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THE CENTER MISSION STATEMENT

The (enwr}or v ocational Education” $ MIsSION is to Increase
the ability of diverse agend1és. institutions, and orgamzauons to
solve educational probjems relating to individual career planning
and preparation The Center. fulmh its mission by

(xeneratmg knov,ledge through research,.’ i
De\elopmg‘educauonal programs and products i

Evaluating individual program needs and outcomes

Installing educational programs z}‘nd products

A

M —
Opgatmg information s_vste%s and services

Conduc ting leadership development and trampé proframs




PREKACE

<

The Second Career Education Nayyonal Forum, held 1n Wash-
ington, D.C. in February, 1976, was enidlence of The Ceriter's
continuing commitment to research and development in career
edQ®ation. Prominent researchers and academicians were joined
by leading practrtioners in a second nation-wide effort to share
ideas, research, and operational progmm‘s in career education.
We are hopeful that this exchange will lend 1nsight to and 1m-
pact upon future developments at federal, state-and local levels.
Connne Rieder, Associate Director of the NIE Education and
Work Task Force, and I look forward to plamning and erganizing
the Third Forum—with hope that the interest and dedication of
career educators will again form the fougdatxon for stimulating
dlscyssnon and thoughtful cntique.

The Center 15 indebted tg the National Inst.ntute of Education,
sponsor of the Forum, for its support and advice 1n Forum plan-
ning We also appregiate the time and efforts of those presenters
.who shared their insights wath us all.

This monograph series includes Forum keynote préseniat.xons
and additivnal papers from distinguished lectures presented at the
Forum.

The Ohio State University and The Center are proud to shate

these papers with you.

Robert E. Taylor, Director
The Center for Vocatianal
-~ Eddcatian




“INTRODUCTION
. +
Grant Venn, Callaway Professor of Education at the Georgia
State University, has been adeader in the career education movement.
He has long advocated a meaningful relationship between education
and work from his positions as an administrator in the U.S. Office
of Education, The Manpower Institute, the National Academy of ,
School Executives of the Amencan Association of School ‘Admini-
strators, and the Peace Corps. He has served as presidept of
Western State College in Colorado and as superintendent of schools
in Wood County (West Virginia), Corning’{New York}, and Othello
(Washington) He received his doctorate &nd three other degrees
at Washington State Umversity where he later served on the facuity.
. "
Dr Venn was a keynote'speaker at the First @areer Education
National Forum, presenting a paper entitled "Work Expenence and
Placement Programs™ (included in a Center publication Models of
Career Fducatiqn Programs),” The First Forum was held in Columbus,
Qhio, dunng the Center’s week-long Tenth Anniversary celebration
in March 1975 Dunng that week Dr Venn was honored with the
Center's Distinguished Service Award. ,
Grant Venn's belief in the integral relationship between educa- ,
tion and work 1s bast ullustrated by his involvement m wnting the
book The Boundiess Resource As one of 24 council members,
Grant Venn worked closely with Willard Wirtz, the National
Manpower Institute. and wther council members in developing .
a prospectus aimed at bndging educ ation and work. This hook was
published 1in-1975

-~

The Center for Vocational Education and the National
Institute of Education are proud to share with you Dr Venn's
presentation, “"Seeking An Administrative Commitment to .
Innovation ™ .

: 6
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Seeking An
Administrative Commitment
to Innovation

- - [

Grant Venn

P

Jerome Bruner has said that “‘our young have become
knowleéé‘nch and expenence poor.”' Perhaps this observa- -
tion might apply equally to those of us who see ourselves as
experts or innovators. In most cases we have. 4 great deal of
knowledge about innovation, but very little expenence in
applying *‘new, creative 1deas’ to the &ggamzatnon or the en-
vironment w hich 1s supposed to improve. In fact, the title of
this speecti leads me to reflect that most people don't buy
clothing they generally pyrchase a specific garment.

~

L
I am of the opinion that most people (especially those held
accountable for an organization—the administrator) will not
commit themselves to irhovation in general, but wall consider
a specific innovation that can be defined and that may help .
achieve the overall orgatiizational goals. It 1s on this premise

‘ that I will talk to you about seeking an administrative commit-

ment to career education as a specific, definable and infusahle
innovation. -

v
" N

Career Education—An Apprqach to Educational Charige

The great success of this nau'oﬁ's educdtional system ¥
undoubtedly the world's best model, even with its faults,

/
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weaknesses and 1rfequahues. No other nation comes close %o prowvid-
Ing educational opportunities for the young as does the United States..

