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A MODEL FOR IMPLEMENTING A CAREER EDUCATION SYSTEM
- T. Antoinette Ryan

University of Haéaii

Abstract
A model for implementation of a careét:education delivery system
is presented. The three major elements in the delivery system are de- (:D
fined, and the relationships among the planning, implementing, and evalu-
ating activities are pointed out. The implementation function is ana-

>

lyzed, and each of the_ eleven subsystems involved in implementing career

edfcation is cggi;égred. .
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Elements in a Career Education Delivery Systém

Caree \education refers to the process of syséematically providing

experiences of awareness, exploration, and preparation, together with

i

placement and follow- ivit to facilitate and contribute to the
%—'iﬁwv ’ %w‘-f}

optimum devekWMdual with implementation of the per-
son's occupational roles in a.healthy self-concept. A system is an

organiza:iougg RN A e~ up of interacting
o .

A Ll

e e AR o b P -
and int:e raTaval i s L a5 «i»*‘:‘-"v‘v*’""wﬂ%’”" , ooB ér for the purpose
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of accomprreh EADINPREAN !,,HLJ . Three major func

constituting«the necessary elements for de11very of career education,

-0

are: planning, implem!ntation, and evaluation.

Planning is concenned with assessing needs, articulating|goals, sub-

<

goals, and objectives, pfodpcing possible strategies for achieving the
. - A

evaluating the alternatives, and sele¢ting the

performance objectives,

best possible strateg}

-

In planning career education, analysis of the

environment is made and z model is synthesized and simulated. _Implemen-

tation "is the ac;ual;doing of what was planned, using the se .cted tools

and zstrategi.es"l (Raufman, 1972, p. 134). 1In the career educatfion deliv-

ery system, the impIfmentation stage begins with the establishhent of

"preconditions required for the new concepts to gain a footingl (Hoyt, -

‘Evans, Mackin, and engum, 1972, p. 149), and this involves sge ing that

a climate of readi ess and support is established and maintaindd, as well
as developing or optaining equipment apd materials, training personnel,

arranging facilities, scheduling time, and providing needed finhnces.

Implementation algo involves the tryout of the various EompOﬁen 8 of the
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system, as well as testing the completed prototype before the total sys=-
,Ttem is launched and maintained. Evaluation is the third function of the
career education delivery system. Evaluation is concerned with determin-
.ing how well the aséessed needs have been met, and establishing the ef-
fectiveness of the system in achieving the performance objecfives. iBoth
formative and summative evaluations must be carried out, Variables are
defined, effectiveqess criteria are established, meas;rements taken, and
results are interpreted and reported,

This paper is addressed primarily to the implemed@htion of career
education, However, due to the interrelatedness of planning, implementa-
tion, and evaluation in the actual provision of career-education in the

real-life situation, consideration will be given to plaﬁning and evalu-

ating activities which most directly relate to implementation.

Relation of Implementation to Planning and Evaluation

Each function in the system can be identified and separated into its
component parts, and the relationships within and between the major
‘functions can be determined, ‘

A model depicting the three major functions to be carriéd out in
delivéring career e@ugatidn, and the interrelatedness of these functions,

is shown in Figure 1, oo

~

T T T T S s

Inspection of the model in Figure 1 shows that each of the three ma-

jor functions is comprisedJof three subsystems. Producing a model involves

analysis’ of the real-life envirdnment (1.1), synthesis of a model (1.2),
and ‘simulating to test.the model (1.3). Implementation begins at the

same time as model production, rather than after the model is completed,

r~
' 2N
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as i8 often implied or suggested. Implementatioﬂ involves preparing or
getting ready to put the system into operation, actually starting the
system operation, and, finally, maintaining on a continuing basis the
opergtion of the system. The third function is evaluation, and this in-
volves, first, defining variables to be evéluated, and then establishing
criteria of effectivgnesa. After it/has beeh determined just what is to

be evaluated and what will constitute effectiveness criteria, the next

task is to develop or obtain available instruments and techniques appro-

priate for measurement. Finally, the measurements are taken, results
-
are analyzed, and findings are reported.
"
™ Effective implementation of a system depends on having strong

felationshipé between the implementation subsystems and the subsystems in

the two other major functions. Ryan (in press) has poirted out the im~-
h Y
portance®f systematization in system design. This refers to the require-
* 'S
ment of having strongly establighed relationships .among the parts of a

system. The analysis of the real life environment, which is carried.out

tation are interrelated. Each of'-these activities depends on and con=
tributes to the other. This is shown in the flowchart model (Figure 1)
by the mutually reciprocal signal pat@s (1.1)"%(2.1).

/In preparing for implementation, data is collected and information
is obtaidéd which will be used in synthesizing the model (2.1) -w=(1.2).
’i Furthermore, preparation %or imsiementation involves getting ready for
and providing funds to conduéi/ﬁhe evaluation (2.1) e (3.0). The sys- ‘
tem cannot start (2.0) until the pr;;:;ation for implementation has been
completed (2.1) and the model has been synthesized (1.2), and simulated
(1.3) until it has been freed of bugs and malf;nctions. The dependeﬁéé

of system operation on prior preparatioh for implementation and completion




of the model is shown in the flowchart model (Figure 1) by the signal

paths gi.;;jfszZZ)'-"’

P

Simulat;QdTSf the model involves the use of mgﬁsuﬂgment techniques, :

e
’

perhaps a computer. This is shown by the signal path from (3.2) to
(1.3), Thus, evaluation actually begins before the model is finished

and continues throughout the life of the system. The variables to be

-

o — .
_ ~— evaluated _and the criteria of effectiveness are spelled 6ut in the syn=

thesized model when goals and objectives are defified. This information
- /’,

is fed forward to the evéluation fuaction (1.2) -—o@ — (3.1).

