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Problem-Solving Process: A Planner’s Handbook for Program Improvement presents detailed
information on the foyr major phases in the program improvement process: needs assessment,
search and selection, implementation, and evaluation. Its primary purpose is to provide
vocational educators with self-paced instruction in the framework of a problem-solving approach
to program improvement. It is intended to provide both a general awareness and practical
applications of the overall process. }

Y ' -
1.

-
<>

Following a nationwide expiressiqn,of a need and interest in pregram improvement ‘activities,
this handbook was developed specifically for program pl_gn?')er,s to use in implementing
innovative vocational educatioh programs. ot .

‘

The pro:fessipn is indebtéd to Dr. Carol P. Kowle, Dr. Jay Smink, and Dr. Peg Stank for their
scholarship in préparing this handbook. Dr. Stephen Preston of the Georgia State Department of
Education, Carolyn Trohoski of Researth and Information Services for Education, and Carol

Spenger and David Greer of the National Center for Research in Vocational Education also

contributed to the development of the paper through théir critical reviaw of the manuscript.
Additional staff.who contributed to the project were Shelley Grieve, Raymond E. Harlan, Dr.
Judith Samuelson, and-Dr. Robert Bhaerman. Editorial assistance was provided ynder the
direction of Janet Kiplinger of the Nationa}t’ Center's Field Services staff.

w o ’ e * Robert E. Taylor ;
. ) ., ' Executive Director .
T g ' . The National Center for Research-
: ' in Vocational Educatign :
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.- EXECUTIVE SUMMARY
{0 ' ° P

The purpose of zhis handbook is to provide program planners in vocatlonal educatlon with
self-paced instruction in the framework of a“problem-solving approach to-program improvement.
The process can be applled to vocational school administration and management, student
services, staff development, and mstructadnal program areas. It is intended to provide the user
. with-a general awareness as weII as some practical applncatlons of the program |mprovement
‘process.. .

The program |mprovement prqcess has four ma;or phases needs- assessment search and
selection, implementation, and evaluation. A section of the paper |s devoted to each of these four
broad areas. In addition, the followung twelve specific milestones are identified: (1) the priorities
and goals of the’school districf are identified and/or developed, (2) the school district commits
jtself to participate in the process, (3) a target area of néed is identified, (4) specmc needs are
identified in the target area, (5) a detailed needs' summary is prepared for the target problem
area, (6) alternative.products and practices are identified, (7) products and practices are selected
for installation, (8) the |mplementat|on plan for the products and practices selected is produced
and approved; (9) the evaluation design is completed in order to assess the effectiveness of the
products and practices, selected (10) products and practices are installed, (11) products and
practices are evaluated, and (12) further program management decisions are made.

Concrete learning experlences are ver¢ visible in the handbook. These experiences provnde
the user with a planned seq'uence of learning activities desighed to- ‘Jead to the achievement of
the overall objective, namely),&!o apply the program |mprovement process in an’actual school
setting. Certain components often included in handbooks of this type aré background
information concerning sgecuff”é competencles d opportunmes to practice or apply the
competencies. Both of- these efements are mclyJ‘ed

3

The format of each: sectlor%follows a similar pattern and includes the following features:

initial background information; wthe profile of a hypethetical area vocational school and case
study materials; andthe learning experiences that include the mq:stones (in a more detailed

form of checklists), the detailed:learning activities, and suppleméntary resources.

R T R S
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. - . <, SECTIONI .

. THE PROB.LEM-SQLVI.N_‘G PROCESS: A BRIEF OVERVIEW ) -7
e he . i - i .\" ) . .
. " General Purposes of the Handbook
» o -

) A major goal of vocational‘education is to provide hrgh-qualrty programs that lead to the
successful placement of students in training-related employment. Hence, fedefal, state and Yocal
administration of vocational education has focused on improving both the mstructtonﬁl‘qualrty . o
and the organizational structure that supports these programs. .

The purpose of the handbook, therefore, is to provide program planners with self-paced - #
instruction in a problem-solvmg approach to program improvement. The process can be applred >
N to area vocational ss& ol administration and n’tanagement student services, and staff
' development, as well &s to instructional programs. In essence, the handbook is intended to -

provide the user with & general awareness, as well as some practical applications, of the program <

|mprovement process. The intent is that the program planner working with the suggestions .

provided here, will be able to “work through” the entire procedure While each of the major areas

can be—and has been—treated in greater depth elsewhere, the purpose of this handbook is to

present a panoramic view of the progess. The expectatron is‘that the user will explore the I .
suggested resdurces-for add|t|onal materials when in- depth kr(owledge is desired. '

-

‘e
-

_* While the handbook can be used alone, |t |s more desirable.to use it in a workshop setting '
with an experienced leadér to provide additional examples. < i - o

IS . . s . -
<

4 - .t " . speclfic Behavioral Ob]‘ctlves' -

/ »

The specmc behavroral objectlf/es Felatrng to use of the handbook .are as follows: ' ; .

° "Termmal’~’ Objectlve L (
After completmg these readings and activities, the program planner will have the . J‘, et
knowledge and skills to apply the problem-solvmg process in an actual school settmg N

. . Flve“EnabIlng" Objectrves ‘ .. ) . st
- . ‘v ‘r-;

1. After completing this brief overview, the program planner will have a general . |
’ 'knowledge of the seQUence of activities in the problem-solving process. i 4 .. 1

’ 2. After gompleting the needs assessment section, the program planner will be able to <

i - identify the educational néeds of the area vocational school déscribed in the case | |
+ study and complete a general needs statement ‘and a needs assessment summary

«"chart . w \

. E - N . 5,'
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3.‘\er completing the search and-selection section, the program planner will beable to’
use selection criteria to select a career: awareqess program to be implemented in the
area vocational school described in the case study. ', . . . ' J
1 ' ’ .
4, After completmg the |mplementat|on section, the program ‘planner erI beableto ~ * .
complete a plan for the implementation of a new career awareness program in the area

. - vocational@chool described in the case study. . s
5. After completing the evaluation section the program planner will be able to complete
an evaluation design to assess the ef?h ctiveness ‘of the new career awareness program

implemented in the area vocational school described in the case study. - . ' T

- . > - .

-

-

. ’ ‘o t . ,
’ ~ N . TheFour Ma]d’ﬁ"fhases ) -

FO%

. , @ ‘ Y -
TAe problem-solving process has fou&ma]or phases ‘needs gpué'ssment, search and Y ~ R
. ‘selection, implementation, and evaluation. . .

» e -

‘ . As illustrated in figure 1, the process is triggered" by needs assessment actrvnties These
' " procedures are intended to analyze the gap between the current status of achievement of the . .
schoQl's specmea goals and the tevel .of achievement that is desired for each .goal. As a result of ° ‘ o
] the assessment, a target area with a high priority need for |mprovement is identified and detailed Eh
- . information specific to the area.is summarized. i

B 7. ' .
‘ The mformation from the assessment is uze\d‘;o focus the search and selectlon phase L
During this phase, various resource pooIs (e.g e and national listings of products, . ¢
“‘COmmermaI vendors, other area vocational schooIS/and research and development centers) are
‘searched to |dent|fy products and practices that appear fo match the needs in the target ared. -
The products identified are then screened and rated, byusing/,specrirc criterig or standards from L
the needs assessment, in order to select the best one or more for use in |mprovmg the target . -
area. . - . ) . ’ i
+ Oncé a product is selected, the‘ﬁ‘nplementation phase begms A deta|Ied plan for installing .
.. ; the proddct or practice is written. This includes-the major actrvnties needed to install the new
) product or practrce’ . . W : . .
e The evaluation phase relates directTy to‘implementation An evaluation_procedure is designed
for each major imprlementation activity The design assésses the quality of the actual ,
implementation and the effectiveness of the new product or practice in impromng the target area.
. The implementation plan and evaluation plan together become the; “program improvement plan.”
et - . Figure 1 displays the: esgence of, the process. As illustrated in the figure, an aIternatrve ) -
procedure is followed if an acceptable product or practice cannot be identified for use, In ‘this
* case, the school would be likely to plan and follow a program development phase that ‘would, "~ °
allow school staff.to design and develop their own innovative program to meet their needs. This

alternative could take many formats but should end with implementation and evaluation plans.

.
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Twelve Milestongs
Because the problem-solving process appears to be sequential a number of salient points
can be identified. The term used to describe these key items is milestones. The twelve milestones*

_ listed below refer to the critical events that should geeur in order to ensure success as a school

progresses through the structured procedure. Each milestone although of major importance
itself, is further broken down into more specific checkpoints or steps that are addressed in detail
in the text. (Note: the term school, in this sense, is used to describe the team of school
representatives who are assigned or who voluntegr to - complete the process.) TheNplve
milestones are as follows: IS
v

. ® Preliminary Activit“s . ' ) '

‘ R e

1. The pnontlesvand goals of the school dlstnct are identified and/or developed.
2. The school d|str|ct commrts itself to partlcnpate in the process. ' .

(Note: All of the school- level milestones below relate to the prrornty areas ldentnfned at the
district level.)
* ‘Needs Assessment? )
. i & - ’ .
- 3. Target area ot need is |dent|f|ed '

4, Speciflc lnvdepth needs are ldentmed in the target area.

- -.r'
- S

. 5. A detailed needs summary is prepared tor the target prop,lem area. N ,,,
e Searcn and Selectron-—r:;« o o A = '; o e
. - S .
6. Alternatrve products and practices are 1dent|f|ed . . ;
7. ProdUcts and. practlces are salected for installation. "% o : ..

. (N te: Alternative—-lf all pcpducts or practlces are rejecté‘d” the School :wﬂl need to &nter-a
ogram develogment phase) s Lo ; X @

- & Implementation - - ;F:.a,,ﬁ:__r o ) | N
plementation L o “ }

e

- 8. The implementation. gLan for the products and _practices selected lS prepared and
approved. P “ - N

. and practrces selected. . ~ ' %,

® Evaluation . . -

czaaty, t «.:,_\*_

q

.-

‘

9. The “evaluation deslgn is completed in order’ t? assess the effectlveness of the products

10. Products and practlces%re installed.

P
e
t./
AN

£
.

s

-~ 11, Products and practides are evaluated
 Nem L ‘4

12. Further program management declslons are made. .

‘. * ' ’. ! © a ' e :j ' ’ S‘ o ’
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: »
Throughout the handbook, these twelve mrlestones——begmnrng with milestone three—are
) presented in great detail. Before they.are addressed,: -however, it is critical to consider milestones
" one and two. These two preliminary actlvmes are absolutely essential to the success of the
process. They are presented in ordef to remlnd program planners that the broad priorities of the
school district must be identified. If such priorities are not explicit, thiey should be made so. The
general target areas of need, a term used throughout this handbook, must be visible. The second
point simply is that commitment of the school district also must be explicit. Without this “up
front" commitment, the rest of the activities will be merely “busy work.:

.. A Tool for Program Planners
As indicated, we have'selected the format of a handbook for a very simple reason: There is a
* great deal of material, some of which is very extensive, that atready exists for program planners.

. After much consideration and giscussion with practitioners, it was our feeling that a relatively -
< concise but comprehensive tool was necessary, so that vocational school pergonnel could readily
get a “Handle” on this important process. The handbook, therefore, represents a synthesis of a
number of valuable—and recommended—resourtds that have been developed nationwide and

that are avarlable to the work teams described in this guide.

In this regard, we are indebted to those who have done previous?rork in this area through
the_Research and Development Utilization program (RDU) of the National Institute of Education.
The.RDU, a demonstration effort to disseminate educational materials, was aimed at helping

_schools clarify and solve local problems. Several pro;ects suppom@ed by the RDU program were
- particularly relevant, e.g., the Pennsylvania School Improvement Program, the Georgia RDU
Program, the Network System and the Michigan Career Education Dissemination Project.
nthors of this handbook do indeed look upon this guide as a tool for program planning.
ers will recognize;-the handbook has a number of elements that are found in
asgd Iearning materials. This approach was. a conscious attempt on the part of the
Jauthors tgtilize 8technique with which most vocational educators are familiar. This is precisely
Wy the concepts of learning experiences play such a great role in the handbook. Learning
experlences are, of coursdiithe heart of competency-based materials. They provide the user with
a planned sequence of activities designed to lead to the achievement of the “terminal” objective.
Certain components are often included in the series of learning experiences in handbooks of this
type, e.g., background knowledge concerning the competency and opportunities to practice or
apply the competency. Both of these elements are found in these pages. As the user will see, a
great deal of the focus is on practice. The handbook, again,'is a practical vehicle or, as we say, a

Ak

tool for the very important process of program improvement. 3 .
{
L e " The format of the settions of the handbook follows a similar pattern:
e |nitial background information* e

~

e The profile of the hypothetrcal area vocatronal school or, as it is referred to for the most
~ part, the.case study. materials . o

\ e Case study lnformatlon will be framed for your convenience

. \J"-’
‘e Learning experiences that include the milestones (in a more detailed form of checklists), the
\ detailed learing activities, and supplementary resources

v We trust that this will be a useful tool for you.

. .
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After completing this section, the program planner will identify the educatlonal needs Bt the |
area vocational school described in the case study,ﬁand complete a general needs statement and -

a needs assessment summary chart.- . ‘ : o~
» r w e
' Pflrpoges. s -
! ) . . i .
® .Jo present descriptions and explanations of needs assessment procedures
] 4 < © [y
‘ R, ¢ — ‘ . ! .
e To provide simulated applications of needs *assessment procedures,
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Background information on Needs Assessment, Level One: Target Area Identified

A needs assessment can be beneficial.to a school in many ways since it usually is part
of long-range planning. Because the selection and implementation of products and
practices depend on an agcurate identification of needs, a tharough needs assessment is

" the first step in the program improvement process. A needs assessment is also crucial to .

evaluation, for it helps establish the focus of programs designed to improve the outcomes of
the entire educational ‘process. A needs assessment provides data for future planning, as
well as a basis for allocéition of financial-and personnel resources. Moreever, repetitive,
needs analysis can be used to determine whether or not the program improvement progess
is workmg i.e., whether the needs have been met. Such an assessment can be an ongoing
activity, can help modify an existing program, and can refocus objectives and content areas.

Because educational needs are always ghanging, assessments must take placexegularly.

< -

~Most educators are familiar with the definition of an educational need as the dif{erence .
between an actual situation and a desired state, i.e., the difference between “what is\and
"“what ought to be.” This is a discrepancy definition, in that it focuses on the absence ia
desired condition. When teachers talk of student needs in terms of some aspect of *
schooling (such as reading deficiencies), they are using the discrepancy definition of nead.
However,-the problem with this definition is that it agsumes knowledge of the perfect stat
of “what ought to be.” Also, even if we know precisely “what ought to be,” we may not be
able to obtain it. A better definition of need, therefore. may be’the difference between "what
is” and “what is satlsfactory

The term educational needs often refers to student needs or deficienties. Many other

’ ‘types of needs exist, e.g., program needs, staffing néeds, administrative needs, and so.on. In

a comprehensive assessment, scﬁool staff should consider a whole range of needs. Hence,
a needs assessment is a systematic process for determiriing the difference between O)ustmg
and desired levels of attainment. -

v
.

- Wha fiakes a needs assessment systematic? We believe that it is systematic when .
initial go :are set. Such goals identify “what ought to be” or, more accurately, “what is ’
satlsfactory" in student performance, program design, curriculum development, .
administrative staffing, and so:on. Thus, when we define.needs assessment, we say that it is
a process of obtaining and analyzing information aboyt problems related to-the establlshed

- goals (Schriner 1979). ' ¥ N ~

Determirie Priorities ' h -
A needs assessment can be as simple as an inforfnal survey of student enitudes ina

single school or as complex as'a nationwide student achievement test. When one does not

have resources to perform an extensive assessment, the followlng steps can be taken to

L)

. determine pnonties for program improverﬁent

. ldentify or»develop goals,

.
N

. Determlne andjate the relative jmportance of each goal. )

~ I4 .

1

" e Determme and rate the relatlve effectiveness of current activitles aimed at achieving the
‘goals. £ *i,

- v v “ere 2"
¢ /\
.

-

'




. * ‘ v wl"‘ y ’ : - < . .
) . ldentrfy target areas of need'by lookrng at the difference between “what is satrsfactory" and . _
v l “what is,” and by, determrnmg the dlfference betwegn the imfportarie of the goal and the .
Yoo effectrveness of current actlvrtres . ) -
) 4 :v : -

e Analyze the cufrent status of°the targeﬁt.afea to identify more specific:needs.

ST
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Guldelines for Writing a Needs'smer'nent T

One ofthe barriers'to achieving program improvement goals is the lack of specificity in
statrng the problem. Compare the following two statements:
- ° ‘*n '
® ;“We have a communrcatlon problem among our faculty.” °

1k

.« W e “We use team teachrng in our burldrng Vrrtually all of us involved in teams are concerned

2 with the.fact that we hpve'not given adequate attention to creating ways to share-innovative,
ideas across teams-~We need ‘ways of sharrng'ihat do not take up the time of those to whom
a particular idea is'not:relevent, bt that will share enough detail so those who are -
' » interested. will kriéw_how to tsy it in their own setting.” . C

2 . & . t .
The latt“ a good “needs” statement because it satisfies three guidelines for writing a good
needs statement, namely; { : ‘ R

® Who,is affected? Members of the teaching teams are affected “Vrrtually all of Us involved in
teams are concerned .
. i .
® What kind of a need is rt? What is lacking is an adequate means for doing something. “We * _
- neeg ways of shanng . . . . .

e Whatis'the goal-for improvement? How will the situation look when the'goal has been
achieved? In this case, the goal is not simply increased-communications. it is the creatian of

S . ways of sharing-that do not take time of those to whom a particular idea.is not relevant,
but that share enough.detail. so that those who are interested will know how to try it m their
. own setting . ~ \d

-

The most important ingredient is the last item, that is, the specmc goal for rmprovement
- However, this guideline is not always easy to formulate. Your situation may be complex may n
contain any number of major and minor goals, and may take pages to describe. Nevertheless,
you must keep ih mind that describing the situation is not the-same as writing a needs statement.
‘A needs statement.must address the three gurdelrnes and should focus on only one improvement
goal ln the specrflc situation,

]n order to complete the problem-solvrng process’ a.hypot'hetrcal area vocational school is ’ o
referred to throughtout the handbook-—rn the initial profile that follows and in the case study ’ -
materials below. . ' )

i
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 Initial Profile of the Area Vocational School . -

. The school is in thé Benter of an area that is predommantly rural. Most'of the
population has worked on farms, in nearby summer resort hotels’and restaurants,
in servce stations, and construction jobs..Most of the employment is seasonal.
During the winter months, the rate of unemployment is high. The trend has been
for children to follow the occupational patterns of their parents.. R

\s

In the last five years, a distribution center for a large mall order company, an
electronics manufacturing plant, several nursing homes; and a.large med cal\ ‘
center were built within a thirty-mile radius of the school. o~

Durmg the constructlon of these new mdustnes. the school admlmstrator:/
and the management _personnel of the industries worked together to develop-
long-range plan for the school that would provide needed entry-level employees..
The outcome of this planning the addition of computer science, health

services, and basic elec C component repair caurses. All of the new courses
ivé work-study experiences in the industries. These courses

included coo
M’; student enroliment when eaéh new industry opened. Five years
~Tater, however, since only 25 percent of the students are enrolling in these ney

courses, the school board is considering dropping them. The traditional courses
(agriculture, horticulture, home economics, food services, auto mechanics, and
constructior’ trades) are still showing high levels of enroliment and placement.

At arecent meeting of a local labor council, the reeres'entatives of the new K

industries expr'essed concern about their high labor turnover. Entry-level

employees were moving into the area, staying only long enough to gain
experience, and then leaving for jobs in urban areas. They asked the school

. administrators if something could be done to-increase the number of students
’ ‘completmg the courses that were designed orlgmally to provide a stable source of

entry-level employees for these industries. If the school could increase the
number-of students qualified for entry-level jobs, the new industries would provide
opportunities and internal training for job ‘promotion.

The school director, Mr. Joseph Phippd, reported this request to the school
board. Mr. PHipps had-been trained in the problem-solving process and had
received board approval to'use the process to iden ify the sourcdes of the current
problems in the school program-and to find products and practices that would ., oo

* resolve them. The board appointed a ten-member area vocatlonaLscho’Gl program

.2 member of the school board, guidance c0unselors from four feeder districts,
" and four mstructional staff members. . !

improvement team (AVSPIT) to work with Mr. Phipps to seek a way to |mprove the
effectiveness of the school in meeting the needs of the‘local labor market and to
expand the career.chojces of students beyond the traditional occupations of the
region. The team members included a representative from the local labor council,.

Mr. Phipps also received approval to have the state—level regional .
representative provide the team with technical assustance and resource materials
as needed., . _ - L . .
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¢ ) ' Learning Experlenoe #1: Target i\rea identified . §

Needs Assessment, L.evel One, follows a frve-step procedure descrrbed in the next section. It
z is a discrepancy analysis that identifies gaps between desired and ‘actual outcomes. The :
checklist presents the steps to be followed in identifying the target areas of need. After you have

studied the checklist and the previous initial profile for the area vocational school,.complete
Activities #1 and #2.

J
\

Needs Aueument Checklist, Level One

Milestone Threa Target area of need is identified. This milestone is based on the notron that .
successful program improvement must focus on clearly defined problems. )

' / —=Step 1. The existing school data in priority areas are gather‘ed.

—Step 2. Dataare summari.z'ed and analyzed.

—Step3. The schOoI profile is prepared, including all available background data.

——Step4. The first needs assessment meeting of the team is conducted. ’

? ¢ B4 ;r’ .
.___School data summaries and profiles are _reviewed.
. - ' ——Team reacts to all data. ,

- . —Step5. The.general needs statement is prepared. This will define the school target
"’ ' area torbe improved.

7

L 3

Learning Actlvltles

P

Mr. Phrpps scheduled the first meeting of the team in order to |mt|ate the’ needs assessment
The objectives of the meeting were to achieve consensus on prronhes of the current program

goals, to achieve consensus:on how effectively-each goal was bemg met, and to identify the
goals that were most in need of mprovement

'
'.,
i

I

The followrng mateho'.]E [ FE'provrded for use by the team .
i _ Kprofile of backgrOund information on the area vocational school ) L

. . ‘Data from a statewnde assessment of vocational educhtjon. The statewide Vocational .
" Educational Assessment included a section on attitude toward work and knowledge of ’
occupations and careers. The students in the four feed $chool'districts .and the area

. vocational school scored in the:top quartile of the stat drstrlbutlon on attitutes toward work :
- but were |n the lowest quartile on knowledge of occupatloni and careers. : *

A goal statement from the school board of dlrectors that focusod on the followung elements Lo ot

-
y -

f .1 ’ lmprogng uhity and cOmmunlcation among staff K i no ' ks

f
- 3
' 4_%7 » . . .

. . : ' s
i —-Increasing caree,r ‘awareness among juniorg{i&gh students in the feeder schools * . - ’ ’
S ’ - : * N T, T * e ® T A‘: ( ’

. - ’ - - .

e : - l’.
" L . . |




. Provrdrng categorles of occupat|0ns to high school studentsithat will prepare them for .
T - entry-leve| jobs in the new industries i ' .
N ..._Marntainlng tra|n|ng in existing tradrtlonal occupatrons in the area ' .

* ——Providing career awareness materrals for the teachers. counselors, and Sudents in the

w feeder schools and the area vocatronal school . .

Activity #1:-Identifying target area of need. Using the profrle data and the additionhal
information provided by Mr. Phrpps. complete the chart on the priority rating of needs. For your
assistance, column 1 already is completed. Use your judgment and the information you have on,
the school to determine &hd rate the current level of effectlveness foreach .goal; put this rating in )
column 2. For each goal, subtract column 2 from column 1 in order to arrive at the degree of s

s need for improvement for each goal in column 3. (Remember: 5 = high; 1 = iow.) The number in .
column 3 indicates the amount of ‘need—the greater the number, the greater the need. Zero or a ! -
minus value in column 3 indicates no need for improvement. Complete Actrvuty #1. . :

Attivity #2: Preparing a general neetls statement. Use the guidelines found on page 9 #br -
writing a needs statement, the school grofrle. and the information gn the suggested answer sheet
(Chart 2) tg write a general needs statement for the school. Checl? your general needs statement
with the suggested answer sheét. Complete Activity #2,

.

—— B
Case Study Continued ) .

- “ - ‘e
4

i Conclusron of needs assessment. The team decided that the general needs statement should|
. be shared- wrth the area vocational school staff and the school board. They also-concluded that
b - a&dlttonal data on the current status of the career awareness program in the school and the

feeder schools should be collected.

k4
3

c
- Y . -
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After completrng Actlvrty #2 and reviewing the above conclusron proceed to Background
Information on' Level Two: In-depth Assassment,
- - ) . z , . ' i . . ; ,
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CHART 4 o .
GENERAL NEEDS STATEMENT suec.es‘reb ANSWER SHEET

.

Who is affected? .

- The junior high students jn the feeder schools, the area vocational school
'studente; the counselors in the fgeder schools and the area vocational school, the
teachers of the new vocational school courses, and the new-industries in tie areas
served by thé school all are dffected by problems related to career awareness and
school training in occupations avanlable in the new industries.

.

What kind of need is it? ‘
* Although adequate career awareness materials have been provided for the

teachers, counselors, and students in the area vocational school and the feeder -
schools, there have been no improvements in the career awareness or career
knowledge of junior high school students. While courses that prepare area

- vocational schodls students for empfoyment in the new inﬂustrie‘s are available,
enroliment in these courses is low. The vocatlonal school is not meeting the ™
‘needs of this new labor market. : .