Equally successful, when compared to other e‘conomlc system(
1s our system of private enterpnse built upon newer concepts of
work than are found in most parts of the world.

i A
These two models have developed exArely independently of
each other with the consequence that ** ducation™ and “‘work” are
separate and distinct facets of most pe ple’s hives.

Suddenly, and almost unknown to most of us, that fact has pre-\

cipitated dire results in the lLives of many. There 1s 3 growing mass
of evidence and » growing number of examples of tragic losses in

> both human and economic terms to individuals and to society. These
results appear to have their cause in the classical.concept of education .

Y work as separate institutional sovereignties—"‘two worlds" In the

verRacular, yet, the evidence,1s at hand daily, and in every individual’s
expenence, that education and w ork cannot be separated 1n a new
technological society * )

. .

In fact, education has become the hink between the individual
and the future for everyone. This has never been true in any other
soclety Wark has recently become so diversified that most people
must achieve (,he requisite education to do specific jobs. Thisis a
sharp contrast t6 the old folk saying, “Son, | hope you get an edu-
cation so you won't have to work hike I did.™ .

Rather than attempt a definition of career education as a
relationship between education and work, let measmp‘ly say that
1tisa concept that can help education become more useful 1n )
arding all of us, especially our young, develop and mesh private, .
public and work lives 1n a meamingful way for individual rewards afid
for societal benefits If we consider ways to make education more
meaningful for our young. we must consider not just how to improve
what we now do. but rather. what different things must be done.

’ 2
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Such an approach will require not only new 1deas and procedures,
but will require a change in the thinking of policy makers and of
. the administrators of that palicy—first! ’
Therefore, the following ““understandings” are necessary
to secure an administrative commitment to career education.
These 1dleas are certainly not complete nor validated through
resea?Z. but they are developed from expernence as a public
school administrator, as a college presidents and as an interested

and commutted participant in career education.

-~ .

1.  Infusion . v

Career education must be integrated into the
ongoing educational program of the schobl or the
educatignal unit, 1t cannot be seen as a preconceived
model which' must be “laid on” or added on.

2. Policy ‘

Career education requires a developed policy
" statement for the education unit since 1t demands a
"~ change in the roles and purposes of the school. It
1s not merely an added course or program separate -
from the ongoing curniculum. The policy should n-
clude a definition of career education.
3.” Change ’ . "
- //, s
Career education intends to change what is
happening, it must, therefore, obtain a comm¥ment
from those who set policy and administer that policy
and eventually from those who aré o teach the young.
If 1t becomes simply an “addgn,’ 1t will dry up and_
R { . drop/off when the special funding stops

S | [




<
4.
E N
an organizjtion of forces aganst any change unless author-
ity is invol%ed in the developmént of the change approach.
The chmatef the institutidn, ay set by authonty, may be
a much stron®er key to success than the validity of the
concept | ’
* 8.. THistory \ )
The history :nnbvagnon in educatidn shows a

“short life” ineffective change. We can all remember

the panacea of educational T.V., hfe adjustment, contract™
teaching, C.A L, new math, etc. It would appear shat

they, like the Kaiser automobile, couldn't beat the system.
In most cases the “change agents’ were *“added on’’ rather
than developed The innovationd seldom changed the.
organization structure, purposes or methodblogy.

As noted here, these pninciples are not conclusive but are under- -

standings that one must include in secunng administrative commyt- -
ment.

The Success of Career Education
On the assumption that the pninciples listed above are valid,
we need to examine the components necessary to effect change in

the educational unit What 1s needed to make_career education
successful? °*




. ’ . ‘
The.Role of the Administratot . 5

It 1s doubtful that an éducational unit can
become outstanding without leadership by the.
administratqps Poor administration will lead to poor
* education. ?ﬁeadership is unsound in terms of knowl-
edge, understanding and competencies then goodetaff
will leave, support will disappear and quahity will fall. .
In e[fect, if ¢greer education is to succeed, the line
administration—superintendent, principal, presiden ¢
or the person that gives rewards and has authority
must be involved..