o

Maintenance of the system is accomplishgg,by the continuous feed-
. 7

back from formative evaluations, thereby mgn{foring quality coatrol and

T

directing adjustmeﬁts in the operatiné’% stem. A closed ioop is created

. & - A} .
as data from the operaiigg?i?iiz;:%?23) 18. continuously fed to the meas~-

urement subsystem (3.3), where data @é;gna;yqed anéﬁxesults together

e 3

with recommendations for modifications and contjhuan?e of existing

operations ‘are fed back to the operators (2.3). This closed loop is
, - ;

. ¥ . -
shown in the model in Figure 1 by the signal paths (2.3)— (3.3) —»

(F} —=(2.3). ‘ ' %

JFrom the analysis of the relation of implementation to planning and

% evaluation;—it can Eéiéeen that the activities involvﬁd in implementing

|
career education depend on both planning and evaluatioh. For the career

education delivery system to be effective, each of the \three major func-

tions must be working at optimum level, and the interactions or exchanges

between implementation, planning, and evaluation must be!taking place,
- . | .

In an analysis of the systems approach, Ryan (in press) Las made it clear
/J

that a system in which any element is either misging or working at less

than optimal leveI} or—in which the necessary interactions are not tak-

-

ing place, will be seriously curtailed in operating-effectiveness.

7

»
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With this frame of reference it is possible now to lock in detail
at the implementation function. This will be.acqomp;ished by identi~-

fying the components which make up impleméntation,.and describing each \'

.

Analysis of Career Education Implementation S

The implementation of career education involves three major func-

- —_

tions: preparation, initiation, and maintenance. Preparation involves
getting ready to deliver career education. Initiation of the delivery
system is made through pilot testing and field testing. Maintenance re- .

\
fers to full scale operation. Preparation must take place before initia-

-
tion, and initiation must precede maintenance. Preparation for imple-

mentation is the most complicated, and in a sense the most critical. If

adequate and systematic preparations are not.carried out, there will be

/' - -
difficulties in initiating the sgystem and subsequent problems in trying

to maintain the system. Without adequate preparation, the chances of

undue expense and untold problems at a later time are increased many~
e
fold. A model of,the 1mp1ementation function\ﬁf shown in Figure 2.

P N 4, N
4
e

o . e e e e e e eeeae .. .

'

PREPARE FOR IMPLEMENTATION (2.1)

Inspection of Figure 2 shows that the first step in implementing
career education is preparation (2.1). It also can be seen that there
e R
are eleVég separate a;%ivities carried out in the course of preparing
for implementation: conducting public relations, setting policy, or-
ganizing committees and staff, arranging cgamunity participation, ar=-
ranging institutional participation, scheduling time, developing pro-

. +

gram guides, developing staff, developing or'obtaining software and-

8 N
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“&hardware, and arranging facilities. These vitally important\ activities
are closely related to each other, and also influence ejther/directly or
indi}éctly the activities involved in planning,’ as well as the évaiuation
of the system. To a large degree the success of implementation is re=-
lated to the extent to which the various activities involved in the pre=

paration stage are systematically carried out. Some activities should
Y
occur simultaneously. In some instances the relationship between acti- - %

3 ’ LIS

vities is reciprocal; in other cases, it is %equential.
CONDUCT PUBLIC REMATIONS/INFORMATION SERVICE (..l.1). It is doubt- e
ful if any career education delivery system can succeed without an ade-

quate program of public relations and information service. A carefully

Planned promotional program should be organized and carried out to stim-

ulate interest in career education, to make the public aware of the negﬁ .
for and the benefits to be derived From career ‘education, to develop
general understanding of the career education concept. An effective

public relations program will present information through formal meet-
ings, commercial television, local,radio stations, and lscal newspapers,

A concerted effort must be made to reach -members of the local power

structure on a person~to-person basis. Programs should be prepéred

and presented to groups of parents, employers, and community organiza=

’

tions. Each program should be specifically tailored for the target

group to which it will be presented. The presentation of plaqned pro-

grams ghould incorporate utilization of audio-visual aids. The public *

* -

: relations prégram myst be blanned as a single function, implemented

through a variety of strategies. This will insure that the game mes= <

sage is being conveyed through the various avenues, and avoid confusion «

which comes from having one message being given in one place and a dif-

ferent message being presented in another. It only creates confusion,
v 1 e

4 ’
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for example, if paremnts are given one concept of career education fha

-

commuqity program, and at the same time- the local television station is

presenting a different condept. It is essenti#l for the planners of a
career education system to be involved in the public relations program.
. Unless those who are responsible for producing the model actually take

a

*, part in Planning the public relations and informatioﬁ service program,

4

there is nd'Way to achieve efféective public relations or to obtain the

1 .
- \8upport career education must have to succeed.

-

In the model (Figure 2) the signal path from ESTABLISH CONCEPTUAL

FRAMEWSRK to CONDUCT PUBLIC RELATIONS/INFORMATION SERVICE (1.1.1) —o

(2.1.1) established the relationship between the planners and the pub-

te .

lic relations program. The model also points to the continuing nature

.of public relations. It can be seen that one of the functions of the

aqvisory‘coﬁmitteg is puBlic relafions’K2.1.4.1-°2.1.1). Since the

committee is actively involved in the total system implementation, this

-

means public relations wifﬁ be going on all the time. It also can be
seen that public relations involves community participation, and at the

same time the extent to which members of the community become involved o -

In career education depends to some extent on the effectiveness of the
¥ -

information service and the public relations program. This mutually

reciprocal relationship is shown in the model bi the signal paths

@.1.1) <= (2.1.5).

