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FOREWORD

Thus counsthing and guidance program senes s patterned
atter the Pertormance-Based Teacher Education modules
designed and developed al the National Cenler for Research
in Vocational Education under FederatNumber NE-C00-3-77
Because this model has been successiully andenthusiashically
recieved nationaily and internationally thisseries of modules
toliows the same basic tormat

Thismodule sone ol asenes ot compelency-based guidance
programiraining pachkages focusingupon specihic professional
and paraprotessional competencies ol guidance personnel
The competencies upon which these modules are based were
rdenhhed and veritied through a project study as being fhose
of cuticalimporlance forthe planning supporting implement-
ng operaling and evaluating ot guidance programs These
modules are addressed to protessional ana paraprolessional
quidance program statl in a wide variefy of educational and
community settings anc agencies

Each moduie prowdes learmng expenences that infegrate
theoty and application each culmmates wifh compefency
reterencedevaluationsuggestions The matenals are designed
tor use by individuals or groups ot guidance personnel who
arenvolved intraining Resource Persons should be siilled in
the guidance program competency being deveioped and
should be thoroughly onentedfothe concepisand procédures
used 1n the total tr&ning package

The design ot the mafenals provides considerable flexidihty
for planning and conducting competency-based preservice
and inservice programs to meet a wide variety of individual
needs and interests The matenals are ntended 1or use by
universies state depariments ot education postsecondary
inshitutions intermediate educational service agencies JTPA
agencies employment security agencss and othes comnu-
nily &gencies that are responsible for the employment and
professional development of guidance peérsonnel

The competency-basedguidance program traiming packages
are products ol a research etfort by the National Centers
Career DevelopmentProgram Area Many individuals inshiu-
tions and agencies participated with the National Centes and
have made coninbutions to the systematic development
testing and retinememnl of the matenals

National consultants provided substantial writing and review
assistance in deveiopment of the inittal module versions over
1300 guidance personnel used the materiaisin early stages of
their development and provided feedback to the National
Center for revision and retinement The matenals have been
or are being used by 57 prlot community implementation sites
across the country

Speciai recognition tor major roles in the direction develop-
ment coordination of devetopment testing and rewision ot
these materials and the coordination ol pilot implementation
sites is extended tothe following project statf Harry N Onier
Consorhwum Director. Robert E Campbell Linda Phster
Directors. Robert Bhaerman Research Specialist Karen
Kimmel Boyle Fred Withams. Program Associates and Jante
8 Connell. Graduate Research Associate

Appreciation atso 1s extended to the subcontractors who
assisted the Natwonal Center in thus etiort Drs Bnan Jones
and Linda Philtips-Jones ol the American Institutes for
Research developed the competency base for the totai pack-
age managed project evaluation and developed the modules
addressing special needs Gratitude s expressed to Or
Norman Gysbers of the University ol Missouri-Columbia for
his work on the module on individuat career development
ptans Both ot these agencies prowded coordinalion and
momitonng assistfance tor the pilot implementahion sites
Apprectation 1s extended to the Amencan Vocationat Assocr
aton and the American AssoCiaton for Counseling and
Development fosthesr leade rship in directingextremely impor-
fant subcontractors associated with the tirst phase ot this
eftort

The National Center 15 grafeful to the US Department of
Education. Oftice of Vocational and Adult Education |OVAE)
forsponsorship of thrée contracts related tothis competency-
based guidance program training package In partscular we
appreciate the leadership and support ottered project stalf by
David H Pritchard who served as the project officer tor the
contracts We feel the investment of the OVAE 1n this training
package 13 sound and wilt have |asting ettects in the tield ot
guidance In the years to come

Robert E Taylor

Executive Director

National Center for Research
n Vocational Education

THE NATIONAL CENTER
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5 TATE UNIVER
I%O I'-E NN* ROAD - COLUWUS OHIO 43210
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Competency 1 Describe in detail each general program component of planning. support-
iIng implementing. operating. and evaluating. including its goals. activities, staffing. budget. con-
Cerns and major aCCOMPUSRMENIS L .. i it i i it i i e e 7

Competency 2 Assess the status of facilities, equipment. and materials used in the program
on an ongoing basis, and suggest modifications necessary for program effectiveness .......... 7

Competency 3 Describe the essential characteristics of various recognized management
systems such as Program Planning Budgeting System {(PPBS), Program Evaluation Review
Techiques (PERT). and Management by Objectives (MBO). Select a management system(s)
that 1s appropriate for program accountability in a particularsetting ................. ... ... 7

Competency 4 Monitor all components of the program. providing ongoing verbal and
matenal support to staff and clients. and make decisions to solve management problems as
L AT 23 o T o o T O 11

Competency 5 State a phitosophy of supervision and describe in general terms a comlort
able supervisory style. . ... o e IR TR 15

Competency 6 Describe the staff selection process including anticipating requirements for
staff. recruiting, interviewing, evaluating past expenence and credentials of applhicants,

T I T T 2 T o 15
Competency 7 Describe several methods to increase job satisfaction of staff including

improving the work itself. improving interpersonal relationships. providing meaningful feed-

back increasing participation in program decision making. increasing competency and

auvtonomy, and providing paysical comforts and advantages ... ... .. oo, 15
Competency 8 Identify conflict among statf members and between staff and other individu-

als and groups when they arise and select select and implement methods to resolve these

CON IS L i e e e e e e e e 15
GCompetency @ Evaluate pertormance of stalt on a reqular basts and descrihe positive ways
to remtorce reprimand, or dismiss statt members as Necessary ... ... .. i i e 15
LEARNING EXPERIENCES
I ldentitying Managemient Needs and Developing a ManagementPlan ... ... ... ..., 21
2 tmptementing Procedures lor Momitorning Career Guidance Proagrams ... .. oo 29
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ABOUT USING THE CBCG MODULES

CBCG Module Organization

The training modules cover the knowledge. skills, and
attitudes needed to plan, suppon, implement, uperate. and
ovaluate a comprehensive career guidance program. They
are designed to provide carger guidance program im.
plementors with a systematic means to improve their
career guidance programs. They are competency-based
and contain specific information that is intended to assist
users to develop atleast pan of the criticai competencies
necessary for overall program improvement,

These modules provide information and leaming ac-
tivities that are useful for both schookbased and
nonschool-based career guidance programs.

The modules are divided into five categories.

The GUIDANCE PROGRAM PLANNING category assisls
guidance personne! in outlining in advance what is to be
done.

The SUPPORTING category assists personnel in know-
Ing how to provide resources or means that make it possi-
ble for planned program activities to occur.

The IMPLEMENTING category suggests how to conduct,
accomplish, or canry out selected career guidance program
activities.

The OPERATING category provides infonnation on how
to continue the program on a day:to-day basis once it has
been initiated.

The EVALUATING category assists guidance personnel
in judging the quality and impact of the program and either
making appropnate modifications based on tindings or
making decisions to terminate it.

Moduie Format

A standard format is used in all of the program's
competency-hased modules. Each module contains (1} an
introduction. (2) a module focus, (3) a reading. {4) leamn-
ing experiences. {5) evaluation techniques. and (6)
resSources.

tntroduction, The introduction gives you, the module
user, an overview of the purpose and content of the
module. it provides enough information for you to deter-
mine if the module addresses an area in which you
need more competence.

About This Module. This section presents the follow-
ing information:

Module Goal: A statement of what one can ac*
complish by completing the module.

Competoncies: A listing of the competency
statements that relate to the module's area of con:
cern. These statements represent the competencies
thought to he most critical in terms of ditficulty for
inexperienced implementers. and they are not an
exhaustive list.

This section also serves as the table of contents for the
reading and learning experiences,

Reading. Each module cOntains a section in which

cognitive information on e.ch one of the Competencies .

15 presented.

