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ABSTRACT

INDIANA LEADERSHIP DEVELOPMENT PROGRAM FOR
VOCATIONAL ADMINISTRATIVE PERSONNEL

PURPOSE

The Indiana Leadership Development Programs for vocational administra-
tive personnel provided in-service edﬁcation to meet the specific interests
and needs of the highest level vocational administrators associated with
secondary, post-secondary, and Division of Vocational Education agencies.
Two programs were conducted during 1974 and 1975.

The specific objectivés were to: 1) examine concepts of leadership
relative to administration and supervision of vocational technical edu-
cation programs, 2) expand understandings of interdisciplinary concepts
¢’ vocational technical education, 3) formulate sophisticated approaches
to planning, conducting, and evaluating vocational technical education
programs, 4) refine competencies that will allow continuoué growth in
administrative roles, and 5) facilitate positive working relationships

among personnel in the three agencies.

PARTICIPANTS

Top level administrators were selected to participate in the program
through careful §creening piocesses. The aumber of participants was
thirty-one i;wi974 and thirty in 1975. Total agency representation included
twenty-nine secondary administrators, twenty-one post-secondary administrators,

and eleven consultants from state level administrative positions.
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PROCEDURES

A consortium of four state universities; Ball State University,."
Indiana State University, Indiana University, and Purdué University con-
ducted the program. The projects were conducted with funds from an EPDA,
part F, section 553 grants and university matching funds. The objectives
were accomplished through a delivery system consisting of four modes:
1) synergistic studies, 2) micra studies, 3) contracted studies and
4) travel studies. Synergistic and micro study activities were conducted
as two to five day retreats. The emphasis of these studies ranged from
advocate debates on critical problems iﬁ Indiana to intensive learning
sessions on select competencies. Travel studies consisted of out-of-
state meetings with leaders in vocational education. Contracted studies

included independent study. Activities were coordinated with graduate pro-

‘grams of the four institutions and provided eighteen semester (twenty-

seven quarter) hours of graduate credit.

EVALUATION

Outcomes and the products of the programs included: 1) refined adminit
trativg competencies, 2) improved communication between secondary and post-
secondary administrators, 3) 1mproved working relationship among the four
state unlver51t1es.prov1d1ng graduate vocational technical educatlon pro-
grams and 4) improved management of the agencies in the vocational edu-
cation delivery system. Cgrriculum materials were developed. Individual
contracted studies include research and developmental products. Finally,
a new sole state agency for administering vocational technical education
has been established and a research grant to pilot test regional planning
models has been secured. fhe leadership programs were instrumental in

facilitating both of these efforts.

D
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CHAPTER I:

INTRODUCTION

The Indiana Leadership Development Programs for Vocational Adminis-
trative Personnel were conceived as a means of providing in-service edu-
cation to meet specific needs and interests of the highest level adminis-
trators in the Indiana Vocétional Technical Education Delivery System.
Activities'were'designed to achieve the objectives. of extending adminis-
trative capabilities, enhancing leadership characteristics, and encouraging
cooperation among educational agencies-

A consortium of universities within the state of Indiana developed
and operated the programs.( The consortium approach recognized that the
combined resources of the fuur universities provided the greatest poten-
tial for serving the needs of the target group. Two programs were developed
and coordinated with existing graduate programs. Thus, the Indiana
Leadership Development Programs were two in-service programs operated by
faculty of four institutions.

Funds for conducting the leadership programs were obtained from the
Educational Professionél Development Program of the Bureau of Occupational
and Adult Education under-Secﬁion 553 of the Vocational Education Amend-
ment of 1968. The four universities contributed substantial éupport and
the participants made major financial investments. The Indiana Leader-
ship Development Program was ranked as one of the state's highest priority

of the Indiana EPDA grant for the years 1973 and 1974.

14
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while two separate programs were offered, involving separate partici-~
pants, support, and some change in program management, the two programs
were similar in objectives, operating procedures and learning activities.
Therefore, the two prograﬁs will be reported concurrently in this technical
regort.

The sections of Chapter I will outline background for developing the
Indiana Leadership Development Program, the rationale upon which the pro-
gram's objectives were developed and historical background on the program's

development.