.

g

-

What is the goal for lmprovemcnt? 1o /e -~

More effectivé use of the available career awareness materiajs _py chers,
counselors, and students in both the area vocational school the feeddr .
schools must occur. Current career awareness materials and activities must be
added to increase student carear awareness and knowledg?—especlally in those -
occupations related to’thé new Industries. Student enroliment in the.new courses
‘must be. mcreased to meet the current needs of the local labor market '

2
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' Background Information on Needs Assessment, l.evel Two In-depth Assessment '

After a target area of need has been identified, it is necessary to complete an in-depth
assessment | in that area. During Needs AsSessment, Level Two, in-depth analysgs are completed
on program " materials, administration and management staff development, student services, and
instructional programs. Level Two requires the team to focus on the following questions: -
 Are the current program materials adequate? * ' & ‘ .

\

* Do teachers, cGunselors, and students have access to the materials?

e Are the materials compatible with stated program objectives? .

e Where are the weaknesses related to the target area in administration and management,
"~ staff development, student services, and |nstruct|onal programs (including student
» outcomes)?

To answer these questions, items must be written for survey questionnaires afd structured
interviews. These instruments should have between four and six items for each question.
Respondents should be selected frqm groups with direct involvement in the target area, e.g.,
teachers, administrators, students, counselors, parents, and employers Usually different forms
are constructed for each major group of respondents. The items in each form will ask for similar
mformatlon but should be phrased dlfferently for each group.

Data collected in Level Two are summarized and analyzed for each group. When this type of
data summary is presented to a planning team, it is organized to show how each group

responded. The planning team would then use the data to produce a sum&;}y chart that ot

specifies the major problems in the target area that appear-to be in need of improvement. This
summary is important because the data become tge basis for selecting and implementing new
products and practices in the target area of need.

’

bl

Case. Study COntlnucd
-1\3 .
The program improvement team had reached milestone four and had
identified the career awareness program as the target ea to be improved. Based .
on the information available, it was their judgment that if the career awareness -
program were improved, most of the other areas of need (such as enrollments in
the new courses) also would improve. . < -

LY

The team now was aware of the target area of need.but was uncertain why it
was a problem. More |nforma’To"r?about the currant status of the career awareness
program was needed before it could bean to search for new products and
practlces : e :

..

.

LAET'Y
s - a0

Rl

v el The team declded fo (a) lntervlew several teachers, counselors, students,
~ parents, and employers and (b) send questionnaires to ali of the teachers,

) coungelors, students, and to a sample of parents and employers The team met ce
7 with Mr. Phlpps and constructed questlonnalres and interview schedules deslgned
tofanswer the followlng questlons . SRR

" §oE '
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How was the current career awareness program administered and
managed? . . .

. \
What staff development had been conducted é.g., regular inservice,
counselor training, or. preinstallation staff learn; g?

o 7
|

How good were the materrals?

.
How was career- awareness mtegrated'ln the currrculum?

, How were the materials used? . 1
k] .. .

. ‘lNere employers and parents involved in any way? ‘

3

Items' were writteri for each question. The team then nltl'led“questlonnaures to
all counselors, teachers, and administrators in the area vocational schopl and
“feeder schools and'to a sample of parents and empioyers. |hterviews were held-
with a sample of area vocational school! teachers. junror high school teachers, and
guidance counselors. * : . »

. The data from the questlannarres and interviews. were analyzed and
summanzed by Mr Phipps in order to he presented to the tearn, )

" At the team meetrng, Mr. Ph|pp rovuded data summaries for review. After
much discussion, the group reached Eonsensus that the major problems in the
career awareness program were as f

A .

v,

- N - X

& QOverall: coordrnatron and managament of the program were lackrng

~ . k4 e .
.

. The current materrals were outdated of- poor qualrty. and narrow in
scope f Q o .
¢ ~5 - B . o
Consumable matenals had not been reordered. when needed
?) -~

su e 8

¢ Counseling services Yor junlor high school students were l|m|ted and
—‘concentrated on college-bound students. .-

) Materrals had been placed ln feeder sehools and the area,vocational

school but were kept ina resource room.

.

aCounsele?s and teachers did not have any training in- the use of the

‘f\ cué'er a3vareness program : . -
L - T : ot [4 -

e The career awareness program had been selected before the new
courses ,been instalied and had very lrmltedjnformatron orn these
occupatio . St

. Nelther parents nor employers knew anythlng about the- career
awarenessprograms— - ) .,

a4 ! v e,

v « X

o . There were no “fecords to show that the career awareness materlals
were used in. classroom instruction. . v

a
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i ~—Step 1.

.“_:

3 b -
.

- The, career awareness materiais were not part of a comprehenswe e
program but had been ordered from publishing company ‘grecery lists” \
of products. . : %

" . N . .= . 7 y N
Counselors did not see any relationship between use of career’
awareness materials and student choice of area vocational.school

) A courses.

® There had never been any public awareness activities for the new ..
T courses or for the career awareness program.

. S'tqdentsﬁdi‘d not know there was a career a\'ivareness program.
-0 No effort had been made to inteorate career awareness instruction.into
existing curriculum offerings. Thi$"situation resulted in inconsistency in
_Student exposure to \he career awareness program.
® Counselors and teachers who had used the career awareness materials
felt that the focus was more on developing a positive attitude toward
work than on offering knowledge about a wide range of occupations. )

2, : )

T b
a

) - ‘ _ Learning Experience #2: In-depth Assessment
After you have.studied the.Level Two, Needs Assessment Checklist and the continuation of
the case study, complete Activity #3.

N

)

—_ €

Needs Aueument Checklist/ Level Two
. Miléstone Four' ‘Specific in-depth needs are /dentlf/ed in the target area. This milestone is
. achieved through a comprehensive analysis of the current status efforts in the target area, in
order to identify specific needs that are' causing problems. !

% 2
Program.materials are analyzed.’

oo b .« - 4

——Interest levels . . .
N ‘ ' ;

L Variety

H . : . . i
i >

o '__Compatabmty with area vocational school goals in the target area

° [N b4 i
PN . g /

: S Avai'iability ‘ ' ’ | L
R , : - L \
. - __Quality (le it Up to date? Is it comprehensive? Are the readrng Ievels

interviews, and observations
l.

.',jtb - ""1 . N

.._..Adiﬁinistration and: management
\Jq ’_. -

\

CE appropnate?) L v "

e -

‘Y

Major elements in the farget area are analyzed usmg questionnarres.

‘{.\




—Staff development ..

3

—Student services

e

~— Instructional program

—~—Step 3. Data from Steps 1 and 2 are analyzed and summarized.
Milestone Five: A detailed needs summary is prepared for the target problem area. This
milestone is achieved by reviewing all the data produced in both Needs Assessment Levels One
and Two. { .

+

A
.

——Step1. The needs assessment summary is prepared.
"——Review all previously summarized mategals.

‘—Review data summaries on administration and management, staff
development, student services, and instructional programs.

-

——Review the geﬁeral needs statement from Level One.

..;Prep‘?re a summary chart for the target area. \

. L N )
The total area vocational school staff reacts and accepts the summary chart.
A - ’ N = m
——Reach a consensus on needs to address-in the search and selection
process. . L

-~ <

Lumlng Acttvmes - ~ , . ]
SR P - 7
Activity #3: Prepanng a needs summary chart. Use the list of prObIems stated previously and
+ the general needs statement answer sheet from Level One,to complete the followmg’ chart. Limit e

the items in each column to four. Since there is.some overlap, you may want to combine several

of the Level T\gmproblem statements into one. One statement already has been written in each

column to get yomstarted, (Note in a real school sutuatuon the preparation of the needs

assessment summary ghart is-a team effort.y When you have’ completed this chart,.check your

responses with the needs assessment summary answer sheet. Complete Activity #3.

e
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v .GHART 5
NEEDS SUMMARY CHART .
> L . S
Administration and - Staff Student Instructional :
Management Development Services Program ~

Need a coordination/ | 'Need teacher Need career awareness | Career awar"e’“n«éss.(ﬁ'
management system inservice in use counseling that pro- . program needs to )
for career awareness for., career aware- vides information be integrated into .
- ness program related to the occu-*= existing curriculum )

) : pations available in Lo
! . the new industries . -
i -
e \\»’ } : ' '
. AR
° (’- ¢ ¢
2 ’ Yo o .
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CHART 6 ,
kg
Q(NEEDS SUMMARY CHART: SUGGESTED ANSWER SHEET

v

P

e -

<

Staff
Development

Instructional
Program

" [Need a coordination/
management system for
career awareness

Need teacher inservice
in use of career aware:
ness program

Need career awareness
counseling that pro-
vides information
related to the occupa-
tion available iri the
new industries®

©

Career awareness pro-
gram nekds to be
ifitegrated into existing
curricu!)um . ®

mation system on stu-
dent progress in career
awareness program

;E' e

™ +

Need some central infor-. .

Need counselor inser-
vice in use of career-
awareness materiais
for helping stude
select area vocatioha
school program

oy

Need to publicize the
work-study program
in the new courses

o

Career awareness
materials need to be
accessible to students
and teachers

=3

Need a system for keep-

ing materials up to date

and for replemshmg
consumables -

- ’ *

_and employers

Need to develop com-
munication on career
awareness between
vocational school staff-

RIS

3

Need to hyroaden coun-
seling services in area
vogational school -

Parents and employers'
need to be invoived

in career awareness
activities.

Need a procedure to.get

materials out of resource

room for use by stu-

| dents, teachers, and
counselors

LY

= hd

Need to get informa-
tion on career aware:
.ness brogram to .

Zstaff; stressingsits -+

value to- student
tchoice of vocatlonal
school oourses

\'Ne_-gd to build compre-

hensive communica-
tion between feeder
school and area voca-
school counselors to

“ provide career support
_system for sggg&\ts :

Career awareness mate-

rials need to be com-

prehensive; sequential,
and part of a total

- career awareness

program -

{

Need to brmg parents’
and employers into
the career awareness
program

B

..

Matenals should focus
on both student attix... .
tudes and knowledge pf R
occupations © . '

< s

‘ Need some pubhc ..
relatlonS‘actlvmer e




SUppiementary Resources

crm’mcauon of Needs - . . o
- Th are many types of needs assessments, most of which involve analyses of perceptions
of need, actual data on needs, or a combination of perceptions and actual datdThe following
classmcatnon from Adams, Cohen, Koble (1977) may be helpful:
o |
¢ Objective discrepancy analysrs—This techmqueinvolves \measuring student performance by
such objective means as standardized tests and comparlrlg the results to desired status on a
set of established goals.

e Subjective discrepancy analysis—This technique involves measuring such things as student
performance on the basis of the opinions of reference groups, e.g., teachers, parents,"and -
. employers. °*

/\Vself_-p_erceived needs discrepgncy analysis—This technique involves assessment of the
opinions only of those beingl evaluated. For example, graduates of a vocational program
might be syrveyed to determine their perceptrons of.how the progtam met their joh-training
needs. - . . .

i . ¢ Interactive needs assessment—This technique invojves systematic interaction on the part of
@ educators in a school building or system to generate.goals and analyze rieeds.
e Obijective needs assessment—This technique involves the analysis of factual data from
outside sources such as student achievement test results froma Iarge-scale assessment.

¢ Subjective needs assessment—This technlque involves use of a questlonnau'e or. similar
instrument to obtain the opinions of respondents ofi the importance of goals or the
C .. seriousness of educational needs. . | &

Each category has its strengths and limitations. Subjective analysis, for example, has the
.inherent danger of representing the bias of those surveyed. At the same time, overreliance on
external data, such as test scofes that may not apply to a particular group of students, also can
be dangerous A _combination of “hard,” or objective, data and “soft,” or subjective, data often
will provrde the cIearest prct'ure of educatnonal needs.

.
- s

g Additional Readings o —

el s e T

» -

For more information on needs assessment, see Adams, Cohen, Koble (1977), @ report of a
-study to assist in determining priorities for meeting vocational education needs in urban areas. A _
‘sumtnary of this study also appears in Ahmann (1979). Ahmann identifies types of neetls
assessment and includes a discussion of several different needs studigs in vocatronal education
“ijte appendices ‘also list additional resources on needs assessment
Three other Juseful items are as follows: (1) Gray (n.d. ) has written® pamphlet designed to
help educators clarify their need statements. An example of.a needs statement, statement of the
-target group, statement of goals and .expected results, list of criteria important to the resolution
‘“of needs; and suggested approaches, to the probler are provided. (2) Pennington (1980) also
" discusses concepts modéls,-ankd characteristics of needs assessments. (3) Schriner (1979)
‘presents a. simplified treatment of the problem-solving process that includes a section on
- assessing neeo‘s and setting action obiectiVes

.
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Co ' SECTION m . .
THE SEARCH AND SELECTION PHASE ’ )
Objective: . ., : T
~ After completing this phase, the program planner will use selection criteria to
identify a career awarenesssprogram to be implemented i in the area vocatlonal S
school in the case study.
Purposes: - . "
e To present descriptions and explanations of search and selection procedures )
e To provide simulated applicatioﬁ's of the search and sélection procedures - .
. ) N )
A ‘ \.
(LI g . \
S T : ' : \
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.aiternative, while costly and time-consuming, may involve developing a new product or practice
* if you are unable to locate useful materials. This is not to say that the introductlon of a new

‘(excludrng commercial items) ;Q the vocational service areas. Their six regional centers are Irsted

L 3 N s, . . . . N r . - H -

Background Information™
Once yoy have identified the school's needs, you may choose one of several options. For

example, you may decide to maintain your present program with some minor modification. On
the other hand, selecting new products or practices may be a feasible course of action. Another

product or practice will immediately solve major educational problems. Nevertheless, an .

. innovation that is adapted to-the school can be a major step in the educational improvement

process. Much literature on the diffusion or-spread of new concepts is available. Many federally
funded projects have'been based on this concept. in fact, the four major steps in.the probiem- -
solving process were successfully documented under the Research and- Development Utilrzatron . |
(RDU) program of the National lnstitute.of Educatlon |

The selection of materials is basic to the edu_catlonal prc}c,essi Gepnerations of teachers have
searched for appropriate materials. In the present case study, however, we are not talking strictly
about curriculum materials, although they might be regarded as innovations. Rather, any type of
educational material (program or concept) with the potential for improving programs is regarded
as an innovation. Furthermore, the term /nnovation in this context implies that the product or
practice is based on $ound research and development and has proven to be suc¢essful in a
variety of settings.

. .
hd -~ . |

In discussing this phase of the program improvement process, we will highlight three points:

. determining where to go for sound prodticts, practices, programs, materials, or concepts; .

knowing what types of products or practices to select; and completing the actual selectiqn by
using appropriate selection guidelines. , .

¢ ‘
- - ‘ . P

5 . |
Locating Useful Resources T . . . y

»

Educators are fortunate in having man;l excellent sources to assist them in their program s |
improvement efforts. Unfortunately, it is sometimes lack of incentive rather than the absence of . ¢

available resources that causes program stagnatron A major study of innovations” by the Rand . |
Corporation found that, local schools sought and ‘used new idéas-when they neéded them but did . v
“not seek out new concepts when they were unmotrvated by need (Bermah and McLaughIrn & N A

1975). S - , .

-At the same time, major information hetworks are available to those who are will|ng to o
search for materials. in a working paper, Kowle (1981) provides details on such major ~ -

information resources ‘as the Resource and Referral Service (RRS) «f the Re§earch and A

Development Exchange (RDx) and other networks and resources for vocatlonal education.
| Specific innovative materials may be obtained through each of the tollowing sources. The ; )

Educational Resources Information Center system (ERIC) inciudes curriculum, staft development’

materials, and other documents unlikely to be published elsewhere. The Resource and Referral:

Service, located at the National Center for'Research in Vocational Education at The Ohi pio State .
University, providesmini-lists of publications and programs in emerging ardas. Requests. for- N _@%é
information are answered on an individual basis. The National Network for Curriculum L ek
Coordination in Vocational and Technical Education*(NNCCVTE) collects curriculum materials )

‘s

in the section on supplementary resources.
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Other excellent sources are available to assist program planners. As noted, the National - .
Institute of Education (NIE) for several years supported the Research and Development* ;
Utilization program to ensure that high-quality materials were selected gnd used by schools. ' .
State capacity-building grants provided funding for states in adopting innovations. The National
Diffusion Network (NDN), funded by the Nlﬁ,encourages use of innovations in problem 'solving.

NDN products and materials have the apprdval of the Joint Dissemination Review Panel (JDRP) . .
before local educators use them. This maéns that the innovations disseminated by the NDN have
high standards of"quality. In fact, a recent study by the federal General Accounfing-Office notes |
that many districts would improve services under Title | if they adopted exemplary projécts ' o
approved by NDN. A-comparison of approved and nonapproved Title, | programs indicates that :
approved programs often reported better results dnd were less expensive ("Few Title | Projects ."
2t . 1981). The catalog, Educational Programs That Work (1981), describes JDRP-approved
innovative programs. Currlculum materials are not always.mnovatlons and-may-not be designed
to promote educational change. In addition, some locally developed curriculum is not based on
sound research and development and can not be used*in a variety of settings. Nevertheless T ' .
curnculum is one type of material most often solght by local schools. -~ :
The National Network for Curriculum Coordination in Vo'cational and Technical Education is
a good source of curriculum materials. However, there also are quality nonvocational sources as
well; for example, commercial publishers are an important source. In addition, profesgional |

g associations develop many quality materials. Research and development labs and centers also T
produce sound ‘materials that are not always submitted for JDRP approval. The National |
Audiovisual Center (located in Washington,.D.C.) is an excellent source for films and nonprint
media. : ) . - .

The National Center Clearinghouse at the National Center for Research in Vocational , J‘
Education produces the following relevant resources: . l

e Program lmprovement Data Base: The program improvement data base contams

- desbnptmlns of projects in two categories: (a) ongoing and recently completed tesearch and
development projects in vocational education, including research projects, exemplary and
innovative projects, and curriculum development projects administered throug: state .
research coordinating units and (b) federally administered projects related to‘career + * - ’
educatior, vocational education, and education and work. Project proposals or summaries

. are acquired by the National Center Clearinghouse from states and ,selected federal | -
agencies. information’about each project is processed for entry intc a computerized data
‘base maiptained by a subcontractor, Education Servnce Group, an affiliate of Bibliographic
Retnev.al ‘Sqrvices. - _ .

e
3

nafnes of project directors, organizations performing the work) and funding amounts. . .
Information on the avallablllty of reports and products resulting from completed program % K
improvement projects has been added- recently In addition to“its on-line search capabilities,” - ’

- - the, data base ls used to produce camera-ready copy for publlcatlon of abstracts

° . The data base features ERIC descrlptors for on-lme subjz\;\searching and includes

. L Resources in Vocatlonal Education (RIVE) RIVE is a series of publications that provides o i
. vocational education professlonals with egsy-to-use and current lnformatlon about projects, . -
-t ‘ products and. orgamzatlonal'resources - .' . - : . . s

-

Y

T State Program Improvement Projects: These publications contaln resumes of state- .
0 3 admmlstered program improvement projects in the areas of research projects, exemplary
g and innovative projects. and currlculum development projects. A subject index’is
includéd. . . . , -
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a ] D «addressesrand telep‘hone D TR
nurﬁbers ofstate andfedemf agenefes‘esgonsib‘[ehfor vocatronalfeducatiomare listed S

In summary, the selectron of educational innovations f§:g|:eatly assisted by a number—of
organizations. The key to successtul selectrbn rsle.conslder a‘ wide: ;ange

S L. Knowlng what T{pes of Materlals to SﬂQc\ -

ot -
o /,,, R

. The types of materials selected wrll depend on /b}probl,ems rdentlfred “For example lf the f.,
« problem is one of student achrevament in basic’ mathemailcs. a program designed ‘to- improve.
basic skill defrcrencres isa likely choice. A problem rnvolvmg time management might requrreTI
consultant who,"in turn, would suggest an admmrstratrve plan. Not all the materials selected are, -
L likely to be innovations geherated by research and* development At the same time, when a major N
change is called for, a te§ted exemplary program is more Ilkely to produce successful results.

. Materlals obviously take a varrety of forms. They may be prrnt or nonprrnt medra and or
human or organizational resources. They may represent extensive programs or mgy be shért .
handbooKs, guides, information brochures, literature revrews. and other research-related
publications. = ~ .

. « . ) . .
+ _In addition to the national pool of exemplary products and programs, state and-local
resource. agencies often may help you locate successful items that have beeri developed and%‘
. -validated in & high.schgol or area vocational school. In short, although many resoUrces are
8 available, rt is important to match resources and needs..

- ?

" 0

;o Some Important Guidelines - . . o _ .
[ “a, @
) Before contact is made with sources of posslble products or practrces. some descrrptlon ot '
- - . the type of item needed should be*sdeveloped While thé description may be a narrative oran . .
w . eoutfine, Rk must include tte critéria that will be used to evaluate the products Qvailable from the
- . . resources. Both the description and the schooI-specitrc criteria must be based on the needs o
oo . identified. in addition to the school-generated descriptions and criterra other crrteria related to
T the overall quality should be considered
; . « "“’)' s ’ ) . " . / ‘
i The Natronal Center for. Research in Vocational Educatigp has deveIoped a guide, Tentatrve . g
o Producl Selection Criteria (1979), for use in ideritifying materials selected for nationwide . o8
dissemination through its Dissemination and Utilization Program. The primary function of these "4
* . criferia is to guide product examination and analyses conducted at the National Centér. When. *  _
LT crlteria-based selectron instruments are applied to available products, descriptive data,about . S
them are generated Careful consideration of,,lhese data ensure selection -of the bestand most - = 7 -2
approprlate products that are dissemlnated to vocational educators and their constituencies .
(P . 3 \
‘ Ultlmately. the selectron critd a are intended to serve ' the, best interest ot vocafional
-educators. These crlteria are. tised: as a “lens" tor examining a great variety of products They
- have been designed’to:be applicabie to products and information pieces addressing a spectrum o
_of:user needs and to analyze an array of product types. The systematic application of the'criteria
-, wlll consequently help vocational educators as they seek to promote excellence in the field: | .
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The cntena whlch may be used by admrnrstrators in judging the appr0pr|ateness of . VI

materials, are organized into the following five categories: effectiveness, compatibility, contents,

_cost—effrclency, and research evrdenee of effectiveness. An explanation of each criterion follows.
Ettectiveness The characterrstlcs of the product should be such that the effect of its’ ‘use will

enable vocational educators to translate research and development fesults into practlcai action.
" For example -

—— ?

we product should produce direct effects that are desirable and timely. ) .

- Long- term effects:. The desnred effect should be produced for several years beyond .
immediate dissemination. : ] .

¢

e

i <. ) '
. —Nymber/scope of.effects: The product should. help produce a varrety of dlrect
. improvements.

— Comparative effectiveness: Comparlsons with other producté‘ having similar objectlves
should reveal that the selected products are most appropriate for dnssemlnatron

— Flexibility/adaptabilify: The product should be effective in a varlety of settmgs and meet
the néeds of broad user groups.

¢ Some products may be expected to produce indications of effectiveness, such as .
contributing to the general kno‘wledge in the field-or providing a model for other work.

Compatibility Products that rncorporate tamiliar and/or desired practices and outoomes will
tend to be most compatible with existing programs. They should contribute to the solution of
problems with.a minimum of expense. Product orientation and staff development actﬂntles .

should be reasonable and proportnonate to the percerved need for’the _product. ‘
?

-

]
-

e A desirable product helps solve a professiofal problem and/or addresses a perceived need

8
— Pnonty of need: The product should address established prrorrty areas on the fedéral
state, or local level.

-
-

L
—-Fielevance The product should be manageable to use and pertinent to the problem o;
need identified. K :

. 2 ~ ¢ ' N ,
—-Marketability The product should bé marketable, exhnbltmg the following

cpqracterlstlcs
meets a need; is affordable; is vlsualiy appealing and inviting; an be adopted’ without an

sinitial long-term commitment; is exerpplary in"that it is superior to other produo sin
current use; Is Qonceptuaily sound; h;

s been. proven by successful use, and produces . ) 9 X
outcomes that rhay be spread to othef users. . e e . ; 'e‘. g
® The product‘can be directly and easriy used for similar ;urposes in similarqsettings o

/r

&

-—Pract/callty The product shouid serve an obvious purpose ~ .

L

%

— Tlmelmess The product focuses on the most current and s:gnlflcant aspects of its them_e-\—

a
4 4

—Cred/b/hty The product should be behevable in dits approach to the problem or need '
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— Packaging:%he packaging of the product should take the following factors into ‘ ‘
consideration: storage, weight, durability, easy identification of components, organrzatron.
and retrreval of components. « .

