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CHAPTER I

INTRODUCTION

A century ago the primary ingredients needed by a

person who wanted to enter the labor force were a desire

to work. a strong back, and a minimal amount of education.

However, society has changed with the passage of time.

Contemporary societies have had their cultural origins in

an emerging, highly complex, and technical civilization.

Because of the complexities of contemporary society, adults

are being faced with managing a culture dissimilar to the

one transmitted to them.

There has been a growing awareness of the social

problems of contemporary life and of the possibilities for

more extensive and better education in both the remedial

and the training roles. As a result of this increased

interest, there has been, since the Vocational Education

tremendous amount of activity to expand theAct of 1963, a

and to increase the total enrollment innumber of programs

and technical education.adult, In order tovocational,
avoid the possibility of inappropriate decisions and errors

1
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of analysis, planning for change in adult education has

been necessary. This planning, however, must be accom

plished within the traditional framework associated with

the purposes of education in a democratic society.

Adult education has rarely made its goals or

objectives operational and many times they have been stated

vaguely.

extremely difficult to implement and evaluate. Unless a

workable solution can be reached which will state what is

to be accomplished and how this goal is to be measured,

performance will continue to be difficult to assess. For

expanding the adult education system. Since individuals

spend their adult lives working, one of the most important

functions of education should be the preparation of stu

dents for success in their work experiences.

Although adults have been engaging in continuing

education in many forms for many years, there has apparently

been little awareness of a need for a system to implement

programs.

The following statement from the U. S. Department

of Health, Education, and Welfare indicated the lack of

homogeneity of programs in adult education:

This often results in objectives which are

this and other reasons, there are innumerable problems in
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The lack of continuity in adult education programs

in Jefferson County (Alabama) is indicative of the need

to develop a comprehensive model that will have implica

tions for many school systems. Although the present status

of adult education programs as a part of the public school

system is a comparatively recent phenomenon, educators

with an acute sense of perception and vision readily recog

nize its importance to the public school system. A great

deal of attention has recently been focused on the problems

with respect to the adults' abilities to assimilate job

training and to qualify themselves for available jobs. The

past few years have seen an awakening by many adults to the

changing forces affecting their lives. Their diverse

reasons for continuing education present both a unique

opportunity and a potential teaching problem.

1.U. S. Department of Health, Education, and Welfare, 
Perspectives of Adult Education in the United States and a 
Projection for the Future (Washington, D. C.: Government 
Printing Office, 1972), p. 55.

Adult education in the United States is local 
in nature. It is not a division of a national 
ministry of education, administered by the cen
tral government, but rather a complex mixture 
of private and public, national and local organ
izations operating under the law of supply and 
demand. It is a strong force in helping U. S. 
citizens govern themselves, but it is not an 
authoritative arm of the Federal Government.
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Mangano revealed some rather startling facts

regarding one segment of the adult population:

2

The central part of the problem relating to the

educationally deficient adult is unemployment. However,

there are innumerable factors underlying this occupational

problem, the focal point being functional illiteracy.

Another factor is the lack of marketable skills. The total

problem is much more involved and deeply ingrained.

A recent publication of the United States Depart

ment of Health, Education, and Welfare pointed this out.

2Joseph A. Mangano, ed.. Strategies for Adult Basic 
Education (Newark, Del.: International Reading Association, 
1969) , p. 3.

In this country today there are some 24 million 
adults, 18 years of age and older, who do not 
have the capacity to fulfill themselves, achieve 
personal goals, or build into their lives the 
values and aspirations of a free society. This 
figure increases by a million dropouts each year 
and an undetermined number of foreign born. 
They have less than an eighth grade education; 
nearly half of them, less than five years; and 
approximately 3 million have never attended 
school at all. A meaningful work role for these 
people is virtually out of the question because 
they do not possess the basic skills needed to 
get and hold a job.

It is related to a complex of personal, social, 
educational, occupational, family, and community 
factors. The comprehensive nature of the prob
lem would seem to call for a total approach to 
its solution. Thus, the solution presages newer.
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It is evidently a most difficult task to cast

aside the lethargic attitude which exists regarding adult

education and to make certain that little time is wasted

in helping individuals who have traditionally filled

unskilled jobs start the upward climb on the ladder of

success.

Participating in public school education and

securing a high school diploma, or the equivalent, have

become minimum requirements for the individual's advance

ment in the competitive world of work. The underemployed

and undereducated adult is strongly affected by the tech

nological aspects of change and automation that have

implications for his future. Adult education, with a

particularly critical role to play in a rapidly changing

society, must provide the information and knowledge which

3U. S. Department of Health, Education, and 
Welfare, Educationally Deficient Adults (Washington, D. C.: 
Government Printing Office, 1965), p. 1.

bolder patterns and directions in adult basic 
education; in pre-vocational and vocational 
training; in occupational counseling; in pro
gram materials, media, and methods of instruc
tion; in the recruitment and motivation of 
the unskilled, undereducated adults; in 
unprecedented coordination of the resources of 
industry, and labor, at national, state, and 
local levels.3
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individuals need to cope with evolving social and economic

conditions.

Any attempt, however, to depict accurately the

social setting within which adult education is accomplished

is limited by the lack of reliable data. The following,

quoted from the Third International Conference on Adult

Education, made this rather explicit:

The diversity and disunion of adult education as

observed throughout history have led to the conclusion

that the field lacks any master plan or design. Most edu

cators are deeply troubled by the absence of unity of pur

post of adult education programs. Increasing demands on

present offerings reflect needed reorganization of

resources and the provisions of training activities to

equip adult educators for tasks of differing complexity.