»
Commitment “

4

The fir§t'3§t£p 1n successful innovation is admini-
r commitment. Without this it is unlikely that
any sigiifyrcant ck}ﬁn e will follow. There are many
reasons whhe adrng'nistz:ator may becaome commutted, .
buf the degree of commitment will, above all else, - .
- determine the succesg Of caréer edueation. Later we
will look at some alterhative ways to secure such com-
mitment. Commitment mXy be the reason that one
school achieves growth in student outcomes and ,
another, using the #game approach, does not.

-
’

Involvement .
1 4

= It 1s doubtful that much Wyl happen unless
Athere is involvement in career education by all those
ibHo must implement it. In this case 1t takes sthff,
community, and students as'well as administration.

11 |
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4. - Plan Developnient * ‘
' - . ! ] .
For career education to be successful there must be
an overall plan which determines activities, prionities and
- time frames. 7f career education’is ‘to be a purpose of
the educational unit and, thus, cause change to occur,
each part must be installed as part of an overall play for
4 . the system. This is notthe applicatgon.of a model but :
+  the development of a unique plan which fits the individual
’ educatnﬂonal agency Tke' phan should change as experience
1s gained. ‘ ‘ g

* 5. Implementation

Y L

‘The development of specific activities will, of

necessity, involve mahy persons, specifically thosewho
are to carry out career education. The overall plan should
guide each activity and prevent it from being repetitive and
isolated Implementation will be g process of achieving a

. &oal and comidleting a task rather than adding new*tasks
and concetving new ideass The concept of innovation Is
often rsjeyiea because it is not part of a planned goal.

/ ‘ .

‘6.4 Evaluation

. Expengnce, evaluation and follow-up should guide
revision of the plan and reshaping of the activities, ..
' However, a most Significant activity should be an outside N
—_— - Teview at a date set in the onginal plan. This external
. Kew, together with-the ongqing evaluation, should be
) basis for a complete review and a new design.

.+ .7 Redesign o
" ) One of the greatest handicaps educatgrs face 1s their
% "¢ belief that answers are nght or w,‘g and that they can’t

Fd
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4 start uptil they know they are nght. There can fe
" no “nght plan” for sareer education! Thus, we |
must redesign our programs based on a changing
society. If career education is touted'as the answer: \
eduéators will stop looking and changing.

You Are an Innovator

The first question an nnovator faces 1s “‘what do I do 1f
my admmistrator 1s ot committed and seems unconhcerned
about career education?" The La.sxk 15 tO secure commitment!
How is this most effectively ddne? » :

[ .

{

What 1s your commitment?

I believ

e the first quéﬂon the innovator must ask him.
self 15,

“What 1s m?’édmmltment—n_ot specifically to career
education, but to the purpose of the school and the needs of
the student?” The adminiskrator wants% know 1\f you are

going to help achieve the goals of the school and improve edu- .

cation, or nf}ou wil simply start a new program called ‘‘Career

Education.* T?o often the specialists have fractionatad the
purposes of thé educational unit, divided the efforts of the
staff and overlooked the needs of the students. How can you

and career education help the school and‘become part of 1ts
total improvement? ' .

AN

Do vou understa{zd the.role of the administrator?

1 . ¢

1 B

It 1s important tha the mnovat,or.\'ou, reghize that the | .
hne administrator 15 acc table for all of the outcomes of | .
the school, he/she mustBedkond to many isues, problems, '
and pressures internal and eternal to the organization.. He/She\
deals with the “‘way 1t 15" and\not how 1t shpuld be. The ‘
“model™ may be far from y If the inndvators ‘are Ignorant

O
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of the respansibilities of the adrprmstratoL, they may. organize
more opposition to the idea of career education than support for
it. Every administrator looks for better ways to do his/her job.
Are you helping their effort”

Y

Alternative Approaches

In designing a strategy for getting administrative commitment,
. . R S \GIN
one must remember that the strategy should relate as much ta the .
uniqueness 8f the adminustrator and his her job as 1t does to the -
nature of career education There are many ways to try. but, .
basically. they fall into the following three approaches. N

-, .

Organwzation Constituenqy Approach

If we follow the premise that career education should be
infused into the educational unit and change it to better meet the -
needs uf youth, it becomes obwious that the supenintendent must
rely on the upit heads (pnncfpais. etc j and the teachers

The innovator, then, must be sure that the principals agd
teachers understand career education ag a potential aid to them and
to the fulfllment of their goals The innovator must emphasiz8
thuse aspects of career education that motivate learning, give pur- )
pose to schooling and make the school a success-secunng institution.