~
-

Cont,ents The contents of the product should bé presented well; should adherer accepted

. research methodology (where applrcable) and should represent a good match. with th e need{

" and capabilities of the intended users. For example: 2
® The product should avoid words or illustratrons that assign roles or characterrstlcs to
*individuals on the basis of sex, race, or special needs. / .
— Sex. blas: Appropriate verbal and visual_ portrayal of both sexes should be evident.
— Racial/ethnic bias: Minority groups are represented fairly. ,
-Rbpresentatfon of special needs populations: The- ‘product should be sensitive to the )
‘ needs of thé handicapped, drsadvantaged limited-English=speaking, and other special
needs populations.
x The product should communicate its message in a clear and compelling manner.
x
— Readability: The level of languagé used in the product and the level of comprehensron
_ required- ofthe user should be in keeprng with its intended use.
—Consrstency Layout and design of the product should be consistent..Writing style should .
. remarn the same throughout the product -
— Types of media: The most effective forms of audio, visual, written, or tactile . . ;,g
communication should be used. . ~7ﬂ "
—-Clanty/ed/t/ng, physical quaI/ty The presentation and format of the content should be of
high qualrty L, -
‘® The design;-execution, and presentatron of the content should be based on sound research
and development methodology. . ‘
) ’ . - ~ \\
.— Suitability: The concept behind the product should be consistent with research and
. development in that area. \_ .o ’
, --Accuracy: Content shouldi‘be correct and current. . -

——Balance/Scope/SeIect/on The most signiflcant aspects of the topic should receive major
tocus. The content should ‘be'presented in a nonbrased ‘manner. .
. ~Need for produc? development The product should consider past research on the topic
- and build upon exlsting resources in that area. >

P s

--Completeness The product should contain adequate mformation on its development and
intended use. T j;_’“’&f:*‘“ " AL R L - A
& P SRS ‘L ‘ . .
- Coatrlbution'~The product should contribute to excellence i in thg field of education.
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3 'fVocatronaI Education to rate the effectiveness of a product is presented in figure 2.

. R
® The content of the pr&duct should be compatible with the characteristlcs of the |ntended

users.
e The forrriat of the product should be appropriate for thé intended users.

& The product should-provide evidence that it will raise the users’ level of knowledge on the
topic. ~ . -

v
e The product should be attractive and interesting to the intended users. X
Cost-efficiency. Materials should be inexpensive enough to stimulate widespréed adoption
and yet provide enough revenue to cover costs. The following factors must be assessed in
judging cost-efficiency: cost of acquisition, cost of maintaining the product, shelf life, durability,
technical qualities, and transportability of the product from one site to another with similar

results. Potential staff development costs also are important. The folloﬁrng consrderatrons should

b\’e taken into account: '

e The extent to which background mformatron is provrded to usersiiorder to minimize the
need for outside resources. . /|
Wt ‘. Y
e The extent to which there are special conditions for use.

e The extent to which directionsare provided.for additional training.

" e The amount of additional trainting required.

o . - ]
Research evidence of etfectiveness. Claims and observations about the effectiveness of a
product should be verified with valid and reliable data. Nonexperimental studies of product use
should indicate an association between the product and a desired condition (e.g., solution of a
problem). Evidence should indicate that the effect of the product is of sufficient magnitude and

that the effect can be dehieved when the product is used at other sites. '

While instructronal materials and other innovations may be judged differently, rating scales
are available to assist in objective assessments. You may wish to modify or adopt one of the
scales presented here to use as a basis for your product selection process. If your process is
systema'fic and is based on established principles, you will be more likely to succeed in U
implementing the products and practices selected. Q )

' -

A sample sec.tion of a product rating form used by the National Center for Research in

“;
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Case Study Continued

The aréa vocational school program improvement team had shared the needs
summary chart with the school staff and administrators and received approval to
search for a career awareness program that would meet their neggs. Mr. Phipps
contacted the state deépartment career education representative and asked for

““assistance in identifying products already successful in other regions of the state.

*<He also contacted the regional vocational education, resource center, an
informational retrieval center, and several commercial vendors in order to learn
what was available. As a result, he was overwhelmed with’ catalogues and
brochures It was clear that future requests to thase agencies would have to be
more specmc . NS

. ‘The team met with Mr. Phipps in order to write a 'description of what'specific -
type of program was needed. Baséd on his training in. ‘the program improvement
process,.Mr. Phipps asked 'the team to write’a briéf statement defining what kind =
ofa program they were looking for and to develop a list of criteria for selectron-

While the description was relatively easy to write \lt was another story when it )
came to the cfiteria. The general description of the: type of caregr awareness ° '

program they were seeking mcluded the following elements: ‘ 0 N
3 . . -.' I S
e The program uses'a variety of matgrials. . = Lo
e The ogram provndes adequate knowledgé in a broad range of .
‘oc¥pations.’ : : e

v, <

. The prbgram has special focus on occupattons m the new |ndustr|es )

.

N, e The program can be used!or grades se‘ven through twelve L "

rpmashen

0y . > . .

t .
. . . R >
- . v * M)

- Leamlng Exporlence #3: Snrch  and Selectlon

After you have studied the Search and lection Checkllst and related reading materlals
complete Activities#4 and #5.

.

A
R 1 -

"Search alad:smcﬂon Checklist L - - L .

1
-
v

- Milestone Six: Alternative products and practices are ldentmed :This milestone requires-
.matching the’ school needs identified in’ milestone fiVe with a set of available products and

practices : N P , v

4

Generate the selection criterla from the' needs assessment summary report.

Veﬁ* .

. . Locate the major sources of alternative products and practices ‘ . R

¢

Search the‘fresource pool for a set of approximately ten products that match
the criteria - s :

R e
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. ! [T ”n o~ _
’ PRODUCT RATING FORM - ' Y .
r.3 R - . . . 7o
1. Long-ter effects: . ' . o -
1 2 i3 ‘
“%. ° , . ¢« Low N Modekate ;o High Points - .
&  Haslittle potential to affect * Has potential to affect . '
¥ . vocational education : vogational education .- ' K
priority areas beyond . : priority areés beyond ’f
initial dissemination. Will ~ : - initial dissemination, Can ,
' provide little to reinforce reinforce deections of o .
directions of improvement impkovement in vocational L A
* in vocational edycation . education R&D. Can stimu-
. resea(ch, development, and I SR late excellence in vocational s
- practice. K vocational research, develop- " ~
- o * ment, and practice. .
-ﬂ’. . . ,t 1
) ‘ . .
* 2. Number/scope of effects: : ; ,
N . .
1 2° 3 X
Y. Low -Moderate ' High . Point$ .o
Will °produce few direct improve- . Will heip. produce a varpety .
ments in vocational education. of direct  improvements in o .
% Association with desired vocational edugation. |s . .
.. trends in vécational education ’ -+ “tlearly associated With?
practice is unciear. . - degired trendsin vocatlonal .
. ) educatlonqpractlce;l . Lt Y
. . ” H ‘/' o , " '
¥ 3. Comparative effectiveness: ta [ G ,
’ - ST .- . W
¢ 1 R 2 Es 3 :’.‘ 13 had ) a , R
; ° Low . Moderate < - High g?omts ! . ;?
LA . opt . o ] ";“
) Other identified materials with . When analytlcally oompared . .
similar objectives are more ‘ “ to products. wnhslmllar g ,4 ¢ i
. ... fitting for nationwide o @!ﬁ” objectives is the most flttlgg X
. dissemination. : . o for natuonmde dissemination. *, -
: s " ) '
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; e . 4. Flexibility/adaptability: ) R |
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, ~ Milestone Seven Products and prac ces are seleoted for installation. This milestone requnres
extensive screening-and evaluation of 4 group of alternatlve products and practices in order to

find the best “fit" between school needs and one of the products and practices.
< ) T

Tt _._.__Step1. ‘Review the products._

.
- ,——Sc{een the set using the selection criteria,
coo ' ——Eliminate all But three or four' products. : °

—_Step2. Select the produet er practices. ' .
. o Conslder the totat staff rating-of4be products.  **
T ;Prepere‘the summary of ratings:

—Select the products (or practices) to be installed.

——0Or alternative Step 2. If all the products are rejected, begin a curriculum
-~development proeess, a development process for management ectnvutles, and

% ' . sm"ar;gctuwtues as needed.
I 5 —— |dentify the procese. . o, ‘ .
' ) N ? .t
5 ~ —m—Develop a plan to implement theepvrocess;- ' L

—— Initiate tMe process.
L . e
g _Learning’Activities
-

e )

_ The team members met with Mr. Phipps to clarify their description of the kind of career
] awareness products they wanted and to develop criteria for use in locating and selectmg them.
4 - Mr. Phlpps suggested that some criteria could come.from the needs summary chart developed at
LA the last meeting and the criteria for product selection developed by the National Center for
" . Reséarch in Vocational Edycation. He also developed an additional list from a review of the
resedrch literature. The criteria’from the National Center were stated previously. The additional
< criteria from the hterature—partlcularly the work of Ball, Marvin, Temkm (1975)—included the
. followmg points: t e sz | -
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clear objectives

d

appropriate scope °

- logical sequence

content éccufacy and detail

appropriate grade and.
difficuity level

‘varied learning
. activities ‘

information on pupil

- performance

-
[ J

\

provision for review

extent of ‘individualization

appropriate cognitive I)}evel

" provision for staff training

=

ease of student use

.attractive format and

appearance
¢

equipment required

facilities required

|

® organizational staff
changes required

® reasonable cost

§

—

® expert authorship

“Téduits of formal evaluation

e resuits of informal_
. evaluation

‘e lack of bias

® interdisciplinary approach

® jocal acceptance

°

Activity #4: (Criteria development) Using the criteria of the National Center, the list provided

by Mr. Phipps, and the needs assessment answer sheet, the team prepared a set of criteria and a rating
sheet to be used in selecting a career awareness program. A partially completed product rating chart
is presented below. Using the information with which you have been provided, fill in the additionai

>

I

b
PR

e

] . B
.

.

iy

o .

. criteria. Check your responses with the suggested answer sheet that foliows. Compiete Activity #4.
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b RATIN

CHART 7 : .
‘ g @WE
G CHART FOR CRITERIA '

. N I 2 3 4 :
. Rating. R PR : ) . . ‘
.. Scale: Notat | Some Moderate ‘Large .
: All % Extent Extent: Extent | Completely
., . , L ) . h °
Instructions:  Rate the programs using the rating.scale provided above. v
- Program .| Program | Program Program....Program
Criteria A ' B . C D . K ’\

1. Is comprehensive in
scopé’and sequence  °

[y

*s

2. Includes a strong focus — °
on occupations in the.
area’s new industries
(health services,’com-
puter science, etc.) as
well as traditional o
occupations il the .

- region

?

3. I5 reasonable in

cost s

" 4.includes staff develop- -
- -ment materials and-
services
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RATING CHART FOR CRITE

CHART 8

¢

RIA: SUGGESTED ANSWER SHEET o

Not at
All

. 1
Some:
Extent

L]

2

Moderate
. Extent

3

Large
Extent

°

4

'Cor.npletg‘y ' .

L

t (5] . A

-

Criteria °

Program
A

Program
B

[

. Program
(o

Program . . . Program -
D K

o

1. Is comprehensive in
scope and sequence

~

2. Includes a strong focus *
on occupations in the
area’s new industries
{heaith services, com-
puter science, etc.) as
well as traditional
occupations in the
region

" 3. Isreasonable in
cost

e

4. Includes staff develop-
_ment materials and
' services '

t

i,

, 5 Includes a manageméht

.-+, and coordination system

6..Has a strong knowiedge
component in a wide
range of careers-. .

P

3
*,
4 -
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> : ~ CHART 8 — Continued.
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, 0 1 2 3 4 . '
Rating ¢ . .-
Scale: Not at Some Moderate Large )
' ' Al Extent | Extent | Extent Completely
. . — B ' o ’
. ) _ Progra Program Program Program. . % Program .
. Criteria A - B o D K
I - N . * ,.

7. Is compatible with = ) T s
) current materials ' : _ ..

4 g
N v

8. Has evidence of : ) .
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9. Issuitable for the . .
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‘e - CIu Study Continued ' ! :
. . The descrlptron of the desired career awarenpss product and the I|st of . s .
criteria were sent to the regional resource center, the information retrieval center, .
. and commercial vendors. The information and sample materials for the career* . -
awareness programs were received. Using the rating scale, the team analyzed the ’ .
responses and narrowed the identified products to the foiiowmgtthree programs ‘ . .

Program A is aacomprehensive program with studen‘t gmdance and?e;a . - K
classroom materials for-grades seven through twelve. it provides strategies and T C
) forms for management and coordination of the totat.program that should result in :
. integration with the regular curriculum. Student record logs are part of the .

. system. it does,not require expensrve hardware; the software is compatible with o
. the existing availaple hardware. A wide range of occupations is covered and there N SR %
is an emphasis on knawledge about each- career. About 50 percent of the content E
focuses on the ‘occupationsrelated to the new.industries in the school service o S
. area. The cost to install it is $20,000,-with an average annual cosf of $2,200t0 - LA
update the content and replace consumables. The deveIOpers provided evaluation ¢ °
1. . data on effectiveness. its history of use in both utban and.fural area vocational .’ A
R C ' schools supports its fléxibility of use. Reading materials are provided in readlng e .
levels ranging from 4. 5 to 8.0. Racial, sex, and handicap bias is not present The 4 .
- “materials have provisions for staff development. . - L%,
e Program B has a strong knowledge component butis Iimlted in -
comprehensrve coverage of careers. There is no management system. Although * S,
. _ staff training materials are available, it is'a service package from the devejoper. - .
installing-it would require purchase of expensive hardware and mqdification of . R
. school facilities. The instaliation costs would be $75,000 with an annual cost of ' ,
5 -, $5,000 to’maintain it. The develdpers claim it could be made compatible with the . »
current program byt do not say t how this will be done. While most occupations ot >
. . — and careers are cdvered, there is no extensive information on the cupatrons in
the new industries in the school service area. The developers prov defevidence of . i
- ’ effectiveness but only in large urban.centers. There are no provisions for special - P
needs students; several incidents of sexual bias in the materials are evident. ‘ o

-

ot

i . - Program C is low cost ($10,000 to install) and has no annual cost except,, ) e

: . when the school wants to add components. it has a management and , ~ .

coordination system and a moderate amount of staff development material. : e

Aithotigh it Covers a wide range of careers, there is limited'material on the o

, occupations in the new ipdistries in the school service area. it appedrs tobe - i B
. compatible with current career-awareness materials. The developers provide . . .
' limited evidence of effectrveness -aithough testimonials from'users are available, It

‘ . is suitable for students fof grades nine to twelve. Materials are attractive but

iimitedﬂ,,thare are:no. obvroussigns of bias L Rl

’ s Y

Tl L2

%" T The total area'vocational school statf then examined these programs and -
Lo s rated them. - Shwer - .

> -

b

f% P
e L e .o .
T bt et WY LY pens
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ot e
T

* Activity #5: Using search and selectron criteria. Use these program descriptrons tocomplete - . | -

Chart 9. Decide what you think the average school staff rating would be for each program-on Sy,
each criterion. Compute the total rating for each program. The program with.the hrghest rating - oo

. will be the one selected. In order to get you started; some of the ratings have been’filled in. S

,Qompare your final selection with the suggested answer sheet (Chart 10) Complete Activity #5.
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0 1 2 =3

-

4

o g,
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" Rating/’ - - .
. Scale? Not at Some Moderate Large - ] :
/"_ Ail Extent Extent Extent - | Completely’ | .
/ .
Ia ., , . e
W, /X;tructians: Rate the programs using ‘the rating scale provided above. .
e f‘ » s
. ‘ - ' Program Program Program Program. ... Program
Criteria - A |. B - C 2 D. K.
, . - \
h - el ’é
RSN . . . -
" S A. Is comprehensive in , 4 2 ' 0
| . $cope and sequence. ~ . - ¢
t . . — J° ) * L
2. ‘Includes a strong focus on - > . d . [
. o . a
. occupatiansin theareas o ' .
. new industries (health : .. ~ T
¢ i~ services, computer science, | « . : €.
ete.) as well as traditional . | . 2 RN 5 . .
o occupations in.thgfregiop . '
N ” ‘,;»_ . e ¢ - -
1« . % + ) . ‘
« " 1“3 Isreasonable in o&gt . . i 3
. - ;‘3:: ’ .'
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e . . , o
. mentmaterialsand . - 2 . f. 2 3 -
“ S eqrer? o‘o - Cas :, ' o
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. ~ RATING CHART FOR PROGRAM SELECTION E
’ - R SUGGESTED ANSWER SHEET ’ "
i ] Rating 0 o 2 3 4 " |
ol Nét at Some | Moderate Large ’ -
All Extent |£} Extent Extent | Completely e
) g o .
. . ' [ o - e
A .. Instructions: Rate the programs using the rating scale provided above. . . : - e
) v ¢ L. . :
oo ﬁ‘ Program Program Program | ‘Program... . Program
Criteria A B C D K
- 1. Is domprehensive in . ’ :
i scope and sequence 41 2 0 \
."“".’ﬁ":‘ ! & - =
R 2. Includes a strong focus — ' ;
‘ . on occupations in the - _ - .
- " |« area’s new industries TR : - ~
‘ (health services, computef "3 0 1 )
science, etc.) as well as : e
traditional occupations . - -
in theregion . . . .. : ‘ :
* . * F3 ¢ : .
‘ 4 ’ ¢ R «
3. Is reasonable in cost C 2, 1 4
. ' R J
L ) " . ’ ‘ Al
4-4 |n{}c;!‘l’M$ Staff develdﬁ; o . , . , Y R B 1’@“‘ Y
. | . .ment materials and 2 2 3 A
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' CHART 10 — Continued
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. ' Although many economic, soci\al and political considerations influence the decision-
' making procéss, the final decision of which career awareness program to install must be
~ based on sound educational program criteria. Which career awareness program is bést
suited for meeting the instruction or program needs of the area vocational school
discussed in the Case Study? . .
o Answer' Career Awareness Program Ris Rest suited to meeting the instructional or
’ .. program needs of the area vocational school. Program A received the highest overall ratmgaa
in terms of the educattopal program criteria listed in Chart 10. L
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Additldt\al References

“For more intormation on the:selection process, you may wish to read Select Student
Instructional Materials (1979), Module B-5in the Performance-Based Teacher Education series of
the National Center for Research in Vocational Education. Designed for teachers, this module .
includes questions to asK in selecting materials and an exercise on using the Flesch formula for

determining readabrlity

Use Information Resources to Help Solve Educational Problems by Kowlé (1981), a.working
paper in the Competency-Based Vocational Administrator series of The National Certer for
Research in VocatrorJaI Education, provides an overview of information resources.

A Minicourse on Selecting Resources for School Improvement b
guided course on selection based on.the Pennsylvania School im'provbment Program. The
course is divided into the followung sequential areas: introduction to selection, committee<
developed ground rules for selection, specific selection criteria development, practical
application of the selectlon criteria, and a selection summary. A booklet on sex fairness
considerations and a brochUre on the National Drffusron Network are included.

The National Network for Curnculum Coordmatlon in Vocational and Technical Education
(NNCCVTE) collects curriculum materials:(excluding commercial items) in the vocational service

By, '
Supplementary Resources

.areas. The six regional centers of NNCCVTE are as follows:

1Nmtl‘reast Network Curriculum Coordination Center: States served-—Vurgm islands, Puerto cho
Rhode Island, Vermont New Jersey. Connectncut Mame. Massachusetts, New' Hampshire, New

York

\

Bureau of Occupational-and Career Research Development

- Division of Vocational Education

225 West State Street
Trenton, New Jersey 08625
(609) 292-6562

b4

Southelst Network Currlculum Coordination CQnter. States served-=Tennessee, Mississippi,
Flonda Georgla North Careline—Kentucky, §i.nh Carolina, Alabama

Assocnate Dean (R&D)
College of Education

' Mississippi State University

Drawer DX -

Mississippi State, Mississippi 39762
(601) 325-2510 S

<

e -,

e

(Trohoskl (1980) is a self- .
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East Central Network Cumculum Coordination Center' States served—-lllln0|s Delaware, .-

-

Pennsylvama Minnesota, Indiana, West Virginia, Virginia, Maryland Ohio, Wisconsin, Michigan, .

als6 tHe District of Columbia .

Illinois Vocational Curriculum Center

Sangamon State University, E-22 .

Springfield, Hlinois 62708 ‘ : : \ S

(217) 786-6600 . ‘ e -
\ ’ "

-

~

Midwest Network Curriculum Coordination Center: States served—OkIahoma Arkansas Texas N
Kansas, Missouri, Nebraska, New Mexico, lowa, Louisiana  * ~ e v <

a

" N

State Department of Vocational and Techmcal Education ‘ . .
1515 West 6th Avenue -

Stillwater, Oklahoma 74074 =~ ° .
(405) 377-2000, ext. 261 ’

R

-

Northwestern Network Curriculum Coordination Center: States served—Washington, Alaska,

- Colorado, Idaho, Montana, North Dakota, South Dakota, Oregon, Utah, Wyoming * _ o
» ’ V;
Washington State Commission for Vocational Education . . .

'Building 17, Airdustrial’ Rark, LS-10 . :
Olympia, Washington 98504 C. : - ' |
(2%) 753'0879 . - . . ' ¢ ~
* . - * . .‘%{
Western Curriculum Coordinatlon Center: States served—Cahforma Anzona. Hawaii, Nevada, .
Amencan Samoa. Guam Trust Territory of Pacitic Islands - ‘

University of.Hawaii*> - L . . , .
1776 University-Avenue W. 216 ’ - . e
Honolulu, Hawaii 96822 v o , ‘ o
(808) 948-7834 , . _ - ;
) ‘ ' ’ \ aw S}
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" Principles for the Selection and Use of Instructional Materials e .

A number of important principles for the selection and use of instructional materials should

‘ ‘b"é“consrdered The-following is a vaiuable guide! ~ . -

L
g

«—— Provision is made.for securrng aw|de.var|ety of good rnstructronal resources A
T ‘ s

—The school system prepares an rnventory of communrty resources that can be used to
ennch the curriculum.

-

——A school system instructionai materials center is provided with an adequate supply of - -
appropriate instructional resources readily available for use by teachers.

+

.

- Provision is made for sharing |deas on resources by teachers in the school system
through such means as newsletters and teachers’ meetings. .

— Teachers are informed about free and inexpensive materiais

Teachershave available to them a variety of currlcular materials to meet the drfferrng . R
|nd|v|dual needs, rnterests and abilities of all their pupils. \

—Theschool system applies criteria in the selection process for books and other materials

that rt purchases. . . .

.__..Classroomteachers partrclpate with supervrsors in a team approach to select
instructional resources. ;

\ .

—Teachers are invited to serve on selection committees on the basis of their experience,
teaching competence, individual judgment, resourcefuiness, and |nterest |n serving on
such a committee.

-

——Members of instructional resources selection commrttees partrcrpate freely in reasonabie
grve and take” drscussrons w|th individual representatrves of currrcular materrals frrms )

P

—-Adequate reieased tlme is provrded for teachers to do.a thorough jOb in the|r study ) v
—Publishers are notrfred in advance by letter’of pending adopﬂpns the kind of materigls .
" desired, the plan’ for. interviews, and the schedule for hearrngs P,

,;’ZLJ L5 L, & M
When studying textbooks, selection commrttees are encouraged ) study carefully .
Jmaterials-accompanying the texts such as teachers guides, workbookswtests and other
helps . . . -y

“
.

Proper inspection, trial, an compaggson by the selection committee using crlterra based
“oh the goals of the s¢ system, are used as the: basrs for determining .- - )

recommendatrons %

A9 L LA

An adequate Iibrary of professionai resources.rs available to teachers - » - -

..._,Teachers are made thoroug”ﬁ’t

cquainted with instructronal resources that are available
and wrth ways in which these n&y*be . .

used . L
1 &
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an operatron that takes place hastily just before the purchas;e of them.

\.

4

Evaluatnon of instructional resources is carried on as a continuoys actlvrty rather tharias

-~ The inservice education program on new rnstructnonal resources helps teachers make

effective use of them. '

-

——The instructional materials are properly cataloged and stored.

—— Provision is made for regular inspection, care, and upkeep of materials.

&

— The instructional materials are multiethnic and meet conditions of, sex equity.
. . . . -]

—The pu%iic' is kept informed about_ the materials and equipment being used.

B

— Supervisors help teachers guide their pupils to develop creative instructional materials in

the classrooms.

.

—— Faculty members are encouraged to display creative materials prepared by pupils in an

?

.

attractive manner on bulletin boards andn classroom exhibits..

—— Leadefship and time are provided in the inservice program for teachers to work together
in the preparation of instructional materials.

s

’

Y

v

__Field.trip and community speaker resource guides are prepared for use by teachers.

'

—Thorough use is made of eduoational technology in the instructional program.

oy

.

SOURCE Lloyd W: Dull, ed., Leadership Practices for Director of Vocational Education
(Columbus‘OH"Ohlo Department of Education, Division of Vocational Education, 1979), p. 91
—
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.Checkllst of Considerations in Selecting Instructtonal Prograins

£,

°

3

Similarly, several usefufguides have been developed to assist the selection process The
followmg is ah excellent example

A ':

]

1

@

i

v

%,‘;—r

..

-

o

P

— ayeomres Are expected outcomes specnfred stating what»ptﬁlclencres learners will

vire as a result of instruction?

rnstructronal outcomes?

y!‘

_User Expenence Data Are data presentod to tndrcate that (a) outcomes have been .
conslstently attained during previous us?‘bf the product.in a- wrde range of situations and

{b) leamers, teachers, and others Invotved in the program have expressed satrsfactron

' wrth the product?

("

_iAssessme?t" Are measures included that frequently assess' puprl progress towards

R el
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‘ : Mater/als Are instructional ar’d supplemental materials and activities included that are
keyed d|rectly tQ the expected instructional outcomes and assessment materials? ,
14 - N *» 7

) a0 Training.”Are materlals and procedures incfuded for training teachers "and other school : .

personnel to use the instructional resoudrces effectlvely?