Continuous research and evaluation will be necessary and

Soundly based data collection and analytical 
systems, at all levels, are one of the defi
ciencies of adult education. This is of great 
concern to adult education and is one of the 
priorities of state and federal agencies. 
Until these systems are perfected and imple
mented, data and participants and programs 
will at best be limited.

^U. S. Department of Health, Education, and 
Welfare, Perspectives, p. 46.
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will, in turn, introduce the need for changes in adminis-

There are

considerable variations in administrative organizations.

programs, and motivations for initiating these new arrange

ments for learning. No clear pattern concerning adult

instructional methods is emerging. Yet the complex needs

of adults call for well-planned guidance and counseling,

and other auxiliary services, in addition to the education

and training provided in the programs.

It is apparent that positive steps should be taken

to alleviate the obvious discrepancies that presently exist

in adult education.

An objective study such as this one, with appro

priate research, analysis, and model building, should

reliability and validity of predictions and generalizations

can be determined.

model can be an invaluable aid in determining the positive

The systems approach can combine judg-steps to be taken.

ment and calculation to make decisions in a way that should

Employing systems analysis to develop a

provide the means whereby purposes can be clarified; con

sistent interpretations of data can be realized; and the

trative techniques and teaching procedures.5

5Ibid., p. 38.
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result in effective planning for the Adult Education

Division.

Mangano stated that, in the area of systems

analysis, upon completion of the project one would have

the following qualified information:

1.

2.

3.

Analysis can contribute much to decision-making by

tracing the implications of known alternatives in terms of

just as systems analysis treatsspecified goals. However,

goals as part of the problem, it also uses the evaluation

process to suggest improved alternatives.

The Adult Division of Vocational Education,

Jefferson County School System, does not use a comprehen

sive planning program to conduct adult education programs.

It is essential that a comprehensive planning format be

Systematized and organized research mate
rials in order to provide consistent 
interpretations of data and assure validity 
and reliability in predictions and 
generalizations.
Guidelines and instrumentation for institu
tional programming, career growth, and 
professional evaluation.
Identification of existing instrumentation 
or created instruments to meet program 
needs in the areas of evaluation, behavioral 
changes, and the organization of learning 
experiences.®

^Mangano, Strategies, p. 46.
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conducted to ensure maximization of adult education programs

in Jefferson County. A comprehensive plan should encompass

the aims of educational planning consonant with the eight

major steps which comprise the process of systems analysis.

The eight steps, as outlined in the Management Information

Service report, are as follows: (1) determination of need,

(3) identification of con-12) definition of objectives,

straints, (4) generation of alternatives. (5) analysis and

selection of an alternative, (6) development and pilot

implementation, (7) evaluation, and (8) feedback and

A thorough scrutiny of the programs of adult educa

tion provides identification of the limitations and

potentialities of the present organization. These limita

tions are largely financial problems, the lack of access

to the products of the new technology, the lack of training

Thus, potentiali

ties in adult education apparently seem unlimited.

"Introduction to Systems Analysis," Management 
Information Service, Report No. 298 (Washington, D. C.: 
International City Managers' Association, 1968), p. 1.

O U. S. Department of Health, Education, and 
We1fare, Perspectives, p. 4 0.

7modification.

g 
in their use, and the lack of planning.
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A comprehensive plan can provide a successful

forward step in the field of adult education in Jefferson

County.

Statement of the Problem

The Department of Vocational and Adult Education

of the Jefferson County Board of Education does not have

an established procedure for planning, developing, imple

menting, and managing programs in adult education. Pro

grams are developed as the need arises and current programs

are managed on an ongoing basis. This procedure creates

minimum operating effectiveness with a vast underutiliza

tion of resources.

This study attempted to show how systematic plan

ning could bring together the broad aspects of the decision

process in adult education. It involves defining objec

tives, laying out the structure underlying the decision.

generating alternatives, and evaluating the alternatives

in terms of the objectives.

The uncertainties relating to adult education

A systems model could addressprograms have been ignored.

the problems and help define the purpose. A systems

analysis could find significantly better alternatives by
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improving the understanding of the structure underlying

the decision.

Purpose of the Study

The purpose of this study was to develop a systems

model for adult education that could be utilized and imple

mented by the Jefferson County Board of Education, which

has a total enrollment of approximately 50,000 students.

This model could serve as the basis for establishing an

alternative process for identifying information and

developing and disseminating the information to the

decision-makers. It was anticipated that such a model

could have application to school districts having similar

characteristics and comparable sizes.

Significance of the Study

The development of an adequate adult education

system is a prerequisite to a successful program of train

ing for adults.

member of the public school organization will not be com

pleted by simply extending elementary and secondary educa

tion. It is

characteristics that demand different curricula, different

a different type of education with

The recognition of adult education as a

course content, different methods and materials, different
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counseling services, different training facilities, and

different teaching personnel. Members of the Jefferson

County Board of Education and Cabinet have expressed con-

systematic strategy for imple

menting adult education programs.

It was felt that this.study should encompass a

survey of the foundations and principles of adult education

that presently exist and should scrutinize the problems of

developing a comprehensive systems model. The nature of

the problem lends itself to the decision-making process

which involves setting goals, determining alternatives,

providing structure, and establishing evaluation procedures.

Delimitations of the Study

This study was limited to developing a systems

planning model for adult education, a subsystem of the

Department of Vocational Education, Jefferson County School

System.

Methodology

A search of pertinent literature was made to obtain

systems model for adult educa

tion. Information was sought from the following sources

through information-seeking form letters:

information for developing a

cern regarding the lack of a
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1. All 50 State Departments of Education—Adult

Division,

2. Selected members of the National Association

of Public and Continuing Education,

National Education Agencies,3.