1. Use [t as a textbook by starting at the first page and
reading through until the end. You could then

complete the learning experiénces that relate to
specific competencies. This approachis good if you
would like to give an overview of some competen-
cies and a more in-depth study of others.

2. Tum directly to the learning experiences(s) that
relate 10 the needed competency (competencies).
Within each learning experience a reading is |isted.
This approach allows for a more experientlal ap-
proach prior to the reading activity.

Learning Experiences. The learning experiences are
designed to help users in the achievement of specifin
learning objectives. One learning experience exists for
each competency (or a cluster of like competenciles), and
each leaming experience is designed to stand onits own.
Each learning experience is preceded by an overview
sheet which describes what is to be covered in the learn-
ing experience.

Within the body of the learning experience, the following
components appear.

individual Activity: This is an activity which a person
can complete without any outside assistance. All of the
information needed for its completion is contained in
the module.

fndividual Feedback: After each individual activity
there is a feedback section. This is to provide users
with immediate fesdback or gvaluation regarding their
progress before continuing. The concept of feedback
is also intended with the group activities. but it is built
right into the activity and does not appear as a separate
section,

Group Activity: This activity is designed to be
facilitated by a trainer. within a group training session.

The group activity is formatted along the lines of a
facilitator's outline. The outline details suggested ac-
tivities and information for you to use. A blend of
presentation snd "hands-on” parnicipant activities such
as games and role playing is inciuded. A Notes column
appears on each page of the facilitator's outline. This
space is provided so tralners can add their own com-
ments and suggestions to the cues that are provided,

Following the outline is a list of materials that will be
needed by workshop facilitator. This section can serve
as a duplication master for mimeographed handouts
or transparencies you may want to prepare,

Evaluation Techniques. This section of each module con-
tains information and insttuments that can be used to
measure what workshop participants need prior to frain-
ing and what they have accomplished as a result of train-
ing. Included in this section are a Pre- and Post-Participant
Assessment Questionnaire and a Trainer's Assessment
Questionnaire. The |atter contalns a set of performance
indicators which are designed to determine the degree of
success the panticipants had with the activity.

References. All rnajor sources that were used to develop
the module are listed in this saction. Also, major materials
resources that relate to the competencies presented in the
module are described and charactenzed.




The success of your career guidance program
depends on effective planning and managing.
Many of the modules in this series help you
understand how to plan your career guidance
program including such steps as assessing client
reeds. setting program goals, selectingguidance
processes. and helping staff develop the skills
needed to conduct the career guidance program
which you have designed.

Another important aspect of operating a career
guidance program is planning how you will man-
age the program. A well-designed program can
fail because of weak management. Benson (1977)
Indicates some key problems such as the following:

¢ Budgeted funds are underspent

¢ A written work plan is not developed

INTRODUCTION

¢ Costs, objectives. and activities are not tied
together

® Personnel job descriptions and expectations
lack clarity

You are interested in developing a career quid-
ance program to meet the important needs of
your program participants. This module provides
management skills which will help you operate
your program so that it produces the ocutcomes
that you desire. You will learn how to develop a
plan to monitor the operation of your program, to
analyze your own management style, and to moti-
vate staff during the implementation of your
program,
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When developing a plan for monitorning your pro-
gram operations. it 1s helpful to think about why
you need to have stich a plan There are three
possibie advantages to developing a thorough
nlan to use In monitoring your program

Compliance--You need management infor-
mation which will help you account for the
money thatis being spent for your program
Some organization. institution. or agency is
tunding your program Nodoubt. your fund-
ng soutce requires you to report to them
about haow the money s spent according to
leaal or other requirements. whether you
can account tor how it was spent. and
whether it has produced desired oulcomes

Plan Accomplishment--You also need man-
anement intosmation te help you assess
whether your quidance: program plan s
beinn followed Planning takes time The
s of planning hme can he justified only i
the plan s actually smiptemented Manaqe

READING

identifying Management Needs and
Developing a Management Plan

ment information ¢an help you determine
whether process objectives are being
achieved.

3. Management Decisions--Anotherimportant
use of management information is to iden-
tify potential or real problems. and to develop
management sirategies to avert problems
before they occur or to resolve problems as
they appear There are many management
strategies which you can use to ensure
effective program operation It ts. however,
important for you to identity problems early
before they have a major impact on your
program

There are several different types of management
lechniques availlable for use Iin career guidance
programs Two major techmques are Program
Planning Budgeting System (PPBS) and Pro-
gram Evaluation Review Techmigues (PERT)
These management techniques can be used to
develop a program operations plan for career




guidance programs. The techniques can be quite
complex and have been applied to lar¢e busi-
nesses, agencies, and institutions. Although you
do not need to apply extremely complex models
of these techniques to your program. they can
suggest some basic techniques which will help
you develop a useful management plan. PPBS I1s
basically a technique tor developing a plan tor
how you will accomplish your program goals,
Other modules have helped you assess needs,
develop expected program outcomes, and state
implementation objeclives. PPBS can help you
develop a comprehensive plan indicating who
wilt do what at what time and at what cost. Devel-
oping this type of pian witl halp ensure that your
program outcomes can be accomplished with
existing staft, tarility. equipment, material. and
tinancial resources within a specitied period ot
time

Sampie 1.1s an example of PPBS that has been
adapted from a plan developed tor the Roseville
Area Schools in Minnesota as reported by Ben-
son (1977). The staft has planned a career guid-
ance program and developed eight proce s objec-
tives. They developed the tollowing management
plan which states the following tor each of the
eight process objectives: (1) tasks needed to
accomplish the objectives. {2) time lines tor
accomplishing the objectives. (3) person{s!}
responsible tor completing the objectives, and {4,
the cost of the objectives.

PPBS can help you develop a comprehensive
management plan tor achievement ot each of
your \mplementation objectives. However. as a
rianager. you aiso need some systamatic way of
monitoring whether the management plan is
being foliowed at various points in time through-
out your program. Another management tech-
nique. PERT. can be used to help you identity a
plan tor tracking and monitoring your manage-
ment plan throughout the course of your pro-
gram PERT charts are graphic displays which

allow you to review quickly the various tasks
needed to implement your program, the amount
ot .:me required tor each. the date on whicheach
task should be completed. and the total range of
tasks being conducted at any given point intime
during your program orientation period. PERT
charts can be quitesimple or very complex. Sam-
ple2isanexampleot asimplechart.elatedtothe
development of a career resource center {Axel-
rod, Drier, Kimmel. and Sechler 1977).

The tollowing process objectives were determined
to be needed tor the development of a career
resource center:

1. Hire and assign statt and volunteer help.

2. Prepare room and locate district malerials
and equipment,

3. Purchase needed materials and equipment.
4. Developall operational procedures for center,
5. Promote the avaiiability ot the center.
¢. Conduct inservice training on center use.
7. Operate the center.
8. Evaluate the center,
9. Devetop second-year proposal,
This chart was developed to provide a schedule
for accomplishing these tasks during the first
year of the career resource center.
The plan of action in sample 2 projects how it is
intended to organize and begin operation of the

career resource center during a school year. A
time line and operational objectives are prasented.