°

- -

An important purpose of the publid relations program is to estab-
1ish the kind of support base that is needed for getting enabling legis-
lation and local policies enacted. In a systematically implemented ca=-

L3

reer education program, the public relatiofs function is carried out as

a means to getting legislation enacted and policies set. In any sity~

atioh, informaﬁlon will be communicated,

10

~




When this coﬁmunication is unplanned there is apt to be a lot of misin-

formation reaching those in the power structure, and the results can

o »

sériously impede implementation of career education in that {particular
setting, The signal path, (2.1,1) -+ (2.1.2), establishes)khe séauence

for conducting public relations as a prerequigite to eétab}ishing poli~

cy. . ; )

4

ESTABLISH ENABLING LEGISIATI&N/SET POLICY (2.1.2). Hoyt et al.,

(1974), in making a strong case for having legislation passed to support
. -

career education, identifiedeﬁine éépécts of the delivéry system requir- °
iqg some kind of legislative backing: .

1. elementary, middlgﬁlse;onééry, post-secondary, and ;ontinuing
education programs ‘

2. business and industry programs . :

3. work-stﬁdy Proérgmé.

4, voca;ional guidance , :

5. Rlafemené . ’ , 1

,
T 6. ¢ufricu1um development and materials devélopment

7. professional personnel development. N

8. parent educatién and homemaking.
b
[

9. research and Hevelopmeﬁt .. \

)

" 1t is not sufficient to get legislation passed+to. support career

- 1

education. It is equally importaht to have career education establiéhed,x

L3

as a‘high.priority in the particular local setting. It is important

v

for :hose'involved in planning the system and producing a model for the B

system'to take part in planning the strategy for getting needed legisla-

tion and policies established. The goals, subgoals, and objectives which

are defined in the model must be cémpﬁtible with the mission and must .

derive from tﬁe'philosophy of the particular institution or agency.,

ERIC I i1 -




This compatibility of institutional or agency miseion and the career edu- /
cation deiiver§ system goals is accomplished 1arge}§ th;ough¥havihg the \)
plangers, who know the conceptual framework. for the model, involved in

getting needed legislation and policy enacted. Hoyt et al. (1974) em-
) : w . .
- phasize the fact that educational objectives derive from policy, which, .

in turn, is determined by boards, legislatures, or other gonerning bod~

ies. 1t is important to have some kind of policy statement which'estab-

’

lishes career education an an important part of the mission for, the par-

ticular setting. Hoyt et al., (1974) give an example of the kind Qf pol- N

+ icy statement which is needed: ‘ e . S
L) LY - . P

. ' The'deoﬁIé’oﬁ-the State of California do enact as follows: w8

The Legislature heveby recognizes that it is the policy of | .
" the State of California to provide educatiomal opportunity to . e @
every individual to the end that every student leaving school
should be prepared to enter the world of work; that every stu= . .
dent who graduates from any state-supb ;t&ieducational institu-
tion should have sufficient marketable %Bkills for legitimate
. ~ remunerative employment; and that every quali‘ied and eligi- S
ble adult citizen should be afforded’ an educatiomal opportu-
nity to becomé’suitably employable in some remunerative field
of employment. 196)

1974) also have presented a simply stated resolution

of a local school district which exemplifies the kind of policy state-

ment which is needed at the level of the institutional or local agency:

We belfeve that it should be the policy of our school district
! to provide career education for‘all youths and adults of the

‘. district, to-the end that no student drops out of school who ° -
‘ 48 not prepared to enter the world of work, that no student .
‘ . graduates who does not have salable skills for productive
-7 //Z work or college education, and that no adult is denied an ", *
educational opportunity to become properly employed. ’
, ¢ . .
The statements which are presented in the state'"law and the local P T
school district resolution establish careel\eﬂygétion as a priority. Qk s ;”)f
N .. ‘ Tt . 3 . -
ST S A D
They reflectfa'pommitment to career education and give a. sense of genz'y * v, .. e
“eral direction, Howejer, they do not establish;the end produet.'.Thesé,:4 o
- Tt ’ « v ~ li_"’i *
‘
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are poliéy statements,
jectives, hngver, will'™®
the policy%atatements.
Anothér kind of enabling 1egi81an‘“2§£f found in appropria ion acts, .
in which ‘funds are earmarked specifically to support the various com-
ponents of career education. This is shown in the'me&éi‘tﬁigure 2) by

the siTal paﬁ\ (2.1.2) —=(2.1.3).

d

"' ALLOCATE/PROVIDE PUNDS (2.1.3). Thefe is probably mo function in

the preparation for implementation more critical than this one relat- ’ -

ing to the allocation and prevision of financial support for the ca-

»

. reer education delivery system. In carrying out this function, costs ~Q::
af? determined and all essential funding arrangements are made. Fund—”ﬂﬂﬂﬁﬂuuwmnwmﬂ
* Lot

ving may come from a variety of sources. It is important for all funds .-

>

. .  E
to be determined in advance and requests' or applications sent to ap- ,

propriate funding sources well before the deadline dates. In the plan- -

»

ning for funding, cost item8<8hou1d be assigned by categorT, thereby
facilipafing cost-benefit analyses. Funds will be required~for C*E;

ducting public relations, supporting committee activities, deieldp:
™3 .,

,. -
ment of the caréer education program guide, staff developmeﬁf; hard-

ware and softw:}tf’g:h facilities. ghese elements are all part of the—<

. - -3
preparation for implementation. Funds also are needed to support the
[ ]

. ' N
pilo <ags\fie1d testing which are done in initiating the system, as
‘ P

well as for actually operating the system. Funds must be bmdgeted to *

support ﬁbth planning and evaluation functions. .