4. Selected participants in adult education in

Alabama, and

5. Other selected sources.

Additional input was sought from the State Depart

ment of Education, Adult Division, and from other sub

systems of the Jefferson County Board of Education.

The Superintendent of the Jefferson County Board

of Education and his Cabinet have been appraised of this

study from its inception and the study has received their

input and support. Tentative approval has been received

for implementation on a pilot basis during the 1973-1974

school year beginning in September, 1973.

A panel of five selected leaders in Alabama and

surrounding states, representing various levels of adult

education, has approved both the tentative and finished

models. (See Appendix D.)
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Definition of Important Terms

Adult Education: Organized and sequential learning

experiences designed to meet the needs of adults and taking

place in the context of "learning organizations." To be

sure, all adult education involves adult learning, but all
9adult learning is not adult education.

A schematic representation of the relation-Model:

ships that define a situation under study. A model may be

mathematical equations, computer programs, or any type of

representation, ranging from verbal statements to physical

objectives. Models permit the relatively simple manipula-

Subsystem:

Supportive Services:

be secured to provide additional alternatives for

participants.

28.■^"Introduction to Systems Analysis," p.

Those services that can

1Carol Moore Vaughn, "A Systems Analysis of the 
Registration Procedure of Mankato State College, 1968-1969" 
(unpublished Master's thesis, Mankato State College,
Mankato, Minnesota, 1969), p. 9.

tions of variables to determine how a process, object, or

9Ibid., p. 1.

concept would behave in different situations.

An identifiable part of a system which 

can be treated as an entity in itself.
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System:

Systems Analysis: A cycle of definition of objec

tives, design of alternative systems to achieve those

objectives, evaluation of the alternatives in terms of

their effectiveness and costs, a questioning of the objec

tives and a questioning of the other assumptions underlying

the analysis, the opening of new alternatives, the estab-

and the related evaluation

An approach which concentratesSystems Approach:

on looking at a subject as a whole and an analysis of the

relationships among the parts. A systems approach facili

tates systematic and rational analysis with assumptions

made explicit, objectives and criteria clearly defined, and

A group of activities, men, machines, and

12_, . JIbid.
13Clay Thomas Whitehead, Uses and Limitations of 

Systems Analysis (Santa Monica, Calif.: Rand Corporation, 
1967) , p. 44.

14Robert L. Hooper, and others, Glossary of 
Selected Terms and Acronyms Used in Planning (Mankato, 
Minn.: Mankato State College, 1969), p. 5.

lishment of new objectives, 

activities.

alternative courses of action compared in light of their
14 possible consequences.

procedures united as an organized whole to accomplish a
, 12common purpose and task.
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Vocational Education: Vocational or technical

training or retraining which is given in schools or class

(including field or laboratory work and remedial or related

academic and technical instruction incident thereto) under

public supervision and control or under contract with a

state board or local educational agency. It is conducted

as part of a program designed to prepare individuals for

nicians, or subprofessionals in recognized occupations and

in new and emerging occupations or to prepare individuals

It excludes any program to prepare individuals for employ-

Organization

This study is organized and developed in five

Chapter I contains the statement of the problem,chapters.

purpose, significance and delimitations of the study, and

the methodology and organization used.

15
American Voca-

American Vocational Association, Vocational-
Technical Terminology (Washington, D. C.: 
tional Association, 1971), p. 73.

for enrollment in advanced technical education programs.

ment in occupations generally considered professional or

gainful employment as semiskilled or skilled workers, tech-

which require a baccalaureate or higher degree.
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Chapter II includes a review of related literature

dealing with the background and rationale for planning and

program development in adult education.

Chapter III presents the rationale for and

description of the systems model for adult education.

Chapter IV describes the organizational plan for

implementing the model.

Chapter V summarizes the study in terms of conclu

sions and implications for further study and investigation.



CHAPTER II

REVIEW OF RELATED LITERATURE

Adult education has traditionally been an extension

of a program or enterprise with some major purpose other

than that of educating adults. Numerous types of institu

tions, with an even greater number and diversity of pro

grams, have, from time to time throughout history, engaged

in what may now be generalized as adult education. Smith,

The early history of this country was fraught with

educational episodes which in retrospect may be labeled

adult education.

part of any global social enterprise.

largely isolated efforts of a few people concerned with

18

Background and Rationale for Planning 
in Adult Education

Yet these episodes were not considered a

efforts in adult education as "educational episodes."^
Aker, and Kidd have quite aptly referred to the early

Instead, they were

either their own intellectual growth or the "catch-up"

1Robert M. Smith, George F. Aker, and J. R. Kidd, 
Handbook of Adult Education (New York: Macmillan Company, 
1970), pp. 25-26.
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educative needs of a specific segment of society. Some of

these early episodes of adult education soon died; others

attached themselves to established social institutions and

continued to grow on into the twentieth century and there

fed upon conditions of expanding industrialism, incorpora-
2tion, governmental support, and professionalism.

Adult education today still suffers from many of the

same problems which characterized it in the early days of

this century. Adult education today is a natural outgrowth

from what adult education was yesterday. According to Shaw,

"it is a mixture of innovative and stagnant programs. a mix-

Adult education today is a combination of many

forces and a collection of many items—antique as well as

Its content runs from literature to literacy.modern. from

community action to philosophical reflection, or from the

study of external forces that drive society to the study of

internal forces that drive individuals. The "education" in

adult education includes the basic subjects normally taught

3

2 Ibid.

ture of education for jobs yet to be developed and for obso

lete jobs.