> -

__Beportmg Are materlals and procedures included for teachers and adlestrators to
credit the instructional accomplishments of pupils in a form understandable to parents
and the publlc and to identity learners who requlre instruction beyond that provided with -
the product? . 5

—— Time and Costs. Are the time and cost requirements for establishing and operating .-

instruction wrth the product acceptable to those involved and reasonable in terms of

expected outcomesfor. Iearners? L

@ ks

- 4:
1, . o

SOURCE: Adapted from. Considerations in Sélecting Instructional Products: SWRL Instructional * .
Praduct Selgction Kit (Los Alamitos, CA: SWRL Educational Research and Development, 1975).
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- ° SECTION IV
' THE IMPLEMENTATION PHASE ’
L 4 —_— — L N, - ‘ _——
Ob]octlve. -
¥ e .
After finishing this section, the program planne? will complete a plan for the
. #¥ implementation of a new career awareness program in the area vocational school
in the case study.
i ' '
Purposes:: .
e To present descriptions and explanations of implementation procedures
¢ To provide simulated applications of implementation procedures .
- .
. . . . R
~ . . " K 1‘ i .
. . . -»- .
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- | Background Information . S

Implementation of a new product or practice is the most crucral phase of the problem-
solving process. Unless the jmplementation is conducted properly, needs assessment and .
successful selection are not as valuable as they sheuld be. v S i

& ﬂ;_' Effective nmplementatron takes time It must be weli planned and should be based on the ] 1
. restlts'of a comprehensive needs identification process, rather than merely on the availability of ~
funds in short, it must be “proactive” rather than “reactive:”
The major steps in implemention are as follows: preparatron and planning, installation, and
evaluation of the operation and impact. (For the purposes of this handbook, evaIuatlon is treated
independently; i in “real” tife, the implementation’ and evaluation ‘are planned together and become
an action plan for program improvement )

- = .'To repeat, implementation takes time. Movement from initial installation to a fully
implemented program cannot.be done overnight. impact on students cannot be expecte
- immediately. During this period, you should expect to make program adaptations, both planned
- and unplanned. Do not be disturbed, for this is a natural part of assimilating the new program
into your system. However, be certain that the critical characteristics of the innovation are not
lost during installation. These characteristics are closely related to the criteria that were used tq
select the products or practlces ' ‘

Y

Preimplementation Steps
. [ A

“ When the decision is made to install a new product or practice, the process of change has -
justiegun. Careful planning is essential. Regardless of the effort to choose the best possible
product or practice, the innovation will fail if the totat school setting has not been prepared - ™~
properly. In other words, the school or school district must be prepared by gomg through what -
" Preston (n.d.) refers to as prermplementatlon steps .
\

According to"Preston, preimplementatron planning includes attempts to resolve potential ‘
. problems such as‘personnel concerns, the fit with the current curriculum, scheduling difficylties, .

' and the like. While these difficulties may have been ¢onsidered during.the selection phase, they =
now must be dealt with in detail. Administrators and staft should be very familiar with the
innovation and,therefore, be able to approve the next steps in'planning. The genéral impact of
o theinnovation 0n the staff should be assessed at this point. Those persons who actually t
. implementtthe program shouId be assured that potential prob1ems can be resqlved. _
-,::'4} ES < e ”t

» In order to prepare fof implementation, it is advisable to establish an |mplementation task

. force at the school or district level. This task force could be the same as the team that has been
mvolved or it could have'representation from the team. The task force will be responsible for - .
developing a detailed action plan. ‘Measurable objectiyes, a time line for:planning and s
implementmg -activities, and a functioning communications network all will contribute to the ‘ "~
success of the task force. The preimplementation phase also-is the appropriate time to design - - ol
staff development plans for the introduction of the:new product or;practice. Budget projections - :
should be completed as much as possible durfng this phase; staff assignments should be settled
Any riecessary staff training.or product adaptation needs to be-completéd before actual .
implementation. It also is important to create a positive climate before the innovation is actually .
., introduced. If a major new program is'being iMplemented the eritire school—and the

IS cOmmunity—should be introduced toit. ‘ : S
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F 3
; Flgure 3,-adapted from Schriner’ (1979)5 could be used to develop a plan fqr gaining support
for the selected product or practice:
FIGURE 3
. ‘ v P
< STRATEGY OUTLINE FOR GAINING SUPPORT »
L]
) . . Responsible Needed Anticipated
~ Activities Persons Steps Time Line Outcomes
Obtain support of Site coordinator Meet with teichers September ‘ Teachers will
participating teachers * | (first school exxamine and
. S month) approve products
’ ’ and practices.
Obtain support of | Site coordinator, | Meet with appro- | September * 1 Administrators -
administrators (prin- | .team members priate individuals; | (first school will examine the
cipal, superintendent, provide documen- | month) products and
board of education) tation on the practices anad "g0
: products and ) on record’’ as
Foy practices approving.
Obtain support of Site coordinator Conduct a sgries | September and_ | Groups will be
other groups (e.g., of meetings October (first | aware of new
/ PTA, community two school products and
groups, etc.) months) practices and will
, ' approve,
— . Rp

0

The Implementation Process

3

In order to ensure a smooth installation of a product or practice, an actlon plan must be
developed. The main elements of the plan are as follows: .

e: Administration and management: timing, budget, scheduling, facnlltres staff assignments,

and monitoring

%

e, Staff demlopmant: preinstallation, training and ongong.teghnical assistance

®’' Materials and equrpmen{ ordenng, updating, and dvstributnop and use

Iitis important that roles are clearly defined and that leaders are conﬁdent about their>’
responsiblities; Materials should be distnbutad and regular meetings cgnducted especially

during the\

beginning weeks.

Y

T

f‘( .

febe |

. The plan will require continuous review during the entire phase. Actual activities should b’e
~compared with specific program objectives and the program sfould be monitored at the
operational level. The budget also will require continuous review. Product modifications may -
= require some ,altea:ations and this should be taken into account in the evaluation.

.

%




A positive environment can be maintained through participatory management, flexible
attitudes on the part of st7ﬂ. and a systematic communication network. Where the innovation

directly involves students/ consideration should be given to including their input into program

assessment and modification. A continuing relationship should be maintained between new and

existing programs. Preston (n.d.) also emphasizes that persons who will be involved actively in
. the program should feel a sense of Gwnership.

¢

|
The Implementation Plan - . . +

. The action plan will take into account many of the considerations of the preimplementation
stage. The plan should identify the staff members to be contacted (and for what reasons) so that
the implementation process can begin properly. It also should identify possible problems. The
task force already will have information on past successes and existing problems. Overall
agreement should have been reached on the goals. All of these factors should have been

4 " clarified by the'earliersteps in the,process. Infosmation on goals, needs, and product evaluation
will expedite the development and execution of the plan. The following items should be
considered: ‘ 9

] ﬁ.rogram'timing and budgeting: time.to prepare 'for proper implementation; firm dates for
implementation activities; and budget or steps to seek approval of the budget, if it has not
been approved

. e tam ' P r t - - -

"

¢ Staff assignment, orientggjon and training: instructional staff assignments; training
programs for instructional staff; and orlentatlon for administrators, teachers, parents,
employers , C
\ -

]

. . e Materials. equipment, and facilities: list of needed materials and equipment; ordering of
materials and equipment; inventory of materials; arrangements for distribution of materials
or installation of equipment; necessary facilities reserved and schedules prepared; and

modifications in existing facilities » .

: ¢ Student scheduling and instructional procedures: scheduling students; notifying students
and their parents; instructional procedures clearly defined in program descriptions or
publlshed manuals; media.identified; scope of each activity clearly.defined; sequence for
each activity; and vanatlons in scope and sequence for self-paced instruction N

| - &

The followmg questlons adapted from Schrmer £1979), should prove helpful to program

| ;Planners: ‘ R > . oo

L » . L 4

| - Elght Important Ouestlond to Answer In Your Implementatlon Plan

R ¢ Whose support is lnmaﬂy rieeded to gain acceptance of the product or practice? ‘ : . .
* Which teachers will be mvolved? : s .
‘e When should the implementation begm‘?‘ .

¢ Why was the product or practii:e selected? * T .

R e S S ‘e

4,
Fe




. [ hd %
. . . b - 7
Q.Q . o , X
LY ® How much time and money are involved it using the product?, . s
. . ® Where wili the product or practice be used and what arrarigements have to be made?:
¢ How will we know if the product is succesaful and whose responsibility is it to e\;aluate the
) outcomes? . o °
° < . ! < 3 R
o e |{f the outcomes are not those intended, what kind of backup plan is needed?. - ,
) Lastly, the tollowmg sample chart for implementatlon pIannung could be used—or adapted—,
_ as needed: , ’
- . ) % . t ’ . - ) .

o - CHART 11

-

( oo
. SAMPLE CHART FOR IMPLEMENTATION

- Major . I . .o
Improvement Activities ) Steps
‘ to be. Required to *. Person Needed to Time Anticipated
Implemented Implement Responsible Implement Line Outcomes
3 . ¥

- N o ’ c.“ Study com‘nued B ’ K Lo ; it

J\&.“ . . é;‘ H . éi' . - + D
" \ The program improvemer‘ﬁ team. provrded the area vocational school board of
- directors with the result of the needs’assessment, the summary needs assessment, .
. . ’ and the criteria to search for and select a new career awareness program. This ] j ' .
i report was presented by Mr Phipps whovalso shared a summary of the ratings of '
' { "Programs A, B, and C and a brief description of Program A, tHe one that received

__the highest rating. . . &

£ ) * fw
<
e . The area vocational schooi*board gave M. Phipps approvai to purchase and

<, . ~install Program uring the next scho‘i term= Mr. Phipps schedoied a meetin\g of/ ;}3’ .-
'z‘fg,
- the team to pIa fo implementation Ctat £

~ 3
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. Learmning Experience #4: lmpléméntatloh Planning

After you have studied the case study and the implementation ‘c~heckii_st, comﬁ'f”‘eft_g, Activity
#6. . ’ ‘

implementation Checkiist - g

' Milestone Eight: The implementation plan for the products and practice selected is prepared
and approved. This milestone requires that a: detalled plan for installation be produced and
approved .

—Step 1.
- q ’
> —Step2.

' —Statf responsibilities ’

< -
*_Z__Write the actual plan. .

D_étermine the content of the plan.
___..Major activ’ities
——Facilities

——Equipment -~ "¢
—Staff requirements -

——_Staff training. .

- Time lines

e COSES

pbmplete the drafting of the plan.

’

—Write program descripiion.

——-l-ist major activities.,

< R =

_;Complete details of the plan.:

e

4

——Select-a director for implementation.

%% .
——Complete implementation ct‘gn.
_,,Majd'r tasks

"~ —__Person assigned to each task®

TT —mmTarget dates L
R

. =——Cost

[ 4
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-—Step 3. Submit plan to the school board. o
—Step4. Negotiate terms of funding. :
~-=Step5. Secure approval. ' .

-

Activity #6: Development of an implementation plan. Using the description af Program A a:d
the items to be considered in planning for implementation .complete the following planning chart
for Program A. As before, some activities have been filled in to get you started Check your
responses with the suggested answer sheet Complete Activity #6. .

(Note. As in all of the handbook exercises, in “real” life, the plan would mclude, more detaﬂ“g
and an éxtengive activity list. For example, a partial plan for implementing a reading program
developed by an actual school team is found in the supplementary resources. Also, as indicated,
an evaluation plan is part of an implementation plan. While the final section of the handbook

presents evaluation planning as a separate activity, in reality, it is part of the plannlng for . ,
mstallatton ) ', .
’ = ‘
~ \ - . -
.- ) ] - R
L - : - A
f ’ v. r'4

L4 e
. - 7 ﬂ-».-? “ :
_ . N ot B
! ~ - . v
¢ = % :
" i —_— o .
1 L4 * . & ; (N . . AT,
' 1 e ) “
- . e -
B .
¥ k4 .
* A ot
. .
. o
1) -
& -
M *
¢ -
. * '
P A .
3
\
- -
’ 4 . “ .
K v
L4 .
R ' N ’ ,
ri ¢ - /
t ﬁ.
: . 7 “? .
st Al T peS— - e varaze - - “ "‘J«' ,
4
’ .
. . -
7. .
oy . o i . ' - %
’/ 57 ‘ . \ L
“ X

N
~
-
%
:

. - . e . i = 4, H
« P A M [ I -
RN i o 5 - s

e




.

' ¢ CHART 12
vE, - .
IMPLEMENTATION PLANNING CHART :
. Staff | Materials/Facilities e
Activity , .Dates :. Responsibility Additional Personnel - Cost \ "
. - { - ’
0Preparat|on forinstall- | 3/1to 9/19 Mr. Phipps and the | Total Program A set of ., .
ing Caréer Awareness ' area vocational materials for all partici-. -
Program ’ school team pating staff - )
1.. Order materials 3/15 F
B . A,
T - ) :
2. Correlate with - | 3/1 to 5/1 ' Mr. Phipps, the team, | Current materials and - Lo
gurrent program * | curriculum coordi- Program A materials N
’ nator, and counselor ’ . e
) v "»_' L
.3. Initiate public 8/11to 8/30 | Area vocatjonal Paper for copies - . B
relations reltka}es . school administrator . . .
on Program . - . o . |
. ¢ |
4, .
5. . o .
6. N ‘ ' " )
V N . , . ! ¥
\ .
®|nstallation of Pro- \ )
s gram A , E——_ -
1.. Orientation 1 9/10 Mr. Phipps and % '
. v | curriculum coordi: g - :
T C; nators s ‘
2. Begm use of 10/1 | Teachers, = ' .
Program [A cotinselors , o af
3 . , S . S
4. . ’ s
P4 - .
\ *
{8Evaluation of .| 3/16 through
Program A (See 1 ..| 6/1.0f follow;] !
Evaluation Plan) ing year ) . '
~ v- ! f
. T e e
.ol o % - ; )
~ . : N 582'#" ¥ o
- YN oo o ’ A
A Qm. %@ . , ~ Ba " N . .
ot " A I o i
el ot b lad. G AP B b ot .




CHART 13

ﬁ.‘:‘?l

IMPLEMENTATION PLANNING CHART: SUGGESTED ANSWER SHEET
: . Staff Materials/Facilities
Activity Dates © | Responsibility Additional Personnel Cost
®Preparation for install- | 3/1 to 9/1 Mr. Phipps and the | Total Program A se{ 1 $20,000
Career- Awareness Pro- area vocational of materials for all
gram A school team participating staff
- 1. Order materials 3/15 T—
. 2. Correlate with 3/1 to 5/1 Mr. Phipps, the " | Current materials and
current program i team, curriculum Program A materials
coordinator, and
counselor {
.3 'Inmate public - »|8/1t08/30 | Areavocational ~ |Paper for copies -
relations releases - . school adminis- e
on Program A - trators
4. Areavocational | 8/15to 8/20 | Mr. Phipps Consultant from Pro-
school and feeder ' gram A, workshop
school inservice o materials
§ on Program A
5. integrate Program | 7/15to 8/15 | Curriculum - - -
A into student coordinators
. schedules’at , «and school .
- . feeder school administrators - .
. - and area voca- _ .o ‘
tional schools . K
6. 'Distribute mate- | 8/15 to 8/30 | Curriculum - - ’ .
' rials to schools . Coordinators v ) -
® Installation of Program A )
m -
¢| 1. Orientation for 9/10 Mr. Phipps and Handout materials, l $150
' students, parents, .} curriculum _press releases )
* employers coordinators o ..
€ ‘2. Begin use of 10/1 Teachers,' ) -
Program A counselors ¢ ' e
- 3. Monitor use 10/1 to 6/1 | The team, Mr. Phipps,
A -Program A s/ and cu mculum ‘
coordinators - o
. t . \
i 4. Provide ongoing ‘| 10/1to 6/1 | Mr. Phipps, Program A materials, $4,200
) : technical assistance . curriculum Program A consultants .
to staff v S
';E . ) ) . . ':tig? , Zn LA
. e Evaluation of Program [ 3/15° . | ¢ ) f:} ]
A (See Evaluation through 6/1 .
Plan) of following'| - <L .
s . year
. | . _ :
E \ ;‘; ' 59 )




FIGURE 4

fad -
A SAMPLE PLANNING WORKSHEET i .
. - , - * - . »
. Major activities o N . S
required to Person. Steps needed Time . .
_obum support for respon- - to implement line Anticipated Evaluation - -
implementation sible product/program (By:) - comes methods
Obtain support énd | Site coordinator Meet with Sept Teachefs wili Official approval . )
.approval-of partici- teachers. , £xamine and on file.
ting teachers, . . ' .
%&g ing teac ) approve _ )
Obtain supportand | Site coordinator, | Meet with appro- |- Sept. " Individuals will Correspondence
approval of adminis- | team members priate individuals, go onrecord and | on file.
tration (principal, . provide documen- approve. .
superintendent, ' | tation and ration-
board of education, ale. A b
etc.). ¢ . , ’
Obtain support of Site coordinator Series of Sept. ™| Groups willlkoow .| Meeting notes )
- other groups or meetings. Oct. of new matgrials and/or official -
individuals (e.g. PTA, - to be used apd approval on file,
community groups, -, approve. :
etc.). -
- Identify role each Site coordinator, | Series of & Teachers will Meeting notes
parficipating teacher | team members meetings. ’ become familiar and.outcomes
will plan in imple- . M 'with material on file.
mentation. T »
Coordinate and . Site coordirlator, | Meet with All faculty wil .None required

ERIC. "

PAruiText provided oy exic [N

A :
AT s, .

S

R

Y

inform all faculty of | team members * teachers; inforfn - be familiar wi .

implementation via newsletter, materials.

activities. - . ete.” . ° .

Provide for on-going | Site cgordmator, Meet with team Participants wi Materials evalu- .

use of the materials | team members, members and justify further ated by commer- | .

after initial imple- other interested other interested implementgtion cial test or other :

mentation. teachers ’ teachers. or-rationale for evaluation |

& dropping materials.| method. * I .

SOURCE James D. Schriner, Problem-Solving Workshops. A Tralners Guide. Lansing, Mi: Mnchlgan Department of . |
Eduwt;on 1980 p. 58. t . X .
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Supplementary Resources B . )

Additional Printed Sources .
For additional information on both |mplementat|on and evaluation plannmg you may wish to
study several pamphlets developed for the Georgla Department of Education. “Implementation
* Checklist of Steps” (Preston n.d.) is ah easy-to-use.checklist that can be used or adaptéd to a .
. local setting; jt covers steps in the prelmplementatlon and implementation. plannmg stages. Two ' -
- other items, available through the Georgia Department of Education, also are valuable, i.e., an
‘ Evaluation Bibliography (1979) provides abstracts on publications in the area$ of evaluation of.
! ° innovative practices, checklists, fokmative or p evaluation, general evaluation issues, and
methodological issues; and an Evaluationt Checklist (1979) provides a step—by-step guide to
. evaluation that covers goals and-objectives, assessmént instruments, data réquirements, data -
. s collection and analysis, [monitoring, and reporting. .
In addition, the secondgvolume of the Pennsylvama Department of Education’s Pennsylvania
School lmprovement Program: Thé Linker's Handbook for Curriculum lmprqvement Strategies
(1978) has many guidelines and samples of implementation and evaluation planning.

. 4 -
-

- * Twenty-eight Techniques for Implementing Innovations are listedand discussed in theappendix.

. -

.

-

hd .
Figures 4 and § below also are valuable planning tools. 3

< . .
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FIGURE 5
A SAMPLE IMPLEMENTATION PLANNING CHART IN‘THE READING AREA

L

€

s

Materials/
. Facilities - Possible
.2 Staff Additional , Constraints/
Activity Responsibility Personnel Person Days Problems
o
.* Installation of manage- Local Action Team
© ment system (LAT), reading
coordinator, and
principal
2.1 Staff training in Reading coordina- |2.1 Printed 2.1 Staff— 2.1 Staff assist-
. ‘use of* ) tor and LAT | copies of forty days ance for
' - CRTs, work in-
a. Skills list skills list, . voived
b. Criterion Refer- student !
enced Tests record e '
“(CRTs) forms, dup-|
c. Student record-- licating
- * keeping system . r _service .

2.2 Begin use of system | Reading coordina- {2.2 CRTS, Total 2.2 Maintaining
in classrooms K-4- | tor and total skills Ilst school use without
for 1979-80 | staff - checklist, term—total upsetting
school term 00 student staff—180 staff with

- record form days per new pro-
a. Distribute skilis for ali class- person cedures
list, CRTs, stu- rooms, dup- \
dent record licating
forms . service
b. Monitor use of - -
_ system ‘ ¥
2.3 Assess effectlveness Reading coordi- 2.3 Copiesof ° Staff—ten |2.3 Coliecting
! of system - natar, LAT and teacher days data without
principal reporting : . overburden-.
a. Teacher logs . forms, -/?éetary.-- .ing staff
b. Interviews e " eva,luatlon ~five days _
. ¢. Evaluation forms . forms, .
R ’ secrefarial’
help/paper A .
and 3 AN 4 .
, ) rials «
.2.4 Revise system Reading coordi- Staff— 24 Revise
P . ‘pator, LAT and \ ten days without ..
principal K wincreasing’
- Secretary— staff
fivedays . respoﬁslbxhty

' SOURCE Adapted from Pennsylvama School lmprovement Program Workmg Papers (Hamsburg, PA
Pennsylvama Department of Education, 1978)‘ 3 - . , .
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Objective:
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SECTIONV. .
THE EVALUAT ION PHASE .

- .
-
. -
& 4
-
.

g Y .
_ After finishing this section, the program planner will complete an evaluation
plan fo assess the effectiveness of the new career awareness program
implemented in the area vocational-schogl in the case study.

Purposes:

)

-Lm

’ .

® To present descriptions and eXplanationé of evaluation procedures

e To provide simulated applications of evaluation procedures-'
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' Backgrouncl Information .
* Evaluation is an mdlspensrble part of the program improvements process. lt istheone * %} -
source of mformatron;that supports the decision. to continue, modify, or discontinue a program. w
Evaluation findings can justrfy the levels of effort that have been invested, since these data can
document improvement in areas of need that initially triggered the process. It is the only way to
answer the two important accountability. questions: What payoff did we get from our mvestment?
” . How do we know the payoff was caused by the investment?——

o 0 Figure 6 illustrates the major'steps in program evaluation. }
’ : . ¢ -

N ’

Evaluation Pianning

. Evaluationrshoulgube condtcted on both the process of program implementation activities
and the outcomes, that is, the observed impact on students, teachers, and administrators. An
outline of the major steps’in evaluation is illustrated in figure 6. While formative evaluation
focuses on what is happening in the program,*summative evaluation focuses on outcomes. In the
former, evaluators ask whether the program is doing what was expected and whether those )
involved are actually following the implementation plan. If discrepancies are found between the
implementation plan and actual practrce the staff must make necessary modifications in one or
the other.

A variety of instruments may, be used to gather formative evaluation evidence.
Questionnaires, direct observations, checklists, teacher logs, school records, and mtervrews all
are appropriate for gathering such information. The standard of comparison for |mplementat|on

. must be established in advance of the data collection. (For example, it is.important to determine
the number of students to complete a certain number of lessons each week, or to determine how
maRy teachers use a product X percent of the time, etc.) Instruments to assess these elements A

- mustbe developed or located. In some cases, the product will include evaluation

. instrumentation. An evaluation team should be identified to take responsiblity for these activities. |

‘ These individuals_should maintain the schedule, summarize and report information, and revise

the evaluation plan as necessary. In addition, it is important to clarify in advance who will receive
the evaluation report and’ what kind-of decisions will be based on it.

T

v Summative evaluation, on the other hand, weighs expected outcomes agarnst observed
« outcomes. its primary concern is whether the program has a posrtive impact on students. In this
type of evaluation,. more.complex evaluation methods are used. The primary guestion to be
‘answered is how much the students (or teachers, etc.) have improved as a result of using the
A product or practice. The following are important steps to remember when conducting this type of
evaluation: select-an appropriafe design; identify the cognitive and/or affective outcomes; identify
- _the instruments needed for:each outcome; set standards for comparison and identify the source
of baseline data; identify wt;o will take the tést and when; decide the use to be made of data;
decide how.the data will be analyzed; and decide what will be included in the summative
evaluation report. .

L]

~ L3 . sl
ln many cases, school personnel may be implementl‘ng an innovation that does not relate to y
-'.. student achievement. The innovation may |nvolve administrative practices, teacher inservice, or
an activrty outside-the classroom In such’¢ases; national norms may not be available, although
desired standards may be:set. At times, information from’ questionnarres, logs, and interviews

provides sufﬂcient data to determine the success or failure of a product or practree

. ~ s .
. .o N fyov W . .
“ . . ) ‘ ) o~ N L. PR
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- - . FIGURE 6.
MAJOR STEPS IN PROGRAM- EVALUATION
Resources Activities Evaluétion Questions —
w * N step 1 -—“‘ :
|
Program Description - ;
Context — Objectives — Procedures .
Literature, ExpertsgProfessional Staff, What is the program supposed to be like? 7
Commercial Materials, Cuiriculum Guides :
F
N , * 0
. Step ._2 R
— — M y
) Assessment of a Functioning Program A
: - . T |
T : Use the product of step 1 — i |
objectives and-descriptors vV J
| /N : |
Classroom Processes, Facilities, Student  ° ", . Is the program functioning as it is - .
Prégress, Staff Patterns ' described?
o ., Collect data: records, interviews, checklists,
. ) _ tests, observations, unobtrusive.measures o
s . , Decision: modify if there are discrepancies.
- i Step 3 - -.
. . w P
. | , ! _ - Asse;ssment Qf F{rogram’s‘lfnpact
. \ h - 1 * ’(
. " Norm-referenced Mastery, Criterion- * Is, there a dsscrepancy between outcomesin | M 3
’ referenced and/or Affectlve/Cognmve step.1 and actual student impact? A . i
Data ’ ~ . . YT i
Can-a relationship be establiéhed among the -:- o
K implemenitation descruptuéns (from step 2) Vv
SN y .0 and the outcomes? 1Te .
/ PR f‘w f ‘ E ‘:é
N a7 © Decisions: terminate and replace revis€or |
BN 1 ’ B Iegmmlze Y e \ -
. K . SOURCE: Adapted from Pennsylvama Department of Education, Pennsy/van/a Schoo/ /mprovementProgram The
Linker's Handbook for Curriculum /mprowment Strategies (Harrisburg, PA:-Pennsylvania Department of Educatlon, , :
-1978). o T PN
" " P ) \ . ‘ 65 \ . v ' .
- 1 o . ) P o 'mst :
. - L . : AN




it should be noted that many times formdtive and siimmative evaluations are assessing the

same targets—but for ditferent purposes. There are several generic questions that should_be
asked when planning both )pes of evaluation,-for example:

" What questions need to be answ'ere_d'regardin’g pach element?