Background

As a result of the Vocational Education Act of 1963 and the Vocational
Education Amendment of 1968, substantial expansion of the Vocational Tech-
niéal Education concept in Indiana took place. Accompanying this expansion
was significant growth in the number of students at the secondary and post-
secondary levels. A number of secondary vocational schools were developed
and post-secondary colleges were created. This expansion énd growth neces-
sitated the appointment of numerous administrators within the state. Addi-
tionally, administrative positions were upgraded to higher levels within
administrative hierarchies of local educational agencies. .

The pool of highly trained vocational technical educatiéﬁ administra-
tors to fill the positions in secondary and post-secondary level positions
was limited. Since a shortage of well-trained administrators existed, up-
grading of personnel had to occur. Therefore, many classroom teachers-and
persons working toward administfative certificates but with limited exper-
ience were placed in positions cf considerable responsibility. This prac-

tice placed a heavy burden on the new administrator to acquire his/her

15
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skills on the job in isolation from a state coordinated system and often
outside of formal education. The success of the numerous vocational
technical administrators is a credit to the quality of people selected
for these positions.

The growth and refinement of the vocational technical eduéation system
in Indiana was a response to the federal legislation that provided the im-~
petus for stimulating such change. Prior to 1933, vocational technical
education in Indiana c&nsisted crimarily of classes in Agricultural Educa-
tion, Home Economics and Trade & Industrial Education. These programs were

initially centered in local community high schools in which a considerable

‘number of very small high school units existed throughout the state. At

the post-secondary level, there was one éost;secondary two-year institution
providing occupational preparation.

Today, vocational education at the secondary level has been organized
into forty-eight area vocational education districts. The majority of
these districts have identified area vocational schools and stilllothers
are under consideration. There are 37 Area Vocational Centers located
throughout the state recéiving numerous students from cooperating schools.

The state legislature generated a statewide technical institute system
named Indiana Vocational Technical College. This state system has a central
office and fourteen regional centers typically incoxporating the major
economic centers of the state. Vincennes University continues to offer a
diversified associate degree curriculum and sérvesxstudents from throuéh—
out the state. In addition, the state's universities provide a number of
associate degree programs.

'The administrative structure of vocational technical education in

Indiana consists of the State Board of Vocational Technical Education with

10



an executive director. In addition, the State Board employs a staff of
eight. The Division of Vocational Education, State Department of Public
Instruction, employs a staff of twenty-eight persons serving as state sec-
ondary consultants. Under the Area Vocational Center concept the chief
vocational officers, titled Vocational Directors, serve in liason capa-
city’ to the Division of Vocational Education. Post-secondary insfitutions
have regional campus vice-presidents and a college president. Planning
and funding efforts are coordinated from the regional campus and central
office facility to the State Board of Vocational Technical Education and
other funding agencies.

The structural‘components of a sound adminis;rative system have been
formulated. Persons were employed to staff the positions in the administra-
tive system. However, the need to groom these top level administrators
within the secondary and post-secondary level positions was of some con-
cern to vocational leaders in the state of Indiana. Basic management

skills and leadership capabilities were in need of polishing and refinement.

Rationale

Underlying the high priority of’providing leadership training for top
level administrators in vocaticnal technical education were three levels
of reeds: state, institutional, and individual.
. The administrative structure of the secondary and post-secondary
levels had been relatively well defined in Indiana. However, close
working relationships between the secondary and post-secondary levels and
between these two levels and the State Board of Vocational Technical
Educaﬁion was in need of refinement. As established, the two educational

levels did little to coordinate the planning of programs, to articulate
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programs and to analyze and coordinate regional manpower needs. The
development of closer working relationships between the three primary
agencies, state, secondary and post-secondary, was a major objective

réquiring considerable attention in the leadership program.

Educational institutions benefit by the quality of the leadership pro-

‘vided to them. Effective and efficient administrative leadership and a

better information flow between the state and the school corporation were
important considerations for personnel within local educational agencies.
Fundamenta;ly, however, the primary rationale for the development of
the Indiana Leadership Development Program was the upgrading of the indi-
vidual administrator. It is the top level administrative person that has
the potential for bringing about change and impr;;ing the quality of opera-
tions. The administrators in thisrtarget population were experienced and
brought to their positions introductory levels of formal education in ad-
ministration. However, seriously lacking was the opportunity to pursue
more advanced educat;onal programs directly targeted to administrative
personnel in vocational technical education through the higher education
institutions within the state. No systematic effort had been planned to
provide the upgrading skills that these aaministratorsugéught as means of

improving their own administrative leadership.