Nathan C. Shaw, Administration of Continuing 
Education (Washington, D. C.: National Association for 
Public School Adult Education, 1969), p. 25.
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in elementary and secondary school—reading, writing, and

Spanish. Also included are the advanced technology needed

today for adult vocational and the recreational and personal

development instruction needed by all kinds of individuals,

If the great diversity of programs and purposes and

participants in adult education today were not enough to

unnerve even the most dedicated adult educator, one need

only to project into the future to realize the magnitude of

the task remaining. It is expected that 50 per cent more

adults will be involved in adult education in 1982 than

were participating in 1962. This increase is obviously

much greater than the projected figure for adult population

increase. The scope of subjects in adult education pro

grams in 1982 probably will be approximately the same as it

is today; however, increased amounts of leisure time will

cause more participants to pursue recreational interests

"Rationale for Adult Education," 
the Sociological Backgrounds of 
n.p., PP- 5-6.

George F. Aker, 
Sagamore Conference on 
Adult Education, n.d.,

calculus as well as art, modern dance, and conversational

4 whether jobless manual laborers or overworked executives.

as well as training for specialized skills.5

4 Ibid., p. 12.
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A casual look at the literature revealed the

tremendous task facing adult educators in planning programs

to meet the great diversity of needs of adults in the

immediate future. Planning must take place not only to

meet changing needs but to enable adults to cope with

change itself. Adult education is needed to help society

change—to acquire new knowledge and understandings in

order to help persons mature. Careful planning can set

the conditions for change. It is difficult to name a more

If this task of planning adult educationdemanding task.

activities is to be taken seriously, a systematic approach

and data are essential parts of the support system for

According to Elam and Swanson, educational planning

is an attempt to control the future. Educational planning

involves predicting and assessing probabilities, and should

include several ways of dealing with a situation. In the

6
Seabury Press,

7 Kenneth H. Hansen, "Planning and Change: Design—
Decision—Action," Cooperative Planning for Education in 
1980 (Denver: Designing Education for the Future, 1968), 
p. 61.

Paul Bergevin, Dwight Morris, and Robert M. Smith, 
Adult Education Procedures (New York: 
1963), p. 8.

7 organized planning."

will be needed. According to Hansen, "Money, manpower,
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past, planning was not consistent, usually dealing with

critical situations such as the lack of facilities.

Occasionally a "grand design" was formulated, but few

workable suggestions were included. Elam and Swanson

suggested further than even these idealistic plans before

1960 did not contain elements.that were found in new plans

being presented to federal, state, and local education

agencies and to colleges and universities. They acknowl

edged the possibility that the most noteworthy educational

In response to some two hundred

information-seeking form letters sent by the author to

state departments of education and selected members of the

National Association for Public Continuing Education, only

two of the responding states indicated a comprehensive

planning program in adult education. No response was

received indicating comprehensive planning at the local

level.

Statewide planning for the adult education program

development in the next decade would be the use of new

o Stanley Elam and Gordon Swanson, Educational
Planning in the United States (Itasca, Ill.: F. E. Peacock 
Publishers, Inc., 1969), p. 61.

, ■ 8planning concepts.
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in Louisiana was basically implemented through four major

areas of concentration.

1.

2.

3.

4.

The Bureau of Adult Education of the State of

New Jersey has conducted a comprehensive planning program

for several years. Constraints (including limited fiscal

and staff resources, inadequate program planning, inability

to substantiate program accountability in cost effective

strategies were developed and employed to overcome these

Organization and coordination of the Adult 
Education staff and the Division of Com
munity Affairs as directed by the state 
superintendent in cooperation with local 
school systems.
Utilization of local adult education per
sonnel on planning committees and task 
force committees of specialized areas of 
concern to provide for a maximum of local 
input in the statewide administration of 
the program.
Financial planning by the local school 
systems for submission to the State Office 
for approval.
Use of statewide advisory groups repre
senting various organizations, businesses, 
industries, and community leaders not 
directly involved in local or state educa
tion programs.

9 Louisiana State Department of Education, "Methods
of Planning the Adult Education Program at the State
Level," Baton Rouge, Louisiana, 1971, p. 1.
(Mimeographed.)

ness, and cost benefit terms) were recognized, and
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limitations. Strategies employed thus far included the

following:

The Bureau further explained that:

The Jefferson County Board of Education,

Birmingham, Alabama, recently has undertaken a comprehen

sive systems planning program called Management by Shared

Objectives. Many of the guidelines, strategies, and con

straints of this program will be elucidated upon and

12-13.pp.

Planning should be the mutual effort of 
the community and the educators. It [New 
Jersey's plan] begins with a determination of 
the community's social, political and economic 
climate, with an emphasis on unmet educational 
needs and desires (context evaluation)....

. . . The Bureau believes that through 
planning with community input, both the pro
gram and community will benefit.

. . . steps taken to improve the management 
information system . . . , staff training 
activities for school district personnel, 
. . . development and implementation of the 
advisory committee concept at the district, 
county, and state levels . . . , concepts of 
community education and educational manage
ment utilizing a systems approach.

New Jersey State Department of Education, "Manual 
for Completing Applications for Community/Adult Education," 
Trenton, New Jersey, n.d., p. 1.

11T1_ • „Ibid.,
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integrated into the systems planning model developed in

Chapter III of this study as a subsystem model of the

total Jefferson County School System.

Planning the Adult Education Program

In the area of systems analysis, upon completion of

any particular project, one should have:

1.

2.

3.

tools have been developed and adapted for planning educa-

Planning tools which are being used intion programs.

education include the following: Philosophy, Goals, and

Objectives; Needs Assessment; Formative and Summative

Evaluation; Program, Planning, and Budgeting Systems; and

The necessity of theseManagement Information Systems.