What elements do we need to evaluate? ' .

How can-we coHect data to answer these questions? p .
What will oiir».*stanqa'Fo of comparison be for each question? o

) : 5 g , v . .

Who will be responsihle for evaluation?

What will we do with the information?

Wherr will each evaluation acfivity take place?

In addltlon a number of evaluation questions specifically relate to each type of evaluation .

Specific ouestlons dealing with format/ve evaluation are as follows

What.questions should be asked? . .
What critical elements should be evaluated?
How should we evaluate the critical aI%mehts of program implem\entation? . : -

Who shoold'be responsible for evaluation procedures? ’ . .

 ° ~
.

What' kinds of decisions will be made on the basis of our evaluation?

What kmds of specific data will we need tQ make these decisions? {e.g., data on staff -

trammg quality of program activities) *
- ~

V\!hat-instrurﬁpnts are available to obtain and to record the data needed?

-

. . . 3
Does the program have procedures built into it that can be used to collect the information?

. " §
Will we find it necessary to construct our own instruments?

-

+Specific questions dealing. with summative evaluation are as follows:*

Y

When shall we evaluate this? ° N .

How shall we evaluate impact? What kinds of data do we have on hand? What data will we:

-Have to collect? -

Who will be responsible for evaluating impact? .

What instruments are available? Where can we acquire the necessary instruments? .




‘Evaluatl'on lnstruments

ObVLOIJS|y. some type of evaluatuon instrument wnll be needed—-whether you are planning for,

When the decision has been made regarding the type of instruments to be used, the next
step is to find or construct an instrument. If you are seeking"commercially available instcuments,
the following questions should be-considered: s
. A < L4}

¢ Do the items assess the critical elements you are interested in? ’ - )

U How costly are the instruments? - B
J e Are the instruments valid and reliable? (Do the tests do what they are mtended to do? Do
. they vyield consistently accurate results over ttme”)

)
<

® Are the instruments easy to use? ° . . . o (O
o Are the instruments suitable for the type of person who will be responding to them?

Several questions for constructing program-specific instruments are as follows: '

. - .
® What is each program element-intended to accomplish?

® Howis each element intended to accomplish the pianning outcomes?
¢ Several steps in constructing instruments should be considered:

¢ Decide what type of instrument is . needed, e.g., questionnaire, checklist, interview schedule,
log, jatmg ‘sheet, and/or open-ended narrative. )

e Decide on type of items, e. g open-ended ckosed response, or a combmatton
’ N
L Wnte items that relate to the information you need to gather for each activity (i.e.at least .
. one instrument for each major activity). Be sure directions are clear. Have several persons
T answer the questtonnatre and ‘critique it.
- , , — v
' Critique, analyze, and try out the items. Submit them to‘others for reactions and revisions.
- Have several people try out the instrument again and critique it.

¢ Produce the flnal version. - |
.;:.( - A »

w7 ¢ ® Administer instruments as scheduled in the evaluation plan. RN A e

{ The Evaiuation Report . | | .

) " -until ait of the evaluation activities are completed Provide Ongoingl interi summarues as s each ]
. set of.data is analyzed. Several important suggestions for the content outline of euther an mtertm o
‘ or final evaluation report are suggested below: . - -etem

e et s A Ry
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) Observation schedyles

v : / ' ., h . ‘ -4‘
: FIGURE 7 K .- . )
’ TYPES OF EVALUATION INSTR UMENTS 1 "
Type of Instrumenﬁ " For /Lfeasuririg Type of Items Scores ’ *

)

" ‘Standardized norm- -

t

Student achieve-

\

Multiple choices

? .
Grade level, percentiles,

anecdotal records

Self-reports

Questionnaires

AR

\

) (1-5, 1-7, 1-9, etc.)
Open-ende&

referenced tests ment True/ falst;,_.\ . | stanines, raw scores
B e
Criterton-referenced . Student achieve- Muitiple choice ' Number right, percentage
tests | mént Essay, open-ended right, categories of
. . r nse

(Commercial or self- ' esponses
constructed objective ; )
references) - . ° -

’ ¢ *
‘Product an'alysis . .

A ’ ﬁ :
Checklists Student attitudes Yes/no - Number of positive
. - | and behaviorss ) responses or percentages

Observation scales, ' Rating scale ssp P g

Number of negative
responses or percentages

Average score ‘ .

Self;r°eports

Teacher Iog§

-

Questionnaires

rogram events

choice
Instructlonal : .
practices Yes/no’
Teacher behavior Tally/count of .
> " events
Teacher attitudes
Rating ¢ scale

L]
.

O;;en-ended, muitiple

(15171Qetc.)

\

i

Raw scores, total count
of positive or expected

 events or behaviors;

categorization of responses,

. Mu nts of negative

events’
LT

1 Ot -

st [
g5 ;‘ R v

SOURCE: Adapted from Pennsylvama Department of Educatlon Pennsy/van/a School Improvement Program: The
“Linker’s Handbook for 6’urrlculum fmprovement Strateg/as, vol I, (Harnsburg, PA: Pennsylvania Department of

Edumtlon, 1978) .

’

v
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State the purpose of the evaluation and the questions to be answered.

[

Describe the program®*

-~ <

“Describe the students and the school. ' ) ‘ 7<

For each questfon in the evaludtion design, tellvhow data were collected. Summarize the
ddta, showing distribution of scores, average scores, or the proportion of students meeting
-~ a specified level of achievement.

. *
* Discuss theyesults and clearly state the answers to each question.

e Make recommendations based on the results.

An evaluation report can be-very lengthy and can provide all the data analyses and results;

summary is sufficient. ; s

or-it can be a brief narrative summation with data analyses e}allable for review. Usually a brief

-2

Case Study Continued

The team met with Mr. Phnpps to complete the final stage of the process.
namely, developing an evaluation plan for career awareness Program A. Mr._
Phipps provided'them with the completed implementation chart and the various
evaluation planning questions. The team was ready to complete the evaluation

plan for Program A. N

&R

complete Activity #7.

/

. 1}

Learning Experience #5: Evaluation Planning
3 o i ‘
After you have read the evaluation checklist and the continuation of the case study, ’

-

-

Evaluation Checklist . , g)

’ M:Iestone Nine: The evaluatloh esign gs completed in order to assess the effectiveness of
the products and practices seLe_gted This milestone reqﬁulres de igmng and planning for
evaluation and assessment of the mipact o? studonts i - ;&s .

__.,Step 1. Identify the major proqram tomponent$ to be evaluated. b
— Materials \} . r4 :

—Procedures‘\and activities
——Facilities - S o

_Staff performance

. Tk ¢ i

. l

._.Admtn‘istratmn and management . *

se ot
FACINRORpRE

S




*a

—Goals “@ ' _ -

.

__...étudents performance
——Scheduling ,
. —Staff training
~— Costs e
——Step 2. Design the evaluation.
.~ Specify questions for each major implementation activity_
—ldentify techniques to be used for ea:?; question. .. ' -
——Identify respondents. ‘ .
{ —— Determine appropriate statistical analyses for each qu'eetion.
;.__LSeIect or construct instruments.

o
——Set dates for each data colection.

Milestone Ten: Products and practices are installed. This milestone requires that the
implementation plan be followed in order to install the products or practices. . . .

Mrlestone Eleven: Products and practices are evaluated. This mrlestone requrres timely data

collection, analysis, and reportmg ) .
B Lo

——Step 1. Collect and analyze data.

e

r ‘ . ——=Train staff in data collection. -~

. T . — Distdpute testing materials. i
*  ——Collect data. - - : o '
—Prepare data for analyses. - ' ‘
L& ’ s o Lo '
——Summarize data for each progral or activity. . f /! ) Co

—-Conduct analyses.

« ——Complete analyses of data summaries. ' ’

. S —Prepare tables and charts. 2 : , s,

' . . . o . .o "f:; sars ,
Compare desired program outcomes with evaluation\ conclusionstx

. J , . { .
£ ‘ o ,‘ —Compare student ang/or program status with baseline data from needs
s , € g
L : b L assbssment Y . .
- . T . - ’ )




e .
3 i ¢ i
. . B
——Step 2. Prepare the evaiuation report. S
v ~
—= Identify audiences. ' ’
Determine approprrate formats. Q
__Complete imtlal draft. ‘ ) ) .
Fievrew'di5 ft and revrse ) N /
. o —— Disseminate to appropriate audiences. ’
o . . . .
ilestone Twelve: Further program management decisions are made. This milestone
asstmes that the primary purpose of evaluation is to provide information for decisiort making.
i .
—Step1. Program decisions are made on basis of evaIuation:
——Make formative evaluatjon decisions: continue and expand; revise and R
adapt . N
1 . . \/
- ——Make summative evaluation declsrons terminate; search for a —t
: replacement; return to former program. R
Learning Activities -
! Actrvrty #7: Developing a formative evaluation plan. Using the evaluation pIanning questions
) and the implementation answer sheet, complete the evaluation plan for Program A in Chart 14.
. Use the suggestions below to complete the chart. Check your responses with the suggested
B answer sheet. Complete Activity #7. : Py .
The foliowing points should be cogsidered when completing the evaIuation chart:
¢
e What is to be evaluated? This first column in the chart is completed by selecting critical -
g elements from the implementatron pIan ’ o
i d Questions that must be answered about each element are included in column 2. s
;% ¢ How the information will be cpllected is inserted in-column 3, e.g., .
-—Questionnaires-—Who will respond? WrII the questionnaire concern attitudes, prbgrams, *
( or both? (Ali‘items should reflect actrvities and procedures specified in the program ";
o - . plan.) , - e , T s
. , .—Observations—Who wil be observed? Who wil observe? - ‘
. W N, S ‘
-—Chgcklists—Who wili;respond? (Items shouldvreﬂect program ob]ectives ) -
-—Teacher iogs-—(ltems should refiect critical student and teacher activities.), g
-—-School records—Absenteeism reports, data on dropouts, etc.
.. ‘,,,L‘-" oo L. v . . ::;‘
t 1.3"" '~*' ) - - K -l:,/ 7i1(} Ve y :
M - B ( ;i’ % ' s 2 ’ 4
, (I Y - ; 7?!'-‘;
=, ! = }' v@ . .
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— Interviews—Who will be interviewed? Who will conduct the interviews?
¢ How the data will be analyzed and reported is inserted in column 4. )
t
.
\ * « s
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i . ‘ | 3 c . “
l ‘ A
. - CHART 14 ’
EVALUATION PLANNING CHART
1 2 3 4
Description of Evaluation ~ Type of Data
Program Activity Questions Evidence Analysis
!
1. Preparation for - | .
installing career aware-
ness Program A,
. 1.1 Order materials 1.1 1.1 . 1.1 '
1.2 Correlate current | 1.2 Were the mate- -{1.2 Analysis of 1.2 Summary of staff
program with rials correlated "completed responses on
Program A with current 4inventory of checklist to evalu-
career awareness current materials ate the inventory
program? keyed to Program .
. \ A by the staff
-using checklists
1.3 Initiate public relations | 1.3 13 ¢ 1.3
releases on Program A ’
T e, - , _
1.4 Area vocational school || 1.4 <, 14 . 1.4
- and feeder school
\inservice
. - e
E 1.5 15 - . 15" 1.5 .
1.6 1.6 1.6 1.6
2. Instaliation of \ \
‘Program A. '
] . Sy «
2.1 Orientation for. 2.1 S VA ‘q 121
students, parents, .
employers T v - =
4 . / .
- . 2.2 Begin use of 2.2 22 - ~ «,,/»o 2.2
Program A . ~
- & i -
N 73" ' -
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CHART 15

© -5 ® , *
EVALUATION PLANNING CHART: SUGGESTED ANSWER SHEET
E s“ - -
~ R 2 3 } 4
Description of Evaluation Type of Data
N Program Activity \ Ouestionj . - Evidence - Analysis
T e :
1. Pggparation for install#g career : ' . . .
awargness Program A | . A ' ~ *
\‘1,\1 O-rder matérials 1.1 Were the materials | 1.1 Monitoring of 1.1 Summary report of
et ordered and activity py area materials inventoried
b received by vocational school
- target date? * director ’
1.2 Correlate current progra'm 1.2 Were the materials 1.2 Analysis of com- | 1.2 Summary,of staff * .
with Program A correlated with pleted inventory of responses qn check-
current career current materials list to evaluate the
' awareness program? keyed to Program inventory
. A by the staff_ -
. using checklists
1.3 Initiate_ public relations 1.3 How accurate were | 1.3 Review of releases 1.3 Summary repért of
releases on Program A the releases? Were by the team team review
they released at
appropriate time? -
< 1.4 Area voéational school and 1.4 Did the staff attend | 1.4 Review of roster of | 1.4 Summary report of
R feeder school inservice the inservice? Did participant ques- pre/post workshop
they meet-th_éir tionnaires and inter- guestionnaires show-
objectiges? el views constructed « ing ¢hanges in attitudes
- by the team and knowledge
1.5 Integrate P(bgram Ainto 1.5 Was Program A 15" Review program } 1.5 Summary of the rate
, student schedules at feeder integrated into on- schedules of of expected use with
» school andsrea vocational going instructional. . schools students
N <

scihools

1.6 Distribute materials to
’ schools

R. Installation of Program A
|

2.1 Orientation for students,

. parents, employers -

program’for stu-
dents?

1.6 Were Program A
materials accessible
1o each participat-
ing staff pérson?

-

2.1 Were orientation
sessions held? How
effective were they?

Who attended?

1.6 Checklist inventory
of materials deliv-
ered to participating
staff

2.1 Team con#ructed

« evaluation form for
participants; records:
of attendance

<
-

!

]
>

1.6 Report of number of’
incomplete sets of -
materials, undelivered
sets, materials sent to

. wrong site, etc.

2.1 1tem analyses of

. participantevaluation.
forms, categories, and
number of participants

. .
€.

) \

T

X
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CHART 15 — Continued -

Description of
Pragram Activity

.2
Evaluation
Questions

- .3

Type of
Evidence-

4

Data
Analysis

2.é Begin use of P;ogram A

.

t 2.3 Evaluate Program A

2.2 How frequently
and consistently
were Program A
materials used? Was
Program A prgperly
utilized?

2.3 Were all of the
questions addressed?
Did data collection
and analysis occur?
Were reports pro-
duced in time for
decisians?

2.2 Teacher and student
logs constructed by’
team; interviews

. ¢ and questionnaires

provided as part of

2.3 Monitoring of the
evaluation activities
by the team

22 Sumrrtary data from
teacher gnd student

logs; item analyses of |

questionnaires and
interviews =

. Q ¢
2.3 Not applicable )

Flnal Note

L

You have completed a formative evaluatlon plan for Program A. While the summative~» *
evaluation plan would use the same procedures, the focus would be on such outcomes as |mpact
on students, staff course enrollment, employment patterns, and the like:

A

o

Yowalso have completed the critucal steps in the program improvement process and now.
have acgéss to the major content of a plan for career awareness in the area vocational school
and the documentation of its validity. With-the addition of a narrative’ mtroductory explanation .
and a line-item budget, the'plan is complete. -

7

\

e




| ‘ o Supplement\gry Resources .- ’ :

' Evaluation handbooks. The following two resources are valuable for assess\tnent activities:
Franchak and Spirer (1978) included specific techniques, legislation requirements, development
of forms and instruments, guides for interpreting data, and alternatives for reporting. Franchak
and Spirer (1979) also developed a handbook that examined context, definitions, and strategies;
they identified current problems and i issues along with existing practices that have proven to be -

e successful

’

- Addmonal resourcgs Three other .items, available through, the Georgra Department of
- Education, also are valuable. (Two 'of these sources were cited in the implementayon. ;Section but, ?
: - \because of their relevance, should be repeated here.) The three items are as follows: ' k
. . 7~ -~ % Eyaluation Blblregraphy (1979)—Th|s annotated bibliography is intended to provide selected
o references that complement the Evaluation Checklist, Evaluation Guide?and other materials. *
The-bibliography. does not purport to be exhaustive but, rather, serves to suggest alternative
resources. Included in this document are entries under the following headings: evaluation of
innovative practices checklrsts formatrve or process evaluatron general evaluation issues,
and methe’&'ﬁloglcal issues. . . ) e

» P
.

) {
. Eyaluation Oheckiist (1979)—This torty-five item checklist is a stgp-by-step guide to . .
- .. evaluation that includes sections on purposes, goals and objectives, assessment

P ' instruments, data requirements data collection. data analysis, monitor‘rhg. and reporting,. . )
o . R
e ® Evaluation Gurde (1979)—The purpose Ii—the guide is to explain and describe each task

listed in the Evaluation Checklist.. References for additional help m plannrng and conductmg

an evaluation are listed i in the Evaluation Brbhography ~

In addition, the followmg useful documents are listed in the additional readings section of
the references: Adams.and Walker (1979-) Easom et al. (1978), Nickens, Purga,-Noriega (1980),
and Wentling (1980) . -

~ - -~
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. SECTION VI : ) -
” : " SUMMARY I g

v -

i . - ¢

Th|s handboo?ié'ﬁot SO lengthy that it requires an elaborate summary of the four problem-
solving phases for program improvement, or the twelve milestones, or, for that matter, of any of %
the detailed lists’ of- questions ‘and guidelines. There are, however, two possible exceptions where
there is a need to highlight a point. We do need to go back and underscore two fundamental .
milestones: Milestone One stressed that the priorities and goals of the school district be  *
identified or, if they are not present, that they be developed. Milestone TWo‘stressed that the .
school district commit itself to participate in the program improvement process. Without thesé ) .
essentials, the process is merely a useless notion that'goes nowhere or is busy work, as we - -
termed it. . , ] . :

i
] -

R The second point that bears repeating i$ the idea that this handbook is a tool, a vehicle that
a is inténded to provide the user with information and suggestions to apply to the program .
improvement process in an actual school setting. The milestones and the related steps are . z,
é»adapted from field-tested pro;ects 'They are intended to be a g\ude to the program planner. A ‘ ’
review and adaptatlon of them in ygur local planmng situation would serve as a useful tool to
guide the program imprOvement process. .

For a cofivenient review the twelve muestones and related checklnst have been assembled as
—~ part of this summary on the following page. v . [ .
c We have“attempted to be as concise, yet as comprehensive, as possible We trust you wﬂl /* L ,3
find the hapdbook helpfut in your work. _ o / 4 ‘ o / :




Twelve Milestones ' .

___Step 2.-

\

\:

. ......Avatlabrlity T R

) __.Compatability with area vocational sch_oot’goals in the target area

»°
>
sy

H %

’

_Qualrty (Is it up to date? ts it comprehensive? Are the readmg
levels appropriate?) .. e

Ma]or elements in the target area are analyzed ust'ng que:tronnar?és. .
lnterviews and observations

v
*h

S \. -

'PRELIMINARY ACTIVITIES :
6 - ‘ 1. Thepriorities and goals of the school district are identified and/or developed. .
.2. Thé school district commits itself to participate in th.e'process ) ~
=
(Note: Ali of the school-level mrlestones below relate to the priority areas identified at the
dlstnct level.) . : ‘ T
‘ R ) S
. NEEDS ASSESSMENT . i . .
, " G ' .
' 3. arget area of need is |dent|f|ed*'(Th|s\mrlestone is based on the notion that successful )
. _ rogram |mprovem_ent must focus on’clearly defmed problems ) . !
' . ' . i
—_Step1. The exrstmg school data’ in priority areas are gathered. ’
—Step 2. Data are summarrzed and analyzed.
v - —=Step3. The schoql,profrle is prepared mcludmg all available background data.
' o _Step 4, 'The hrst needs asse sment rheetmg of the team is conducted
, , ___School c\ata summaries and profiles are reviewed.
d ' . - —Team reacts to al_i}d ta
. __'Ste.p 5. - neral neéds statement is prepared. This will define the school
e ' target area to_ be improved.
4, Specrhc m-depth needs ard identified in the target area. (Thls milestone is achreved through '
a comprehensrve analysis of the current status efforts in the target arem; in order to rdentrfy
. specific needs that a}g causrng problems) r\ . v \ v
: _....$tep1 Program materrals are analyzed \ . - K o ' z
) s —Interést levels © .. ‘ ' ' R
TR \ ] ' : S e , .
| -\t o e Variety L N

s




M, . | — Administration and management ,. - ‘
) C o ' ———Staff developmen(t B o c /
——Student services . | ‘; -
' . : ——lnstructional program  ~ - . § ’ ' \__:;“-‘;jz:""
’.._‘Step 3. Data from Steps 1 and 2 are anatyzed and summarized'. ‘i;:h ~3' _ -
A ’ T >3 L A MRS

5. Adetailed needs summary is prepared for the target.problem area. (This milestone |s N s
achieved by reviewing all the data produced in both Needs Assessment Levels Omeand e PR PN

Two:) T o . E e s‘\': E
‘< Ny i " ) ‘ R ° .‘ .: ,;‘.. .
—Step 1. The needs assessment summary is pgépared. ‘ N o ‘
. '—Review alf previously summarlzed materials. e S '7
~ ' cY A
\ Revrew sta summarles-on administration.and y( nagement staff R .
. ' development student services, and rnstructronal programs o NS
" ——Review the generaI needs statement from Level One Nas % . 8T T2
- .- . e —- ‘2:':*.' M ) .
__.Prepare a summary chart for th get area’ ,./_' - o X )
L : . . T8 e Ol
e . —=3tep 2.- The total area vocational school staff reactsand accepts the -sbmmary ) )
- . . Chart ' .. —“ - '__‘ —"’ ":, .;' . . A _—\ . - S - _ . - .
- § : SN A ) " FICT
L0 \ . ~—Reach a consensus on neegds to add'ress mtae search and wof -
. e selection process. - 7 3 -fj..*_._ = .
- 'SEARCH AND SELECTION ', £ . e R
. . . \:_J/ s e
> 3 -
< - 6. Alternatlve proﬂtsan practices are iden SR
o . school needs ldentmed h\mtlestone five \\mtﬁ a : _' varlable-;groducts and practrces) . ST
) \ o _..Step1 Generate the.s'erecﬁon cntq'netrorn'?he needéasge‘s‘sment summary 3' T .

\ < s " report

% .

i 3 . ..__Steliz Locate‘ﬁ'l ‘;:'
., ' _ <«Step3. Search th,e resource on‘i“fora sero ;pproximatély ten—_products tﬁat '
4.7 '.‘. \ : match thecriterua-' d 4..' :,_ oL oy -

7. Productsrand praotrces aafgohe!du for.lastéuwon eThrs mnlestone reqt’ures ekte‘nsrve
screening and- evi[u;ﬁouof a“groug Qfdl&etﬂaﬁve_prodqgjs. and’practices:in’ orde’r~to find
S the.b'ost it beﬁueeft gcﬁwgnquiin&bn : gﬁhe’pr’dducta’ and:practloes.i

N




_Lr;Step 1. Review the products.  ° < )_ )
. d ——Screen the set using the selection criteria. - . S ' c E
{. : ——Eliminate all but three or four products. - ' ,
’ - —_Step2. Select the product or practices. - ' J
. ’. ——Consider the total staff rating of the products. .‘
: __ se—Prepare the summary of ratiﬁgs. . i
’ \ ——Select the products (or practices) to be installed. 1
' _ L : . - |
—Qr alternative Step 2. H all the products.are rejected, begin a curriculum |
. develogment proc#Ss, & development process for mknagement actwmes,
and similar actrvmes as needed. ’ e
- e ——-|dentify the process. : ~
' ‘ - ' .. .; \I‘ . . ‘
.. : z—Develop a plan to implement the process. . i A
- b ’ . ' J
. . i . .\/ - N _ \
° - ——Initiate the process. - - : / . - }
lMPLEMENTKTlON ’ : . s ;
. 8. The nmplemenfatnon plan for the p}oducts and practice selected is pfépared and approved 3
. ‘ (Thls milestone requnres \pata detélled plan for installation be produced and approved. ) .
i .
B —Step 1 Detemﬁne th&content of the plan. o ..
". N ., PErR _ ,—____ . R N W,
. - e -.~";_..Major activities . R . BRI
O A A T e S : s T
* \ : - .......Fac:i\tnes » N : \ \J>
X Equnpraent Ty - - . \ A
- :.,j;;{Staﬁ-reéu1;ements .
":Stéff training ' : / M ;
) , | c )TQ:‘ » . 7 “’ ~ - -
2 ‘ - ‘!
e N
" -l' . ] - . *
v . \t 3 <
RPN P st
b \ - :’;“




. e
., | \ K | i
.o A "\ ememllist tnajor activities. . | )
‘ T e T S o
. N \ _...Complete detalls of the plan. N
. _..Wnte the actual plan. ) . e = :
- . 1 . N
—_Select a director for implementation.
< . , ‘ ;
B ——Complete implementatibn chart.
\ NI . . - RS e e ) v
TS —_— ——Major tasks g \ -.) . ( 3 T w
\- : ——Person assigned to each task -
a .
. - - ——Target dates '
© - < COSt ! - :
. —-Step 3. Submit plan to the schoof board. i
* t . ' ¥ - . - >
: ——Step 4. Negotiate terms of funding. i / '
. . + . %N. . .. i‘ - . . . R ) ‘
, —=Step 5.. Secure approval. e - .- : -
g . . - ‘ ' ) ¢ - . |
: EVALUATION - - ° , ‘ S
- ) , . , 1
9. The'evaluation design is completed in order to assess tife effectiveness of the products and
‘ practices selected. (This milestone requires designing and 6Iann|ng for evaluation and
BN . assessment of the |mpact on students.) ) , ‘e ’
. . / BN
) . _Step>1. Identify the major program components to be evaluated. P § _
* . . . ) ) A . . ;%r
——Materials , | - _ . ‘
*» . . L PRy d
- \ * - . "'~ N \
’ i ——Procedures and activities : o 4 8 .
.- ~ Rt L. Facilities .~ . 1 S o
N . . ”;'." \> - "‘ N . v \ t
-y m.._Staff performance - . x .2 . t
. N7 . (] - . kS .
e _ - Administration and management ) ks
' ¢ ' V' —GOG'S . . . . - . s - *
- . L . . . N ) . &
i - . R —Students performance ; N « ' e '
AR ___SCheduliig | I e
Y , - - . b‘\‘.\. - “,U- 1 . v, ) e, N . ‘. ) . : ) ‘:_ . ) _. :z;:
ORI ' L — Staff training ' > . - C
L b ‘ - e s - [ ’ - . - ' IC
, S ‘ Y - . g o - '
¢ . . . . Q &
. — ts‘ .. "y - .
e T » -
L L - : K
Lo - 81 7 2
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e

“10.