Some kind of program guide or curriculum guide is needed for the

.

delivery of ca;ger education, The development of such a guide is part

of prepé?ig{g:\\or implementing the system, and this will require an

adequate budgét o support deve;opment activities. Special orientation

\ i3 -,

¥ ~. [
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and training prQ?rams for those who will use the gu;des myst be, figured
intq the budget. 1In figuring the budget for training, itWXQ,iéLortant

to allocate funds for stipends, travel, salaries, honoraria, materials,
services, and facilities. Fund$ to either purchase or develop hardware

and software to be used in implementing the system must be provided.

I'd
All software, including staff training materials, evaluation forms, and

H)
curriculum materials, and all hardware, should be itemized and incor-

porated in the budget. Costs for tg§¥époks, workbooks, pamphlets,

manuals, and other essential publications should be calculated and in-

-
e » -

cluded in thgxbﬁgéet. It is important to calculate costs of implemen=~

™

tation gécording to preparatjon, initiation, and maintenance categoriesgj\\\'—\\‘//
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=~gnning and Budgeting System (PPBS). A.PERT cost diagram will pro-.

vide an efficient way to account for costs iﬂ*Thplementagion. The PERT \

cost system should be used "to aid in development of a more rqalisf&c

* L d

project estimate; to compare estimated and actual costs at any selected ,

point in the program; to help determine the best allocation of resources
to project activities; and to forecast total project costs based upon

, 1N

zggram cost position throughout the project" (Cook, 1966, p. 3?).
. \

\
e™gLitical nature of the fjﬁding function in implementation of °

Th
.

is poin ‘.~~~ t in the flowchart'model (Figure 2)

.
<IIEY

““il§§a~:

out from the ALLOCATE/PROVIDE d

’

FUNDS function
v ESTABLISH ADVISORY COMMITTEE/ORGANIZE<STAFF‘(2.1.4). A set of

working committges and a program staff must be organized before career
. ., - " < yj

14 L

s
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education can be delivered. The organization of the advisory committee i
. -

should follow the first stage of the public information program. It is —

.

foolhardy to appoint people to an advisory committee, unless they first \\\\

know what the program is all about. This sequential relggfgnéhip is

shown in the flowchart model (Figure 2) by the signal path (2.1.1)_—f:;,”

(2.1.4). After information about career education hZihreached the pub- -

lic in a particular area, then an organizational meeting can be called

: : - : ~
and invitations issued to delegates representing business, industry,

‘a

labor, education, social services, corrections, civic groups, volunteer A

groups, special interest/minority groups, and the target learner groups.

It is important that the agenda of this organizational meeting be the

regponsibility of those who are responsible for developing the career——" -

education delivery system model. The program should be devoted primartiy

o the presentation of the procedures and results of the analysis of the

existing situation and the tentative structure of the coneptual frame-

‘work . Statements of policy and documents of enabling legislation shouid

be presented and explained. ﬁei@?et al. (1974) recommend the use of

-

audio~visual aids as much as possible in the presentations given during‘

.

this meeting. After an information input period, followed by a discus-

. . M
sion period, the participants should be-aesigned to four groups: steer-

ing," institutional planning, community planning, and research. A chair-

— ?
-

man ahd recorder should be desigqued for each group, and a_task assign-

ment sheet should be:given to each chairman. The task assignment sheet

should state the purpose of the group, provide a list of tentative actie

vities, give a timeline of activities and events._The task for each

group will be to organize, define objectivgﬁrimple&enting the stated

purpose, and plan methods for ‘achieving the objectives. ~_

2 15
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The major purpose of the four groups will be asﬁfillgws:

1. Steering Committee. To provide support for the executive func-

;éisé?rt::>"'=’— tion through public relations, liaison with policy-making groups, advice

~— -

ahqut program development, and evaluation. ) -

o -

2. ~“Institutional Planning Committee. To arrange institutional

participation, contribute to synthesis of the modél, and inventory of

institutional resources.
] ’ \ * *
3. Community Planping Committee, To arrange community participa~

tion, contribute ;:\synthesis of the model, and inventory of community

resourcgs .

« ~

. 4, Research Committee. To contribute to development of the pro-

s,

.- gram gpide, the delivery system model, and the staff developmeht activi-

ties,

——

The steerfﬁg committee functiems as an executive body, providing

general direction, coordinating activities, and reportipg to offic

figtee provides advice to the program directo o has Eﬁz:rnagsnéi%£1:>_fef‘

/1ty for and is accountable for

ementingwthB:QE}%fE%%;gzgsgfl__
The institutional committee works with institutional staff to in~-

troduce change into the existing program. This group must determine

how career ®dueation can fit into the ongoing system, The members of
this committee must take part in analysis of the existing programs and
resources, and also should make suggestions for determining alternatives

to achieve objectives of career education.

The community committee has an important part.to play in the id-

¥ ,
plementation of a career education system, since career education in-

volves the liaison of institution and community. This committee must

identify career education resources in the community that are outside

. 18
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thg lnstitution, and provide for assessing these resources so they can

o be aVailable af learning experiences. This committee must conduct the

- - v

<community cerisus which is part of the analysis‘qf the existi itGation
- Y
carried out in planning the system. This committee must classify and
- .