Systematized and organized research mate
rials in order to provide consistent 
interpretation of data and assure validity 
and reliability in predictions and 
generalizations.
Provided guidelines and instrumentation 
for institutional programming, career 
growth, and professional evaluation. 
Identified existing instrumentation or 
created instruments to meet program needs 
in the areas of evaluation, behavioral 
changes, and the organization of learning 
experiences.

12Joseph A. Mangano, ed., Strategies for Adult 
Basic Education (Newark, Del.: International Reading 
Association, 1969), p. 46.

To accomplish a program of systems analysis, new
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new planning tools becomes obvious when one looks at the

fact that adult education in the United States has

developed somewhat chaotically in response to a great

variety of special interests and needs, rather than

systematically in response to some overall plan and pur-

Professional workers have tried to establishpose.

direction—a set of goals. After studying the adult edu

cation activities of governmental and non-governmental

agencies, one author set four major goals for the field:

occupational, vocational, and/or professional competence;

personal and family living competence; social and civic

The major issue which has plagued efforts to derive

goals has been "individual needs versus societal needs."

for goal formulation usually justified their positions

either by pointing out that such an emphasis is the essence

of democracy or by emphasizing that if the needs of the

individual are satisfied, then the needs of society will be

satisfied also, since society consists of and exists for

individuals. Words and phrases commonly used are these:

Those authors who emphasized individual needs as a basis

13Smith, Aker, and Kidd, Adult Education,

responsibility; and self-fulfillment.33

p. 33.



27

skills and knowledge necessary to make judgments about

social change; self-actualization; self-fulfillment;

liberal education; self-expression; realization of

potential; and creative arts and leisure education. One

example of individualism was offered in the following

statement:

There were other views concerning the importance

of individuality.

philosophy of adult education is the premise that educa

tion of the adult is the recognition of his individuality

and that education should be the enabling, creating, and

Another basis for goal formation is social needs.

Those favoring this approach contend that people do not

exist apart from groups and society—that out of people's

vast array of needs on which adult

Common in these formulationseducation should focus. are

I accept as the purpose of adult education 
the fostering of the growth of what is indi
vidual in each human being and the harmonizing 
of individuality with social unity, which 
unity should be based on a respect for 
individuality.

relationships comes a

It was suggested that basic to a

15_. . .Ibid.

14_,. , Ibid.

15 maturing of an ongoing process of self-differentiation.
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such words and phrases as social roles, developmental

tasks, institutional need, adjustment to change, and

transmission of the cultural heritage.

Finally, in searching for an all-inclusive goal for

adult education, the authors suggested that the goal of

adult education should be "the mature personality"—further

described by Smith, Aker, and Kidd as a person who was able

to live creatively with the "persistent paradoxes of human

existence:

Such a goal would serve the field by specifying the ultimate

objective in line with which immediate objectives could be

defined; furnishing a basis for bringing together all the

many parts of the adult education enterprise; removing the

Actually the adult educator, in the performance

of his role as an educational agent working with the

adult population of his community, has two alternative

He can operate in isolation, withincourses of action.

stability and flexibility, balance and activity, 
conviction and uncertainty, steadfastness and tolerance."^

p. 34.16 , . ,Ibid.,
17Tl_.Ibid.

necessity for competition; and clarifying the appropriate-
17ness of specialization.
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the framework of the social institution, or he can become

a dynamic force for the strengthening of democracy and

the achievement of orderly and intelligent social change.

Should he choose the first course, the adult educator will

not be faced with many problems that are complex in nature

or impossible to handle within the framework of the tradi

tional educational structure, but neither will he be

socially useful. Should he choose the second course of

action, he is faced with the necessity of understanding the

community--that complex social unit in which he operates—

and' with intelligent educational planning founded on the

social realities of his community.

The fulfillment of this vital role is inextricably

involved with need. Need is a complex concept, signifi

cant and far-reaching in its implications for the adult

Researchers and writers have devised many dif-educator.

ferent approaches to describing and defining the notion

of need. Essentially they have reflected two different

18 Samuel E. Hand, "An Outline of a Community Survey 
for Program Planning in Adult Education," Florida State 
Department of Education, Tallahassee, Florida, 1970, p. 40.

In so doing, the adult

educator may fulfill a vital role in the community and in
. 18society.
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interpretations. The first interpretation is based upon

the assumption of an inherent growth or need-fulfilling

tendency in man. For example, five sets of needs arranged

in a hierarchy of "prepotency" were set forth. Arrayed

in order of their likely emergence, these include physio

logical, safety, love, esteem, and self-actualization

needs. It was theorized that the emergence of one need

usually rested on the prior satisfaction of another need

which was more basic or prepotent. Thus, the satisfaction

of a given need sets up conditions in which higher level

needs may emerge. Conversely, the deprivation of a more

basic need resulted in activities which would require the

alleviation of that need before activities to satisfy

higher level needs would again be performed. In such a

perpetually wanting entity,a

fulfilling needs as they emerged.

A second interpretation of need was based upon the

assumption of equilibrium as a natural state toward which

Need is a condition existing between what isman strived.

and that which is more desirable. Need is a key instigator

of behavior because it creates a state of disequilibrium.

system, man was seen as

Man, then, is motivated to fulfill the need or find a
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substitute so that equilibrium between what is and what

should be is restored.

imbalance, a lack of adjustment, or a gap between a present

situation or state of being and a new or changed set of

conditions assumed to be more desirable. In this inter

pretation, a need always implied a gap.