11.

'

—=Step2. Degign the evaluation.
‘- Specify questions for @ach major implementation activity.

——Identify techriiques to be used for each question.

— Identify resoondents.

- Determine appropri&te statistical analyses for each question.
“ ‘

!/

| . __Seleot or construct instruments.

—Set dates for eaih data collection.

Products and practices are installed (This milestone requires that the implementation plan
be followed in order to install the products or practlces )

Products and practices are evaluated. (Thxs mllestone requnres timely data collection,
analysls and reportlng ) -~

13

T a tep 1. Collect and analyze data.

,,-._Train aff in data collection.
- -_ L

——Distribute testing materials.

o #-{

.. ZiCollect data. i~ - ' .

2

~———Prepare data for analyses. -

——Summarize data for each program or activity'
-

(4

. t  ——=Conduct analyses.
‘. __Complete analyses of data simmaries. SN
- - ——Prepare tables and charts.

&

._Compare desired program outcomes with-evaluation conclu |/ous/\

W s .
__Compare student and/or program, status wnth‘basehne data from " s
needs assessment. .

Prepare the ev"aruati‘on report. . : :
- ~Z_Identify.audiences. ' L. h \ ‘ o
——Determine apkpropri_at‘e formats. :
U R T <% ]
~—xComplete initial draft. -. 4 L
e g ,-....,....‘.:,»._‘...., ..;....l..‘ — e e = . 2—:’9 :':
' S o . e H
. N A { Tl
4 ' 189 : '
\ , s \' . \ ¢ § ¢ »oy




e e ¢ ' .
.’. £
’ ~’:.. . ’ ‘ i J +
E ‘ U e
—Review draft and revise. .
- —Disseminate to appropriate audiences. A=
L3 .

) 12. Further program management dqcisionsiare made. ﬁ’hig Tﬁ?rgstbne assumes that the primary
EE ~ purpose of evaluation'is to provide information for decision making.) .

1}

—Step1. Program decisions are made on basis of evaluation.

——Make formative evaluation decisions: continue and expand; revise
~and adapt. | . ~

' i
——Make summative evaluation decisions: terminate; search for a
2T replacement; return to former program.

L
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- . TOOLS FOR EDUCATIONAL CHANGE: ° L
Twenty-Eight Techniques for Implementing Innovatio Lo
L
This section of the handbook is intended to be used with the procedural guidelines (steps‘one -
through seven). However, there appears to be a demand for these twenty-eight implementation - =-~’"
techniques. They are packaged separately with the understanding that other sections of the handbook
_are needed for adequate interpretation and use of the techniques. =
. . The appearance of any technique in this handbook does not imply endorsement by the authors, ) 3
the National Center for Research in Vocational Etucation, or the sponsor..The techniques represent
. tools that are used to influence other people in the world today. Their application and use is a highly
individual matter depending upon the skill of the advocate, the conditions in the career education
lmplementatlon environment, and the likely outcome of the use of the technique. The use of these ,
techniques is no prescr ptive: an assessment of the effect of each technique should take place before
another is used. \ . , .
The techniques have been grdered from the most informative to the most directive by the
authors. The informative techniques take more time and provide a great deal of freedom for many ; -
¢ types of responses The directive techniques limit.the activities of subordinates; they can be carried
outina relatﬂely brief period of time. Persuasive techniques have many uses by project directors
S because they are effectwe under many dlf{erent conditions, , .
It should be emphasized here that the organization of the techmques |nto the three modes (.
_evolves from the nature of the' chmques and how they areused.’ : .
‘ o The techmqu&s are arranged wnhm three categorles or modes. The techniques also move Ioglcally, #
though perhaps hot always sequentlally, from one mode to the next. They progr&es in nature from low
to hlgh severity, and in use from thoughtful care to extreme caution, . A
* »
' The three modes include the followi g grouplqg of implementation teghnidues. : Y
- - Informative ’ . . Persisasive LYy . Directive
1. Printed Information’ 11. Personal Interview ~ * 25. Deadlines ‘ .
2. " Audiovisual Material 12. Role Playing ° '26. Legal Mandate o)
3, MassMedia ° . . - 13. Cooperation ' 27 Fait \Cgccomp‘ll .
4 Lectufe ¢ - ™ 14. Staff Development .  28. Strategic Replace- '
. .. 5. Symposium ¢ 15. Differentiated Stafflr\ T " ment of Staff . v
- 6. Demonstration | 16. . Involvement in »_ s ' } \
‘7. .Survey Feedback - Prodtict Development . _ ,
" 8. Discussion © - 17. Small-Scale Use of . . T _ —
‘ 9. Brainstorming: . thé lrmovation | S, . .. :
- 10 Con§ultat|on 2r - 18, Competition . 7 . T
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The definitions section offers brief overviews of the three categories. This sectiorr explains the
modes |nto which the techniques fall, and discusses the degree of severity and use of the techniques
within t'he modes. The section also suggests how to proceed from orle mode to another to better
encourage the mutual understanding and d|angue t{tat contrlbute to effective advocacy and capacity -
for change.

&

The technique cards provide further discussion. They also include explanations of advantages
and disadvantages regarding product, client, and advocate and will offer advice for realistic, active
use of each technique. \ Y

.

- \ . . DEFINITIONS -

<

informative Mode - . o

. Q

informative techniques provide bases for considering the merits tif the innovation. This raises
the consciousness ofglients and orients them to factors involved in implementirg new ideas. 'These ]
techmques are not, ang should not, in anyway be used authoritatively. Clients must nbt see them as ’
“control_.maneuvers,’’ or even as persuasiofi. Clients_should see these techniques primarily as ways of ___ v\__
receiving information that add,,resses their particular local situations agdrindividual needs. Progressign -
from one te‘chmque to another in, this mode should involve consideratio on of the second Persuasive w .
Mode. That is, cllents engaging i any one of the informative techniques. should be aware of the next
step toward nmplementatlon advocacy, and change: that of being open ‘to techniques that can persuade
pensons ta become involved in actual product and program competltlon development, promotlon
bargaining, and cooperatron to achleve objectives. , )

°

Persuasive Mode - v

.
-
° 3 N

Persuasive techniques involve communica;ti n between client and advocate in which the advocate
takes on greater responsibility for maintaining dialogue and promoting product and program accep-

“tance. The client, however, must not perceive these persuaswe techniques as coercive measujes, the

advocate must be extremely careful thet his/her * ‘persuasive’’ actions do not evolve into injenction and
date. In thls mode, the client must see himself/herself as becoming, capacltate‘d to meet personal
QF“ as program objectives. . . . . -

?

)

\ .

Directive Mode L % - . S , 2
B . - .

X fDﬁ;otwe technlques limit the optlons open to thQ cljent. They can be truly effectwe Only if th
client has progressed through informative and persuasive stages. Extreme caution must be used wuthg\,)
these techmques in order for clients to feel realistic capacnty to |mplement change that meets-their -
specific needs. Clients must vrew directive t%hnlques as '“real world” decisions, charges, and constraints
with which they must deal in responsible and human Ways. Sanctions, mandates and specific staffing .
decisions can disrupt progress toward advocacy, implemehtation, and change. Or, they gan successfully ) ,

. confront individuals with necessary compliance with program needs y
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" the product being impl7mented.

1. PRINTED INFORMATITN hrochure artlcle -
announcement

S

l newsletter -

<o

Printed information refers to any type of message in print, whether it is a newspaper article to
the general public or a brochure,aimed at selected:teachers on the professional staff.

DISCUSSION

Printed information allows the client to take it
home, shafe it with others, and re-read the message. '
It is an extremely valuable tool fer developing ideas ,
among professronal§ and lay persons alike. You, as
the advocate, have an-opportunity to word your
message carefully and appeal to the rational think-
ing of individuals. Printed information can‘be used

Kl

A6VAN'lAGEs a . L

As it relates to the product Printed information provides an opportunlty for the advocate to
describé the product accurately and to provide cues for its use in the cemmumt

. 3 b4 v
L co .

iy

As it relates to the client. Printed informatiorm allows the client to study comments from the

advocdte and others carefully at times convenient to the client, It also provides documer\tatlon 2
. for action taken both by the client and the advocate. = . v \

for mass audiences (to reach persons in the com- - -

munity), or it can be targeted to a very speqjfic

client, e.g.,a memo toa prmcrpalm a sch ol |

burldmg .
The astute vocational education project dlrec

tor will find many ways to use printed lnformatron

wrsely Rational informatior in a'daily or weekly .

néWspaper provides a means of explaining why the

public sh\ould support vocational education.

1

} \ -

THE TECHNIQUE IN ACTION

Frequently, it becomes necassary to establish
contmumg communications with individuals who
are mvolved in implementing vocational activities. A
means for dorng this is the weekly newsletter which
updates-people on dates and creates awareness of

1 A . - /
A! it relates to the advocate. Printed information aIIows the’ advocate ‘to reIea;e ideas selectively
to clients over a period of time. That is, an advocate may wtsh/to convey a simiple message early ° .
in the implementation process; later, the message may bécome complex as the problems of rmple-
mentation become more obvious. o

-~

. . . . .

DISADVANTAGES - . L. - .. :
. As it relates to the product. It may not be possrble to adequately explain the merits of the
product in the space available.

; . / P

- J % .
As it relates to the client There may be a tendency far the clknt to misunderstand the meéssage
or become unneoessarrly excited about the prospect of usmg the in.1ovation, This excitement can
take the form of expectlng t00 much from the innovation, Orzlients may become appreherlsrve.

-

- ' - .
. "~..

As it relates to the advocate. The printed messagé must be free of technical or “social biases since
jt becomes documented communication with the q:llent&Advocates may find it drfflcult to take " 5
time to wrlt/the necessary printed messages * :

“ ‘ . ‘ Ty ' . . ..
3:& oL . o
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2. AUDIOVISUAL MATERIL: fimstrip, side, tape

.
A

.‘,

vl

LR
This technique utilizes equipment which appeals to the sense of sight as well as sound. |

DISCUSSION .
@

The films and tapes may take many forms, e.g.,
videotape, 16 mm film, etc. The message is consistent,
and it provides the‘opportunity for a uniform quality
control. - Clearly, an audiencé will retain more ofthe ~

“ message when they ‘‘see” the content as well as hear
the speaker. Audiovisual presentations are cost effes-

tive for reaching similar audiences in different locations.

_ They can be packaged and, synchronized toa taped

< script for easy transportation. A slide presentation -
provides additional flexibility. when compared with'a
fdmstrip. Slides may be adapted to fit the local set-
ting. a

THE TECHNIQUE IN ACTION

-

- ADVANTAGES
As,t/t relato; to th; product.

or, spoken message.

As it relates to the client. Cli

sart work. The message in an autliovisuat

Asit rglaus to the advocate. Audiovisual material gives the adv
conveying information to diverse audiences in different settings.
who have a limited knowledge of vocational education. ‘

° )

" DISADVANTAGES

[

A ]
.,

ents’ attentionis increased with the use of posters, slides, or other

.
.

presentation usually is retained longer by the audience.

. .
. .

It can be used by individuals

-
.

ocate a transportable vehiéle for

An audiovisua! presentation usually provides the best opportunity -

to/ discuss characteristics of the product. Photographs may be taken avhich add to the written
1, . .

2

.’

A meeting of a local civic‘as'sociatioh,wou,!d @ As it relates to the product. The audiovisual presentation requires time and m’ongy whichcould :~~
be an excellent opportunity for the’showjn of'a be used in other product implementation agtivities. - . :
slide/tape presentation. It combines the fle%ity N - )
of conducting a small-grodp megging with the " ‘ , ‘ o 3 S - v,
polished format of a presenitation prepared in ‘. Asitrelates to the client. .A programmed.audiovisual presentation with a script prepared in R
.’ a;ad\‘(‘énce. ' . advance tends to liTit the opPortunity for questions and discussion. T 4 ; ;‘, - o
” . .- E] . ) . ' . ’ " ". ) ) ‘;:; ’1 "
- : * o . ) t 5 A . . . e
: « “As it relates to the advdcate. It may be temptirig for the advocate to use an axpertly done . FAR
4 . a audiovisual presgntation which is absolete or irrelevant to the audience. S R B
. . . _: . N . i o] ﬂ.'ﬂa "
v v A » te,
" . -~ v -
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D d MASS

* K3 . -

~
v. ’ M

K
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It )

‘Mass media is defined as television spots, radio annou'ncemen\s,.newspaper articles, or other
means of conveying a uniform message to a large and diverse audience. :

. N E]
- I3
‘.

~ DISCUSSION

Advocates use differént media-for. influencing
various audiences. The use of televrsron ornewspaper
L : artlcles -as a means pf communlcatlng relatively standard

v

‘messages to large audlences is very cost'éffective. Th -

-need for publlc information about«ooatlonal educatl
oocurs during the initial phases ofia pro;ect?qr when ;here
o’
- . ‘-'i: -“"fully, there will be maty.redsops, ta.commiynicateivca.: -
ot 1 . tional educafron ‘activities.toghe pubﬁé :The-+james-of
T studentsanq teachers involved ih activitigs should’ be
1. 4\ ;v .~ » “kept beforé the publjc" Profess«onal joyrnalsl'na.y,be “used .
TR Yb ‘confirunicate With 6ther experts Faross the natign,
: “*But they would be of little benefit; for éxamiple, when

. nformlng ocal taxpayersof‘plans for expanding, voCas »
- . . tional gducation. . s RN
-7 v ! * ’ - e ¥ ‘.

. - -
. . . <, C - «

. THE TECHNIQUE m ACTION s

’ _local community. Newspaper articles can eusedto .~
. make commumty?nembers a‘lare of vocatlor'lal

education in the schoot system. This awareress
becomes particularly vital to the sucoess of the °
program as students are placed in |ndustry and - .

. businesses. To a lesser extent, this technique can %

- o be used to influence school staff mg?nbers who are-

" -, Irvrng in the communlty . i

. 38 .
ERIC, - A .
.. e - . T e i R

J§a fieed to-communicate the restltsof asurvéy. Hope:.

. AEY

'M& media is an efficient means of.informing the

e

.ADVANTAGES , : . e .

As it relates to the produet Mass media grovrdes\en excellent means of conveying the'relative

» advantage.of vocational educatlon in contmst to other forms of education. Documented facts and

figures are’welcomed by newspersons . g R ..
- . .o 0 b R 3
':«‘ M v ‘-,'0'-\ N l?’l * \o . X ) * ’:4\’. * 7

As rt relates to the'client. ‘Clrents are able to obteln a maxlmum amount of |nformat|onwrt‘
very little effort onafﬁe;ppart; e - RGN . .

I} LA o - . . N ‘ N .
.o - * .o~
s - ‘ LI PR P . e Al

*Aﬁt reletes to the adeete *Mass media can be an effectwe ineasns of extendlng,the advocate's =

mfluen,ce to the commumty and the gubllc in general. .
.. '»" v '\ o‘ . ; = \' . 7"-
) : N : : T .
“.  DISADVANTAGES . - I AT cL

0y

- As it relates to the product. The publrc could be led to expect more than the product is deslgned

*  todeliver. This potential disadvantage can be controlled by the advocate’s refease of factual rn- .

formatidn wrth careful attention to any comment about future events._ . N

4 - \
- 1 ‘. o R

. ';As lt.relates to the clrent. The chgnt does not always know about the authenticity of the infor-

“mation provided through mass media sources. This is why it be¢omes desirable to soligit.interest

on the patt of the community members to become lnvolved in the project, thus obtaining first-

A hand information forthemselves -

"As it reletes to the advoeate. The message transmitted via mass media channels must be stan-
dardizeg with little opportunity for targeting the coritent to speclflc groups. Once information
has been released to a communrty via mass media channels it becomes very difficult to retract.

~ .
. [ -
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4. LECTURE S

&

3

°

v

L o

D_l'scuss'ron '

.

. Itis easy to overuse the lecture technique -
. because the prolect director _usually has a better

.knowledge of vocational education than.members

- ofhis or her-staff or the clients in.the schoplor
‘community. Fhere-are'times when a.lecturais %'
the most appropriate means of communicating
with ‘groups of people. However, implementation
of a product usyally requires interpersonal.com- -
munication with an opportunity for the listgnar

L

» to raise questions and provide comments for the ¢ .

eaker. Small groups, Father than large groups,
the rule. Informal,sporitaneous communica-
tlon is more likely to influence others rather than
formal comments prepared in advance-of the
meetmg .

THE TECHNIQUE IN ACTION

. / .
Early in the history of any project it becomes

ol nbcessary to convey a large amount of rnformatlon -

to a large audience in a limited amount of time.
Frequently, thésetting for-such an occasion is an
auditorium with most of the teachers from a given
$¢hool present The innovations may be introduced
using the lectlire technique to create awareness of
vocational education amqgng many persons at the
same time. '

-

<

A lecture is a talk giyen before an audience to provide information about‘the innovation, :I ¢
. ' - '

- .

-

. 0. d v
» 3
e

- ’
. .

d>

- . .

< .
t. » AN
'*—AD.VANTAG ES. ¢ . '

As it relates to the broduct The lecture method provides an oppdrtunuty for the advocate to

- exphcrtly discuss the merits and problems of the product. The notes can be" prepared in ad-
vance, free of mterruptuon and questlons by the client.
Asit relates to the cliet. The client has an. opportunrty to obtain a vast amount of mformatlon

. gn a short Iength.of time by the Iecture method. .
)-’; B o ..” ) >

As it relatestq the advocate. The advocate of vocational. educatlon, e.g., the speaker in a Iecture
situation, has an;cpportunity to convey feelings and i |mpress|ons as well as mformatlon through
the lecture method "

., DISADVANTAGES . -

As it relates to"the product. Unless Iecturer is completely familiar with the product he/she
. may not commypicate its merits to the audience.

. - -
. »

2\«‘

) -
~ &
¢ -

As it relates to tﬁe client. There is Ilttle opportunity for the cliert to take notes or remember

what is said in a lectyre wrtbout supplemental materlal being
<

distributed.

As it relates to the advocate. The lecture must be prepared in advance and exhnbrt- authontatrve ‘

information about vocational education. It requires organlzatuon and technlcal knowledge on Ihe

part of the advocate.

. . - N

L . .
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A SYMPBSIUM '
. . >0 . ‘: . ., )
» é‘ ' . > . , . . r.‘ ~ J
. / . . - .
‘ e A symposium is de‘hned asa meetmg where several speakers delrver a presentatlon onacom- - |*
- mon topic to an audience. 3 . ,\ . :
3 < = A - -
) - - * ., [ . “
. ’ L A . * N . - 4 ) ° ! .
- & . -
Cw . DISCUSSION h T , ADVANTAGES. - ’ . : '
The purpose of a symposium may dlffer Asit felates ta tha product The symposium allows the product to be falrly tepresented in
.. ~depending on the stage of implementation. It formal dlscussron since topics are frequently assrgned in advance.’,
: may be used to inform an audience of theMerits L . . .
of.a vocational educatron-actrvrty during early stagés ' .
of adoption, or to explain new alternatives to the - o - As itrelates to the client. The technlque allOWs for aII sides of an issue to be discussed for the .
. use of the product. An opportumty would be pro- . benefrt ofa mass audlence The user’s ponnt of vrew should be represented =
vided to raif&'questions with the speakers following . *
each presentatron THe asslgnment of specific N S - N
toplcs, and/or’y varying points of view which As it relates to the advocata The symposrum can be uSed to divert p;essare on the advocate
- are deliberately represented, makes the . ‘ to endorse one position or another. Infplegientation decisions may beconie the object of the
symposium a more formal meeting than - -~ . symposrum aIIowrng the advocate o tike Fheutral' posltron
discussion or brainstorming sessions. _ - - - . .
? ] N . .. - % ‘. . 3 - . " ’ '5
. L. Lo DISADVANTAGES o ) ",
THE TECHNIQUE IN ACTION: “ '
LR °. . ! As it relates to the product. Drscussmns of the product during the symposium are |nfluenced‘
= The-symposium may be used to clarify R by the capabrllty of the speaker. W , - S
s or reinforce (r.easons for adopting a vocatianal edu- . L . A - . .
" cation activity. Or it fnay be presented as a debate P
over alternative implementation strategies. * 13 relates tothe client. The cI|ent views (whrch are different from those of the advocate)
. ) . : . - must be determined"and assigned to speakers in advance of the symposium dates. lt may be
. . dlffleult to do this; and therefore the client.may not be farlly represented.
- - - Ly L] 4 *
) ~ . t: T .o e
. . As it relates to the advocato. The SYITIPOSIUITI may place the advocate at a dlsadvantage in
- formulating an |mplementatlon strategy This is particularly true if a well-known and respected
. e - ‘ symposium speaker recommends a pplicy or procedure which is opposed to the one belng fol- -
SR . . . Iowed by the advocate Lo , "
.® O ‘., i - . 4
: 3 - . - IRY- - . “a -
: ' o Iy - v ’
. \ ' ¥ . v .«
. . LN . * :
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to illustrate their value to others

p Demonstratlon is the use of vocational education materials and Rrocedures as examples

3 L 4

u\\

-

DISCUSSION

wa
»

Demonstrations are most effective when the viewers
. come from schools and’ communlges which are similar to
“the demonstration site. Such a ““match” is not always

" possible, but speakers should take every oppqrtunity to

v6

"ERIC -

B Aruitoxt provided by Eic:

relate to the'backgrounds of the audience. The demon-
stration may be used effectively to create awareness-of
potential vocational education opportunities. It

may require travel to another school to observe
aspects of the curriculum in operation. Effective

use of the demonstration requires preparatiori prior

to and following the visit. The advocate should tell

the observers what to look for in the demonstration
setting. A debriefing session should be held follow-

ing the trip. This will reinforce observations at the

site and assist the clients in ‘making use of the infor-
mation in their own setting.

THE TECHNIQUE IN ACTION’

A vocational educatron,techmque such as the
lise of a community resource person to explain a
class of occupations present in the community may

_ be demonstrated to teachers i in a number of ways:

(1) teachers fhay be invited to observe a class with 3
resource person, or{2) a “simulation” could be held
with the resource’person dmussnng comments he or
she plans to make in front of a class. Another exam-
ﬂl’e of the technlque is the use of a teacher to demon-

«

cllent. Individuals can see for thenselves the effectlveness of the product
for students. Usually, opportunltles are provided to-ask and answer questions posed by the
client. :

9

‘:' S

te. The demonstration provides a real life opportunlty for advocates
to promote vocational’ dut_:atlon in a natural setting. It is possible to capture the spontaneity.
of pupil-centered Iearm g by involving students in the demonstration.

%
%o .

2

»

As it relates to the clisnt. The cost of visiting a demonstration site in another school inay Be
prohibitive. ff teachers must be Qway from their classrooms, substitutes must be found.- Py,

Ed Y

As it relates to the advo”cato. There may be a tendency for the advocate to relax lmplementatlon
efforts once teachers and others hav’e observed for themselves the effectiveness of the product,

. However, research clearly indicates the need for technical support on the sute where implementation
takes place. ) o ’ﬁ»‘

4
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.- SURVEY FEEDBACK . . -

- )

results back to the respondents.

Survey feedback suggests a two-step process of (1) conducting a sufvey and (2) reporting the

s
v

N

-
-

. DISCUSSION

.

- . Thls technique involves the use of a question-

naire or,other devige forgobtamlng a’broad base ot
information from clients over a specified time period

- with a report of the summarized data. This tech-

: nique assures clients of some return on their invest-
ment of time and enérgy while responding to the
questiorts. Surveys are important in the formulation

~ of adiffusion strategy because (1) they'allow the
advocate to Sample a broad-base of oplmon'relatlve

to the acceptance of vocational education, and

\ ’(2) they provide an opporwnlty to involve the

‘ clientin’a participatory experience. Survey feed-
* back is a means of collectlng information for .