~~  assess all volunteers and all 1 iog resources in the community, and

and assefsments of the -career education im-
-

 Pplémentations in other settings, 8s well as the reported results of

The advisory committee is an important part of implementing ca=-

— ’ reer development. It is through this element that leadezgpfg\and ener-
. - S~
gy a%e. providkd .to see that all the parts of the system are present>” -
. N - \

N

- aﬁd func ning at optimum level. . “/::~<::\\.
7 g : P /\,. / - hacey

Bﬁé?NTTY PARTICIPATION (2.1.-5). The delwvery of caréer

education in any setting requires active participation of the community., - K

An essential prerequisite to the implementation of career education is

.the preparation of the community for its part.in the system»dpeFation.
This is ieved as subsystem (2.1.5) is garried out, and arrangements
are made for various elements in the comeEIE§ to participate in the caw
reer/education program. The igmmunity planning committee which was or~ af —
ganized in (ZTLi%.3) ylaysﬁgg;élfive part in arranging community parti- v
/f—~\~glpétion. One of the im;j:EEA; functions of the committee is making
an inventory of community resourde§;;éndTmaxshaiffﬁé“fﬁégg’iesources

\‘ for the career education delivery system. It is important to identify 1

available resources, and to describe ways in which a facility, person,

- . hardware, or software might contribute to a career education experience. _/////

L . \, N . . e . ) -
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The success of career education depends in larBe mehsure on.the extent
-

to which community resources are used to achieve cafser educatiop goals.
Sessions (1972) has made the point that it is not engvgh for organized
labor to be involved in career education; rather, uniéi of organized

labor must actively participate in the program. This means that ex-

periences and activities will be provided by community égencies, and
much of the career education program will take place in the community.
For career education to be suéqsssful, it is essential that the

\
delivery system be implemented in the’context of cooperation and parti-
. ~ \

N

. cipation. The potential of career education can never be realized if

——

local ‘school systems, state agencies, or institufions attempt to work

in isolation from each other or from other agencies in the community.
~—

ARRANGE INSTITUTIONAL PARTICIPATION (2.1@@). The delivery of ca-
reer é%ucation experiences to any group of learners will involve parti- .-

cipation of the institution or agency in which the learners are enrolled,

a8 wekl as the larger community. The institution could be a school,
. i

in which case the administration, instruction, and support services

e .

must take part in providing career education experiences to the learn-

L ers. If the #nstitution were a correctional facili y, the administra-

actiﬁe‘p@g& in providing awareness, exploration, and preparation ex- A
beriencés as well as engaging in placement and fqllow-up ‘activities.
Thg essential aspect in arranging institutional participation is get=

B
ting a committent from each department or functional unit to take part

~’ J—
in providing-—career education to the individuals enrolled in the insti-

tution."One of the first things toxSO in getting institutional parti-

\\\\\\\\‘ 'cépat{pn is to inventory the resouréés available in the institution or
~

/ o | - ~ “‘%K )
/'/ 2 e 18
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, s
In arranging for institutional participation it is essential to
e

bear in mind that implementation of career_education does not require

-

additional components within the exigiigg‘educational system, but rather

a conceptual change throughout the system (Hoyt, et al,, 1974). The

v

need 18 not so much for new personnel as for reorientation of the exist~

-

-

ing professional staff. —
SCHEDULING TIME (2.1.7). Scheduling time is the translation of a
plan into a timetable with calendar dates specified for starting and
) —_— completing the various segments of the delivery system. In preparing

""\?Br implementation’a timetable must be worked out for getting the pro-

gram guide developed, obtaining or developing hardware and software,

training staff, and arranging for facilities. The timetable also must

-

specify the target dates for pilot testing, field testing, and, final-
N \

ly, full scale operation. Each activity must be scheduled according to

the time which will be required to complete it, Time which is allotted
P

" to an activity can be expanded or reduced, depending on the actual situ=

ation, ag long as the outside time parameters are satisfied. After a

~

time schedule has been prepared, a chart should be made to show.the in-
Y *terrelationships among the various components and to give a picutre of
éhe total operation against a t{meline. Critical points should be i=

<%::::> dentified, to insure that brerequisite activities are accompliqhedbin
N

N\ .

time. SuffiqSE?t time should be qllopted for each activity. ‘A PERT/
. ‘\, X
Time diagram cdn be used to establish a logical work breakdown struc=

ture against a time framework: A PERT diagram will identify events and

A 4 .

activities. Events are outcomes which do not consume time or resources
5

and which occur at specific points in time. Activities comsist of work

. which must be performod bofore an event can.occur. Activities consume

time and resources.

&
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- product, and those who are to be involved in implementing the delivery

18
s

DEVELOP PROGRAM GUIDE (2.1.8). 1In developing any new product a
guide to its use should be produced so that\those who use the product
5 ol .
will be able to get the most from its use. Unless a product is used as .

the producers intended, -it is not likely that the full potential will

be derived'from the product. Career education can be likened to a new

system of career education need a guide,to direct their activities.‘ The o
model (1.2.4) is used to identify‘epncepts to be expanded into modules //’
of learning activities. ; ) \\K

The career education program or curriculum guide, which presents
the learning modules in an organized manner, should cover the theory or
rationale behind career educa>ion, the conceptual frame of reference - T
within which the delivery system model was developed. The guide shquld
explain all the specific procedures involved in delivery of career edu~ b

cation. It should indicate instruments of evaluation to be used and
o N —
should emphasize the importance of feedback.

A career gducation guide should present the goals“gnd subgoals to .

be implemented, and should give examples of learner objectives, together

with descriptions of learning activities which could be used to achieve
. ‘ . . L
the different objectives. The learner objectives and learning experji- '

ences provided in the guide should be tried out on a.sample of individ- //////

uals like those who will constbtute the leafner/;roup when the system //// —

- < B
is in operation. The guide should aIBo contain supplementary informa-

tion, such as/ﬂl;ectories of sourges of career education hardware and
/4,,,\

software, references, and descriptions of commercially prepared career

education materials. ,//’;2

> RECRUIT/SELECT/DEVELOP STAFF (2.1.9). 1In implementing careerlzf:::j/

cation, staff recruitment and selection probably are not as critical as _— _
./
. Y / /
l 00 . . . \7’ /{/‘“
fo
a

.




j -~ staff development. Since career education is not an addition?I program, ‘
but rather a reconceptualizatioé of an existing program; it<i; unlikely
that there will ée need for recruiting new staff other than someone re- ‘
sponsible for coordinating the total system. The signal path (2.1.9)—e
(2.1.4:1) shows that program staff working Qith the steering committee

£y

should be selecped carefully. It is i?portant that anyone with }espon~

sibility for c?%rdinating the ijiil,syeQEnrbE—thbroughly familiar Qith

career educati:n concents_and enthusiastic about the potential benefits
l//to be deéived from implementation of the systeé.