Sample 1

Example Management Plan

Process Objectives Sept | Ocr | Nov | Deo | dan | Feb | Mar | Apr | May
1. Shared Decision

Making im plemen Advisory CommIttee (Monthly mastings sii year)

tation Structure Steering Committees {(Mesting 4 times a year)

a. Pericnis) respomible

b. Projected cost

2. Statf Awareness

Presantations

a. Person(s) respomible

b. Projected cost
3 adunte Credlt Intro to Career Ed Teaching Group Skills
Teacher-Advisor Shared Decision- udent Cente
a. Person{s) responsible Skilis Making Career Mat
Assessment
b. Projected cost
4. fl:gnmaur:::rv Educe- Comm. Seminars (?omm. Seminars
Pianning Seminars i
& Specialized Speclalized Workshop Specialized Workshop
Workshops r 1

a. Person{s) responsibia

b. Projected cost

5. School-Community

Exchanges & 1 (13 exe

a. Personi{s) responsible

Roun j 2 {12 exchangos)

tr. Projected cost

1




Example Management Plan (continued)

Procens Dbjectives Sept | Ooct Nov | Dec | Jon Ffeb | Mar Apr | May | June
8. Curriculum | : Dissemi 'lgg {Continuous)

" Ve Testing * 2o -' Revising - | o Inotil
B S hﬁl-imm | | “ali-!wm;

| " Fletd Test “Rovisiog.
{200 Lossons) 1“'%3—

8. Personis) mpdm!ﬁlp |

b. Projectedcost ‘ |  ._ . , o

Caresr Maturity Rovising 1~ ' A I S N

Measurement . 10Jr. & Implementing | - Diseminating -
Ias.". b o l I
Aqtlvttlo‘s B '
Developing ' :
100r. & Implementing Revising Disseminstion
1oaou + }

‘Activities
a. Por_m'n(sl responsible -

b. Projectad cost

8. Career Lesrning |
32",,‘,‘;,,"0,',’,‘,5 :F!mlmm —_ en first day of school and continuous, inciuding the
Dlremryv lization of the school-community resource

a. Person(s) responsible

b. Projocted cost

10




Sample 2

Cqmw Hetoum antbr Tlnw charl

1,
2.
3,
4.
6.
@,
7.
8.
9.
Procedures for Monitoring Career Guidance Programs

. Monltor all componoms ol the program,. prbvidlno :

Competency 4 S g;;eg:ting verbal and material support.fo stéft and |

S s, and.make decisions to aom man;qomtm |

' )

problems as they occur. D e v

When using management techniques to develop
a management ptan. you develop a plan that
states specihc program objectives, tasks, re-
souices. and time lines This management plan
provides the basis for monitoring program opera-
tions The monitoring process includes three
hasic steps

1 Determine Monitoring Information Needs--
Ustng the information in your management
plan you can develop spacific instruments
that state objectives. tasks to be completed,
tirme ines for completion. staff responsible
for the task and estimated costs A first step
indeveloping a momitoring plan s to develop
4 comprehensive list of all program esle-
ments Lo he monitoted

11

2.

Gathering Management Information--Once
a comprehensive monitoring plan has been
developed to determine methods to use in
collecting the information needed for the
monitoring plan There are several methods
which vou can use. First, whenever poss:-
vle, use Information procedures. Examples
ofthis would he case records, student records,
requisitions for financial expenditures, etc
Second. youcan gather information period-
ically from your program staff ' you use
this techmique. itis important L intorm statt
ahout when you will be gathering tnforma-
tionand what type of information you wisll he
requesting Finally, involve staft in the
information collecting process hy informing
them ahout the infurmation you need and




encouraging them to report the information
to you on a regular basis

Report Monitoring Information to Staff--
Once you have gathered and anal ed man-
agement information, develop procedures
for reporting the results of moniloring activi-
ties to your staft This means developing
easy to understand reports that will be clear
to the statf More important, the goal of
reportirg monitoring information is to help
statf improve their performance on those
tasks which are not being peiformed at the
level specitied 1n your management plan

This means that you will want to work with
your staft to help them understand the
reports, to identify cooperatively areas where
performance 1s not as high as expected, to
determine reasons why performance is not
as expected, and to develop procedures for
improving performance

Sample 3 is an exampie of a total program
review plan. Note that it lists specific tasks
and time lines for each implementation
objective. The following materials provides
some examples of monitoring reports.

Twaormmllm 'Allﬁupwm i

hﬂd mhm implementsd
m mtm
. resction . :

Sample 3
Periodic Review Points
L ms‘ mm, R
Making ructine .,k forcm

R Twomm

" acumicubm | Dikssmination of 300

5. Giudent-Lintered Students snd Staft

Caragr Maturity identified
Mesnirament " Pratosting end
' initisl plarning
of sctivities

8. Coroer Learning Al five ceritars and
Canters and Schoo) directories futly
Community Hesource operstional
Directory
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Sample 4 15 another example of a monitor-
ing report. This report is used by the United
States Employment Service. Note that it
states standards tor staft pertormance and
asks staff to report their actual performance.

The second part of this monitoring proced-
ure helps statf summarize their pertormance
and develop specitic suggestions for im-
proving their performance when it does not
meet the specified performance standards.

Sample 4

Counseling Caseload Analysis

The purpose ofthisexercise is to help you complete the analysis of your caseload and the
effectiveness of your counseling services for your counselees.

Part |. Complete a Counseling Caseload Report on your caseload tor the past month,
Then compare your results with the following standards

Standards

(a) Inmtial counseling
{b) Total counseling
{c: Counseling ratio 25t01(+.6)
{d) Active caseload

Qutcomes

{a) Positive outcomes

From Plan of Service

80 individuals (t5)

80% of closed cases

Your Resul's

From Plan ot Service . .. __

{b} Placed by E.S.

{c) Selt-placed in vocational
objective

Equal or better than office
placement rate {minimum
22%)

Percentage should not
exceed percentage placed

by E.S.
(d) Oths1 positive outcOmes

{e} Negative cutcomes

cases

Placed by E.S. or selt-placed Maximum 5%
outside vocational Objective

All other negative outcomes Maximum 15%

Estimates of Counse'ee
Change

Total declined
Total no change
Total improved
Total unknown
Total no problem

13

Maximum 20% ot closed
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Part Il

1 Considering (a). {b). and {c}. did you meet plan of service goals? ____
It you answered "No,” outline corrective actio,, you will take,

2. Did you meet placement standard for the month?_____

a. Number of job developments_____

=2

. Number of job devefopment placements__..__

¢. Number of job referrals_____

(=3

. Referral to placement ratio

If you answered 2. "No.” outline corrective actions you will implement.

3. Were your total positive outcomes within : of 5% of the 80% standar«? 1f it was below 75%,
what will you do to improve your percentage of positive outcomes?

4. 1f"Placed by € S. Qutside Plan" and "Self-Placed Outside Pfan” exceed 5%, what was the
reason? What corrective actions wilf you take?

From U S Dept of Labor. Accountabiity and Prnductivity, p. 125-126.
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Competen.y 5

. '39;

COmpetency 8 - ¥

Competency 9

The management of career gudance programs
involves the organization ot all program resources
including statf facility equipment, matenal. and
financial resources Staff resources are the most
tmportant career guidance program resource
The major emphass of these training modules 1s
theimportance ot the systematic. comprehensive
planming implementation. and revision of career
quirtance programs These program development
activihes are not completed by the program man-
Aqger alane they rely onthe cooperative eftor.s of
the tatal program statf Theretore the success of
Atareor quidance program depends, to a great
extent on management slals in the area of stalt

Supervising Staff

) Stata # phllosophy ol suﬁervision and dascrtbe ln |
--'.-gcnoral tarmu comfortabte qupowlsqry:ltylg g

'pmnn rnqulnmonu tors w g
svalunting past .uw’?-"mm. lm
sphlicants,

pmﬁmn doclalon mumd,‘ - i
and alitonomy;-and’ provh
».‘aﬂd ucmmagu‘-' ) ~

ldoml!v conmct amono staff ivemb sra and Betny
. slaff and-other-individuals ‘and groyge whan:

) arise. and select: and Implemﬂ'lt vat
thouconmcts, R

‘;. B

Eva!uate performenoe of mﬂ ona '
describe positive ways to reinforce, .rtpflmand. or.::
dismiss statf members as neoesaary S,
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supervision. The following major areas related to
staft supervision need to be considered

¢ What 1s your management philosophy?
o How will you select stalf for your program?

¢ How canyouenhancethe job satistaction of
your staff?

e How can you recogmze and resolve staff
conflicts?

¢ How can you evaluate and improve staff
pertormance?




