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ABSTRACT
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FOREWORD
This counseling and guidance program series is patterned
after the PerformanceBased Teacher Education modules
designed and developed at the National Center for Research
in Vocational Education under Federal Number NE-000-3.77
Because this model has been successfully and enthusiastically
recieved nationally and internationally this series of modules
follows the same basic formal

T his module isone of a series of competency-based guidance
program training packages focusing upon specific professional
and paraprofessional competencies of guidance personnel
T he competencies upon which these modules are based were
identified and verified through a project study as being thoSe
of critical importance for the planning supporting implement-
ing operating and evaluating of guidance programs These
modules are addressed to professional ana paraprofessional
guidance program staff in a wide variety of educational and
community settings and agencies

Each module provides learning experiences that integrate
theory and application each culminates with competency
referenced evaluation suggestions The materials are designed
for use by individuals or groups of guidance personnel who
are involved in training Resource persons should be mulled in
the guidance program competency being developed and
should be thoroughly oriented fothe conceptsand procedures
used in the total training package

The design of the materials provides considerable flexibility
for planning and conducting competency-based preset vice
and inservice programs to meet a wide variety of individual
needs and interests The materials are intended for use by
universities state departments of education postsecondary
institutions intermediate educational service agencies JTPA
agencies employment security agencies and other commu-
nity agencies that are responsible for the employment and
professional development of guidance personnel

The competency-based guidance program training packages
are products of a research effort by the National Center s
Career Development Program Area Many individuals institu-
tions and agencies participated with the National Center and
have made contributions to the systematic development
testing and refinement of the materials

National consultants provided substantial writing and review
assistance in development of the initial module versions over
1300 guidance personnel used the materiels in early stages of
their development and provided feedback to the National
Center for revision and refinement The materials have been
or are being used by ST pilot community implementation sites
across the country

Special recognition for major roles in the direction develop-
ment coordination of development testing and revision of
these materials and the coordination of pilot implementation
sites is extended to the following project staff Harry N Drier
Consortium Director. Robert E Campbell Linda Pfister
Directors, Robert Bhaer man Research Specialist Karen
Kimmel Boyle Fred Williams. Program Associates and Janie
B Connell, Graduate Research Associate

Appreciation also is extended to the subcontractors who
assisted the National Center in this effort Ors Brian Jones
and Linda Phillips-Jones of the American Institutes for
Research developed the compefency base for the total pack-
age managed project evaluation and developed the modules
addressing special needs Gratitude is expressed to Or
Norman Gysbers of the University of Missouri-Columbia for
his work on the module on individual career development
plans Both of these agencies provided coordination and
monitoring assistance for the pilot implementation sites
Appreciation is extended to the American Vocational Associ-
ation and the American Association for Counseling and
Development 'catholic leadership in directingextremely impor-
tant subcontractors associated with the first phase of this
effort

The National Center is grateful to the U S Department of
Education. Office of Vocational and Adult Education (OVAE)
for sponsorship of three contracts related tothis competency-
based guidance program training package In particular we
appreciate the leadership and support offered project staff by
David H Pritchard who served as the protect officer for the
contracts We feel the investment of the OVAE in this training
package is sound and wilt have lasting effects in the field of
guidance in the years to come

Robert E Taylor
Executive Director

National Center for Research
in Vocational Education

THE NATIONAL CENTER

FOR RESEARCH IN VOCATIONAL EDUCATION
tut ..:woo ',rare LievERSory
meo ikE NW noAD COLUMOUS OHIO 3210

The National Center for Research in Vocational Education's mis-
sion is to increase the ab ity of diverse agencies. institutions. and
organizations to solve educational problems relating to individual
rawer planning. preparation. and progression The National Center
foals its mission by

Generating knowledge through research
Developing educational programs and pioduCts
Evaluating individual program needs and outcomes
Providing information for national planning and policy
installing educational programs and products
Operating information systems and services
Coltduchno leadership development and training programs

BELL-1410WELL
Publication Systems Division
Publication Products

Belt a Homo, Publication Products. is one of two operating units
that Comprise Publication Systems Division Rased in Wooster.
Ohio. Publication Products specializes in the production and repro-
duClion of iiewsp.ipers. periodicals. indexes. career information
materials and olhsr widely used information sources in microform.
hard copy and electronic media
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ABOUT THIS MODULE

INTRODUCTION 5

READING 7

Competency 1 Describe in detail each general program component of planning. support-
ing implementing, operating. and evaluating. including its goals. activities, staffing. budget. con-
cerns and major accomplishments 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
Techigues (PERT). and Management by Objectives (MBO). Select a management system(s)
that is appropriate for program accountability in a particular setting 7

Competency 4 Monitor all components of the program. providing ongoing verbal and
material support to staff and clients. and make decisions to solve management problems as
they occur 11

Competency 5 State a philosophy of supervision and describe in general terms a comfort
able supervisory style 15

Competency 6 Describe the staff selection process including anticipating requirements for
staff. recruiting, interviewing, evaluating past experience and credentials of applicants,
and hiring 15

Competency 7 Describe several methods to increase job satisfaction of staff including
improving the work itself. improving interpersonal relationships, providing meaningful feed-
nai( increasing participation in program decision making. increasing competency and
autonomy. and providing physical comforts and advantages 15

Competency S Identify conflict among staff members and between staff and other individu-
als and groups when they arise and select select and implement methods to resolve these
«inflicts 15

competency 9 Evaluate performance of staff on a regular basis and describe positive ways
to reinforce reprimand. or dismiss staff members as necessary 15

LEARNING EXPERIENCES

1 Iderititying Management Needs and Developing a Management Plan 21

.' tritiltorieritirig Procedures tot Monitoring Career Guidance Programs 29

t `',111)ervi,ino ;tall. 35

EVALUATION 4:1

REFERENCES fl t
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ABOUT USING THE CBCG MODULES
MO Modulo Organization

The training modules cover the knowledge, skills, and
attitudes needed to plan, support, implement, Owen) and
evaluate a comprehensive career guidance program. They
are designed to provide career guidance program im-
plementers 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 at least part of the critical competencies
necessary for overall program improvement.