~

Organization Methodology
f In using this method the innovator relates directly to the
. broad educational goals uf the agendy so that the policy maker and
f administrator see ¢ areer education as'a beétter way to achneyg the
. already set purpuses of education . Dunng the regular staff meetings
| .

. or discussions with the administrator, the innovator should respond
. to the need for quality impruvement of the present program.

4
8 -
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“Thus approach requlires more than selling an iea, 1t ;K/
requires planning for alternative approaches within the realm
of the possible than can be achieved without creating juns
dictional disputes and causing cqmyle‘te change At this

\

stage a little success ¥ better than § great scheme |
Authority-Reality-Problem Approach

At any given time education 1s faced with a senes of
cntical 1ssues and problems which are based on ecogomc,
s . pohtical and cuktural changes. Governors, business
lm\{n‘iomer power figures canstantly call upon educa-
tion to solwe the problems of the young and of society. The
administratormust be respons;z}t,o these problems. Whether

the problems are real or imaginary, the reality is that the pubhc
sehool administrator must be responsive to these factors.

ues and authority threats? Can you help your administrator
do his job better, and can you develop an approach to career
educati?n that will respond to such processes and i1ssues?

m& Can\vou, as innovator, relafe’-cﬁ?-eer education to these

Securing Administratrve Commitment

It 1s assumed that either through your efforts, or through
mterest develaped from othek sources, the supenntendent, as
chief administrator, chooses to examine ‘career education as a
possthle innovation in the school qystem

Certain odnsiderations are basic to an attempt to secure
admimstrative commitment. They are as follows
L1 Career education 1s a new concept and many
definitions are being, espeused If one hopes for
E‘Rmmntment. a specific definition must be accepted

\‘1‘ \ ’ 9




»

o

The admunistrator is the key person  Often an excessive
commitment to an idea may cause the administrator to
react negatively. Sinse the administrator rew fds staff

. and effects change, this person needs a strong data-base

! ‘for the idea—not a fanatical commitment.

L] .

3 There 1s no “rnight™ waey to implement career education
Approaches and plans must be designed to fit the specific
educational units. Qutcomes may be common. but
methodology and plan will vary with the sntuatxon

1 4n overall plan should be developed prior to xmplementa-
tion The installation of each activity needs to be cor-
related to an ovghall design encompassing content, time
frame and prionty structure

An In-service Program for Line Administrators

An in-serice program for line administrators in an educa-
tional agency should be designed with consnderatlon to the follow-
ing cha?actensu(‘s

1 the development of a common undentandmg of career
education—what it 1s, why 1t 1s needed. and what the
payoffs are for school, students and community,

f

2 therole of the administrator in developing career edu-

cation,

3  the role and responsibility of the community in indple-
menting career®ducation,

4 amplementation at the elementary. middie or Junyor
high. and high school levels,

10
10
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5  trhmsition from school %M‘ork. and finally

6  the development of an administrative plan for career
education which includes a board of edueation policy
on career education, a statement on the role of the
administrator in the developrqent of career education,
a district-wide plan for career educatipn and,an indi-
vidual butlding or job plan for each sthff position.

|

. y
It $1mportant to différentiate betwieen an dmmttratxve
plan and a program plan. An adrhmistrative plas 1 a dpsign
for action that sets goals and prionties, establishes a time frame
and a sequential approach, establishes roles and responsibtlities for
different actors and units wathin the system, sets policies and new
directions for the education agency. and defines a starting point
and a completion point It never answers the question “*How?""

The concept of adminstrative planning 1s to help make
decisions based on beliefs, the best knowledge available, and an
understapding that the plan may improve the quality of educa-
tion for each student

|

Program planning, On the other hand. Is detailing the
methods used to adapt and implement the plan with those
people responsible for operationalizing the ¢oncept.