Your Management Phiiosophy

Perhaps you never thought about your manage-
ment phitosophy. A key to your management pht-
losophy 15 the way that you feel decisions should
be made within your program. Here are four types
ot management styles which were developed by
Dr Rensis Likert (Vialle and Hills 1973).

| Expioitive-Authoritative--A management
approach that has little interaction between
superiors and subordinates while achieving
organizational objectives. Communication
1s downward with the bulk of decisions
made at top levels.

Il Benevolent-Authoritative--A management
approach that has little interaction between
superiors and subordinates. There is little
opportunity for staff at lower levels to decide
how their specific tasks will be done.

Il Consultative--A management approach that
includes substantial superior-subordinate
trust and both upward and downward com-
munication Major policydecisions are made
at the top level and more specific decisions
are made at lower levels.

Participative-Group--A management
approach where subordinates and super-
1ors exhibit mutual confidence and trust in
all matters. Communication is both upward
and downward. Personnel at all levels feel a
real responsibility for achieving organiza-
tional goals.

The management styles are determined by the
extent to which a career guidance priogram man-
ager shares responsibility for decision making
with the staff Most of the modules in this series
stress the imporlance of team building and staft
develcpment You may want to think about your
current management style and review various
modules for 1Ideas about how you can increase
the amount of shared decision making within
your program Some advantages of sharing dec-
sion making within your statf group would include
more accurate assessment ot program partici-
pants needs. a greater diversity of possible pro-
gram strateqies, greater productivity, increased
staff motivation. and improved staff morale

The Staft Selection Process

Selecting staff and assigning staff roles 1s a key
management function Selecting statf involves

16

both the hiring of new staff members and the
redefinition of roles foryour currentstatf members.
The following are factors which are important to
consider when selecting and assigning staft for
key roles within the career guidance program:

¢ Does the individual have the skills and
knowledge needed to perform the tasks
required in the job role?

¢ Does the individual understand and support
the goals of the total career guidance
program?

¢ Does the individual have an interest and
desire to perform the tasks related to the job
role?

¢ Does the individual understand and appre-
ciate the relationship between job role and
other aspects of the program?

Thefirsttype of statf selection with which you will
be involved is the selection of current staft for
new roles and tasks within your program. Some
guidelines that can be used here are as follows:

1 involve Statt in Role and Task Definition--
Throughout the program planning process.
you have been invoiving staff in the process
of setting program goals. selecting guidance
strategies, and developing impiementation
objectives. This means that stalf are aware
of and have participated in the development
of statf roles and task detinitions.

2. involve Statt in Job Anaiysis--To redefine
staff roles. you need to compare tasks which
are currently being performed to tasks that
need to be performed to implement your
newly designed career guidance program.
You can involve staff in this process by hav-
ing them identify their current job tasks.
compare current to needed tasks. and iden-
tify changesinijob tasks thatare required by
your program design,

3. Involve Statt in Delining New Job Roles--
After your staff has cooperated in the job
analysis process. they can hegin to develop
new role definitions. Again. at this point.
each staff member should be involved Dif-
ferential staffing may be used Let staff
assess their own strengths and interests.
and develop new role statements that include
tasks 1dentified for your program

15




After your current stall have analyzed new job
roles and redefined their current job roles to
include tasks which are needed to implement the
new program. you may identity a need for hiring
new staff. You may or may not have direct
responsibilty tor hiring new statt. This depends
onthesize and nature of your organization. There
1$ apt to be some other person in your organiza-
tion who has key responsibility for the personnel
function. However. you witt want tobeinvolvedin
the process of selecting new stafl. Here are the
steps involved in the selection of new stafl,

1 Job Anatysis--The first step is to develop a
clear description of the tasks to be included
in the job role. You will be able tg develop
job description$ based on an analysis of
implementation objectives and of the new
job descriptions that have been developed
for the current staff.

Recruiting--Involves requesting the position:
developing a job description which states
minimum requirements. desired qualifica-
tions. duties. salary. and equal employment
opportunily statements. and advertising the
position. You and your program staff will
wantto beinvolved throughout this process.

Interviewing--During the interviewing pro-
cess. the candidate should have the oppor-
tunity to meet with representatives gf your
total staff. The interview should be an
opportunity to inform the candidate about
the program andto gatherinformation needed
to evaluate the candidate

Evatuation--During this step. analyze infor-
mation that has been gathered abogut the
candidate. There are several areas to con-
sider including the candidate's general
understanding and support of the program.,
interpersonal skills related to the program’s
participant population. specific skills retated
tojobtasks. and team skills that will support
program planning. implementation. and
revision.

Hiring--Durning this step. consider affirma-
tive action plans. communication to verity
continued interest In the applicant. proced-
ures for written notilication of selection. and
onentation of the new statf member
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Ensuring Statf Job Satistaction

An impaortant aspect of program management is
ensuring job satisfaction for stal’. There are sev-
eral key areas related to job satisfaction. Review
the following areas and think about specific
strategies to use in your program tg increase the
staff's job satisfaction.

1. Shared Power--Earlier in the reading you
learned about managementstyles. Job satis-
faction can be increased through shared
decision making. This means that all staff
have the opportunity togiveinput and share
in the decisions that attect their job roles.
Throughout the program. you can support
job satisfaction by sharing the decision-
making process with the staff.

. increased Competence--Your stalf will be
happier and more confident if they feel that
they have the skilis and knowledge needed
to perform the tasks re juired of them. This
means that the ongoing >pportunity for staff
development is important. Module CG B-4
Conduct Statt Development can help you
plan bothgroup and individual staff training
activities that can support continued job
satisfaction as well as program success,

Peer Support--Job satisfaction depends on
the quality of staff interaction with their
coworkers. People who work without satis-
fying human interaction are often dissatis-
fied regardiess of the nature of their job
roles. Teaming is an important concept
related to career guidance program devel-
opment. Module CG A-2, Organize Guidance
Program Development Team. can heip you
develop team support for your staff that will
facilitate both program development and
job satisfaction,

Feedback on Pertormance-- Another factor
related to job satisfaction is feedback nn
performance. Earlier in the reading you
learned how to develop a monitoring planto
support program operations. An important
part of this monitoring plan is the periodic
feedback of monitoring information to your
statf. Thisfeedback shouid be supported by
the cooperative planning of procedures to
improve statf performance
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identifying and Resolving Contlicts

As a program manager. it i» important to under-
stand confhict resclution. Although it woutd be
nice to avoid all conflicts among statt, conflict is
inevitabie. Itis one ofthe laws of ife Contlictcan
be viewed as something that 1s dangerous or as
something that 1S positive because it promotes
growth and change. The important thing 1s to
resolve conflicts in a positive way. Here are some
principles to guide you.

1 Recognize Contlict When it Occurs--Although
there 1s a temptation to ignore contlict, you
willbe more successful it you recognize that
it will occur at times and can be a basis for
growth

2 Develop Mutual Trust--Conflict resolution
1s easier when there is mutual trust among
you and your statt. When this trust is pres-
ent, staff will be more willing to recognmize
and communicate about contlicts as they
occur

3 Mave the Courage to Deal with Contlicts--
When you see signs of conflicts such as
ngid attitudes. apathy. silence. or polarizing
of staft, imtiate action to clarity the conflict
and to seek ways of resoiving it.

Focus on Ideas Not People--A helptul prin-
ciple to tollow in contlict resolution is to
focus on the ideas on which there is dis-
agreement and to avoid personal attacks on
the individual who holds those ideas.

5 Listen tor Understanding--Since contlict
situations are highly emotional. there is a
tendency to evaluate and tind early solu-
ttons However. it is more helptul to listen
carefully to gain an understanding of the
real 1ssues without attempting to determine
who is "'nght” or “wrong ”

68 Seek a Win-Win Strategy--Otten peoplie feel
they must either win or lose in a contlict
situation Iti1s possible to develop a contlict
solution in which both parties win. This will
be easier if there 18 mutual trust and open
communication durning the conflict resolu-
hhon process
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Evaluating and Improving Staff Perlormance

A final important management function 1S eval-
uating and improved statf performance. It staff
have been involved in program planning and
improvement, statf evaluation canbe anonthreat-
ening, positive experience for both you and your
statf. Here are the stepsin the statf evaluationand
improvement process.