These modules provide information and learning ac-
tivities that are useful for both school-belied and
nonschool-based career guidance programs.

The modules are divided into five categories.
The GUIDANCE PROGRAM PLANNING category assists
guidance personnel 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 carry 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 appropriate modifications based on findings or
making decisions to terminate it.

Module Format

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

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.
Competencies: A listing of the competency
statements that relate to the modules area of con-
cern. These statements represent the competencies
thought to be most critical in terms of difficulty 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 iss,,ch one of the competencies
is presented.

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

4

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

2. Turn directly to the learning experiences(s) that
relate to the needed competency (competencies).
Within each learning experience a reading is listed.
This approach allows for a more experiential ap-
proach prior to the reading activity.

Learning Experiences. The learning experiences are
designed to help users in the achievement of specific
learning objectives. One learning experience exists for
each competency (or a cluster of like competencies), and
each learning experience is designed to stand on its 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.

Individual Feedback: After each individual activity
there is a feedback section. This is to provide users
with immediate feedback or evaluation regarding their
progress before continuing. The concept of feedback
is alto 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 and "hands-on" participant activities such
as games and role playing is Included. A Notes column
appears on each page of the facilitator's outline. This
space is provided so trainers 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 instruments that can be used to
measure what workshop participants need prior to train-
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 latter contains a set of performance
indicators which are designed to determine the degree of
success the participants had with the activity.

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



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
needs. setting program goals. selecting guidance
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 guid-
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 outcomes
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.



READING

Identifying Management Needs and
Developing a Management Plan
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When developing a plan for monitoring your pro-
gram operations. it is helpful to think about why
you need to have such a plan There are three
possible advantages to developing a thorough
Plan to use in monitoring your program

1 Compliance -You need management infor-
mation which will help you account for the
money that is being spent for your program
Sortie organization. institution. or agency is
funding your program No doubt. your fund-
ing source requires you to report to them
about how the money is spent according to
legal or other requirements. whether you
can account for how it was spent. and
whether it has produced desired outcomes

Plan AccomplishmentYou also need man-
agement information te help you assess
wh"ttw your guidance program plan ts

followed Planning takes time The
rit planning lime can he iustified only if

the pi an aLtivilly implemented Manage

7

meat information can help you determine
whether process objectives are being
achieved.

3. Management Decisions -- Another important
use of management information is to iden-
tify potential or real problems. and to develop
management strategies 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
techniques available for use in career guidance
programs Two major techniques are Program
Planning Budgeting System (PPBS) and Pro-
gram Evaluation Review Techniques (PERT)
These management techniques can he used to
develop a program operations plan for career



guidance programs. The techniques can be quite
complex and have been applied to larce 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 is
basically a technique for developing a plan for
how you will accomplish your program goals.
Other modules have helped you assess needs,
develop expected program outcomes. and state
implementation objectives. PPBS can help you
develop a comprehensive plan indicating who
will do what at what time and at what cost. Devel-
oping this type of plan will help ensure that your
program outcomes can be accomplished with
existing staff, far ility. equipment, material, and
financial resources within a specified period of
time

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

PPBS can help you develop a comprehensive
management plan for achievement of each of
your implementation objectives. However, as a
manager. you also need some systematic way of
monitoring whether the management plan is
being followed at various points in time through-
out your program. Another management tech-
nique. PERT. can be used to help you identify a
plan for 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
of time required for each, the date on which each
task should be completed. and the total range of
tasks being conducted at any given point in time
during your program orientation period. PERT
charts can be quite simple or very complex. Sam-
ple2 is an example& a simple chart .elated to the
development of a career resource center (Axel-
rod, Drier, Kimmel, and Sechler 1977).

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

1. Hire and assign staff and volunteer help.

2. Prepare room and locate district materials
and equipment.

3. Purchase needed materials and equipment.

4. Develop all operational procedures for center,

5. Promote the availability of the center.

6. Conduct inservice training on center use.

7. Operate the center.

8. Evaluate the center.

9. Develop 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 presented.



Sample 1

Example Management Plan

Advisory Committee (Monlly met ali year)

Process Objectives Sept Oro Nov Dee .Ian Feb Mar Apr May June

1. Shared Decision
Making implemen-
tation Structure

a. Perscn(s) responsible

b. Projected cost

2. Staff Awareness
& Motivation
Presentations

a. Person(s) responsible

b. Projected cost

3. Graduate Credit
Workshops

a. Person(s) responsible

b. Projected cost

4. Community Educe.
tion Career
Planning Seminars
& Specialized
Workshops

a. Person(s) responsible

b. Projected cost

5. SchoolCommunity
Exchanges &
Internships

a. Personis) responsible

1). Projected cost

Steering Committees (Meeting 4 times a year)

Continuous

Intro to Career Ed Teaching Group Skills,
Teacher - Advisor Shared Decision-

Skills Making

Comm. Seminars

Spools lzed Workshop

Round 1 (13 exchanges)

