; that is, reducing idle time ,
and evaluating time estimates made by other personnel to account for
tendencies to either "pad" estimates or to overestimate abilities.

Once a plan is finalized and implemented, mamnagement needs some

method for determining i1f progress ia as planned. To be effective, this

control process mutt be flexible and dynamic. A plan seldom remsins

unchanged throughout its implementation. As it changes, the control
process must adapt to it. Corpletion of the control process leads back
to the first step in the cycle and sets the stage for another journey

through it. (3)

§xgtems Approach

The study of organizational activities such as planning, controlling
and evaluating may be called systems analysis. The term systems analysis
has a great number of definitiona and should be used carefully. 1Ii 1s
part of the new generation of interrelated management procedures that
seek to enhance organtational rationality. 1In education, a system may
be defined as "The sum total of separate parts working independently and
in interaction to achieve previously specified objectives." (L)

The system approach is a methodological approach to decision-making
and is generzlly described by the term system analysis - "a generalitzed
and iogical process for identifying and breaking down, into as many care-

fully distinguishable parts as possible, the structure, parts and
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interactions of & system.”" (L)
1. Where are we going and how do we know when we have
arrived?
2. What are the things that will keep us from where we are
going and how do we eliminate them?
3. What are the major milestones along the way to where
ve are going?
4. What are the "things" that must be done to get to each
milestone?
S. Of what specific tasks are the "thingz" composed?
€. What are the possible ways of getting the "things" done?
In the educators' language these questions may be proposed &s the
steps in educational system analysis.
1. Determine mission objectives and performence requirements,
2. Determine and reconcile constraints.
3. Determine mwmission profile.
L, Perform functional analysis.

Perform task analysis.

A%}

6. Perform methods-means anaiysis.

In summery, system analysis should yield, in precise form, & col~-
lection of date which tells us what is to be done, in what order it must
be done. what are the feasible performance requirements at each level

and what possibtle ways are there to get the mission performed. (5)

System Analysis Steps

System analysis, in education, cen be reduced to four basic tasks




consisting of:
1. Mission analysis
2. Functional analysis
3. Task analysis
L. Method - means analysis.

Mission analysis consists of defining the overall mission objective
and determining mission performance requirements, constraints and profile.
The purpose of mission analysis is to define and express in conclse, expli
measurable terms the tangible end product to be produced, defining:

1. Product specifications representing terminal success
of the mission objective

2. Performance restrictions or iimita representing the
operational tolerances measuring acceptable final
achievement.

3. Performance characteristics and restrictions.

System analysis should not only assist in deriving a concise,
operationally stated mission objective and specific performance require-
ments, it should also determine the "hurdles" which make the production
of the end product Infeasible. As such, a primary requirement for the
system analyst will be to identify constraints which can jeopardize the
achievement of the mission objective.

Functional analysis shows what must be done in the order that it
must be done. Each top level function mey be analyzed intc constituent
lovwer level functions and as the analysis moves down the problems and
functions are defined and identified in greater and greater detail.

Fach anslysis step regults in the determination of edditional performance

requirementes for that level allowing the identification of additional
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constraints for that level. Thus, at each levsl functions are identified
and analyzed and each functions performance requirements and constraints
are identified. The resulting date is used to determine lower order
functions.

Functions are collections of "things" to be done to meet a perform-
ance requirement. The analysis continues until all are identified for
complete problem definition. This "vertical"” analysis coatinues until
further analysis starts to yield units of performance calied tasks. Task
analysis identifies the units of performance for each function which, when
sequenced in the order in which they occur, will "add-up" to the functions
which they constitute.

Methodemeaus aunalysis identiiies tne fotal array of methods and means
for meeting the performance requirements at successive levels of analysis
for each and all functions and tasks. It determines for each performance
requirements or family of performance requirements,

1. What is available
2. What are the advantages
3, What are the disadvantages

Method-means analysis provides data to be used in cetermining the
final methods-means decisions during system synthesis. Upon completion
of the total checking between the steps of mission analysis, functional
analysis and task analysis, the method-meens data bank will contain all
of the method-means which could meet the total array of performance
requirements at each and every level of the system analysis.

In summary, system analysis may be used at each step in system
development . any place where logical problem-solving is relevant.

System analysis may be used to determine what the final product is to do
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and/or look like and/or perform as well as produce the desisn process

for producing the final system prnduct.

Information System

Underlying and permeating the use of system analysis is the develop-
ment of an information system thet provides accurate and sufficient data
for defining the problem or missgion and evaluating progress or lack of
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progress toward attsining mission objectives. The
real problems is to perform a need assessment or obtain data from a valid
need assessment. A need assessment will show the discrepancies between
what is and what is required, A total array of discrepancies will provide
data which will allow the selection of the problems with highest priority.
Education will probably never have the resources to deal with all of its
problems, so it must derive and apply criteria to select those with the

greatest urgency or highest criticality from the total array of needs.

MISVE

The Center, in response to the expressed need of many states for &an
information system for use both in planning and evaluating vocational
education programmatic efforts, and for meeting reporting requirements,
is undertaking the development of a transportable management information
system for vocational education. This system is expected to be an improve-
ment over systems currently in use by the states because it operationalizea
a core set of goals and objectives common to most states' priority plan-
aing, evaluating, and reporting concerns, yet provides procedures,
guideliner, and software for adding goals, objectives, and dats 