1. Use Management Information to Review
Performance--Management plans specity the
objectives to be achieved and the tasks,
resources, and time lines associated with
the objectives. As you develop and use
procedures for monitoring yourcareer guid-
ance program operations, you will collect
information needed to evaluate statf per-
tormance. The development and use of a
management plan provides an objective basis
for the evaluation of staft performance.

2. Compare Performance to Plan--As you col-
lect management information that describes
staff performance, you can compare actual
statt performance to planned performance.
This comparison wil! help you identify dis-
crepancies between planned and actual per-
formance. These areas of discrepancy can
become the basis for discussionduring statt
performance reviews.

3. Identily Reasons for Discrepancies--When
discrepancies are identified. you can work
cooperatively with staff members toidentity
reasons for the discrepancies. These rea-
sons may include inappropriate plans. unan-
ticipated events, lack of skills. lack of
resources. and the like.

4. Develop Planto Improve Perlormance -unce
you have identified reasons for the discrep-
ancies, you can work cooperatively with the
statf member to develop a plan to improve
pertormance Plans may be individualized
according to the needs ot specific staft
members. or if there are discrepancies that
are shared by several staff. group proced-
ures may be developed Act, /ities toimprove
performance may include revising plans.
altering time lines. revising job role detini-
tions. and inservice training
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implement Performance Improvement Plan
--When the plan 1s developed. you and the
staff members will implement the plan. An
important part of developing a performance
improvement plan is specifying activities
including who wili do what by what time.
Both you and the staff members should have
specified responsibilities in the plan.

Measure Effectiveness of the Performance
improvement Plan--When the performance
improvement plan has been implemented.
you need to evaluate its effectiveness. You
can monitor changes using your manage-
mentinformation system. Ifthe planis effec-
tive. there shouid be a reduction in the dis-
crepancy between the staff members' planned
performance and their actual performance.

Also. ask staff for suggestions about how to
improve staff improvement activities in the
future.

Summary

The goal of managing program operations is to
ensure program éfficiency. to identify the need
for updating and revising the program. to articu-
late the progress of the program both internally
and externally. and to measure progress toward
program goals. The major areas of program
operation that have been overviewed include
these:

® Setting implementation objeclives

Developing a management plan

Planning for monitoring program
implementation

Identitying and assigning staff roles
Ensuring staff job satisfaction
Resolving conflicts effectively

Evaluating and improving staff performance
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Learning Experience 1

Identifying Management Needs and Developing a Management Plan

OVERVIEW

COMPETENCIES

READING

INDIVIDUAL
LEARNING
OBJECTIVE

INDIVIDUAL
ACTIVITY

INDIVIDUAL
FEEDBACK

GROUP
LEARNING
OBJECTIVE

GROUP
ACTIVITY
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Daacnbe the eaaanlial characlarioti'ca\ 5! varjouo mm:'m
" System (PPBS). Program Evaluation Aeview Techhidue (PERT

Describe in detail each general program eomponent o! plah- =
including its goals, activities. stamno Budget moncerns and
major accompllshmants . FORTA

in the. program on an: ongoing tasis, and’ auggnt modihca- : X
tions necessary for progum eﬂactivanaaa Sy e

5 ("

management systems ¢ uch as Program Planning.

and Management by Objectives. (MBO). Select & manageim |
system(s) that is appvopnate !or nrogra’m accountab_‘ ty;lna_
particular selting.” . L LU e

Raad'cnmnetancies 1.2 an'd Sonpage7 .

Develop a management psan to- enauro compiallqn o! your
career guidance program implemantatian nblacﬂvas S

r,-,!' s

Deveiop a management plan fOr one caraar gmdanca qrogum
implementation obiacmaf , o

. - T
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" . N
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Review your indlvidual career guidance program rnanaoament "
plan, _ o

Assess the qualily and complateneas of carear guudance pro» -
gram managament plans. ey

" w

Review the management plans developad dunng the indlwd-
uat learning activity. , E
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Develop a management plan for one career guidance program implementation objective Review the

reading for Competencies 1, 2. and 3 on page 7. As you read. note the following points,

1

5

There are three advantages to using a management plan to guide the operation of your program’
A It gives information to support program compliance.

B It gives information that indicates whether you and your staft have followed your career
qtitdance program plan

C It gives information needed to make management decisions related to specific program
problems

Several management techniques are available for use in developing your career gutdance pro-
gram management pian Tv:0 of these are Program Planning Budgeting System (PPBS) and
Program Evaluation and Review Technique (PERT).

PPBS can help you develop a comprehensive planindicating who will complete what tasks at what
time and at what cost.

PERT provides information that atlows you to review the tasks needed to implement your pro-
gram. the amount of time required for each. the date on whichtask should be completed. and the
total range of tasks being conducted at any time.

Review the PPBS and PERT charts in the reading.

Now.you will develop a PPBS plan and a PERT chartfor one career guidance program implementation
objective Use one of the objectives related to developing career resource centers presented in the
reading. or one you have developed

1

2

A

Review Form 1. “Sample Program Management Plan.”
Write your implementation objective on Form 2, “Program Management Plan ~

List all of the specific tasks that you think must be completed to achieve the implenientation
objective

After you have hsted the tasks. go back to each task and list the person(s) responsible. eshmated
costs (including staftf hime, equipment, matenals. phone. travel. etc ). time hne (length of time
required to complete the task). and date of completion for each task Assume that the plan s for

one year
fleview Form 3 "Sample PERT Chart
List the tasks that you have lhisted on Form 2 (you can list just the numbers of the tasks) and on

Form4 "PERT Chart " Translate your tme hinetothe PERT chart drawing through the time period
during which each task will be accomplished
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Implementation Objertive:

Sample Program Management Plan

Form 1

The career guidance program development team will deliver a small group learning experience to
develop job interviewing skills to 100 participants before the end of this program year.

Tasks Persons Responsible Costs Time Line Date Completed
1. Idenfify program Program Director P.D. 5% — $375* Three months Nov. 31
ideas Media Specialist M.S. 5% — $248 Sept. — Nov.
Two Counselors Two Counselors 5% — $496
Travel — $150
Materials — $100
2. Design experiences Two Counselors Two Counselors 5% — $496 Three months Dec. 31
Oct. — Dec.
3. Develop materials Two Counselors Two Counselors 5% — $496 Three months Jan, 31
Print Materials
$2.00/part. — $200
Purchase materials
$2.00/part. — $200
4, Arrange facilities Program Director Two days/$150 — $300 Three months Jan. 31
and equipment Two Counselors Ten days/$100 — $1000 Nov. — Jan.
5. Schedule parti- Program Director Two days/$150 — $300 Three months Jan, 31
pants Nov. — Jan.
6. Deliver the Two Counselors Two Counselors 10%—$2310 Seven months Aug. 31
activity Jan, — Aug.

*Assume: Program Director
Counselor
Media Specialist

at $30,000/year
at $20,000/year
at $20,000/year




Form 2
Program Management Plan

Implementation Objective

Person(s) Dat1
Tasks Responsible Costs Time Line Completed

24 2%




#

Form3

Sample PERT Chart
TASKS Sep. | Oct. | Nov. | Dec. | Jan. | Feb. | Mar. | Apr. | May | Jun. | Jul. | Aug,)

1. ldentity program
ideas

2. Dasign
activity

3. Develop
materials

4, Arrange facili-ies
and equipmer.t

5. Schedule
participants

8. Deliver
activity
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Form 4

PERT Chart
4 b 6 9 10 1 12
26 )
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Review Form 2, "Program Management Plan.” to he sure that you have--
1 hsted all of the tasks which are necessary to achteve the implementation objective,

2 bhstedwhoisresponsible for each task {atleastby job title. e g . jobdeveloper. counselor. director,
secretary. media specialist),

3 assigned a cost to each task. which includes staff time, matenals. equipment. phone. travel. etc,,
and

4 developed reasonable time lines and ¢ ympletion dates
Review your Form 4. "PERT Chart.” to he sure that--

t all tasks are listed.