Comm. Seminars

udent Centered
CareeiWWt ty

Assessment

Specialized Workshop

Roun .1 2 412 excher100



Process Objectives

S. Cwriculum
Development

Example Management Plan (continued)

a. Person() IIMPOrldblit

b. Projected cost

7. Student-Centered
Career Maturity
Measurement

a. Person(s) responsible

b. Projected cost

S. Career Learning
Canton & School
Community Resource
Directory

a. Person(s) responsible

b. Projected cost

Sept Oot Nov

Field wing
ricgi Tro)
Developing

at Lessons)

IDee

i

din

Disseminating (Continuous)

A May June

Revising
10 Jr. &
ITITIr
Activities

I
Developing
10.1r. &
Tirr}-1,
Activities

SOO

Revising
-71Tii NTLessons

Froot.rzedristi

sum

Implementing

Implementing

Disseminating

Reviiing dissemination

first day of school and continuous, induct tlt he

utilization of the schoo cornmunity resource directory

10
1 40
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Procedures for Monitoring Career Guidance Programs

Competency 4
Monitor all CoMp014iii the 044 01;'. 60610:.
ongoing. verbal .ant.material..aupPOr,Watift: 404.

.'clients, end make,deoislOneto.110**1.10(004.
problems as theV.'occOr. :

When using management techniques to develop
a management plan. you develop a plan that
states specific program objectives. tasks, re-
SOW ces, and time lines This management plan
provides the basis for monitoring program opera-
tions The monitoring process includes three
haw: steps

1 Determine Monitoring information Needs"
Using the information in your management
plan you can develop specific instruments
that state objectives. tasks to he completed,

WV lines for completion. staff responsible
for the task and estimated costs A first step
In developing a monitoring plan is to develop

comprehensive list of all program ele-
ment,. 10 b., rtiortilotol

1 1

2. Gathering Management InformationOnce
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 you can use. First, whenever poss-
ble, use information procedures. Examples
of this would be case records, student records,
requisitions for financial expenditures. etc
Second. you can gather information period-
ically from your program staff 1' you use
this technique. it is important 1,-) inform staff
shout when you will be gathering informa-
tion and what type of information you will he
requesting Finally, involve staff in the
information collecting process by informing
them about the infurmation you need and



licouraumil them to report the information
to you on 3 regulai basis

3 Report Monitoring Information to Staff --
Once yots have gathered and anal ..ed man-
agement information, develop procedures
for reporting the results of monitoring activi-
ties to your staff This means developing
easy to understand reports that will be clear
to the staff More important. the goal of
reporting monitoring information is to help
staff improve their performance on those
tasks which are not being performed at the
level specified in your management plan

This means that you will want to work with
your staff to help them understand the
reports, to identify cooperatively areas where
performance is 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 example 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.

Sample 3

Otriodic Review Points
.. .

: T i v e o r MOM snsethip All test avowals
hold by each group , Implemented

. . . , anceptevaluation

:IiinSserftshope;tarted ..Two worktimps
.r.*''bronpreeintitionin, : eirepfeted
.".' :tisk of the 110* Tvionew nork.

ndery Mending, **. 'IWO *not
tinkiolfiemogthY

smorier,Ceries

for

. ..

Applications eol.fist'

ford of IneMiele

,
.

34SChoolteamunity
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Sample 4 is another example of a monitor-
ing report. This report is used by the United
States Employment Service. Note that it
states standards for staff performance and
asks staff to report their actual perfot mance.

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

Sample 4

Counseling Caseload Analysis

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

Part I. Complete a Counseling Caseload Report on your caseload for the past month.
Then compare your results with the following standards

Standards

(a) Initial counseling

(b) Total counseling

(c, Counseling ratio

(d) Active caseload

Outcomes

(a) Positive outcomes

(b) Placed by E.S.

(c) Self-placed in vocational
objective

(d) °tn..' positive outcomes

(e) Negative outcomes

Placed by E.S. or self-placed
outside vocational objective

All other negative outcomes

Estimates of Counse!ee
Change

From Plan of Service .

From Plan of Service .______....

2.5 to 1 (+.6)

80 individuals 45)

80% of closed cases

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

Percentage should not
exceed percentage placed
by E.S.

Your Results

.....11

Maximum 20% of closed .._ _..... _ _
cases

Maximum 5%

Maximum 15%

Total declined
Total no change
Total improved
Total unknown
Total no problem
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Part II.

1 Considering (a). (b), and (c), did you meet plPrl of service goals?____
If you answered "No," outline corrective abbot, you will take.

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

a. Number of job developments

b. Number of job development placements__

C. Number of job referrals

d. Referral to placement ratio_

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

3. Were your total positive outcomes within 2 of 5% of the 80% standard? If it was below 75%.
what will you do to improve your percentage of positive outcomes?

4. If "Placed by C S. Outside Plan" and "Self-Placed Outside Plan" exceed 5%, what was the
reason? What corrective actions will you take?

From U S Dept of Labor. Accountability and Productivity. p. 125-126.
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Competen
,

Supervising Staff

Stiitit,410.i110110.00Y Of ,._.64001,./.131,9,1101.9 001i
generai,tarms* OotriforTfibt,..:4uPinf

Competenc

Competency.
,(,

f A

Competenc
kitiiifj(ctinfliCtiimon
Odt.inct:othet-Individ.uiticii

hese 'manic* .. "-
1'

Competency 9
poiluatepeifOrMan.aiOi staff
describe' ositive. Ways 'to reinfOrcei,repriman,
dismiss staff members asitedessary.,"..-

The management of career guidance programs
involve; the organization of all program resources
including staff facility equipment. material. and
financial resources Staff resources are the most
important career guidance program resource
The major emphasis of these training modules is
the iniportanc.e of the systematic. comprehensive
planning implementation. and revision of career
guidance programs These program development
ativrties are not completed by the program man-
ager alone they rely on the cooperative effo-.s of
the total program staff Therefore the success of

r mem program depends. to a great
roitynt on management skills in the area of staff
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supervision. The following major areas related to
staff supervision need to be considered

What Is your management philosophy"

How will you select staff for your program?