This interpretation provided a framework which

could be useful in the development of adult education pro

In utilizing this framework it was necessary to begrams.

able to compare what is (the present situation) with what

The result of

this comparison will be the gap or the need. A need might

be expressed in terms of the level of knowledge that one

possessed, the present attitude one had, or the skills that

It might be interpreted in terms of desiredone possessed.

Three sources of information identified as helpful

in the determination of need and in the development of edu

cational objectives were the potential students themselves;

contemporary society, or the social and economic environment

Thus, a need represents an

economic, social, or environmental changes or in terms of
19 practices to be followed.

p. 61.19 Smith, Aker, and Kidd, Adult Education,

should be (the more desirable condition).
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No single

source of information is adequate to provide a basis for

wise and comprehensive decisions about educational objec

tives . Each of the above mentioned sources has its own

part to play in providing potential educational objectives.

Involving the potential student himself often requires the

adult educator helping the student to develop skill in

The ability to recognize needs was directly

involved with the establishment of objectives. A useful

concept in program development was that of levels of objec

tives. The exact number of levels was relative. The

planner can state objectives with degrees of specificity

at several levels.

very broad statement—such as to improve society—to the

other very specific extreme—such as to acquire skill in

dancing the hula. Broad statements are useful in describing

the objectives of the institution or agency. Intermediate

level statements of objectives should indicate what the

specific program or project is to accomplish. Such objec

tives may be stated in terms of economic or social ends to

The two extremes might range from a

of the student; and the subject matter area.

20T, Ibid., p. 62 .

20 recognizing his needs.
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Levels of objectives provide a broad frame

work from which to view the cohesion and integration of the

overall adult education program. The specific educational

objectives that a given course, unit, meeting, or activity

are designed to achieve should be identifiable with one or

more of the general objectives for a program or project.

A number of different meetings. and other activi-courses,

ties should all contribute to the objectives of a program

or project. Thus, the cumulative effect of the more

specific objectives should describe the operationalization

of broader goals or ends the agency seeks to achieve. In

like manner, broad objectives establish boundaries which

help narrow and refine the specific educational responsi

bilities of the agency or institution.

In its simplest form, these judgmentssimilar process.

involved The

process involved making a judgment about a situation which

existed or which had existed as compared with some standard

about the idealness of the situation. In program

a comparison of what is with what should be.

and "ends assessments," which were carried out by a

Objectives were related to "means assessments"

, U- J 21be achieved.

21Ibid., pp. 62-63.



34

evaluation—that is, in assessing the education objectives

attained—the criteria or standards used are found in the

behavioral objectives formulated for the program. Con

sequently, evaluative measures should be consistent with

the level of objectives formulated. In assessing the

adequacy of other aspects of the program—such as assess

ment of the means utilized—the criteria or standards used

attributes of good instructional programs. Examples might

include the minimum lighting standards for adult classrooms

or appropriate readability levels for textbooks. These

criteria, or standards, established by experts—as a result

of experience, research, and judgment—were important only

to the extent they affected attainment of educational ends.

The practitioner will often report educational effort (time

and money used, materials distributed, instructional staff

employed, and so on) , learning experiences provided (number

of meetings held, type of text used), and participation

(attendance or enrollment) as the basis on which the pro-

These variables are important,gram was to be evaluated.

but only to the extent they might explain the educational

It isresults attained on the part of the student.

in forming judgments were found in what experts defined as
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essential to distinguish between means and ends if

evaluative efforts are to be used.

Adult educators evaluate for a variety of reasons,

the foremost being the desire to have a basis for program

improvement. By assessing the influence of instructional

more-or-less rational basis can be established from which

to make program decisions.

Some adult educators were concerned with evaluation

only because they had to justify the continued existence

of the program or agency. It would seem logical that

observable behavioral changes in terms of knowledge, atti-

or skill on the part of the student (or behavioraltude,

products resulting from such change, such as jobs acquired,

income) would be the ideal basis for program improve-more

Yet experience seemed to indicate thatment or reporting.

the practitioner was more likely to report efforts expended

or learning opportunities provided than educational

attainment. And, unfortunately, where educational attain-

these data were related to the educational objectives of

the program.

tests and the associated achievement scores, whether or not

ment was reported, there was a tendency to use standardized

strategies or materials used on educational outcomes, some
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Among the reasons for the lack of assessment that

have been advanced were that there was no real basis on

which to evaluate. In these instances, it was likely that

no ends or objectives had been identified for the program

A second

reason advanced was that the program objectives were often

too intangible to evaluate. The stated objectives might

be so broad that they were impossible to operationalize

in behavioral terms, or they might be so vague that almost

anything could be construed as relevant to their attain-

A third reason that evaluation was neglected hadment.

to do with administrative lethargy. Evaluation—sound

evaluation—takes work. Time and effort are required early

in the program to plan evaluation procedures adequately and
22to implement such procedure whenever necessary.

Program evaluation, an essential part of program

development, consists of more than the private judgments

that people make about the worth of the adult program.

Effective evaluation consists of making judgments of

effectiveness, based on empirical data, in a way which will

71-72.

or to cover some given area of subject matter.

other than to implement some technique, to use some device,

22 Ibid., pp.
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contribute to program improvement. Like program develop-

the evaluation process is continuous and shouldment,
23involve all persons associated with the adult program.

Frequently the educator—both the administrator

and the instructor—felt that time was too valuable to

"waste" Even when the desire existed onon evaluation.

the part of the instructional staff to evaluate accomplish

ments, demands for the performance of other activities

often took precedence over activities directed toward

evaluation.

Finally, there was the possibility that a program

would be criticized if people discovered negligible results.