2 tme perniods are accurately recorded, and

3 time hines are reasonable (a} enough time 1s allowed and (b) slaff are not being required to
complete several major tasks at the same time.

Be sure that your information 1s complete enough to share with your group

GROUP .- aoulmtmmmmmmm unfahe inaivis-
ACTW"‘Y _"*( uai lnmlngmlvﬂy‘ .

oo g e RO v

Note: The lollowing outhine is to be used by the workshop facihtator

Faculitator s Outlme Notes

A Starting Point

1 Tell partcipants that they will be It1s preferable to have members of each group
wathing together in small groups represent the same carecr quidance program

A Dede particepanls inlo qroups Tell participants that they well be working in The
same qroups dunng othet learning activities

U Have pathicipants get inta then Groups should have about bonr to six potsant
feeapgpr.
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Facititator's Outlline Notes

8 Explaining the Activity

1 Review Forms 2 and 4 that were
completed in the iIndimdual learning

activity

2 Review the points made in the read- See the individual learning activity for a hst of
ing for Competencies 1. 2. and 3 on these points
page 7

*

3 Clanfy any problems which arose
when completing Forms 2 and 4 in
the individual fearning activity

C Group Review of Individual Plans
1 Tell the groups that each member Prow_de consultathon to the groups dunng this

should present plans as hsted on activity
Forms 2 and 4

2 Have group members review each
plan considering these points

a Allimportant tasks are listed

b Statf members responsible for
each task are lhisted

¢ Costs for each task are stated
and are accurate )

d Timehnesand completion dates
are reasonable and clear

3 When all ptans are reviewed. have
each group summarizethe probiems
that were evidenced in the individual
plans

D Feedback

1 Have qroups share problems that
were evident in the individual plans

2 Review the cnitenia for checking See the individual feedback of this learming
mananement plans experience for these criteria
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Learning Experience 2

Implementing Procedures for Monitoring Career Guidance Programs

OVERVIEW

COMPETENCY
I ;"-;Idacislona to qnlva manaqemantp blomh.

aeuome .

INDIVIDUAL
LEARNING -
OBJECTIVE

lNDlVlDUAL |

ACTIVITY

INDIVIDUAL

FEEDBACK

GROUP .

LEARNING -

OBJECTIVE

GROULP
ACTIVITY
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.-plan R SE
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o leaming activity.

o

.'Monitor atl compononta ot the prbgrlim, ptovtding ongoing
verbal and. matérial. sunpprt o statt tnd‘cilontm -and. mnlge*
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“f<- . - th J . o

Raview yom individ

ﬁeview the momtoring plans develoned dudnq tm mdwtﬁmf‘:ﬁ', "
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Develop a monitoring plan tor one career guidance program implementation objective Review |he
reading for Competency 4 on page 11 As you read. note the following points’

1 Todesign procedures to monitor program operations, il is necessary to--
A determine exactly what type of monitoring information s needed:
B8 gather the monitoring information using the procedures you have designed: and

C reporl the monitoring information to your program staff and develop a plan t. improve
perlormance as needed

2 Monitoring plansindicale exactly what will be checked (measured). who will do it, and when it will
be done

3 Feedback is crucial to the monrtoring function so the plan should also indicate the feedback
strategy that will be used, who will provide 1he teedback and when it will be done

4 Review the sample monitoning forms in the reading
Now. develop a monitoring plan for one career guidance program implementation objective You may
use the one you used in Learning Experience 1. one that you have developed. or one from the career
resource center example given in the first section of the reading

1 Review Form 5. "Sample Momitoring Plan.”

2 Write your implementation objectives on the form on Form 6. "Monitoring Plan

Ll

List the specitic tasks that you think must be completed to achieve your imple:nentation objec-
tives Ifyouare using thesame objective that you used inLearning Experience 1. simply relist the
tasks on the form

4 toreach task. st the following

A How will you measure whether the task has been completed?

B Who will measure {collect the information)?

C When will the information be collected?

0 How will the information provide feedback to the statt?

F Whao will provide the teedback?

o When will it be provided?
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Form5

Sample Monitoring Plan

Implementation Objective: The career guidance program development team will deliver a small group learning experience to
develop job interviewing skills to 100 participants before the end of this program year.

activity

Videotape sample
interview for each

Participant ques:
tionnaire giving
their reactions

Participants

Counselors
summarize data

Counselors

Task Measure Who Date Feedback Who Date
., ldentify pro- Written list of 15 Counselors Nov30  Staff meeting Program dir. Dec 31
gram ideas resources used Media spec.
Design Written outline of Counselors Dec 31 Review by career Career guid. Jan 31
activity activity including guidance team team
objectives, activities,
materials, and
evaluation procedures
Develop Written plan for Counselors Jan 31 Review by career Career guid. Feb 28
materials the activity guidance team team
Written materials
for student use
Written list of
resources and
equipment
. Arrange Written memo from Program dir. Jan 31 Circulate memo Program dir. Feb 15
facilities project director Media spec. to entire staff Media spec.
and equip- and media spec.
ment confirming room
and equipment
. Schedule List of participants Program dir. Jan 31 Staff comments on Entire staff Feb 15
participants with dates and time Counselors conflicts
each will attend the
activity
Deliver Attendance reports Counselors Aug 31 Program dir. and Program dir. Sep 31
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Form6

Monitoring Plan

Implementation Objective:

Task Measure Who Date Feedback Who Date
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INDIVIDUAL == Fleview your mdiviqual career guidanca program monitoring’

FEEDBACK ~ ~  Pen

ek .

Review Formi b Monttonng Plan " to he sure that you haye--

1 featedd all af the tasks related to the mplementation obyective

2 descohed bow the comptehon of each task witl be measured {statf reports observation supervi-
s intetviews parbicipant questionnaires ete )

3 hsted who will collect the information needed to measure completion of the task

1 statedd g realistic date when the measurement will be completed

q agaented a strateqy for providing feedhack that summarnizes the monitoring data (staft inter-

viewe reports staff meetings etc )

6 hslied who widl be responsible for providing Ihis teedback and

stated a reabistic date when the feedhack will be completed

GROUP - """ Review "‘6 momwﬂﬂc plm d;vewpqadurm., vindividu

ACTIVITY -j_.: ctiviy.

.?\.,

Note: The tollowing outhine s to he used hy the workshop facilitator

Facilitator's Qutline

Notes

A Startinng Point

1 Tel parhicipants that they wil he
wirthiog o the same qroups they
wettan runnag the previons eainimeg
de truaty

doACk poerhicapants toooget anto thie
Hed g,

FLOF spihenaeeg the Ac vt

1 Reoew Form bwhie hhwas o ompilotod
e auhividual g vty
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Facllitator's Qutline

Notes

2 Review the points made in the read-
ing for Competency 4 on page 11.

3 Clarityany problems that arose when
completing Form 6 in the individual
learning activity.

C Group Review of Individual Plans

1 Tellthegroupsthat members should
present their plans asisted on Form

6.

2 Have group members review each
plan considering these points.

a

b

All important tasks are histed.

A measure has been listed for
each task.

The person who will collect the’

information has been listed.

. The date by which the informa-

tion will be collected has been
lis{ed.

A feedback strategy has been
listed.

The person who will provide the
feedback has been listed.

The date by which the feedback
will be completed has beenlisted.