How can you enhance the 'oh satisfaction of
your staff"

How can you recognize and resolve staff
conflicts,

How can you evaluate and improve staff
performance')

X1



Your Management Philosophy

Perhaps jou never thought about your manage-
ment philosophy. A key to your management phi-
losophy is the way that you feel decisions should
be made within your program. Here are four types
of management styles which were developed by
Dr Rensis Likert (Via Ile and Hills 1973).

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

II 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.

VI 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.

IV Participative- Group - -A management
approach where subordinates and super-
iors 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 program man-
ager shares responsibility for decision making
with the staff Most of the modules in this series
stress the importance of team building and staff
development You may want to think about your
current management style and review various
modules for ideas about how you can increase
the amount of shared decision making within
your program Some advantages of sharing deci-
sion making within your staff group would include
more accurate assessment of program partici-
pants needs. a greater diver sity of possible pro-
gram strategies, greater productivity. increased
staff motivation. and improved staff morale

The Staff Selection Process

Selecting staff and assigning staff roles is a key
management function Selecting staff involves

both the hiring of new staff members and the
redefinition of roles foryour current staff members.
The following are factors which are important to
consider when selecting and assigning staff 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?

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

16

1 Involve Staff in Role and Task Definition- -
Throughout the program planning process.
you have been involving staff in the process
of setting program goals, selecting guidance
strategies. and developing implementation
objectives. This means that staff are aware
of and have participated in the development
of staff roles and task definitions.

2. Involve Staff in Job Analysis--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 changes in job tasks that are required by
your program design.

3. Involve Staff in Defining New Job Roles- -
After your staff has cooperated in the job
analysis process. they can begin 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 Bole statements that include
tasks identified for your program

16



After your current staff have analyzed new job
roles and redefined their current job roles to
include tasks which are needed to implement the
new program. you may identify a need for hiring
new staff. You may or may not have direct
responsibilty for hiring new staff. This depends
on the size and nature of your organization. There
is apt to be some other person in your organiza-
tion who has key responsibility for the personnel
function. However. you will want to be involved in
the process of selecting new staff. Here are the
steps involved in the selection of new staff.

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

2 Recruiting--Involves requesting the position:
developing a job description which states
minimum requirements. desired qualifica-
tions. duties. salary. and equal employment
opportunity statements: and advertising the
position. You and your program staff will
want to be involved throughout this process.

3 Interviewing--During the interviewing pro-
cess. the candidate should have the oppor-
tunity to meet with representatives of your
total staff. The interview should be an
opportunity to inform the candidate about
the program and to gather information needed
to evaluate the candidate

4 EvaluationDuring this step. analyze infor-
mation that has been gathered about 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 related
to job tasks. and team skills that will support
program planning. implementation. and
revision.

5 HiringDuring this step. consider affirma-
tive actiln plans. communication to verify
continued interest in the applicant. proced-
ures for written notification of selection. and
orientation of the new staff member

Ensuring Staff Job Satisfaction

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

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

2. increased Competence- -Your staff will be
happier and more confident if they feel that
they have the skills and knowledge needed
to perform the tasks re luired of them. This
means that the ongoing ,pportunity for staff
development is important, Module CG 8-4
Conduct Stall Development can help you
plan both group and individual staff training
activities that can support continued job
satisfaction as well as program success,

3. 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 regardless 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 help you
develop team support for your staff that will
facilitate both program development and
job satisfaction,

4. Feedback on Performance -- Another factor
related to job satisfaction is feedback nn
performance. Earlier in the reading you
learned how to develop a monitoring plan to
support program operations. An important
part of this monitoring plan is the periodic
feedback of monitoring information to your
staff. This feedback should be supported by
the cooperative planning of procedures to
improve staff performance



Identifying and Resolving Conflocts

As a program manager, it i., important to under-
stand conflict resolution. Although it would he
'rice to avoid all conflicts among staff, conflict is
inevitable. it is one of the laws of life Conflict can
be viewed as something that is dangerous or as
something that is positive because it promotes
growth and change. The important thing is to
resolve conflicts in a positive way. Here are some
principles to guide you.

1 Recognize Conflict When it Occurs -- Although
there is a temptation to ignore conflict, you
will be more successful if you recognize that
it will occur at times and can be a basis for
growth

2 Develop Mutual TrustConflict resolution
is easier when there is mutual trust among
you and your staff. When this trust is pres-
ent, staff will be more willing to recognize
and communicate about conflicts as they
occur

3 Have the Courage to Deal with Conflicts- -
When you see signs of conflicts such as
rigid attitudes. apathy. silence. or polarizing
of staff. initiate action to clarify the conflict
and to seek ways of resolving it.

4 Focus on Ideas Not People - -A helpful prin-
ciple to follow in conflict 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 for Understanding - -Since conflict
situations are highly emotional. there is a
tendency to evaluate and find early solu-
tions However. it is more helpful to listen
carefully to gain an understanding of the
real issues without attempting to determine
who is "right" or "wrong "

6 Seek a Win-Win Strategy - -Often people feel
they must either won or lose in a conflict
situation It is possible to develop a conflict
solution in which both parties win. This will
he easier if there is mutual trust and open
communication during the conflict resolu-
tion process

Evaluating and Improving Staff Performance

A final important management function is eval-
uating and improved staff performance. If staff
have been involved in program planning and
improvement. staff evaluation can be a nonthreat-
ening, positive experience for both you and your
staff. Here are the steps in the staff evaluation and
improvement process.
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1. Use Management Information to Review
PerformanceManagement plans specify 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 staff per-
formance. The development and use of a
management plan provides an objective basis
for the evaluation of staff performance.