Staff training is a critical function, ;nd the success of implement=-
ing career education depends in large measure on the waylin which this
function is carried out. Staff involved in pilot and field testing,
3s well as those who will be actqﬂi}} responsible for installation
and maintenance of the system will be working with materials and equip-
ment, ‘using methods and techniques of presentation, employing modes of'
thought and concepts which are new. To insure the ,effective utiliza~
tion of the materials, training and orientation procedures must be ini- \
tiated. The orientation should reassure the staff person of his.or her
role ia the delizgzz\izstem, and give a broad overview of tbe career -

’ education system, Traihfng should be provided at two levels: basic
and advanced. In the basic training participants should develop their

v

capabilities for using new materials and techniques, should expan&¥ .

£y &

their vision of the environment in which career education takes place,

and develop a thorough understanding of the conceptual framework for

-

career education and the nature of the career education delivery system,

Career education relies heavily on individualization of instruction.
Lo )

Most staff members will need traihing in diagnosing needs of individuals -

-~ “ +

O and prescr@bing~appropriate learning experiences to contribute to the :///(*‘/‘jB
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career development of the individual. Staff members need to know the

relationships of career education“to other programs, and must acquire
skills for infusing career educatiog/é;periences into all aspeéts of

the educational system, Adnanced training should be primarily training

Ideallfladvanced.trainlng should follow closely

..‘\

This makes it possible to build.on the new know-

3
\\\ R Ny

fong{eadership roles,
after basic training

ledge and skills which were developed in the basic program. If too

S~

much time elapses after the basic training has been completed, time g

will have to be'devotéa’to review and relearning. Selection of pars

ticipants for advanced training is extremely important. Those selec-
ted_should be from among those who completed the basic program success=-
fully, and selection should be made in terms of demonstratedlpotent1a1\~

for implementing leadership roles. In the advanced(program it is im-

~

portant to have a cross _Bection of partﬁcipants coming from a variety

of settings. Hoyt et al. (1974) have//tressed the 1mportance of pro-

/

-~
viding for cross fertilization of ideas and the interchange of successp- -~

ful methods and experiences. The basic program can use the seminar,

workshop, or institute format, The advanced program should include an

internship experience, in addition to the semina4 or workshops From
the pool of individuals haviagzgiétic1pated in the training program,
teams of trainers cam be constituted to provide continuing in-service
traininé to staff members of any given institution or agency. The bas-

ic training can be given on a regional basis, and the advanced training

)

should be arrangeé for a central location within a state with represen-

tatives from each of the regions participating. This will result in

training teams comprised of a team leader, who has participated in both

- . N

basic and advanced traininé, and two or three team members from the
. —

-

basic program. These training teams can design training systems for
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. 1 setti zh
) local settings and deliver this king)pflcaféer education, training throug —
R "a variety of, formats, including .the mini-workshop or seminar, weekend
’retregts, or regular staff meetings. . .
\\\ Staff development for a career education delivery system also re~
quires orientation for personnel outgide the institution or agency. .

Hoyt et al. (1974) have pointed ouf that administrators, counselors,
teachers, coordinators, and community workers are key persons in the

. implementation of career education. Some orientation must be provided
to administrators, soppart personnel, community leaders, and4parents.
University teacher/trainers must be orient%ﬁ to career education. Prep-~

‘ardtion programs for teachers counselors, and administrators must in-
T - e = -

‘L_(-— e, »
. tegrate sareer educatton concepts and methods- xntQ;their respective
. ) R e - e s
/p;e- anH in-service curricula (Gysbers, et al.,.1974), e
.

“
- - i,The”¢ture of career education is such that no individual in any~.

~.
\\\

- institution or agency can be considered outside the system, and many

outside the institution or agency must be considered inside the system,

Parents and family nembers must/pé/informed of the intent of the system,

va? 3
. Members of governing board/;’legislators and those in the power struc=-

-
L -

ture must be informed. //ln the flowchart model (F;g/re this relation-

ship*between staff development and the informati n 'service is shown by///

e

the signal path (2.1.9) - (2.1.1). Orie

ation of parents,

ISP

-
,w:f” members and community groups can be made through letter, etings, and

i
-

television. The training. function”also must reach thosé who_are in-

g /
volved in planning the system add developing the delivery system model

as well apg those with eQaluation responsibilities. ‘The flowchart model

(Figure 2) shows these re1ationships in the signal paths going from . .
+ #(2.1.9) to (1.1.1) and (3.0). The time schedule. for staff development
' (<3 .

N ‘ J/
must be worked out early in the process of preparing for implenengg;iGﬁ;

~

- o3
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.

The schedule must provide an integrated sequencing of basic and advanced
-l/ ‘
training, which must precede the time set for initiatiom of the system.

Staff training also must be part of efforts to develop hArdwgré and

‘.

software and in the development of the proiram guide. The time sched=

ule for training should be such thé& eventdally each person involved in

the delivery of career education will have the knowledge and’ skills for

&

implﬁé%nting his or her role in the delivery system.