Apparently this was the intent of evaluation—either to

improve programs or to weed out the least effective pro-

Yet the insecure educator might not want to knowgrams.

how well he was doing. Those educators who were genuinely

concerned with quality could upgrade their efforts by

recognizing that program evaluation was an integral part

of the planning and implementation of the education pro

ft limited increase in attention to evaluation duringgram.

23Alan B. Knox, Program Evaluation in Adult Basic 
Education (Tallahassee, Fla.: Research Information 
Processing Center, Department of Adult Education, Florida 
State University, 1971), p. 1.
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A prime impetus behind the new forms of planning

in the field of education was found in federal grants

which. in some cases, provided a direct subvention for

new forms of planning or for related information systems,

basis for a grant to support given types of activities and

programs.

It was

still uncertain, however, how this idea should be applied

to education and how much help it would provide in identi

fying the elements of an effective educational enterprise

for contemporary society or in relating the elements to

The Department of Health, Education, and Welfare

(HEW) has followed other federal departments in adopting

the planning, programming, and budgeting system. HEW

Secretary John W. Gardner, in "The Secretary's Letter" for

and Kidd, Adult Education, pp. 73-73.

Elam and Swanson, Educational Planning, p. 58.

as a

was "Program, Planning, and Budgeting Systems."

In education, as in other fields, the new term

24 Smith, Aker,
25

and, in other cases, required the submission of plans

one another in a functioning system that interacted freely
25 with other social systems and with the entire society.

the planning and implementation of the program would
24 materially improve results.
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July, 1967, stated that Americans were beginning to realize

the importance of orderly planning. Goals must be formu

lated and then achieved. According to Elam and Swanson,

"effective self-criticism is the best kind of medicine for
,,26organizations as for individuals.

Shaw listed the following as criteria for estab

lishing the framework of program budgeting:

3.

4.

5.

6.

7. 27

Shaw expressed the need for program budgeting in

the following statement:

a

1.
2.

Easily understood by public and board.
Compatible with current accounting 
practices.
Provides information leading toward 
improved educational programs.
Focuses attention on fiscal impact of 
policy decisions.
Flexible in development to provide for 
change.
Designed so that quantitative or qualita
tive measures could be applied.
Implemented in phases moving from simple 
to complex over a number of years.

[It is] ... to break down the components of 
good education into measurable units so that 
legislators and the voting public can compare 
the degree of achievement with the amount of 
money being spent. . . . The public is

27Shaw, Continuing Education, pp. 111-12.

26... .Ibid., p. 51.
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While this information is valuable as a criterion

Shaw commented on balance inrequire more specific data.

education programs:

29

The concept of optimum output pointed to the advantages of

the computer in education. These advantages could be both

general and specific. According to Shaw, an important con

tribution of the computer was that of information retrieval:

The availability of this service is particularly helpful

112.

111.

The key to information retrieval capability is 
adequate planning and file development that 
secures and maintains all of the information 
that will be requested at some indefinite 
later date.-50

interested in how much of the educational 
dollar goes to basic skills, how much goes to 
vocational subjects, and how much goes to 
welfare programs.2*5

The existing balance in education programs is 
basically an intuitive balance. There seem to 
be no objective criteria for prescribing in 
detail exactly what should be accomplished in 
each program. . . . By costing out each course, 
school administrators could shift course 
emphasis to obtain optimum educational output 
based on available financing.2*5

29 Ibid.
30Ibid., p.

28_. . , Ibid., p.

of the dimensions of adult education, future programs will
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during the budget development process. For example,

immediate and exact information would be available if

salaries were to be adjusted at suggested new rates.

The ingenuity of the human being, together with

the capabilities of the computer creates an impressive

intellectual factor with many possibilities. Among these

possibilities were the increasingly effective financing

and budgeting of funds for adult education programs.

Because the purpose of any program is to attain the desired

outcomes, directors in the field of adult education have

both the privilege and the responsibility of utilizing all
31possibilities which help them realize their goals.

Staff

Few major systems exist wherein the sole intent is

that of providing education for adults. Most systems

utilize, for the most part, existing curricula, facilities,

The exception to this is usually the addi-and personnel.

two supervisory personnel and two or three

instructors functioning in adult basic education. Adult

education is treated as a supplemental function of the

116.

tion of one or

31T, . .Ibid., p.
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mainstream of the educational thrust. Adults often are

There were many prominent adult educators who felt

that the adult education process should be exorcised from

the general educational system, and there were a few states

in which attempts had been made to develop a bona fide

adult education structure. The research on staffing an

adult education program could be classified into four major

categories: administration, supervision, instruction, and

supportive. These four classifications were generally

While no function of the staff should be considered

of lesser value than any other, the administrative staff is

vitally important, for no organization can exceed the

limits imposed upon it by the administration. The

California State Department of Education's Handbook on

Adult Basic Education epitomized the adult administrator

as follows:

. . . The administrator of an adult program 
must approach the model of what is sometimes

32 California State Department of Education, Hand
book on Adult Basic Education (Sacramento: California
State Department of Education, 1972), p. 55.

recognized as constituting an acceptable, or at least a

workable, structure.