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

3. Identify Reasons for Discrepancies--When
discrepancies are identified. you can work
cooperatively with staff members to identify
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 Performances. -Once
you have identified reasons for the discrep-
ancies. you can work cooperatively with the
staff member to develop a plan to improve
performance Plans may be individualized
according to the needs of specific staff
members. or if there are discrepancies that
are shared by several staff. group proced-
ures may be developed Act, Mies to improve
performance may include revising plans.
altering time lines. revising job role defini-
tions, and inservice training

20



E Implement Performance Improvement Plan
--When the plan is developed, you and the
staff members will implement the plan. An
important part of developing a performance
improvement plan is specifying activities
including who will do what by what time.
Both you and the staff members should have
specified responsibilities in the plan.

6 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-
ment information system. If the plan is effec-
tive. there should 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.

19

Summary

The goal of managing program operations is to
ensure program efficiency, 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 maior areas of program
operation that have been overviewed include
these:

Setting implementation objectives

Developing a management plan

Planning for monitoring program
implementation

Identifying 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 14anagement Plan

OVERVIEW

COMPETENCIES

READING

INDIVIDUAL
LEARNING
OBJECTIVE

INDIVIDUAL
ACTIVITY

INDIVIDUAL
FEEDBACK

GROUP
LEARNING
OBJECTIVE

GROUP
ACTIVITY

..

Describe in detail each generilprogram.CompOnent of
.ning, supporting, implementing, operating.- and evaluating; ,A
including its goals. activities: staffing, budgetoconcerns, and '-.."
major accomplithments,

(4 .. , 4 . . . at: .'

Assess the statue of facilities.eqUipment. cind-:MatiM `a used-.
in the program on *in: ongoingtesii:*and'auggest onedificip.,:,.
tions necessary tO Progtarn.eff,100*,00184.;

Describe the essential .cheracterititickbt ous'i
management systems' : uch .06.Progratti,
System(PPBS).PrograrnEv,00066Rifli*Y0
and Management by.gbieettve0040.. 01100...a... ..
systemis). that is apPrOpriatator. program 00601a.)140
particular Selling.' -. ,*

Read Competencies t. 2. and 3:40,:page,7:;,. ..

..., .

Develop a management ,plan' to ensure .con of: yogi'
career guidance program implementetioe ebloPtivit.s..:.

. ..
11.

Develop a management plan for one bareerguidanCa program
implementation objective. . . ,. .*'

Review your individual career guidance program management. .

plan.

Maass the quality and completeness of career -guidance re.-
gram management plans.

Review the management plans developed during the individ-
ual learning activity. .



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 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 staff have followed your career
guidance program plan

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

2 Several management techniques are available for use in developing your career guidance pro-
gram management plan Tv.co of these are Program Planning Budgeting System (PPBS) and
Program Evaluation and Review Technique (PERT).

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

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

5 Review the PPBS and PERT charts in the reading.

Now, you will develop a PPBS plan and a PERT chart for 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 Review Form 1. "Sample Program Management Plan."

2 Write your implementation objective on Form 2, "Program Management Plan

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

4 After you have listed the tasks. go back to each task and list the person(s) responsible. estimated
costs (including staff time, equipment, materials, phone. travel. etc ), time line (length of time
required to complete the task), and date of completion for each task Assume that the plan is for
one year

5 Review Form 3 "Sam ple PERT Chart

6 List the tasks that you have listed on Form 2 (you can list just the numbers of the tasks) and on
Form 4 "PERT Chart Translate your time line to the PERT chart drawing through the time period
during which each task will be accomplished

22
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Form 1

Sample Program Management 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.

Tasks Persons Responsible Costs Time Line Date Completed

1. Idenfify program
ideas

Program Director
Media Specialist
Two Counselors

P.D. 5% $375*
M.S. 5% $248
Two Counselors 5% $496
Travel $150
Materials $100

Three months
Sept. Nov.

Nov. 31

2. Design experiences Two Counselors Two Counselors 5% $496 Three months Dec. 31
Oct. Dec.

N 3. Develop materials Two Counselors
co

25

Two Counselors 5% $496
Print Materials

$2.00/part. $200
Purchase materials

$2.00/part. $200

Three months Jan. 31

4. Arrange facilities
and equipment

Program Director Two days/$150 $300 Three months
Two Counselors Ten days/$100 $1000 Nov. Jan.

Jan. 31

5. Schedule parti
pants

Program Director Two days/$150 $300 Three months
Nov. Jan.

Jan. 31

6. Deliver the
activity

Two Counselors Two Counselors 10%42310 Seven months
Jan. Aug.

Aug. 31

*Assume: Program Director at $30,000/year
Counselor at $20,000/year
Media Specialist at $20,000/year
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Implementation Objective

Tasks

Form 2

Program Management Plan

Person(s) Oat's
Responsible Costs Time Line Completed

I



TASKS

1. Identify program
ideas

2. Design
activity

3. Develop
materials

4. Arrange facilkies
and equipment

S. Schedule
participants

6. Deliver
activity

Form 3

Sample PERT Chart
Sep. Oct. Nov. Dec. I Jan. Feb. Mar. Apr. May Jun. Jul. Aug.

25
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Form 4

PERT Chart

Tasks 1 2 3 4 5 6 7 8 8 10 11 12

26
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INDIVIDUA
FEEDBACK

Redo" our individual wilki guidspoo proatofo rOonosomor0
plikri:::1,.:. ''.. :** ".:. . ,-.......:, .