Essenuéily there are three components in a success\‘ully
completed administrative plan

1 The only way.to get something done 1s'to begin.
How, where, and when do we start? ' o

2 Decisions must be made for what te try. Usually an
administrative plan involves a group decision-making
process .

17 .
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3. The only stathlity, s change Qf‘ss the system moves mto\L
{he program planmng phase, expenence, resources, évalua-
tion, attitudes-and ptejudices will force and shape the plan 1
The details of “how " ntust be worked out before xmplementmg
each action, but the overpding first step is securning commitment &nd
developing a plan which will allow.the staff to develop its ,gtrat,egles
In relatidnship to a total design. There must be a pnmary decision to
adapt the copcept of career education before effective approa&,h&s .
¢an be desigred. »

This approach is not new and has been tried with local school
systems in rma through a senes of five-day Career Education
Staff Development Institutes for School Adminstrators. At the
present time the Institutes have served over 75 schopl districts,

, 1,000 gdministrators and nearly 75% of the pupils in Georgia. Ad-
ministrators have requested the service, and, at present, there are
requests that are left unfilled. . ¢ .
&

In arranging to partxcxpatc’xn the Staff Dévelopment Confer-’
ences, each system agreed ¢c the following conditions. (a) the su
intendent and principals would be present all five days except ut
erfjergencies, (b) other staff might attend if space permitted, and
() the supenntendent would praxgde tie leadership for developing
a plan for his her school distnct dunng the last two days. Each ¢
administrator and participant was provided with a notebook that
contained short articltesahid matenals relating fo the topical areas
of career education, a detailed agenda, an extensive annotated
bibliography for use in the local unit, a Career Planning Guide to
use 1n developing the administrative plan, a self-evaluation form
on career education understandings, and af Institute evaluation
form. : ‘

The Institute staff was composed pnmanly of administrators,
community leaders, and specialists who were liing and working in
Georgia. Almost all the staff were famlhar to the participants, and

12 - Y \
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they rwere recognized as having implemented career education
in thewr school units. ) -

The Institute agenda was planned with the local sypennten-
dent and approved prior to beginning the Institute 1n the 3chool

)

distnict. Following 1s a typical Institute agenda.

D/y One ‘

The first day of the Institute 1s devoted to develSping a
commen understanding of career education. Planped presenta-
tions are followed by discussion and reaction to the Institute
agenda by a panel of local people.

- ~
Pﬁ'oblexés, 1ssugs, concerns and attitudes are relayed to the
presenters oh the upcoming days. They then respond to these
items 1n relatiotf to their specific topic assignment.

Day Two

' Three of the six broad topic areas are covered during the
day by individual presenters Discussion and questions follow

each presentation.

Day, Three h
\ : . '
The topical discussions are brought to closare on the third ¢

day At_ the end of the third day, each participant 1s given a set
o Of guidehines to.aid in developing their district and bu::ldmg plans.

Day. Four

The momifig 1s typically spent reviewing the process and .
purpose of the flan as an administrative tool that forces decision- |
making and prno ties-segting, and helps 1n the establishment of a
time frame and an outlihe of an overall approach for the next |
several years. 1 0
}

- 13 |




The rest of the moming €ach supenntendent helps his group
develop a board policy and a wntten statement regarding the role of
* the admmstrator.

‘The aftern'oon opens with a review of policy with the group,
and proceeds tu the development of a distnct plan for career educa-
tion K .
Day Fwe ' v

The supenntendent responds to discussion and quesnons regard- |
ing his her distnict plan  Following the presentation L We participants
break into groups elementarw middle school and high school—to
exchar.ge 1deas un their rec ommendafions for an adequate plan.
Following this group effort, each person wntes his building or job
plan.

At the end of this last d&y, each participant suwmits his, her
wntten statement of board policy. indinidyal leadership role, \
distnic t wide plan and job or building plan to thy supenntenden‘t

An evaluatign of the program 8 the tenénatmg acuvity. >
\
Representatives from the state department of educatlon and

the nearby college ur university are in attendarice as resource pers'ons
at all sessiofs

-

The deuelopment of admunustrative commitment l'hrough this -
process is based on the belief that the admunistrator, byymzssxon or
cummussion, provdes leadership to career education or opposition .
toit The forced decision making involved tn the planning process
creates an opén commitment . .

r ‘ \ P
Opportunmeﬂ fo. follow up are provided through the note-
. ook matenals and use, of the Instityte persgnnel Qoth presenters
. d resources. . .

ERIC




1
The plan prowvides a basis for the innovator or career educa-
tion specialist to move into the implementation process with the
approval, confidence, hopefully, the clear signal that everyone
has a role 1n and a rew for implementing career education,

Ay
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