DEVELOP/OBTAIN SOFTWARE/HARDWARE (2.1.10). A vitally important

¢

part of making/g;gparations for implementation is the devélopment of

materials to be used in providing experiences of awareness, exploration,
L

and preparation. It ordinarily is nbt necessary to. develop hardware,

ép this most likely can be obtained comﬁercially. It also is possible

tﬁat much of the commercially available software can be used. However,

thefe probably will be need to develop some materials designed especial-

A

1y for the target learner group. The model (1.2.4) is used in develop-

ing %aterials and selecting hardware. The program guide (2.1. 8) also
is uséd, since the guide contains description of various learning active
ities involving use of har&ware/software combination. The materiais
which a%e developed are contained,in the listing of career education
maFeriafb presented in the guide, .
All haterials must go, through the developmental stages of explora-
tion or si ulation, pilot testing, and field testing, with revisions
based on fe dback from the testing runs, Sinceiﬁhe career education’
concept was. igro%uc;d in'the U, S. Office of ducation, a multitude 3f
S ) <.

new educationaY ﬁ%éductsuhas been produced. Some of these materials

have been subjected to rigorous validation procedures, and others have
/.. ‘\

" had only limited tegsipg. “BRtensive testing and evaluation are not eg-

sential to the development of\all career education products. In some

" : o /

s
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instances, one demonstration of the product's caﬁabilify for attaining

particular carger education objectives may be sufficient. It often is

. .- bossible to perform a cost~-benefit analysis of product use with a rel-

®

‘atively small, isolated group, just as reliably as with a large group

. spread over a wide geagraphic area. -

»

ARRANGE FACILITIES/SITES (2.1.11)." Arrangements must be made for

I3

- test sites and facilities, as well as for the eventual installation of

the career education system in the various institutions in a given

situation..”

A number of variables need.to be considered in selecting sites
. . i

for testing components as well as the total system. Geogfgphic cone
siderations should be made in selecting test sites. If the career:edu-

cation systém is being designed for a localized target‘populationi they

the system components will be tested over a considerably smaller ‘geo~

\ graphic area than when the system is desigﬁed for widespteaﬁ, general

‘

\ . use. In cases where the system involves use of large, expensive

\ pieces of hardware, /the cost of transportation, installation, and fpain-

S

tenance can make it uﬁﬁeaéigle to have widely dispersed test sites. It

re

is important to consider the availability of technical assistance, both

hum?n and mechanical resources, during testing and subsequently when

A4

. . .
t é]syééem is in full=-scale operation.

/

\\\

/ )

? N - e

Y - -
"The yége”éequence for installing the career education delivery

> -

¥ ////gyéteq,iﬁ”a humber of settings must be considered carefully. It is
i ' important in working out the time scﬁeduIe to prepafé a blan which will
— / provide for buil&ing on succeés. The sites selected for the early din-

‘éé@llation should be, thoge with a history of opéégess'to new ideas,

P \

wher{ initial ‘staff development wil} pfecedgé the actual ogpration of

-—

the career education program, and where st
x - u ———
¢ -

‘morale is high.

.,._5/ o

- - - : i >
h

e
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INITIATE SYSTEM (2.2) S

Many of the preparations for implementaclbn must take place before L

the system can be initiated. Some of the activities involved in prepar-

ing for implementation involve the testing functions whiph afe carried
l,
out in the initiation stage. Initiation of the career edhtation/deilv-
“a m/

ery system is concerned primarily with pilot testing and €1d testing,

CONDUCT PILOT TEST (2.2.1). There are fwo parts/tonpilot testing -

-

the career education delivery system, . The ﬁirst step is the develop-
\ -

mental testing of the various segments of the system. In pilot test-

Py

)

ing, preliminary validation of the various- Segmeﬁts of’ the prototypex '
N TatanA - > *
is made, and attention is directed to determining the most efficient?.;”

N -,

" . ;,. oo Ty
presentation of sequences for achieving the objectives and the, best.com-

T
LA

binations of the elements in the system. ‘Ins the first part of gilot

Fa testing, each compopent is checked and‘rezifsg_"/ozdfng to feedhac% .
from the test. This is shown in the flowcharc model (Figure 2) by the -
N ., . LY e
’ feedback signal path from (2.2.1) to (z I) Before trying out the ca-

reer education system as a whole, tests wild be carried ‘out toﬂsee 1¥ .

R v " . ..—

changes are needed in the public relations and information serviceqa )

L3

(2.1.1); if new policy or legislation is rquéred (2 1. 2), if changes

in the budget are needed (2 1. 3), if the WOrKing committees or program
/ /

staff should be changed (2 1. 4), 1f changés i//érrangem!gts for commu=~

‘nity participation (2.1. 5) and institutional participation {2. 1 6) are -

-

needed; if changes are needed in the prJgram guid 2,1. 8), if adJust-

N

s

1menés are needed in the time schedule (2.1. 7)' if modifications are

‘needed inwthe stdff development program (2.
. g ' LT
“" needed of changes are needed ip the ma

), if n& mate’rials are'

Tidls which werelgroduced to "

’

¢ 7 implemqﬁt the guide (2,1.10); and if ; justmentsnare needed in the plan’

for instdlling the system in‘vatj7ﬁs locations (2.1.13). It is important.

L . . /
Q - ) : 5 ]
e 1'eb
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£5 ~ . - .
in ¢arrying out the pilot test, which will involve only a limited sample

of learners, to select the sample with care. 1If the career education - |

B - - i - \ . -
- system is to include the disadvantaged in the learner population, the

pilot test still can be done primﬁ%ily at gites with largely middle
class learners, and only a small pilot run on a few disadvantaged learn-

ers. Nf the system is to be used with a broad, general popu{g;tﬁn, the

- €

— sites for the pilot test should be analyzed in terms of such variables

~

.o as ethnic composition, maturity of learners, socioeconomic status of
///)“ learners. Any site selected for pilot testing should be fafrly typical

of the sites where the career education system ultimately will be in=

stalled.