..,

Review Form 2. "Program Management Plan." to be sure that you have--

1 listed all of the tasks which are necessary to achieve the implementation objective.

7 listed who is responsible for each task (at least by job title. e g . job developer. counselor. director.
secretar y. media specialist).

3 assigned a cost to each task. which includes staff time. materials. equipment. phone. travel. etc.;
arid

4 dew loped reasonable time lines and c 'repletion dates

Review your Form 4. "PERT Chart." to be sure that--

1 all tasks are listed.

2 time periods are accurately recorded, and

3 time lines are reasonable (a; enough time is allowed and (b) staff are not being required to
complete several major tasks at the same time.

Be sure that your information is complete enough to share with your group

Note: The toilowing outline is to be used by the workshop facilitator

Facilitator's Outline Notes

A Starting Point

1 T011 participants that they will he
Working together in small groups

It is preferable to have members of each group
represent the same career puidance program

()Ricci', participants into groups Tell participants that they will he working in the
same groups during other learning activities

k 11,11/0 11,101C-1110M i get into them
(lump.,

Ciroirps should have about tour to six poison!,
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Facilitator's Outline I Notes

A Explaining the Activity

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

2 Review the points made in the read-
ing for Competencies 1.2. and 3 on
page 7

3 Clarify any problems which arose
when completing Forms 2 and 4 in
the individual learning activity

C Group Review of Individual Plans

I Tell the groups that each member
should present plans as listed on
Forms 2 and 4

2 Have group members review each
plan considering these points

a All important tasks are listed

b Staff members responsible for
each task are listed

c Costs for each task are stated
and are accurate

d Time lines and completion dates
are reasonable and clear

3 When all plans are reviewed, have
each group summarize the problems
that were evidenced in the individual
plans

D Feedback

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

2 Review the criteria for checking
management plans

28

See the individual learning activity for a lost of
these points

Provide consultation to the groups during this
activity

See the individual feedback of this learning
experience for these crtteria
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Learning Experience 2
implementing Procedures for Monitoring Career Guidance Programs

OVERVIEW

COMPETENCY

READING

INDIVIDUAL
LEARNING
OBJECTIVE

verbal and material. SupP01110.staff andjilien**.anaMP
-de4ialOns,lo sotvinianagernentOro..

I.

INDIVIDUAL
ACTIVITY

INDIVIDUAL
FEEDBACK

ral!) MOM

GROUP .

LEARNING
OBJECTIVE

GROUP
ACTIVITY

..4 . , e,. .

Aasess.t.hiiqu. affiyof plilifor..0114111*.nii40.00-311fOrlfta"'
tion needadtomonitOr caieet;guidonts* ,Management.

tY. ..;. plans.

1.... '
Review the mOrlitriring'plans developed during*thrifridivi440%
learning activity, .
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Develop a monitoring plan for one career guidance program implementation objective Review the
reading for Competency 4 on page 11 As you read. note the following points*

1 To design procedures to monitor program operations, it is necessary to --

A determine exactly what type of monitoring information is needed:

B gather the monitoring information using the procedures you have designed: and

C report the monitoring information to your program staff and develop a plan to improve
performance as needed

2 Monitoring plans indicate exactly what will be checked (measured). who will do Wand when it will
be done

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

4 Review the sample monitoring 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 Monitoring Plan."

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

3 List the specific tasks that you think most be completed to achieve your implementation objec-
tives If you are using the same objective that you used in Learning Experience 1. simply relist the
tasks on the form

4 For each task, list the following

A How will you measure whether thr, task has been completed?

(1 Who will measure 'collect the information)?

C When will the information be collected?

U) How will the information provide feedback to the staff?

F Who will provide the feedback')

F W111111 will it hf pInVided7
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Form 5

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.

Task Measure Who Date Feedback Who Date

Identify pro- Written list of 15 Counselors Nov 30 Staff meeting Program dir. Dec 31
gram ideas resources used Media spec.

2. Design Written outline of Counselors Dec 31 Review by career Career quid. Jan 31
activity activity including guidance team team

objectives, activities,
materials, and
evaluation procedures

3. 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

al..10

4, Arrange Written memo from Program dir. Jan 31 Circulate memo Program dir.
facilities project director Media spec. to entire staff Media spec.
and equip. and media spec.
ment confirming room

and equipment

Feb 15

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 Counselurs Aug 31 Program dir. and Program dir. Sep 31
activity Videotape sample Counselors Counselors

interview for each summarize data
Participant ques Participants

tionnaire giving
their reactions

34



Form 6

Monitoring Plan

Implementation Objective:

Task Measure Who Date Feedback Who Date
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INDIVIDUAL Review yeti! indiyidUal Career guidanee. program monitoring' .

FEEDBACK ,.pfn n:

fle%iew Farm h Monitoring Plan to he sure that you have--

1 ',qr.() all of the tasks related to the implementation objective

I te.,c I ibt.ii how the completion of each task will he measured (staff reports observation stipervi-
,;(11 IntVIVIPWs participant questionnaires etc )

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

4 stated a realistic date when the measurement will he completed

,.tiorir...tert a qtategy for providing feedback that summarizes the monitoring data (staff inter-
.R.w, report.. meetings etc )

listed who will he responsible for providing this feedback and

gated a realistic date when the feedback will he completed

GROUP
ACTIVITY

..
Review the ;inogitoring ptins*vitidiiit.ttit

::activity.