Historical Perspective

The actual fbrmulation of the Indiana Leadership Development Programs
was breceded by a year and a half of informal discussions among staté de-
partment personnel, administrators and representatives of the jraduate
degree-granting institutions. A key point in these deliberations was
attained at a meeting of representatives of the four higher education

institutio. s held in April 1973. Mr. Don Gentry, then Director of the

13



Division of Vocacional Education charged the delegates to this meeting to
explore the possibility of a consortium approach to leadership training
specifically targeted to the administrators in Indiana. The success of this
approach cannot be underestimated. While ‘the teacher training institutions
had a close working relationship with the Division of Vocational Education,
this mandate set the tone for cooperation among the institutions and estab-
lished the boundaries under which the program had to be operated.

Avfour-memgér planning team was named and charged with the responsi-
bility for developing a conceptual model. The model was reviewed and a
proposal developed for submission under the Plan of Action for Section .553
funds of the Vocational Education Amendment of 1968.

In summa:y, the Indiana Leadership Development Programs were copceived
as a means of meeting state, institutional and individual needs for in-
service educat;on of vocational technical administrative personnel. The
priority of this heed-Was of the highest level due to the rapid expansion
and growth of vocational technical edgcation in Indiana and as a compli-
ment to the diversified system of ;ée;hdary and post;éecondary education.
The foundation upon which the programs were built consisted of three impor-—
tant considefatiOns: 1} the financial support obtained through the Educa-
tional Professional Development Act, 2) the mandate of the State Director
of Vocational Technical Education, and 3) the spirit of cooperation that

was generated among the four participating institutions.
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CHAPTER II:

NATURE OF THE PROBLEM

This chapter includes a conceptualization of the Indiana Leadership
Development Programs. The chapter will review 1) the purpose énd objectives
of the progréms, 2). the program's management including staff, resources,
and contractual arrangements, 3) a description of participants and the
selection process, 4) an overview Sf the programs' design including an
analysis of the four‘components in the delivery system, 5) an analysis of
the produccs developed and 6) thé relationship of the formal programs to
the graduate programs of the four institutions. A foundation for viewing

the specific activities of the programs is developed.

Purpose and Objectives
The purpose of the Indiana Leadership Development Programs for Vocational

Technical Administrative Personnel was to. provide in-service education to

meet specific, interests and needs of the highest level vocational technical
administrative personnel associated with secondary, post-secondary, and
state level agencies within the state of Indiana. Five objectives were
formulated to provide a foundation for all in-service education activities.
These objectives include:
1) to examine concepts of leadership relative to admin-
istration and supervision of vocational technical edu-

cation programs,

2) to expand understandings of the interdisciplinary con-
cepts of vocational technical education,

3) to formulate sophisticated approaches to conducting,
planning, and evaluating vocational technical educa-
tion programs,



O

ERIC

Aruitoxt provided by Eic:

4) to refine competencies which will allow continuous
growth in administrative roles.

5) to facilitate positive working relationships. among
personnel in the three types of agencies.

While the objectives were formulated by the management team, .the objec-
tives were reviewed by the programs' Advisory Committee prior to the pro-=
grams' operation. At the initial meeting of the piograms, participants dis-
cussed and accepted the list of objectives. Thus, the objectives were

planned by both the administrators and the participants in the programs.

Management and Instructional System

A consortium of four state universities: Ball State University, Indi-
ana State University, Indiana University, and Purdue University was con-
stituted to provide the institutional structure of the programs. The
management and instructional system conceived for the programs was devel-
oped'to accommodate the contractual union of universities.

The primary -management and instructional unit of the consortiuﬁ pro-
grams was a management team. The management team, consisting of one mem-
ber from each of the participating institutions, was selected from the
graduate faculty in vocational education from each of the institutions.
(See Figure 1). In 1975, Dr. Jake Reams, Professor, Department of
Industrial Education and Technology, Ball State University replaced
Dr. Sargent.