CONDUCT FIELD TEST (2.2.2). The next step in initiating the sys-

3

tem is field testing. The objectives are to determine the usefulness
§ -

-

and viability of the career education delivery system in a natural en-~

vironment, like that in WhiCh\§§§EZYStem will be maintained. In field _}

. ) ‘( _
testing consideration is given to %easuring effectivenesg,hgosfs,\sn;_______________-

durance, and potential in a real-life situation. The successful func-

tioning of a completely zésembléd delivery system in a nakural environ- =~

ment 18 a substantial empirical proof'of a viable and useful system,

The field testing of a delivery system of career education will provide

a basis for comparing the system in one particular setting with career

education systems in other settings.

N In pilot testing (2.2.1) segmenfs of the newly developed prototypi=-

cal system are tested and evaluatgd individually to determine their pare-

.ticular viabilities and also to establish the potential value of the

system as a whole, The segments are integrated into a working approxe ‘ ,

1

(:mation of the ¢ lete gystem, and then tested to establish whether—‘or"'f.?r
. . -~
. -

q‘the subsystems which worked well separasely also can function

\)‘ . . . ".' -
. \ F@ / P
Provided by ERIC - leo
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|
efficiently when synthesized into a wholé.
g

Field testing, on the other haﬁé, is designed to tryout and to evale:
. 4 .

’

——— uate the entire system under conditions as near as possible to the opera=-

tional conditions which will prevail.when the system is installed and

1

maintained. This testing is done On.a relatively large scale in a nate
~ \ - \ = M l’
ural enviromment. The field testing of a vareer education delivery syse

tem should make clear the correlation of particular learning experiences

(» with identifiable behavioral changes. In the field tests differential
/ ' -
effects of the career education program should be revealed, since these

’

tests will take into account the range of individual differences in the

learrier group as well as the staff. It is possible that some parts o

enthusiastic, 1 An effort also should be made to in=-

/
clude some of the less innovative settin in the array of test sttigj

>

to see how well theg system can function under less than optimal con-

\\\\\‘

tions. There is a rélationsbip betwéen evaluation and both pilot N
and fiald testing, This is.shown in the model (Figure 2) by the sig- PR
nal path (3.0)-"4>(2.25. - T . ' /’//////’/r

v

Field .testing is the final essential step in the de pment and
. . - ' - , . ,I ' <
. validation process prior to putting the system into full-gcale Jpera-

b -

tionc . ] // - T .-:-— \ .
MAINTAIN SYSTEM (2.3) . S TR

e - -

Once the career educ¥tion program has been field tested and any

‘ _ suggested revisions have been made, then it canmbe instatted and—oPwer~
e Y ated on a confinuing basis., In maintainifig the system, there must be
l Q ‘ - ] - . ‘:\
ERIC . - o

- B
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4

a closed loop from system operatioh to evaluation, to provide continu~
ous feedback and direct adjuétméntﬁ Jdn the operating system. This is

shown in the model (Figure 2) by the signal paths (2-3-1)=7= (3.3)
P (3:3) (F +~2.3.1).

INSTALL SYS?EM (2.3.1). 1Installing the career education program
in any given setting takes place according to the predetermined time
iEEngle (2.1.7). 1t is important that preliminary groundwork be car-

-

ried out so the environment is receptive. A sure way to.force the fails

ure of a cg&eer education system is to mandate installation from the
. : .
top down. ‘A carefully planned and instituted 8§8tem of information
dissgminatiég“gnd public relations (1.3.1) is a prerequisite to career
education installation (3.1.1) in any setting.
The staff must be preﬁared for their respective roles in delivery . ..

of career education experiences before installing the program in any
particular loéation:- It will@io little if any good to mail career edu-

cation curriculum guides on a wholesale basis with an administrative

order to install the curriculum. Installation of career education re~

‘quiresian enthusiastic staff éhose members beligve in career education -
'apd appreciate the implications and benefits both for themselves and
for 'the learners in their particular settin;. . )
OPERATE SYSTEM (2.3.2).‘ ané the career educat on48y8tem is in<s -
stalled\in a particular éettfng, then the ope /E}oqp must be ;arried

out on a continuing basis with -experienceg 6f awarenes , exploration,

e system operati represenﬁp the Epterfacing of
., ~
aff, and program., /Operation of the program and evaluation -
g
occur sifultancsously, and e¥aluative feddback is channeled back to direct

es in the operatingﬁsygsem. . .

: \ - 29
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In a Sonéidered analysis of evaluation, Stufflebeaé (1968) stated,.‘
"The objective of process evaluation is to detect or predigt, during
the implementation stages, defects in the procedural design or‘its im-~
plementation. The overall strategy is to id;ntify and monitor, on a

continuing basis; the potential sources of failure in a project. These

include interpersonal relations&ips among staff and students; communica-

. 4
tion channels; logistics; understanding.of and agreement with the in-

tent of Ehe’program'by persons involved in and affected by it; adequacy

of the\resogfces, physical facilities, staff, and time schedule™ (p. 10).

[y

Conclusions

i This model of career education implementation, defines three major
functions which c;nstitute the essentia1 elements in the implementation
process. The model,emphasizes the interrelatedness of implementation

to both planning and evaluation of career education. The model, ase-

- -

sumihg a faandatiog of local initiative fostered and reinforced at re=-

gional and national ieveia4:Qgguidés a viable means of realizing the .

——

personal and social ﬁbténffaiwzf'éateerEQQpcation in any setting.{

>
.

-
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