3 When all plans are reviewed. have
eachgroup summarize the problems
that were evidencedin the individual
plans

a Have groups share problems

that were evident 1n the individ-
ual plans.

b Review the critena for checking

management plans

See the individual learning acti aty for a list of
these points.

If needed. refer to Form 5, “Sample Monitoring
Plan.” for clarification of the process.

Provide consultation to the groups during the
activity.

See the individual feedback of this learning
experience for these criteria.
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Learning Experience 3
Supervising Staff

OVERVIEW

INDIVIDUAL

5 . . .

L

‘Owetop s sikif suporvision pian for o

INDIVIDUAL ~

ACTIVITY - oremimplemeniation objective. . .

35
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 INDIVIDUAL
"F!!DBACK R

‘Reyieiw your individual plen for statt supervision.

R i s““‘“ thoquamy bl._.itfall _iupqiﬁs_lqn strategles.

" "Review And 'chque !ha mu wporvmon umtcgiea developed
: __;'dumig tho lndivldual lnmlng actlvlty

—
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Review the reading for Competencies 5 through 9 on page 15. As you read. note the following points:

1

Itisimportant to analyze your own style of leadership. The consultative and participative-group
styles are most compatible with the program development process you have learned in this series
of modules

Thestatf selection processinvoives theassignmentof new roles and tasks to current statfandthe
hiring of new staff Program development involves changes and staff selectionis a crucial aspect
of effechive program implementation

Animportant aspect of program managementis ensuring job satisfaction for program statf. Some
sproihe strategies that can increase satisfaction are shared power. increased competencsa, peer
support and feedback on performance

Contlicts among staff are natural and will arise in any career guidance program. The goal is to
resolvi: conflicts successfully rather than to avoid conflicts. Some steps inresolving conflicts are:
recognize conflict when it occurs, develop mututat trust, have the courage to deal wilh conflicts,
focus on deas not people. listen for understanding. and seek a win-win resolution,

A final staff supervision function s evaluating and improving staff performance. A suggested staff
evalunahion and improvement process is' use management information to review performance,
compareperformance to planned performance goals. identify reasons for discrepancies between
actual and planned performance. develop a plan to improve performance, implemen: perfor-
mance improvement plan, and measure the effectiveness of the performance improvem 2nt plan.

Now. you wtll develop a staff supervision plan for one career guidance implersentation objectt e. The
ptan will focus on designing strategies to increase job satisfaction and on identifying possible staff
conflicts Youmay useacareer gundance program implementation objective that you usedin one ofthe
previous learning e periences, one that you have developed. or one from the career resource center
example givenn the first section of the reading.

1

2

Review Formy 7. "Sample Statf Supervision Plan ™

Write your implementation ohjective on Form 8. "'Staff Supervision Plan

115t specific sirategies you will use to increase statf joh satisfaction Develop these in terms of
specific tasks and role defimtions related to the iImplementation objective Remember to consider
the hroad areas of shared power, increased competence. peer support. and feedback on
performance

Listspecitc conflict situations that can potentially anse among staft Ag:un makethese specificlo
the tasks and job roles that you have developed to achieve » our iriplementation objective
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Sample Staff Supervision Plan

Implementation Objective: The career guidance program development team will deliver a small-group
learning experience to develop job interviewing skills to 100 participants before the end of this program

year

1 Strategies to increase job satisfaction

A. Project director will allow the counselor freedom to define and develop the activity {shared
power).

w

The project director and the media specialist will identify resources to be used in developing
the activity (increased competence).

The counselor will be given money to travel to visit other programs {(increased competence).

The career guidance team might give feedback ~n the activity design {peer support).

m O O

The measure for each task is stated and feedback will be provided (feedback on performance).

m

The counselors will participate in reviewing evaluation information and revising the program
(shared power).

2. Potentia' cunfticts that might arise

A. Failure of the counselor and media specialist to cooperate
The career guidance team might give negative feedback about the activity design
The program director and the counselor might fail to coordinate and Cooperate

This activity might conflict with other role responsibilities assigned to the counselors

m o O

Other counsgors might be disappointad because they are not involved in this activity

-

Conflicts among staff might arise over the scheduling of participants. meeting rooms, and
equipment

G. Conflicts might arise between participants and the counselors during the activity
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Form 8

Staft Supervision Plan

implementation Objective . ... ... . __ . ________ S

1 Strategies to increase job satisfaction

2 Potential conflicts that might arise
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INDIVIDUAI-

 FEEDBACK. ' - .+ Revinw your ingidus pan fot staf) sigervision.

T e T - 3 .

Ll

Review Form 8. "Staff Supervision Plan.” to be sure that you have--
t hsted an implementation objective;
2 assumed that specific tasks and job roles will be used to achieve the implementation goals;
3 hsted strategies thatwillincrease job satisfaction--these should include several different types of

strategies such as: shared power. increased competence, peer support, and feedback on perfor-
mance, and

4 histed specific contlict situations that can potentially arise among staff--these shouid include statf
at all levels and across task responsibilities.

mmupiﬁ'lho‘mmdwumd 6ur- : .-""if
mlno : Sl

Note: The following outline 1s to be used by the workshop facilitator.

Facilitator's Outline Notes

A Starting Point

1 Tell participants that they will be
working in the same groups which
they were in duning the other learn-
ing activities

2 Ask participants lo get into their
qroups

B Explaining the Activity

1 Roview Form 8 that was completed
it individeal activity
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Facilitator's Qutline

Notes

2 Review the points made in the read-

ing tor Competencies 5 through 9 on
page 15.

3 Clanty any problems that arose when
completing Form 8 in the individual
learning activity.

C Group Review of Individual Plans

1. Tetlthe groups that membersshoulc

present their plans as listed on Form
8

2 Have group members review each
plan considenng these points;

a. Do the job satistaction strate-
gles represent ditterent strate-
gies such as shared power. in-
creasecd competence, peer
support, and feedback on per-
tormance?

b. Canthegroupsuggestadditional
job satisfaction strategies?

c. Are the potential conflicts that
have been listed realistic?

d Can the group suggest other
conflicts that might arise?

3. When ali plans are reviewed. have
nach group summarize the problems
that were evidenced in the individual
plans.

D. Feedback

1 Have groups share problems that
were evident 1n the individuai plans.

2 Review the criteria tor checking staft
supervision plans.

See the individual learning activity tor a list ot
these points,

It needed. reter to Form 7, “Sample Staft

Supervision Plan.” tor clarification of the
process.

Provide consultation to the groups during this
activity.

L3

See individual teedback section ot this learn-
ing experience for these criteria.
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EVALUATION

PARTICIPANT SELF-ASSESSMENT QUESTIONNAIRE

1 Name (Ophanall 3 Date

s Posthon Titie 4 Modute Number

Agency Setting (Circle the appropriate number)

6 Elementary S hoot 10 JTPA 14 Youth Services 18 Municipal Othce

7 Secondary School 11 Veletans 15 Business/Industry 19 Service Organization
8 Postsecondary School 1?2 Church Management 20 State Government
9 College Umversity 13 Corrections 16 Bustness industry Labor 21 Other

t7 Parenl Group

PAEWORKSHOPNEEDFORTRAIN-  POSTWORKSHOP MASTERY OF
ING Degree of Need (circleonelor  TOPICS Degree of Mastery (ciscle

Workshop Topics each workshop topic) one for each workshop topic)
> S
S $ ’
s & & & A >
o N PO G’ o 8
PO I S TS &
1 Developing a management plan. to ensure 0 1 2 3 4 0 1 2 3 4

the completion of career guidance imple-
mentation objectives.

2 Assessing the ouality and completeness 0 1 2 3 4 0 1 2 3 4
of career guidance program implementa-
tion plans.

3. Developing a plan f{or collecting informa- 0 1 2 3 4 0 1 2 3 4

tion needed to monitor your career guid-
ance program management plan.