.se‘

rational decision-making.” T . :

- .
LY

THE TECHNIQUE INACTION =" - .

Survey*feedback could be used in the solici-
tation. of opinions¥rom the community on the
desirability of vocational ‘education activities. This |
mformatlon could become extremely valuable n
uncovermg potentlal pockets of resistance to - °

> . occupatmnally-onented programs |p cational
~ - education,* - W2
o S . J
L4 i Al ) 4
° ’—i:};, , -
: ’ ¢ s iw:«‘-, R

ERI

2

»
ADVANTAGES .. j : h -
" OAsit rolatos to the product. Survey-feedback may .identify conditions in the school syste or
commumty vvihlch require revusmns in the product. . .
\ \ .
M s ! ¢

. Asit relates to the client: This techmque aIIows clients to respond to suggestions by the.change
advocate. Their willingness to accept innovative actlwties may be influenced by the knowledge
gained by readmg the survey report, . .

. " N .. . - . ‘."

.

14

. . N - ~ ~ 4,

, ,;As it relates to the advocate, Thls technlque allows the advocate to promote vocatlonal educatldn
and communicate the results of “collective’” decision-making.

€

9y - - ¥ - .
. ., “ . ‘
e

DISADVANTAGES . ' e : we

As it réjates to the product. None. - ) )
, \ [} -, v .

As it relstes to the client. Rarely will the client have enough information” provnded to make

meaningful suggested changes in the vo¢ational education product orimplementation procedures,

He/she always will be respondlng from a Ilmlted information, base. o . -

RN

v

. .

- As it relates to"thg advocate. The use of a survey in the development of an implementation
strategy requires time for responses to be summarized, interpreted, and disseminated. This" .
additional burden may distract the advocate from more important,planning decisions;

4 . —
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-8. DISGUSSION

AN
\

advo&te and a client.

’

.

This technique is defined as conversation or informal debate among clients OW

.DISCUSSION ™)

A discussion may be conducted in small group
meetings which allow opportunities for participants
to engage in a dialogue with the advodate. Comments
are reIat|vely spoirtaneous and informal. Rarely does
discussion by itself lead to the resolution of stated
problems. The technique should be viewed as a means
of creating awareness of implementation problems, and,
toa degree, formulating alternative solutions. The use
of reason and/or argument may become prevalent in
a discussion. Positidns may be stated and views
expressed. The opportunity for criticism of others’
.ideas is present,

t

THE TECHNIQUE IN ACTldN :

Teachers i a school building may be asked to
discuss the occupational goals held by most students
upon graduation front high school. In this‘way they

_may recognize the value of \ vocational educatjon,

.

e

S “ae v v - M- Rt

-4

ADVANTAGES
} . . -

"As it relates to'the product. The discussion sl:\lould allow maximum opportunity for all aspects

of the product to be reviewed. Both critics and proponents of vocational education should be

present.

As it relates to the client. Smallt-group discussion can be an effective folgw- up to mass media
presentations. It provides an opportunity for teachers and others to share impression of
vocational education. 4 . e

{ . —

« As it relates to the advocate. Drscusswn can provrde for the formulation of implementation .
strategies. It provides a vehicle for léaders in business and industry to give the advocate advice
on how to approdch teachers and others who are |mportant to the employment of vocational
*_education graduates. . .

DISADVANTAG ES ‘
Asit relates to the product The characteristics may be unfalrly represented by an over en
astio critic or proponent m the dISCUSSIOn group . ) .

f . . ) NS
As it'relatos to the client. Discussion which is overIy argumentatrve can I)eoome devisive and
can polarize the client i |n hls/her future activities with the advocate . : .

As it relates to the advocats, Discussion groups take-tife-and require’preparation;*ft may not
be possible for the advocate to partlcrpate in as much discussion of the product as he or she
desires,

. ’

a®

-




ATEIEEN

The technique works best in groups of three to
seven individuals. Sometimes it is desirable to_ declare
a moratorium on all criticism. Particularly, thism may
be done in the early stages of the interaction to allow
alt possible ideas to be suggested to the group. This
may result in some unique contributions from staff
members which, with revisioricould léad to novel
solutions of a problem. The technique is not de-
signed toanswer questions; rather, it |s an attempt
to solicit new and varied suggestions from persons
with different backgrounds and competencies.

® . ’

THE TECHNIQUE IN ACTION

There are many opportunities to solicit new
ideas via the brainstorming techniqué during the
implementation process. For example, the vocational
education staff may be called together to suggest _ .
ways to approach the business community, for place-
ment of more students in work-study situations.

* Another example of this technique would be the use

of elementary school teachers to suggest alternative

methods for incorporating an instructional packaqe

into the curriculum, . .
Q

- r

F ]
As it relates to the product, Brainstgrming sessions may reveal unique and appropnate ways

. .

© Y to : ‘ . ' (. 3
9. BRAINSTORMING b
. * P [P N
AN 5 .
- N o s . Y ! ol
Brainstorming refers to the Use of small groups to generate bright, potentfally useful-ideas. . ¥ L
. - - M 5 7
’ N v N e & -
.DISCUSSION ‘ " ADVANTAGES - i

.

of applymg vocational education to the local setting. Such assistance to the advocate could, |;esult

in major adaptations of the’ product. ‘ ~

.

2

a
~ .
,

As it relates to the client. This techrﬂque allows for qnvolvement by potential users of voutional
education. They have the opportunity to contribute meanmgful suggestlons for |mprementat|on -
which are likely to facillltate acceptance of the product

A .

a .

Asit relates to the advocate. Bralnstormlng assists the advocate in formulating Jmpleméntatron
strategies. It casts him/her ina helper role which should increase rapport with the client audience.

- «

¢ . ! . ~’

DISADVANTAGES " I

-

As it relates to the product. Some of the product appltcatuons suggested ‘may not be appropnate ’,
. 1f used, such changes could destroy the beneﬁts of vocatlonal eduéatlon

As it relates to the client. Clients may leave the bralnstormrng sessidn somewhat frustrated

~ .. as

-

since no attempt is made to reach consensus. Participants in brainstorming are viewed as
advrsory only in the formulation of implementation strategies. .
N s B [OTR I~ N

DN

It -

As it relates to the\adiiocate. The advocate must be:sufficiently open-minded to consider
the sometimes novel ideas suggested by the clients. .

-

PP Sy




T DT 0. cONSULTATON |

-Consultation refers to the act of giving advice to a client, usually at the client's request. *

.Y

kY

. . .

~DISCUSSION R " . ADVANTAGES . . o
. Consultation may nclude a wide range of activities As it relates to the product. Some products require adaptétlon to site conditions as théy are X .
such as dlagngslng the situation, refining a request for being implemented. It is natural.and desirablé to call in the developers of the product to con-
mformatlon,pr adapting the product to unique needs of " stilt with local school officials for changes to be made in the product.
the local situation. It is used most frequently i in the o . .
initial phases of the plolect to conceptualize and evaluate - " T o
. needed changes in the product or the adoption situation. As it relates to the client. Most clients view consultation as an excellent means of comrnunl- .
This collaborative endeavor bétween a change advocate . cating their needss# advocates of a new program. It provides a forum for discussion of |deas
* and a client may be used to encourage friendship and which can effect the local situation as well as changes in the product
trust. It,may be used to infliencé the outcomeofa - ' . . J
' decision; but, usually; the consultant conveys informa- ’ - a -t . ‘ g
tion about the product or adoption sltuatlon in an ob- As it relates to the advocate, It js to.the advocate’s advantage to consult with clients and experts
jective mannef. Consultation occurs most frequently whenever possible. It provides information to the advocate as a bas|s for project implementation
on aone-to-one basis. However, a consultant may be *  decisions. During the consultation, the advocate has an opportuntty to establish rapport with
invited to work with a group of teachers during in- > - " theclient and others ifvolved in the implementation process. v
serwce education, t . R ) | A
vt g 7 . DISADVANTAG ES - : g

THE TECHNIQUE IN ACTION

As it relates to the product. Unless the consultant has been ‘previously assoclated with the -

. By Consultation is especidlly useful in obtaining -~ product,-he or she may have some difficulty in understandnng the product in the tlme available. )
B highly.specialized:expertise which is not avaifable e v . - . 5
| o among project staff. A vocational education project. ¢ N v - H
; . director may wish to L use consultation in the design . Asit relates to the client.” The consultant may be perceived as an outsider who does not under- 4 L
i of procedures to asséds'the impact of the project " stand. the problems and concerns of the persons who must use, the product. The consultant =
.on student growth and development . may have limited knowledge of the actual needs of the clients. o o ) g

. - o,

e N e

' . * . N . . e X

. As it relates to the advocate. The consultant may give the adyocate unsound advuce or the
- . iy v . oonsultant may be critical of the advocate’s implementation procedures.- o

-
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_ .. 11. PERSONAL INTERVIEW . . )
- " . - 2
A , - '
) 0 :
This techmque consnsts of an interpersonal conversation between two persons, an advocate and .
a client. - . L,
. - 4
- . . . -
. . - —_ . - . ':' . 3
K DISCUSSION - . , ADVANTAGES - . ~ ! ’ . . -
— s - ' D .
. . ° - 4 .
The personal interview allows for much As it reld¥es to the product._The personal interview provides an opportunity for close scrutiny . >
. freedom and flexibility when discussing vocational . of vocational education. Specuflc objections and/or benefits may be raised in an atmosphere of
education. Usually, the interview takes place in mutual trust and consideration. .
an office or teachers’ lounge. Relative privacy 7 . . . ,
is assuréd. Both the advocate and the client - ) ) .
(parents; teachers, administrators) should feel . Asitrelates to the client. The personal interyiew may be scheduled at the discretion of the
“free to express themselves. A personal inter- client. This convenience and specsal attention may result in more favorable response to the 5
8 view provides an opportunity for the advocate a advocate's demands. . .
to build a personal relationship with the client. T
This should lead to mutual trust and incremental "’(’ . e . -
goal setting for the implementation process. <o . As it relates to the advocate. It provides a unique opportunity to display the benefits of vocational
E- 4 : ’ ] education in the atmosphere of the client’s office or home. This setting allows the advocate to
observe informational and other professnonal needs of the client.
THE TECHNIQUQE IN ACTION ) .
e .. It sometimes becomes necessary to obtain DISADVANTAGES )
, the attention of the.décision-maker in the CT .
school system.. Building principals and persons -, Asitrelates to the product. tis not always possible to transport the product to a private office
in the superintendent’s office are busy. An or I-‘ome setting. Therefore, it may become necessary to use photographs or other information when
advocate should make an appointment with explaining vocational education to the client. -
‘ the administrator and show him or her the . ‘ - - e .
Ce s courtesy of an individual, private conversation. : Y ’ o :
- . . As it relates to the client. None.
4 v v ® (2 N & ,
. . . Asit relates to the advocate Use of the personal‘interview technique requires a great deal of e o
T " time and a sense of timing on the part of the advocate. An inexperienced advocate [may not - o i
' . - . be able to organize his/her schedule sufficiently to effectlvely utlllze thns techmque ’
, ‘e T e e e, N ,,‘: -
114 ~ L ~
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IR . The assignment of a—bﬁsmon or function to an mdwldual for the purpose of actmg outa . . ] K *
" simulated situation. ., ! L ) : S
- §‘: R ', ’ ) ' !::. ' ‘v A,L..." '\
DISCUSSION L . DVANTAGES S .

Vocational education requires nontradltlonal
roles and duties for schqot staff members, e.g., the -
wsntgt:on of school staff to businesses for the super-

vision of student-employees. Such duties may require *
~school “staff members to change familiar routiness - ¢ -

. Role playing is a useful technique for the purpose of
sensitizing staff to the problems and barriers they aré
likely to confront in new situations. Occasionally,

" the'technique can be used to.aid a staff.member with
problems he or she is having'on the job. However, the
ube of the-technique as a therapeutic device should
dccur only under the supervision of a hlghly qualified )
individual. It is not recommended for use in thls

- manner by vocational educatlon advocates.
<} .

"
< .

THE TECHNIQUE IN ACTmN

: Frequently, the |mplementat|on of.vocational
education requires individuals to be placed in new -
and unfamiliar roles. Former teéchers may be asked =
to bécome coordinators of vocational education for”
more than one building. This calls for an ability to
schedule their.activities and develop mterpersonal
relations with several principals as well as staff mem- .

:bers in those buildings. The role- playmg situation N

can be used to alert new coordinators to, prohlems ' -
they are likely to encounter. S N
\ v £ < ";
\ ST
116 ) <7
» et T

" Asi relates to the advocate. The advocam must be able to determme the individuals most

As it relates to the product. The role‘playmg acthltY may make it possible to antlclpate ob-

lems in the implemehtation process. This ‘should result in better understandmg of the p\;o ct %
-anda more systematic |mplementat|on pfacess. \ .
\

As it relates to the client. “The preparation and develoﬁment of staff members contributes to ) y
* their receptmtx to vocational educatlon It is absolutely essential to assign competent personne1
to 1mpjementat|on roles. {
o / . ., v v " <
(t relates to the advoute "Role playing provides the advocate with a technlque for sensitiz-

ing |nd|wduals for implefmentatiort of vo'qatlonal education activities. It is particularly helpful for ..
dtaff mémbers who are changing roles , A

¢ - v ~ S

,

a

~D:‘!iADVA.NTAGES ' S C
) . 5 . . . i &, . RS
AS it relates to the product. None.* L 3 < »
As it relates to the client. whe techmque requires carefu! observation by the supervjsor. He or -
she shquld look for miscues in‘the sntuatlon and correct the agtors- aocordingly -

L

o,

BRI

. ) “ . N . .
- s ¢ y 1)

likel)va benefit from role playlng This |s’d|ﬁ|cult to do and ‘at times results i in sessions that o
are not. helpful . X .~ . ) -

-
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: o 13. COOPERATION .
g . - 4 N .
' . —_— .
- Cooperatron refers to an associatiorr of lnd‘viduals formed for the purpose of achrevnng ]0Int
~objectives for common benefit.
. S - A ¢
~ v —p
. . : L I
DISCUSSION - ADVANTAGES & - .
This association of mdivnduals can be between As it relates to the product Phe mutual beneflts which accrue during cooperative activities
the advocate and the client or among clients. The °* tend to overcome |mplementat|on problems and reflect. favorably on the product. P
4 w=-+reason for cooperating is the implementation”of . S
vocational eduction. Liaison must be built and ’
malntalned between the project director and opinion As it relates to the client. Cooperation makes available to any individual in the client system
{eaders in the client group. Extending cooperation * resources of other people and sghool systems. This sharing of information and concern for:
_on relatively minor services, e.g., the providing of |mplementat|on activities are likely to have 3 positive effect . v
= information on specific topics of interest to indi- . .
" ., = vrduals,mn go a long way toward facilitating the : -
. use of vocatlonal education products. As it relates to the advocate Cooperatiqn extends the influence of the advocate through a . »
™~ ’ network of individuals and agencles concerned with implementation of high quality vocational
B i - - ‘ _ educatlon programs.
o7 THE TECHNIQUE IN AFTION e ‘ . v
-~ . N DISADVANTAGES > T . -
Some school districts have banded together to, N
. share resources and provide Ieadershlp in vocaticnal As it relates to the product. Cooperatlon sometimes slows the process of |mplementation
education activities. Such cooperative endeavors are which may cause problems in scheduling the use.of thé product. . .
* intended to emphasize strengths and overcome weak- ’ - ) ]
nesses present in each individual district. ! ’ . ) we e
. ¥ . ) Asit reletes to the client. At times it may ecessary for the client to give priority to another
*  party’s concern for impleméntation proble This disaduantage is offset by the probability of .
. . the advisor gaining insight on how to rmpro,vé the implementation of vocational educatlon BN
S 3 w e . ) . ] ' .

. - ’ ) As it relates to the advocate. The primary difficulty in using coopetatlon asa technique is

‘ the amount of time required to coordinate and supervuse cooperative activities. It would be

£ - possible for the advocate to become so involved i in cooperating with other people that imple-

: e : , - mentatlon objectives.would not be met. .@ﬁ

. . 2
. . o -
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o 14.. STAFF DEVELOPMENT - -

LY 4

o N

The acquisition of new skills necessary to accommodate the innovation is the intent of this ’ x‘
technique. A et
DISCUSSION L ADVANTAGES - S ..
Any new idea, product, or material usually | . As it relates to the product. Staff developmeht activities create a better understanding of *

uires skills not present among existing staff. éoncepts and improve capability for implementing vocational education activities. . .
4 ’- = -

ather than dismissing staff and hiring new per-
sonnel, it.is usually, more efficient and effective to
upgrade selected individuals in their position. The
staff development workshop is an excellent tool for
explaining vocational education and conducting
instruction on a day- to-dayOperatnon of the product.

Long-term investments in staff development could . B

best be handled through credit courses or other
programs designed for the continuing imprqvement
of statf capabilities. Summer workshops, as well as
inservice professional days during the school year,
provide opportunities for staff development. .
Frequently, in large school systems, staff members
work together to learn new roles associated with
the innovation. This subsequently boosts morale
in many cases. ‘ 5

4
THE TECHNIQUE IN ACTION

Vocational education often includes coordi-
nation of employer-based work experiences with the
school program. Many teachers have not been exposed
to the world of business and industry;ml& t may be desir-
able to conduct an inservice training' workshop on the
coordinator’s role in vocational education.

« preparation. The advocate may not be: gble-to schedule staff. developm ‘work-aft

As it relates to thp@lient. This technique assures staff time is allocated to the development of -
professional competence. This can become extremely important to the coordinated use of selected
aspects of vocational educatlon .

" Lo ‘ .

As it relates to the advocate. A staff development workshop provides the setting for the ad-
vocate to promote the product and instill the desire to use it. In addition, staff development
activities may take the form of adaptation’of the product to local conditions. The setting *
also provides the opportunity for using consultants and experts to demonstrate selected as- _ .
pects of vocational education. L ( . . :

- . ' o | i

DISAD\;QTAGES ' ' ’ o

As it relates to the product. The staff devqupment session may be too brlef to allow a good
understanding of the product. . . .

;

-“

As it relates to the client. Stafflmembers may not attend the workshop. .- It may require ccedit L
or pay for the extra hours invested in the workshop. Staff may not see the need for. this activ-
ity, or they may feel that the existence of the workshop md:cates their prdsent actlwtierare
not acceptable. Sl B C

nd ~ - o~ -
» —_ LY -

- oy qz, P
As it relates to the advocate. Staff development actlvitfes fequire time and re;ources fn thel

hours or at times when teachers are ava'lable.

D
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"15. DIFFERENTIATED STAFFING ~

-

* Differentiatedstaffing refers to the asslgnment of differential duties and responsibilities

among the product |mplementat|on staff members

. . ~
LA RO
L -

Cara—

DISCUSSION

) This management technlque uses professronals,
technicians, and laypersons in a manner which is con-
sistent.with their knowledge; experience, and capability..
Specialized tasks are assigned to different members of

° the team. ‘This placement of responsibility brings with
it accountability for achievement of these specialized
tasks. Also 1mpl|ed is the need for coordination of
team members’ activities. Under most circumstances,
pamcularly in small school systems, this coordlnatlon

. is the responsibility of the vocatienal educatlon
department chalrperson

.
r v
P

ez
Pt

L

THE TECHNIQUE IN ACTION -~
anferentlated responsibility frequently oocurs
%tw een building coordmators of vocational educa-.
teachers who 4re heading'a substantive L -
aemce area. For example the teacher of home eco-
, nomics would be responsable for.integrating vocational -

* education concepts intg’instructional materials for the -
grade levels in that department, The.coordinator of
vocational education would lend advice on the place-
ment of'these concepts at specific grade levels. The
coordinator would act as liaison between scheduled
learning experiences in"home economics and other .
areas of the students curnculum e.g., science, mathe- ;
matics, and Engllsh . P :

< . . R
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ADVANTAGES S

As it relates to the product. Differentiated sfaffing provides a mearis of marshahng the most
competent individuals to implement the product. Each pmplementatlon task should he assngned
-. to the appropriate person. - e tg el s

_/< . . v oa -‘“

As it relates to the client. Teachers and administrators know who is responsible for achieving
specified implementation tasks. Each person assigned should be the-""best” qualified person to
perform the duties; this should lead to lncreased job sat;sfactlon .

Fi

e w, ~

g

As it relates to the advocato, leferentlatedﬁaffmg allows the advocate to refer questions and
inquiries to appropruate individuals. Competent Jesponsrble team members should make the
tasks of advocacy easier. . .

-
™

DISADVANTAGES NN j o | '

W

As it relates to tho product. lndrvndual§ may, become so speclallzed that they lose a sense.of
balance for gﬂplementmg .the complete vocatlonal education prodUct s ¢

*
» . APy -
5, g B . “w

As it relates to tho client. It may become difficuit to reach tne pro]ect director‘if bureaucratic
channels are maintained. Likewise, it may become necessary to contact several individual pro]
v ect staff members before an |nqu|ry is fully ansWered .

ki

b
- , v

Aﬂt relates to the advocate. The vocatlonal egucatlon project staff may- become S0 spectalized
that no one is‘available ta respond to qeneral questions from-the community ortother sources.:
Respondlng to such requests may“place an unreasonable burden on. the project director
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- 16. INVOLVEMENT IN- PRODUCT DEVELOPMENT
» . LY ’ - : M >'§
-This techmque may bé defined as the use of local, on-site staff to modify exrstmg educatlonal , TS
materials for the purpose of adapting them to Iocal conditions. - : E
S5
- » Q 9 ‘-
DiSCUSSION ADVANTAGES ~ ' .
‘ This technique appéals to the professional As it relates to the product. The opportunlty for many staff members of a school district to '
dedication and desire of staff members to contribuste modify vocational education materials or procedures is viewed as a pos|_t|v7t;echnlque. The
to the improved education of students. By modify- changes in the product should reflect local needs. . g
ing vocational education products to reflect local. . ] R L N ALY
standards and conditions, teachers and administrators . -’*""ﬁr‘ﬁ;‘«‘z“"“ . R
v , become drawn into the adaptation activity, thus ' As it relates to the client. The revision or adaptation of vocational education materials leaves L
3 = accepting some of the objectives and goals of the teachers and others with a sense of pride and owpershlp of the product:” ™ T
oo 2 program. The opportunity to create and/or . L) -
o modify an innovation can be used as an incentive s
R ) for soliciting staff support. ' . . Asitrelates to the advocate. Partrcxpatlon of school staff in product deVeIopment activities ?
§ ' . creates involvement in the project. Several people working together tend to extend the o
! . ‘ - . T ¢ . influence of the advocate . - A - DR -
THE TECHNIQUE IN ACTION . - ' _ - .
e : Fréquently, teachers are asked to revise an DISADVANTAGES ) K o ‘ ' e 3
i < instructional package. This opportunity provides g)
Lo them with recognition and influence over instruc- As it relates to the product. The revision and/or adaptttlon made by local staff raay disrupt the
; tion which may be used throughout the school systernatic implementation of the vocational educatioh program. In the extreme, changes made in
. district. The development and/or revision of voca- the product could create mcompatlble situations whlch destory the original intent”of the mate-
3 ° tional education materials may take place during N rials. . - ,, < . . e
summer workshops specrally designed for teacher . ' , . . .
e mputs Lt : tet v
: . ) - As it relates to the client. Teachers and other staff members available to modify the.product
N \ - may;lack the reqursite _experience and knowledge. This lack of capacity within many organiz»
N o ) ations Irmm the opportunlty to Use this: technrque e ) P
v . . s 'ﬁ} . N * . ‘ . . . ‘
. - Asit relatos to the advocato. T‘me may not allow-the optimum utifrzation of staff to adapt the °
Lo . product. 1f major modification takes place, the adyocate cannbt verlfy the valrdrty and/or o <.
. . - relrabrlity of the, untest%d materials. ' . il T RN
“ v pren 4 / 'h‘ . 5, . Ao B
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“The intent of this technique is a small—scale commitment of ;esources {funds or time) by the
S host site.
- ; DISCUSSION ADVANTAGES . - oo . 3
K An implementation strategy which allows a As it relates to the product. The trial use of vocational education activities allows for adaptab.ility )
. _ product to be tried incrementally or as segments &f prior to a full-scale implementation commitment. .

. a total product is more likely to be successful than

. " an all-or-none implementation approach. It is much
easier to add to a project rather than to cut back _
when unforeseen difficulties arise. Clients need time
-~ to’become acquainted with a new idea. The ability
g,{ of ‘an advocate to present vocational education in a

.. clearand immediate manner will enhance the proba-
A bility of acceptance by the client. Some materials .
H - must be used as a unit while others can be segmented
: _* more easily.

- " THE'TECHNIQUE IN ACTION

* @ Aschool superintendent may wishtotry  * -

*  innovative vocafional education programsin a smgle
.. school building or area of the district before com-
mitting funds to full-fledged |mplementation This -
. allows intensive implementation activities in schools
b - with active opinion leaders. .

v

°

. .

As it relates to the client. Clients have an opportunity to beoome familiar with vocational education )
product by product. This procedure reduces confusion and keeps the client from becoming o
overwhelmed by too much résponsibility. . ) B

r 4 “ .

«
-

- As it relates to the advocate. The initiation of a small-scale implementation actwnty increases :
the probability df future growth and terds to, mitigate against failure. Schools selected for’ . ..
initial trial use tend to be innovative and accepting of new ideas. T

»

DISADVANTAGES S N

As it relates to the product. It may not be possibie to obtain a clear coneeption of»vocatlonal s
educatlon by vtewmﬂ'segments in different locations throughout the dlstrlct

. <

As it relates to the client. The small-scafe use of the product in innovative schools may not be
representatwe of its perfornlance under real world conditions.