The role of the management team was to plan, conduct and evaluate
all phases of the programs' activities. Additionally, management team
members were responsible for conducting the recruitment and selection
process. As representatives of the four institutions they were responsible

for coordinating all activities of the programs with the affiliate institu-
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Figure 1

MANAGEMENT SYSTEM OF THE INDIANA
LEADERSHIP DEVELOUPMENT PROGRAM

Ball State University Indiana State University
Department of Industrial Department of Vocational
Education and Technology Technical Education o
Dr. William T. Sargent ‘ Dr. Walter Weffenstette

. X -

fManagement'i

Indiana University . Purdue University

Vocational Education Departmei.t of Home
Program Area Economic Education

Dr. Robert C. Harris Dr. Betty Sawyers

tion. These coordinating responsibilities ranged from advising partici-
pants regarding graduate degree programs and course enrollments, to serving
as liaison with contracting officials regarding budget and expenditures
and to coordinating the programs' offering with traditioqal graduate
programs of the institution.

The management team served in a dual role as the instructional team.
In this capacity the management team planned all activities, learning
experiences, travel seminars, and presentations. If the learning activities
involved the inclusion of consultants, the management team personnel served
in the role of preliminary planners and program coordinators with consult-
ants. In this capacity, they established objectives, suggested learning
activities, and coordinated the planning of the presentation. During the
workshop activities, management team members served as coordinators of the

session.
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To accomplish the dual task of managing the projects and developing
_ppe instructional strategy, the management team conducted weekly megtings
in a central location. All members commuted to Indianépolis to meet at
the Indiana University/Purdue University cémpus. Some of the success of
the programs is attributed to this neutral planning location'and the
guidelines for meetings éstéblished early in the projects' conception.
Several of these guidelines ére significant and therefore merit brief

mention.

1) A meeting calendar, spanning the duration of the
projects was established early in the projocts.

2) Management team meetings were given the highest
priority over other professional activities re-
quired by the affiliate institution.

3) Meetings were begun informally with team members
having breakfast together in the student union.

4) Agenda were carefully planned and adhered to for
all meetings.

5) All management team members carried equal status
in the projects.

6) Decisions were reached through discussion and con-
sensus, (voting was not a part of the planning
activity).

7) Involvement in the planning of activities was-as-
sumed on a voluntary basis, each person assuming
his or her share of the responsibilities.

8) A commitment to the succes§ of the projects was

made by each member of the projecc management
team.

9) Each member of the management team was expected to

participate in all of the programs' activities even
though t+his constituted an overload for all menmbers-

In addition to the management team, the consortium approach recognizes

that both human and material resources were readily available through the
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other university programs. Consultants with expertise in identified.areas
were utilized for select activities. In some instances a team approach
utilizing faculty members from two universities furthered the spirit of
cooperation and provided an experience with greater breadth and depth than
would have been possible through a single institutionali approach.

A second major component of the administrative system was an advisory
committee. The advisory committee was composed of ter. leading educationai
administrators within the state of Indiana. ‘The membership included rep~
resentation of the chief administrators of colleges, universities, school
corporations, the State Board of Vocational Technical Education, and voca-
tional administrators (See Appendix A).

The rqle of the advisory committee was to 1) monitor the operation of
the projects, 2) review plans‘of action at key intervals thfoughout the.
programs, 3) prgvide process evaluations of the activities, 4) serve as a
communication link with key agencies throughout the state, 5) provide
planning resources to the management team and 6) review the planning and
operational processes. Select members of the advisory committee partici-
pated in workshop activities both as consultants and observers.

The foundation of the consortium approach was a legal contract among
the four participating institutions. Indiana University was recognizel as
the prime contractor with sub-contracts to Ball State University, Indiana
State University, and Purdue University. The smooth operation of these
contractual agreements was related to the process by which the agreements
were obtained. First, management team members proposed & tentative plan of
action, including a budget and proposed sub-contracts. Sacond, these state-

ments were processed through the four institutions using normal routing
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procedures. Third, a letter of intent was processed from fhe chief adminis;
trator at each of the institutions. Fourth, tﬁgse letters were included in
the proposal submitted to the funding agency. Fifth, after the proposal was
funded and the grant received, sub-contracts were issued to the participating
institutions. Sixth, sub-contract agreements were processed through the
normal cycle.of signatures to obtain approval at all levels.

The sub-contracts provided for personnel, office.;upplies, secretarial
assistance, travel, stipends, and iﬁdirect costs. The indirect cost comp-
utations were based upon the relationship of the sub-contract's value to
the total value of the projects. Each institution claimed expenses period-
ically and was reimbursed for those expenses through the.sub—contractual
agreement. The management team members from each of the institutions served
as a liaison between Indiana University and the 