4 Assessing the quality of plans for collect- 0 1 2 3 4 0 1 2 3 4
ing information needed to monitor your
career guidance program management
plan

5 Developing statf supervision strategies to 0 1 2 3 4 0 1 2 3 4
support the successtul completion ot
career guidance programimplementation
objectives

6 Assessing the quality of statf supervision 0 1 2 3 4 0 1 2 3 4
strategies

Overall Assessment on Toplc of Ensure Pro-
gram Operations

Comments:
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Trainer’'s Assessment Questionnaire

Trammer ... _. oo ———_. Date: ___ Module Number:
Title of Module:

Training Time to Complete Workshop: hrs. min.

Participant Characteristics

Numberin Group - Number 0f Males Number of Females

Distnibution by Position

eei on... Elementary School Youth Services
—--. . . Secondary School Business/Industry Management
.. Postsecondary School Business/l‘ndustry Labor
— wivn ... College/University Parent Group
cimman JTPA Municipal Office

it eeeecee . Veterans Service Organization
vim—ee e e e Church State Government
cieeewe-.—. Corrections Other

PART |

WORKSHOP CHARACTERISTICS—Instructions: Please provide any comments on the methods and
materials used. both those contained in the module and others that are not listed. Also provide any
comments concerning your overall reaction to the materials, learners' participations or any other
positive or negative factors that could have aifected the achievement of the module’s purpose.

1. Methods: (Compare to those suggested in Facilitator's Outline)

2 Materials: (Compare to those suggested in Facilitator's Outline)

3 Reacton: (Participant reaction to content and activities)
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PART Il

WORKSHOP IMPACT—Instructions: Use Pertormance Indicators tojudge degree of mastery. (Com-
plete responses for all activities. Those that you did not teach would receive 0.)

Group’s Degree of Mastery

Not Liltie Some Good Outstending
Touyt! (25% or iess) (26%-50%) {51%-75%) {over 75%)

Nofte: Circle the number thal best reflects your opinion of group mastery.

Learning Experience 1

Group 0 1 2 K) 4

Individual 0 1 2 K) 8
Learning Experience 2

Group 0 1 2 3 4

individual 0 1 2 K) 4
Learning Experience 3

Group 0 1 2 3 4

Individual 0 1 2 3 4

Code:

Littie: withno concernfor time Orcircumstances within training setting if it appears that less than 25% of the learners
achieved what was intended to be achieved

Some: With noconcerntor time Of Circumstances within the training setting if it appears that tess than close to half of
the learners achieved the learning experience

Good: With no conce’ nfor ime or circumstances within the training setting of it appears that 50%-75% have achieved
as expected

Ouistanding: it more than 75% of learners mastered the content as expected
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PART Il

SUMMARY DATA SHEET—instructions: In order to gain an overall idea as to mastery impac\
achieved across the Learning Experiences taught. complete the following tabulation. Transfer the
number tor the degree of mastery on each Learning Experience (i.e.. group and individual) from the
Workshop Impact form to the columns below. Add the subtotals to obtain your total module score.’

GROUP INDIVIDUAL
Learning Experience Learning Experience
t  score{1-4) e 1 = score (1-4)
2 score{1-4) S 2 = score (1-4)
3 - score (1-4) e 3 = score (1-4) e
Total —— Total
{add up) (add up)

Total ot the GROUP learning experience scores and INDIVIDUAL learning experience scores =
Actual Total Score Compared to Maximum Total*

‘Maximum total is the number of learning experiences taught times four (4).
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Performance Indicators

As you conduct the workshop component of this training module. the facilitator's outline will suggest
individual or group activities which require written or oral responses. The following list of performance
indicators wili assist you in assessing the quality of the participants’ work:

Module Title' Ensure Program Operations

Module Number: CG D-1

Group Learning Activity

Performance indicators 10 Be Used tor Learner Assessment

Group Activity Number 1:

Assess the quality and complete-
ness of career guidance program

. Participants can list reasons for Using a management plan:

e Compliance
® Indicates whether program developed plan has been
followed

. Participants have completed and reviewed a “Program

Management Plan" that--
® lists key tasks,
® lists who is responsible for each task.
® lists costs associated with each task. and
® lists time lines and completion dates.

. Participants have completed and reviewed a8 "PERT Chart"”

that--
® |ists all key tasks and
® shows reasonable time lines.

Group Activity Number 2:

Assess the quality of plans col-
lecting and using information
needed to monitor careerprograms

. Participants can list sleps in designing a monitoring plan:

® Determine information needs
e Collect information
® Provide feedback

. Participants have completed and reviewed a “Program

Monitoring Plan"” that--
® |ists one way to measure each task.
® |ists who will measure each task.
® lists when each task will be measured,
® lists how feedback will be provided.
® lists who will provide feedback. and
® lists when feedback will be provided.
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Group Learring Activity Performance Indicators to Be Used for Learner Assessment

Assess the quality of staft super- 1. Participants can list major stalf supervision functions:
vision strategies o Hiring and role assignment

® Ensuring job satistaction

® Resolving conflicts

® Evaluating and improving pertormance

2. Participants have completed and reviewed a " Statf Supervi-
sion Plan” that--
® assumes specific tasks and job roles:
® |ists strategies to increase job satistaction which con-
sider at least two of the following: shared power.
increased competence. peer support and feedback on
performance. and
o lists potential conflict situations which might arise
which consider: staft at all levels and across all imple-
mentation tasks.

50 53




REFERENCES

Axelrod V. Drner H : Kimmel. K ; and Sechler. J
Ciareer Resonirce Centers Columbus: National
Center tor Researchin Vocational Education.
The Ohio State University. 1977

Benson. A Planning and Managemant Career
Education Dissemination Project linplementa-
tion Booklet 7 Rosewlle. Minnesota Roseville
Area Schools. 1977

Mangum G L. Snedeker. D. and Snedeker. B
Key Evaluation of CETA Manpower Programs:
Reference for Prime Sponsors. Washington.

D C Olympus Research Corporation. 1975.
INTIS - PB 24 66397)

U S Department ot Labor. Accountabiity and
Productivity Module IV ot US E.S. Compe-
tency Based Employment Counseling Train-
ing Program Washington DC. U S Depart-
ment of Labor. 1978.

Viailles. H D. and Hills. WE Management Prac-
nces in Yocahonal Rehabilitation District Offi-
ces Norman fiegic nal Rehabilitation Research
Institute. Unsversity ot ¢ xlahoma. 1973,

ADDITIONAL RESOURCES

Accoumntabilily and Productivity. Module iV of
USE S Competency Based Employment Coun-
seling Training Program. U.S Employment Ser-
vice. ' S DepartmentotLabor. Employment and
Traiming Administration. 6th and D Streets. N W,
Washington. D C 20213, 1978

This 's a competency-based training guide for
counselors in the U.S Employment Service but
has applicability tor career quirdance programsin
a vane.y ot sett:ngs The mociule goals ar2' the
employment ceivice counselur must be able to
accept the responsibility for the ettects ot coun-
seling on the counselee. the agency. and the
communily The counselor must also ke able to
coordinate the various aspects of the total coun-
sekng program resulting 10 a continuous and
mearingtul sequence of services to applicants.
slaft and community The module presente five
competencies related to this area ot program
aperations and measures tor corresponding sub-
competercies The traiming activities foct.s on
learning experiences to help statt develop these
cormpetencies The module also includes a vari-
ety nt exaraples ot momtoring procedures that
can be applied to career guicdance programs in
various settings Thisisoneinaseries oftraining
maduies that has been developed by the U S
Enmplcyment Service

Coreer Aesource Centers Vahja Axelrod. Harry
Dner Karen Kimmel and Judith Sechler The
Natinnal Center for Research in Vocational £duy-
catinn 1960 Kenny Road Columbus Ohio 43210
1977 Cost $675

51

This publication addresses how to set up, oper-
ate. and evaluate a career resousce center. How-
ever, anumberotconcepts presented therein can
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