P
v

, .
: . oy -
, ¥,

As it relates to the-advocate, The installation of vocational educatior} pilot projectsin several

* different locations throughout the district. may tend to delay the mplemenﬁtionof miore
comprehenswe product implementation actwnty The advocate, must-recognize the artlflclahty
of investing |mplementat|on money within very limited scopes of work.

- PR
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the same desired ob]ectwé\

Competition refers to the actions of two or more individuals who are interested in obtalnmg

1

DISCUSSION ., -

The'key to the use of this techniqug is t’hé
motivation of the teachers or others who are to be
associated with the project. Recognition, finanéial
incentives, or other techniques may need to be
used in gonjunction with competition. Competition
can be used to make people.more aware of career
education and generate enthusiasm for the imple-
mentation acti?ity. Certain prerequisites must-be -
observed: (1) the objectives of the activity must
be clear in the minds of those competing, (2) the
individuals engaged in competition should have an
equal chance for achieving the desired objective,
and (3). the results of the competition should be
known to all. s

/

THE TECHNIQUEMN ACTION

Competition may be used as a means of

- selecting.volunteer teachers' to pilot test vocatronal
educatlon activities in-a school bulldmg. This assumes
the teachers are interested in vocational education
and believe theywnll benefit from their. association
with the program.in some way.

* an activity that product quqlity cou[d >suffer.

ADVANTAGES . -

As it relates to the product.” The effect of competitron upon others usually tends to-create a
désire to use the product. In this case, a viable vocational educatlon program would be the objectlve.
Y . .- l ',«,‘

As it relates to the client. Teachers and students llke ta engage |n competitive actlwtles Prizes
shétild be awarded to the winner. Recognition and some prestige should accrue to the partlcl-
patlng mdnvrduals -

‘ . K R . e -~ = hd
As it relates to the advocate. This techmque enables the advbcate to select from a broad range
of individuals who are intarested in becoming a part of vocational educatlon It places the respon-
sibility for involvement on the client rather than the advocate. -~

” -
E
- . -
. - PERCINNE)

DISADVANTAGES i LT

As it-relates to the product. The quality of the implementétidn activity could get lost in.the
spirit of competition. The individuals could b’eoomeﬁ concerned abdut who was se!'ggtec! for
- LI - - .

'\r.

-As it velates to the client. Competmon could beoome so keen as to distract ‘the client from the

primary task of usmg the \locatlonal educatlon materlﬂls and prooedures

E
] hd -

4 . e

s

" Asit relates.to'the advoatn. The notion of winners and losers is |mpl|ed m competltlon. Losers

should be compensated wlth other incentives. The advocate is responsible for assurmg this com-
pensation. - - , . .
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° ) In recent years, bargalninghas.become ey

v o T

k Thls technlqueusua!ty 3nvolves negoﬁatlon between‘tviq;part%i Y@en’ﬂy
g P a union representa ive;aRithe. exchanga otgoodjorsemces >

Loy

.~ associatéd with the renewal of contracts between-

- ateachers’ unionand a schoof district. While
« . thisig the most frequent \ise of the technfque,~ -

. splcctive aspects of trargailing take pJace in many- - -

" thoose near hini/her. This technique i ns used most 3
appropriately when those involved possess an
equal power base. Rarely is bargaining effective -
with a superiof.or a snbordlnate, it usually occurs

Lot

compromise is sgen as essential in this protess. -
. @ .
L3 .

THE TECHNIQUE IN ACTION

. The career education advocate may find " .
it necessary to meet with officials of the-teachers’ . ,

’ ‘union on days$ set aside for the inservice educatlon .
of staff in order to esteplish vocational education gs

¢ declslon to set alide funds for this dctivity.’ ’ - 4

s . ~

Asnnratuto the product. None.

.

~

W

DIS'AD'VANTAGES

As it relates to the product. lnvo%ement in negotiation can become so time consuming as to
detract from the use of the product .

- - - - _4,‘»-—/ -
- = - .

As it relnte: to the advocate / Bargammg gives the advocate the opportunity o i'hfluence a
large number of peogle by ne&matungwnth their representative. Used with discretion, it can
dnan organlzed group basis. The element of & *. . beeffective |n1mplementang vocational education.

- L
. -

As it relates to the client. The clients may pereeive themselves'as “losers’’ in the negotiation
a highr pnonty Bargaining could occur over the . process. This could result in a reltictance to vmplement the product. :

- ry

As |t relates to the client. "The use of,bargasnlng ing negotlatugn frame of feference can be a
.- ... powerful’ ‘tool for the promotion of special interests. Teachers and other groups can gain
S day*to-day exchanges between the advocate and ’ '_' "L concessuons by offering to try new ideas for the school system;

-
= T

+
.

‘

»

Lo ) , *’s{z} . - 77 .Asit relstes to the advocate. The chent may wish to attack other issiies in the negotiataon for

{' S ] - e i - ., - career educatign implementation acﬁ?ntles. This could confuse the situation'and tend to' roduce .
s \. : ) . .o 2. . wthe effectiVéntI of the lmplementatlon activities.
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which emphasizes its positive characterlstlcs

This technique contrlbu,tes to the perceived value of a product by prowdmg information

- ] . . -
DISCUSSION

The purpose of this technique is to convince

. ;he client of the desirability of using vocational

education materials and procedures. This isdone by
supporting claims for the product with factual infor-
‘mation as.much as possible. Particular aspects of
vocational education may be emphasized as a unique
solution to a local problem. This promotion may
take the form of endorsements by credible stiurces

of information. Community leaders, schoal officials,
and students are effective promoters of the product. .

THE TECHNIQUE IN ACTION .

Promotlon of the product through leaflets,
posters, mass media announcment, and other forms
of wrrtten/verbal materials is most effective in
creating awareness of vocatlonal education cofcepts

* and procedures. -

:

ADVANTAGES

As it reldtes to the product. Promotlonal materials such as well designed brochures and posters
‘tend to leave positive impressions <of vocational education i in the mmd of the reader. .

=3 -
As it relates to the cllent. Most people welcome the opportumty to gain more informatioh and
msught into an innovation. .

. As it relates to the advocate. Promotional materials make the job of the advocate easier.

i eaflets may be left with an audlence after a presentationto help them thmk about the
product. .

DISADVANTAGES .- ” S P

,@X

As it relates to the product. Usually the message is standardrzed allowing a minimum oppor- .
tunity for umque appllcatsons of the product toa Iocal setting ’\““

Z -
As-it relates to the client. The, uromotlonal materials may raise the clients’ expectations for.
high performahce Clients 'may be, somewhat SUSpICIOUS of a large amount of promotional.. .

information. — .
" Asitrelates to the advogate. It nM not be possible to.antjcipate exactly those aspects of

vocational educatson that are likely to appeal most directly to clients’ values and needs,
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21. ENDORSEMENT BY AUTHORITEES
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respected by members of the user audlence.

<

This technique is designed as an expresslon of approval of the |nnovat|on by persons who are

DISCUSSION .

- Authority may be derived from an official
position such as that held by a school principal or
from informal associations of the type exhibited ,
by an opinion leader. Individdals frequently make
decisions on the strength of recommendations from
their friends. Persons with high credibility are capable
of lending intellectual and social support to users of
vocational education. Teachers and others in the- |
school system need to be reminded periodically of
the importance placed on vocatiopal education by,
the superintendent and building princfpa I

R . , .

THE WNlous IN ACTION

One way to gain the confldenoe of local )
busingss persons in the commumty is to obtain the
endorsement of a civic organization. Such,action
seems toflegitimize vocational education actlvmes‘
in.the commupity. Another example of the use of .

is tecfinigue is.the selection of respected teachers
‘in school bulldlngs to try lnnovative vocatlonal
education’ apttvmes

i

-

-\
ADVANTAGES

o~

As it relates to the product. The product is Itkely to receive more conslderatlon by users if
they know it has the approval of authorities.

- Al - . - ke - m
As it relates to the client. \The use of credible individuals in the development and adoption of*"F
vpcational education materials tends to develop confidence in the client. They feel free to express
their concern to the 0p|n|on leaders. a .

AR ‘ Al
As it relates to the advocate, The endorsemegt of the product by respected individuals extends

the network of advocates. It'makes the 1mplementat|pn task-easier and broddens the base of
support for vocational education e .

.
-

DISADVANTAGéS

.
»

As it relates to.the product. The product may be re]ected without receiving gue conslderatlon
if the endorsements are: perceived as directives.
e Ok
»> - .
As it relates to the client, The |ntended users of the innovation may not agree with the com-
ments and opinjons of authontles The cllents may not perceive the endorsers as members
of thelr -group. .- ° , .

. . - R
As it relates to tho advoeatb It may take time to |dent|fy thg.approprrate opinion leaders in
the client group. The oprnlon feaders and other _authorities may not be wrlhng to give their
full support to the innovation. -

0
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22. RECOGNITION OF TRIAL USERS
el ° ', e o B . -
; - et . ' . i .
] Thss‘techmque refers to the special attentlon given to early users of the |r;novat|on
AN . ' ‘ , . ) ' » - .
2= ’ DlSCUSSION : ADVANTAGES o . . —
: - ot~ d ' . t
. -~ Every irdividual wants to be respected by . ‘As it relates to_the product. If partlclpants in vocatlonal educatlon like what'they do, and are
TN others. This desire sometimes motivates them to recognized for'it, the quality of their, r perfornmance should contribute'to the effectiveness M
R . volunteer for assignments that contain-a certain . of the product. . N ‘ . :
3 ¢+~ amount of risk and uncertainty. Individuals who . . . : )
55 . ~r:perform well under these'conditions deserve recog- ’ < . -
‘ ) nition as early usersof vocational education mate- . ‘As it relates to the client. Recognition giv e client a sense of pride and confjdence in
EEE rials and procedures This technique goes hand-in- .- _themselves. 1t should be consistent with peer group expectations of the individual.

. _,  hand with ather techniques listed in the publication, ' ) : .-
L - such as the"sollg,tagtlon of volunteers who are com- : . ‘ . LT .
L. O©.. _peting for the pnvnlege of being involved in the As it relates to the advocate. It provides the advocate with an avenue for rewarding outstanding

. « . - project. ) performance. Such recognition tends to influence other persons in the district thus establishing
- - C e <o expectations for high performance on the project. . :
b o ) . . T e - : :
o R ' - ? , . . . E
: THE TECHNIQUE IN ACTION | “ . " ,' . AR
. o DlSADVANTAGES < . : . L =
A There are many ways tarecognize the contri- , o
s ‘butions of those involved in vocational education: - As it relates to the product. “This techmque can be overdone The tim pent on congratulating .
s (1) their work could be d(smayed on bulletin boards, " project staff could detract from product development and |mplementa ion activnties i
: (2) articles about their vocational educatjon activities , - . 5
5 . couldl be"published in the local newspaper, or (3)~ . e
- ., thé? could be asked to demanstrate exemplary voca- Asit relates to the client. Some clients may feel the recognition is not merlted or tends to’ ; o Tk
¢ ‘ tional education practlces s to other teachers in the o downgrade the contributions of other staff members. - ) i .
Bt 7 district. A ~ ’ : »a‘,
. p . e - " Asit relates to the advocate. The techhique could be time consummg Fair iudgments about
: the contributions of staff members must be made. . . . ot
-;\;5“ . oy v ) : ) . ) i . . . o,
S A R Co. fre " 1t PR , “{3- R , . ’ ‘ - T .-
: . ’ B3 Zéﬁ? o ’ > I . . ot
., ) * « - Y Pl K . . g i o
. 1a: ] . ” - ) o . ., ‘A . - i
o L S s . ’, ’ - | p R
K AT . R
MC SR AV e \‘—\\ : . . . XS .
5 L ‘e P Mgy 4 - R .
P P o Y - ot [ A . ¥ fe : ’
ni cox T . < % . :"‘*5”'. ' ‘. “s - Bioe W»‘ ¢ J‘tv E R
LR AR o ey [P YAt S, LAY LN \ “\ PP S P &1 LT




e

- 2.

v

program. . ,

. Financial incentive is the use of money to encourage mvolvement in some activity or
9

) —%

. DISCUSSION © - :

~ . »

Implicit in this. technique is the concept of

“pump pnmmg ! This is the use of initidl fundsto

'

encourage usé of products and materials for a short
time. Another approach'is the use of funds to ‘match
state or federal monies. Most individuals require
some incentive for involvement in any new activity.
Innovatrons in vocational- -education ask teachers and
- adiministrators to invest time after school and on _ ..
weekends to develop and implement new ideas. This
time should be compensated with rewards (recogni-
tion or money). .. o

¢ -

THE TECHNIQUE IN-ACTION v

Funds may be used to pay substitute teachers
for classroom activities during the development and/or
modification of vocational education materials. Funds
are nei:essary if teachers are to be transported to other

* sites when vnewmg vocatlonal educatlon actnvntles.

’

~ ADVANTAGES

EEterraIs . /

‘As it relates to the client. Individuals may not be ‘available to take advantage of, the monetary

As it relates to the product. Prioritiés should be place on thosé activities most essential to
product development and implementation. One way to do this is to budget funds for staff -
inservice actlvrtles ¢ ‘

«
- .

¢
r

Asit relates to the cllent Financial incentives serve to motivate individuals to excel in
performance. Funds should be available for instructional matenals or other needs of clients ..
who perform on assrgned tasks . . ¥ .

r4

As it relates to the advooete Fmanclal mcentuves may be used selectively for high priority s
tasks. Some budget flexibility should be maintained when implementing vocational edumtron

e
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DISADVANTAGES

As it relates to the product. Montes diverted to implementation activities are not available to
further develop and ref|ne the vocational education procedures and materials.themselves.

. v "J [
. . - . 7 e
i,."*“\ : PR

remuneration paid for add|t|onal work performed L. ..
B

3
3

As it relates to the advocate. The advocate may'not have the authonty to spend money from .
selected mtegones of the. budget
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. bargaining witiv.the'representative of the teachers’ . -~ - A
* union gor inservice time with teachers. Teachers’ -a As it relates to-the client. The use of overstatement by an advocate places theclientata .
professional days<on the school calendar are limited; “. disadvantage because the client does not know what to believe. This delusion is reinforced
" usually, negotiation is required to obtam these days - when the advocate backs down from the prevuous position.* -

24, OVERSTATEMENT

TN | .

s 3 [

[

PRI ST R

PN

¢ L ne

Overstatement is the delibsrate use of strong demands in an effort to gajn an advantage over

. solutlon to the problem.

. DISADVANTAGES
THETECHNIQUE INACTION * . . v

., Asit relatcs to the product. Overstatement of need for the product may create.an unrealistic
The mservwe educetlon specialist may describe ~ ° expectatlon for what the product can*%chléve

in detail the knowledge and skill needed by staff when

to address specific toplcs. « . . ‘ .

EA ¥

L}
ooty
>~ g

S

, As it relates to the advocate. Overstatements about the need for the product must be carefully
: timed to be effectlve The advocate ‘may misjudge the readiness of the other side to compromise.

competing courses of action. * o N
N . . R o1
DISCUSSION - é .- ADVANTAGES ‘ ..

“This technique is designed to influence others by As it relates to the product. This techmque tends to, place the product in its beSt light. ¥oe 1
citing extreme examples of the need for the product. 0ver§tatement of the need tends to mcrease the desire of the cllent 10 ingtall the product. -
Overstatement is most often used in negotidtions to . X Y . :

. bargain for power. Frequently, it becomes necessary ‘ ] ’ Lo ‘ . AL
to compromise with the other sidé. This is particularly ©As it relates to the client. None. " Y
true if the overstatements are not reasonable. You o ) /
should be prepared to back down on your demands in ; ’ '
the interest of moving forward with product |mplemen- As it relates to the advocate. Overstatement gives the advocate an mrtral advantage in
tation activities. By relaxing your demands, G scan . negotratrons, however, this advantage may t be diminished when the other side realizes the
gain credit from the other side and reach a compromise « advocate is willing to compromise his pOSlthl'l.

.

<

o

.o



&
-
14
rd
’
st g § O ppial

.
¢
%

)

-

This technique sets a date ora time as a means of scheduliné,implement;'tion processes.

.

- " .
v G T g . S

DISCUSSION . . L ADVANTAGES . S b
. ‘ This technigue assumes that the advocate has - As it relates to the product. The deadline provides target dates for incorporating vocational
. the authority to establish deadlines. Their enforce- ’ «  education into field sites. |t chn serve to-increase product effectiveness if sufficient time and
: ment can be & problem because unforeseen circum- money have been allocated for implementation tasks. ' : '
: ' stances tend to interrupt scheduled activities. Never- ., - - T e ' o7 P
theless, the technique is useful for planning purposes.” » o . - o - S © ¥
% The deadline encouragés users to pursue project T “ As it relates to the client. Time deadliries can orient clients to tasks: Realistic due datescan ~ : |
.. oals, and it establishes a mechanism for -account- . pace the work load toward the completion of tasl?g. : ' - . “‘
o+ ability. Realistic timetables are essential. Deadlines . . ot S '8 CoLe s - L
B ®  areoflittle value unless they are maintained. . ' . T - “ o * ' . .
£ ‘ ) N As it relates to the advocate. Advdcates can gse tinfe dealines as a mechanism fb% monitoring v
ot .. : o, . ~ ' the implementation of products and procedyres.. Deadline$ can serve to Highlight areas of need®
_ . . v . * . for more funds or attention in the implemenitation process. RAPRE , L
THE TECHNIQUE IN ACTION . . : oot C e . T e 8
- - . . ﬁ = . & - . . . ] . 4 %
. The development of vocational education mate- Ce - RN . o T g
rials usually requires advice from a number of people. DISADVANTAGES o \ e A
’ The deadline may be used to curb extensive commit- ‘ T R " o - 0. N
tee work. It serves to orient individuals to tasks and - As it relates’to the product. The deadlinesmay beé superficially imposed without regard -for.the
sets expectations for the completion of products. . .*  nature of the task. Product development niay falter in order to give the appearance of meeting -
. . v implementation deadlines. - . . . " .
. . - . N « . B ,.
- . = 7 Asit relates to the client‘slof the deadline is unrealistic, the client is likely to object. . The dead-
. N ’ line does not intrinsically Bentribute to the implementation process. It does,serve to alert'the ° -
- . : $ * clients as well as.others to the progress of the implementation agtivity. ‘ v
‘w - v ° ) . .
Eo i o i 4 As it velates to advocate. Anxiety levels for the advoeate’s staff are likely to increase
o . if deadlines are niot met. 1t may become necessary to adjust deadlises in view of unforeseen
‘ R circumstances. roy - - ) . .
Lo T . s ) el e ’ s . . o ' ‘
< o ’ . a S .o PR . '
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26. LEGAL MANDATE

' ?actment or judicial decision.

Ty

s technique is deflned as an authoritative command asina school board demslon, Ieglslatwe

e

¥4

%

DISCU ION

ce with this command is expected.

Legal san s may be imposed for the purpose of

mplementr}Zg innoygrions. The mandates are most

often givep/by loca ate, ot national governments,

. They are sometr mes enforced through court actions

" or by refating reimbursement policies to compliance

=  with-the mandate, The legal mandate is most effec-
& - tivé when rapid use of an innovation is essential.

o dBON -

' ' 3

THE TECHNIQUE IN ACTION *

. / Leglslatlve mantlates at the natlonal and state '

levels established relationships betweeén: vocatlonal
.~  education agencies and communlty-based@organlza-
. tions. The efféctiveness of these relatio shlps depend
/ ' on the spirit of cooperation arhong people in these
4 agencies. v

¢ ‘o

.

M e
POV SR ‘«W{\ﬂ“

- ADVANTAGES -

- - .
<

-

)

As it relates to the product. It assures somié |mplementat|on of vocational. educatlon
practices by a specified date. Usually, such mandates aré"not related directly to a
particular product. Adaptations of the product may occur.as needed. S . .

151,

e

Y

As it relates to thé client. The Iegal mandate sets expectations for use of the product It
gives the client a date for the completnon ‘of lmplementatron actlvitles. e
. N N ’ i‘ * N
e . RS R .. - o
As it relates :B the advocate. The use of legal commands generally canassure minimum ' %
compliance. The advocate must use this technique carefully to minimize resistance.

. o, "
e R . Y ' Y
] « N . . ¢ N . i

DISADVANTAG ES o

R

<‘,0- -

Asit felaﬁs to the product. Rapid |mplementat|on of vocational educatlon activities to
comply with' legal requirements may result in the superficial acceptance of underlyrng 3
concepts. The mandate may not allow sufficient opportunity to test and develop activities
onsite. B w )

As it relates to the client. Clients  hay percelve that their freedom to refect the |nnovat|on has
been dlmlnlshed Therefore they ma‘y resist use of the product. .

L

As it relates to the advocate. It is: (iery difficult to ensure acceptance of vocatlonal education-
throtigh legal mandates, Usually, the advocate cannot sufficiently supervise educators to
determine if appropriate materials and procedures.are being used in educational activities.

- . £y
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21, FAIT ACCOMPLI

. N . . . N e

v

advance is the meaning of this technique.

The declslon to use a product, and consequently make changes without consulting users in ~ -

i
%

<> .

A "fait accompli’’ implies the need to overcome
time delays and any potential resistance by assuring
the implementation of a product. This may:be effec-
tive in the short run; however, it tends to generate
feelings of helplessness and contributes to a poor self-

Image among clients. The implementation of a product

in this ymanner raises questions about its_survival when-

* ever supervnsoQ are not present to observe staff be-
hawor. It is an authoritarian technique which has o
limited application in the. school system,

4

‘e . . a

“THE TECHNIQUE IN ACTION |

Sometimes, superintendents of school districts
and other administrators make commitments to out-

" side agencies which involve school principals and

teachers without informing them in advance.

W
-

- ADVANTAGES. — , o

. \ -

As it relates to the product. This tecﬁnique promotes iﬁupediate use of the product..

®

As it relates to the client. Clients are immediately aware of thelr obligations and mvolvement
in vocational education. - \

&

“s : -,
As it relates to the advocate. If the technique is successful; it reduces or eliminates the need
for advocag‘. The time required for collective decision-making is reduced. J
' o .
DISADVANTAG ES ) ‘ T
e

As it relates to the product. The product may not recenk due consideratlon by ysers if they
are left dut of the decision to acceptit.

-

.’ . As it relates to the ellent. Clients may reject a product if they percelve it to be forced*

upon them This may result in'sabotage or other indlcatlons of reswtant behawor.

- — - .

As it relates to the advocate. 7l’.his technique may create :lesistthe which can lead to confron-
tation between teachers and administrators. The advocate is placed in a mediating role which:
is untenable because he or she hag no authorlty to allow changes in product lmplementatlon
practices.’ . a®
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v, director to make up for lost timein an installation
activity. This technique-assumes the advocate has the

i authority to reassign or‘otherwise remove staff from

i their present position. Therefore, it is difficult for

) the subordinate to use this technique for persons who

| are supervrsmg their work. The replacement of staff

has serious and major consequences on the installation

progress of innovations. It should be seldom used and

then only with discretion. When pro;ect staff are

changed, a new influénce network among clients must

be established. This may result in time delays and

other disadvantages to*the systematic'use of vocational

education products.

. -

Tk The drsmlssal or transfer of s,taff to other build-
|
|
l

git

\

N

THE TECHNIQUE IN ACTION

o . if a vocational education building coérdinator
U has not been effective in gaining the cdnfidence of

»the teachers and others who should use préducts, then -
he or she should be replaced. Tho&vocatronal education

‘;} » ey director should check with the buildrng‘punclpal and
S :l; . others in advance of the decision concerning who
Lo . would be affected by the replacement

hd k4
L A

::& - ¢
. ~ : : r )
[ | I3
... 28. STRATEGIC REPLACEMENT OF STAFF >
° - . . , ) ! o« ~» 2

L S . A 323»‘5
“ S Strategic replacement is the substitution, of staff members in a key position to improve project ) = 2\ ' ﬁ%
effectiveness. . , -.-a . :‘a
. — 1
. - N v v ?::
- DISCUSSION . ADVANTAGES .~ E ' . . ‘
o o
As it relates to the product. When necessary; the replacement of staff facilitates the imple- - i
e’ ings sometimes allows a vocational education project " mentation of the product in a client setting. Hopefully, the new staff member is familiar with :

L4

DISADVANTAGES

. bringing new individuals into the project.

As it relates to the client. The client must become acquainted with another person when staff - o

vocational education and can do a better.job of cofnmunicating its virtues to clients.

4

As'it relates to the client. The replacement staff member should be more knowledgeable about o
the client, thus potentrally more effective than the previous individual. R A

.

As it relates to the advocate. When it becomes necessary to replace a staff member,.it should be ,
done quickly to facilitate cooperation among project team members. . - Lo

poal - v

PO

As it relates to the product. The replacement of a "»51 staff member may delay |mplementation ’i
procedures temporarily, thus product utilization may take place slowly durrng this period of f

transition. '

¥

i .
e B AN e Y B v

members are replaced. This takes timel Otd loyaltles to the replaced person may become A e U
qbstacles to future progress. .

-
.

e
3
o

A,‘

4,

AN aev}”ﬁm

As it relates to the advocate. The regia nt of a key staff member usually causes disruption
and inconyenience in the implemen atieop program. The project director must judge the. {ong’ - s
range benefits of replacing key staff members when oompared to the short run, problems of .- . .-,
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