Note: The follow/n(1 outline is to he used by the workshop facilitator

Facilitator's Outline Notes

A Storting Point

hot participants that they will he
wl.tkinn in the ',awe groups they
weir in dining the inevionc.training

fix;ity

A..I path( (pant-. to get into their
tromp.,

F Ar

Fig F ni (It ft will( li wat.( oniploted
10 n.1. individual a( tivity
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Facilitator's Outline Notes

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

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

C Group Review of Individual Plans

1 Tell the groups that members should
present their plans as listed on Form
6.

2 Have group members review each
plan considering these points.

a All important tasks are listed.

b A measure has been listed for
each task.

c The person who will collect the
information has been listed.

d. The date by which the informa-
tion will be collected has been
listed.

e A feedback strategy has been
listed.

f. The person who will provide the
feedback has been listed.

g. The date by which the feedback
will be completed has been listed.

3 When all plans are reviewed, have
each group summarize the problems
that were evidenced in the individual
plans

a Have groups share problems
that were evident in the individ-
ual plans.

b Review the criteria for checking
management plans

See the individual learning acti my 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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COMPETNCI

. '

Learning Experience 3
Supervising Staff

OVERVIEW

:

. . . .*

READING

INDIVIDUAL
LEARNING
OBj!CT!VJ

INDIVIDUAL*. *not
v ,

ACTIVITY
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INDIVIDUAL ,fleyleiv your individual plan for staff supervision.

ti*guillty Otstelf supervision strategies.

an.d.dritidtie the staff tuperVision strategies developed
uddc#:.thelpdividusi.tOrirOno.sctiVity..,,

36

3



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

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

2 The staff selection process involves the assignment of new roles and tasks to current staff and the
hiring of new staff Program development involves changes and staff selection is a crucial aspect
of effective program implementation

3 An important aspect of program management is ensuring job satisfaction for program staff. Some
specific strategies that can increase satisfaction are shared power. increased competence. peer
support and feedback on performance

4 Conflicts among staff are natural and will arise in any career guidance program. The goal is to
resolvt. conflicts successfully rather than to avoid conflicts. Some steps in resolving conflicts are:
recognize conflict when it occurs. develop mututal trust. have the courage to deal with conflicts,
focus on ideas not people. listen for understanding. and seek a win-win resolution.

5 A final staff supervision function is evaluating and improving staff performance. A suggested staff
evaluation and improvement process is. use management information to review performance.
compare performance to planned performance goals. identify reasons for discrepancies between
actual and planned performance. develop a plan to improve performance. implement perfor-
mance improvement plan. and measure the effectiveness of the performance improvem.nt plan.

Now. you will develop a staff supervision plan for one career guidance impleroentation objects' e. The
plan will focus on designing strategies to increase job satisfaction and on identifying possible staff
conflicts You may use a career guidance program implementation objective that you used in one of the
previous learning eyperiences, one that you have developed. or one from the career resource center
example given in the first section of the reading.

1 Ileview Form 7. "Sample Staff Supervision Plan

2 Write your implementation objective on Form 8. "Staff Supervision Plan

3 1 ist specific strategies you will use to increase staff job satisfaction Develop these in terms of
specific tasksand role definitions related to the implementation objective Remember to consider
the broad areas of shared power, increased competence. peer support. and feedback on
performance

4 List specif,c conflict situations that can potentially arise among staff Apin make these specific to
the tasks and lob roles that you have developed to achieve I our triplex-entation objective
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'orm 7

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).

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

C. The counselor will be given money to travel to visit other programs (increased Competence).

0 The career guidance team might give feedback r..n the activity design (peer support).

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

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

2. Potentia' conflicts that might arise

A. Failure of the counselor and media specialist to cooperate

B. The career guidance team might give negative feedback about the activity design

C. The program ()erector and the counselor might fail to coordinate and cooperate

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

E. Other counselors might be disappointed because they are not involved in this activity

F 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

Staff Supervision Plan

Implementation Objective . .

1 Strategies to increase job satisfaction

2 Potential conflicts that might arise
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Review Form B. "Stall Supervision Plan." to be sure that you have- -

1 listed an implementation objective:

2 assumed that specific tasks and job roles will be used to achieve the implementation goals;

3 listed strategies that will increase 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 listed specific conflict situations that can potentially arise among staff - -these should include staff
at all levels and across task responsibilities.

Note: The following outline is 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 during the other learn-
ing activities

2 Ask participants to get into their
gimps

B Explaining the Activity

I Review Fofre 8 that was completed
it the individual activity
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Facilitator's Outline Notes

2 Review the points made in the read-
ing for Competencies 5 through 9 on
page 15.

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

C Group Review of Individual Plans

1. Tell the groups that members should
present their plans as listed on Form
8

2 Have group members review each
plan considering these points:

a. Do the job satisfaction strate-
gies represent different strate-
gies such as shared power. in-
creased competence, peer
support, and feedback on per-
formance?

b. Can the groupsuggest additional
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 all plans are reviewed. have
rash group summarize the problems
that were evidenced in the individual
plans.

D. Feedback

1 Have groups share problems that
were evident in the individual plans.

2 Review the criteria for checking staff
supervision plans.

41

See the individual learning activity for a list of
these points.

If needed. refer to Form 7, "Sample Staff
Supervision Plan." for clarification of the
process.

Provide consultation to the groups during this
activity.

