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' Introduction ';"'. - . e “’}b B
| In the Winter 1983 issue of Qhange, the editor reports on a qdestion"
~ posed to several vocational educators: "what.are the'priorities'in;the |
pro ssion for this academic year7" The. editor summar1zed the responses
‘by Sey1ng, "It 1s 1nterest1ng to note that many of the same pr1or1t1es were
shared by'these "'f; ajilﬁrs."l If this is the’ case, then voqi;aonal , ",
education must be apout “the.right stuff.” Yet, when the National Resg?rch'
Counc1l, at the request of the Department of Education, assessed the: degree
 of ‘cooperation among bus1ness, industry, commun1ty-based organ1zat1ons and
* vocational educatjon_1n prepa 1ngypeople for tomorrow's JObS, the1r f1nd1ngs
were shocking. ", . . the quality of vocational educat1on programs overall
1s\h3ghly var1aple and the access of d1sadvantaged students to good programs
“is not- ensured.” If we, as vocational educators, are in agreement about
“what needs to be done, then what has gone wrong? A perusal of current

o l1terature produces an 1nterest1ng answer; while we know what needs to be
JI

‘done our stratbg1es for do1ng it are 1neffectual Ihe purpose of this essay .
l
is to suggest a\process for mak1ng "the right stuff" happen. As a vocat1onal

educator in a commun1ty college my comments w1ll be d1rected tghard the post- '

2

secondary sector. Y.
econdary sector,

Another Identity Cr1s1s

About once a decade, commun1ty colleges are beset by an identity cr1s1s.

‘Vaughn suggests "The commun1ty college is reexam1n1ng its pr1or1t1es, its

. ' / el .
Y resources, and its m1ss1on. ‘However, [1t 1s] failing to come up w1th def1n1t1ve
- N : L 3

_answers. Indeed ‘the- commun1ty college is fac1ng a crisis. of 1dent1ty that
;'may prove to be as s1gn1f1cant as. any other event in 1ts development u3 The~

nature of thg.qins

N may be more s1qn1f7cant han the cr1s1s Slnce 1ts




' econom1c change.x Today, technology 1s chang1ng at an unparalleled rate.

As a result al] Amer1cans face the need for. techno}og1ca1 retra1n1ng at 1ea$t f

. -four times dur1ng the1r careers,’ ‘Many of them a/é/turn1ng to the cannun1ty

”
) J. v V

college as a source of new sk1115. The 1nst1tut1on may be the first in socie y
‘ A

to be reflecting the emergence of what has. come to be ca]led the post-f '

-

Slyaal,

”,

,1ndustfﬁax age. In effect the comb1nat1on of new. technolog1es and new

clients taxes the creat1v1ty of any’ educat1ona1 se;t1ng. What can be donezz

A1l Directions at Once? | ' co 1 £ o ‘/'1? ' ]h;ii"ﬁ

The challenge 1s rem1n1scent§of Leacock's character who ". . . flung ‘ éW?!:'g
h1mse1f upon his horse and rode madly off in all d1rect1ons,"4_ Unless we ‘ f f~ﬂff

-are oareful, our rgsources/n‘TT be dissipated in a ser1es of overreacv1ons

] .

to symptoms.: Anderson suggests that "In the academ1c wor] 5’ .'.;. we . .,.]‘ "
// '.

need to know wh1ch road to take, with whom, and at what ttme. We ‘need to
develop a variety of problem-solv1ng and dec1s1on-mak1ng methods. And we

need an understand1ng of people and work with emphas1s upon the cond1t1ons o
that bring out their best performance."5 These e1ements may seem s1mp11st1c,"hx
yet they are more often honored in theory than in pract1ce. In times of

severe stress to the_ status quo, re1nforcenent of ex1st1ng-structures rather

than attention to innovation is often the‘rule.” What we, as educators must

be attentive to is strateg1es for managing. change toward desired ends.

‘The Change Masters

RoSabeth MdsS'Kanter Professor of Organization'and Management at Yale
. Un1vers1ty, conducted a survey of overkf1fty Amer1can companies which.were

,manag1ng change. - They were prosper1ng at a t1me when the nation' s economy’

o - A




§" The character1st1c/%h

success was a comm1tment to a un1que plann1ng des1gn.‘ "A wel]-managed///
1nnovat1ng organ1zat1on clearly has plars - but 1t also has a w1111ngness -

to reconceptua11ze the deta1ls and even{somet1mes the overarch1ng frame n

\

on the bas1s of a cont1nua1 accumu]at1on of new 1deas « » o produced by 1ts

P

peop]e, both as 1nd1V1duals and as members of . RN teams." » Nhat 15 so

' un1qﬂg about th1s des1gn7 Peters co-author of In°Search of Excel]ence,'