4

See individual feedback section of this learn-
ing experience for these criteria.
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EVALUATION

PARTICIPANT SELF-ASSESSMENT QUESTIONNAIRE

1 61,ime tOplional)

Position Title

Agency Setting (Circle the appropriate number)

3 Date

4 Module Number

6 Elementary Si hoot 10 JTPA 14 Youth Services 18 Municipal Office
7 Secondary School 11 Veterans 15 Business/Industry 19 Service Organization
8 Postsecondary School 17 Church Management 20 State Government
9 College University 13 Corrections 16 Businessndustry Labor 21 Other

17 Parent Group

Workshop Topics

PREWORKSHOPNEED FOR TRAIN-
ING Degree of Need (circle one for
each workshop topic)

of
4 di)

0
4-

POSTWORKSHOP MASTERY OF
TOPICS Degree of Mastery (circle
one for each workshop topic)

* 4
.14 a4 ..* b 1. e. .. 0

4. et0. ..., 0.

1 Developing a management plan, to ensure
the completion of career guidance imple-
mentation objectives.

2 Assessing the ouality and completeness
of career guidance program implementa-
tion plans.

3. Developing a plan for collecting informa-
tion needed to monitor your career guid-
ance program management plan.

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

5 Developing staff supervision strategies to
support the successful completion of
career guidance program implementation
objectives

6 Assessing the quality of staff supervision
strategies

Overall Assessment on Topic of Ensure Pro-
gram Operations

Comments:

0 1 2 3 4 0 1 2 3

0 1 2 3 4 0 1 2 3

0 1 2 3 4 0 1 2 3

0 1 2 3 4 0 1 2 3

0 1 2 3 4 0 1 2 3

0 1 2 3 4 0 1 2 3

4

4

4

4

4

4
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Trainer's Assessment Questionnaire

Trainer Date' Module Number:

Title of Module:

Training Time to Complete Workshop: hrs. min.

Participant Characteristics

Number in Group ________________ Number of Males Number of Females

Distribution by Position

... Elementary School Youth Services

_ Secondary School Business/Industry Management

Postsecondary School Business/Industry Labor

_ _ College/University Parent Group

..__ ...._ JTPA Municipal Office

Veterans Service Organization

.._.____ . ... ____ Church State Government

___ Corrections Other

PART I

WORKSHOP CHARACTERISTICSInstructions: 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 affected 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 Reaction: (Participant reaction to content and activities)
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PART II

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

Not
Tsupt:

Group's Degree of Mastery

Little
(25% or less)

Some Good Outstanding
(24%40%) (51%45%) (over 75%)

Note: Circle the number that best reflects your opinion of group mastery.

Learning Experience 1
Group
Individual

Learning Experience 2
Group
Individual

Learning Experience 3
Group
Individual

0
0

0
0

0
0

2 3 4
2 3 6

2 3 4
2 3 4

2 3 4
2 3 4

Code:

Little:

Some

Good:

Outstanding:

With no concern for time or circumstances within training setting if it appears that less than 25% of the learners
achieved what was intended to be achieved

With no concern for time or circumstances within the training setting if it appears that less than close to half of
the learners achieved the learning experience

With no come' n for lime or circumstances within the training setting if it appears that 50%-75% have achieved
as expected

If more than 75% of learners mastered the content as expected
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PART III

SUMMARY DATA SHEETInstructions: In order to gain an overall idea as to mastery impact
achieved across the Learning Experiences taught. complete the following tabulation. Transfer the
number for 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

1 score (1-4) ____________ 1 = score (1-4)
2 score (1-4) 2 = score (1-4)
3 score (1-4) _ 3 = score (1-4)
Total Total

(add up) (add up)

Total of 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 will assist you in assessing the quality of the participants' work:

Module Title' Ensure Program Operations

Module Number' CG 0-1

Group Learning Activity Performance indicators to Be Used for Learner Assessment

Group Activity Number 1:

Assess the quality and complete- 1. Participants can list reasons for using a management plan:
ness of career guidance program Compliance

indicates whether program developed plan has been
followed

2. 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.

3. Participants have completed and reviewed a "PERT Chart"
that--

lists all key tasks and
shows reasonable time lines.

Group Activity Number 2:

Assess the quality of plans col- 1.
letting and using information
needed to monitor career programs

Participants can list steps in designing a monitoring plan:
Determine information needs
Collect information
Provide feedback

2. Participants have completed and reviewed a "Program
Monitoring Plan" that--

ists one way to measure each task.
ists who will measure each task.
ists when each task will be measured.
ists how feedback will be provided.
ists who will provide feedback. and
ists when feedback will be provided.
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Group Leming Activity Performance Indicators to Be Used for Learner Assessment

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

Ensuring job satisfaction
Resolving conflicts
Evaluating and improving performance

2. Participants have completed and reviewed a "Staff Supervi-
sion Plan" that--

assumes specific tasks and job roles:
lists strategies to increase job satisfaction which con-
sider at least two of the following: shared power.
increased competence. peer support and feedback on
performance: and
lists potential conflict situations which might arise
which consider staff at all levels and across all imple-
mentation tasks.
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This publication addresses how to set up, oper-
ate, and evaluate a career resource center. How-
ever, a number of concepts presented therein can
be used in the general operations of a career
guidance program. Portions of the document
deal with management such as PERT charting
and staff supervision.

Planning and Management Career Education
Dissemination Project Implementation Booklet
u7. Arland Benson. Roseville Area Schools.
Roseville, Minnesota, 1977

This guide provides complete information about
the planning 'management activities of the Rose-
ville Area Schools' career education project. It
suggests that the development of skills necessary
to plan and manage a comprehensive career edu-
cation program relate to the following objectives:
to be able to identify the elements of a manage-
ment plan (PERT chart): to be able to describethe
major multiplying (interaction) effects of the sev-
eral program components: to be able to Identify
starting points for program development where
the probability of success is high: and to be able
to identify local. state, and national sources of
funding for the program The guide provides
general information related to planning and man-
agement as well as complete documentation of
procedures that were used to plan and manage
the Roseville prog, am
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