-

is quite succ1nct “Plann1ng can work we f1rst need to use 1t dlfferently.-

Plann1ng works best when it! s rad1ca11y bottom-up, and when it addresses
1ssues 1nstead of numbers.“g A planning prOCess wh1ch beg1ns at the act1on-

leve] and is respons1ve to local s1tuat1ons m19ht serve ‘as. a strategy for
1

4. Submit™ flnanciai/summary as a cost/benefit analysis -4

rea11zﬂng vocat1ona1 educatlon s potent1a1 v/
\\J§£rate91c Plann1n§ j SR . T

Perhaps the secret of the un1que p]ann1ng system is 1ts s1mp11c1ty.

Those organ1zat1ons wh1ch use it 1nd1cate acceptance because it is seen as
i

s1mp1e sat1sfy1ng, reltvant and- helpful in the1r loca1 s1tuat1ons."9 _The

[ <

components are:

1. Define and prioritize the opportunities and challenges faced by the .
organ1zat1ona1 un1t OVer the next six to 18 months. |
1
2. Develop spec1f1c plans of act1on to engage h1gh-pr1or1ty challenges and

»

-

to pursue h1gh-pr1or1ty opportun1t1es. R / .o

,»/
== "

3. Set up controLs;)n

.ghe form of periodic progress reviews to.keep agtion

°

plang on the\tréck;f;' . .\\;

..
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Is th1s all? The process 1s too sketchy, it doesn t follow the I

v

__— lnerarch1cal, status- bound creat1ons currently in’ use: Truel However, e

s - it is psycholog1cally owned by those who musf’make 1f work Andrews Grove, .

N"

... 1n general

Pres1dent of Intel Corporat1on, says of the process. .

the faster the change in- the“knowledge bn whlch the bus1ness depends or the i

-

‘faster the change 1n customer preferences,‘thé greater the ‘divergence between

knowledge and position power 1s l1kely to:be. "Il S1nce commun1ty colleges

-’ 3

in the late 1980 s are faced with both ef the types “of change Grove descr1bes,

we do not possess the luXury of t1me. If we ‘rely upon the trad1t1onal "tr1ckle-'
down" approach to dec1s1on making, soc1ety w1ll pass us by Does the process
demand ‘the djscardi 'of ‘all current strdcture? d

No! Grove describes a control'design'in-use at Intel. It is systems B} N

or1ented,‘us1ng the dec1s1on as the output. ".-. . decision making iS'likelier

to generate high- qual1ty output 1n as t1mely a fash1on if we say clearly at

'+ the. outset that we expect .exactly that. w12 Intel uses s1x quesB1ons to

‘_ustructure the output of the dec1s1on-mak1ng system: . T

-

1. What dec1s1on needs to be made? ) ' »

»

2. When does it have to be made? - * ; : . -y

3.  Who mdem’ ‘ P e . . i) oo | “'
) 4;‘ Who w1ll need(;o be - consulted pr1or to making the dec1s1on?

5. Who will ratify or veto the dec1s1on? , . 4

6

'Who will need to- be “informed of the dec1s1on7 ' ¢ ,
///
;these Questions’ f1t comfortably into. existing 1nst1tut1onal structures. However,/

~ ?\_!!g Ef tagen ser1ously, they require a\new and unique approach to the process ~ .
~ | Those with the knowledge necess&ry to manage oga?ge w1ll be 1nvolved from the B
_ - o, :
/ L




onset of planning. Furfhér; they will hgve ownership of tﬁ; decision-making

e

prbceésf Grgze, Kanter, and Peters suggest that these variables are th

essentials for success. - ’ - 8 .
- T B . N
_An_Unreasonable Suggestion? - : oo . .
. . L ‘. N . = . ~
George Bernard Shaw said that "the reasonable person adapts to the world:

the unreaéoﬁable one ﬁersjst; in trying to adapt the world. Therefore, all

progress dzpends upon the unreasogfbfe persqq;“ls ‘Ne are about to enter‘intda‘ -
another cytle of "ffjckTe-down" plann%ng.. It}isvlikély‘to have about as much

reTevéncé.ﬁs.its ptedécé550rs; If we a#e.to glose éhe gap -between the know- ';;
ledge poSsgsSed by vb&ationa]'edUpgtdrs'ahdfthé'succé§§ of our delivery ’

system, saﬂéthing must be done. The National Research Council states, "We
s T =
believe that some important and fundamental changes need to be made-in the

14

- vocationd]leduCétion system if it is to do:its job effectively."" . Bottom-up,
A . wn !

p

" strategic planning is an excellent place to start!
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