32 given very little consideration.
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33

Additionally, the adult education administrator

must be responsive to the needs and desires of those he

An effective means of sampling these needs andserves.

desires might be in the form of an active advisory com

mittee or through the use of diligent community relation

A generally accepted philosophy was that the

administrator should be more concerned with the overall

program and the image of the school in the community than

with the routine supervision of the personnel under his

jurisdiction. Supervisors can be utilized effectively in

the supervision of instructional and supportive personnel.

described as an educational statesman. His 
personal responsibilities call for unlimited 
patience, persistence beyond the ordinary, and 
a zeal for education paralleling that of the 
committed missionary. He is frequently the 
spokesman for adult education before the school 
board and the community and, in addition, must 
supply the insights, the leadership, and the 
vision necessary to assure the balanced growth 
of the program. The administrator must look 
well into the future to assess the changes in 
his community which have a critical effect 
upon the services the adult program must 
offer. . . .33

Ibid.
34 Ibid., p. 1.

34 activities.
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Shaw had the following comments concerning the role of the

public school director:

The end result of the function of a good administrator has

been adequately summed up by Knowles in his book Modern

Practice of Adult Education. Knowles stated:

36

. . . the unique responsibility of the public 
school director is derived from the nature of 
his preparation, the conditions of his employ
ment, and the institutional setting in which he 
works. He is publicly employed and, hence, is 
responsible to all sectors of the community.
He has a view of the entire community from which 
he can note pockets of need, concentrations of 
resources, possibilities for conflicting or 
complementary efforts, and levels of success in 
continuing education projects. He has the 
advantages of continuity of service and access 
to such supports as instructional experts, 
secretarial services, communication, media, 
meeting facilities, and professional or community 
leader endorsement. In some communities he is 

' the only professional person with this unique
set of resources. In others he is one of a group 
of persons in position to facilitate voluntary 
coordination among community agencies. . . . ■>

. . . the process of translating a program 
design into a flow of people and materials 
through a system of activities is the function 
of administration, and it is in this process 
that the principles of andragogy are most 
frequently ignored or violated. . . .

^Malcolm S. Knowles, The Modern Practice of Adult 
Education: Andragogy versus Pedagogy (New York: Associa
tion Press, 1970), p. 161.

35Shaw, Continuing Education, p. 113.
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Finally, it must be recognized that an integral

part of the administrator's roles of overall program

supervision and community relations is his ability to

evaluate the effectiveness of the program he generates.

It is this evaluation, when properly executed, that is

responsible for continued program improvements and program

effectiveness. Instructional personnel need and often

rely upon evaluation to point out areas of their program

which need change. According to Thatcher:

Working in conjunction with the administrator of

adult education program is the supervisory personnel.an

They can work in either an advisory or line-type super-

the role of chief adminis-visory capacity. In many cases.

This concept istrator and school supervisor may be one.

37 John H. Thatcher, ed., Public School Adult Educa
tion, A Guide for Administrators (rev. ed.; Washington, 
D. C.: National Association of Public School Adult 
Educators, 1963), p. 109.

It should always be remembered that the 
purpose of evaluation is to measure the effec
tiveness of training and to determine whether 
or not the training which was given was of the 
right kind and whether it was well done not 
merely to justify the training effort. 
Obviously the true evaluation of any program 
can be measured only in more effective job 
performance. . . . '
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especially prevalent among smaller systems and may be

adequate in all but the very largest of systems. In

either case, the same job functions and operational

characteristics hold true. The National Association of

Public School Adult Educators commented on supervision:

Of course, in the larger system, the magnitude of the very

jobs themselves may require varying degrees of division.

It may ultimately be impossible for one man to assume

control of all the supervisory responsibilities necessary

When this occurs,in a large system. a staff of super

visors may become necessary with each supervisor being

tasked by written job descriptions with specific responsi-

Austin differentiated among the kinds ofbilities.

coordinators:

There are supervisors or coordinators of 
citizenship objectives, of activities objec
tives, of aesthetic objectives, of health 
objectives, and of life work objectives.
Each supervisor is charged with the responsi
bility of helping every teacher in the school

Adult schools vary in size from the small 
school where the principal is the only super
visor to large systems which support an adult 
education staff. However, the same basic 
principles of supervision apply, regardless of 
the size of the adult education program.

o q
Ibid., p. 97.
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39

Although the supervisor may have many secondary

responsibilities, he should keep in mind that the primary

responsibility of any school supervisor is to aid the

instructional staff in providing the best possible educa

tion to the clients served. Thatcher quoted the following

objectives of supervision:

The improvement of the instruction aspect of super

vision is one of the most essential. and yet, due to the

autonomy normally awarded to the classroom instructor, it

is usually one of the hardest to implement. A good super

visor should carefully structure his comments and actions

to avoid being offensive and to maintain rapport with his

39
Holt, Rinehart, and Winston,

attain the educational outcomes desired in 
each subject with relation to his particular 
objective. . . .39

The objective of supervision in adult 
education is to improve the quality and 
effectiveness of classroom teaching. It is 
based on the idea that no teacher is perfect 

' and that good teachers desire to become 
better teachers. Since adult classes are 
attended on a voluntary basis, the highest 
quality of teaching is essential to maintain 
a good program.^

David B. Austin, American High School 
Administration (New York: 
1962), p. 37. 

4 0Thatcher, Guide for Administrators, p. 97.
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particular program. An instructor should be encouraged

to utilize methods which are comfortable for him as long

as they produce results.

change must take place, the effective supervisor will try

creation. Effective supervision must be accepted and

understood by teachers. The supervisor should encourage

each teacher to formulate his own methods. An effective

supervisor should have teaching experience, make sugges-

Learning is as necessary to the supervisor's

effectiveness as The super

visor must daily learn better and more effective ways of

supervising those under his control. He should,

requirement of his job, constantly observe, evaluate, and

recommend in a manner and with a method which will add to

the harmony of the teacher-supervisor relationship.

Thatcher commented on the function of the supervisor:

are his supervisory functions.

When it becomes apparent that a

instructors, especially if he is the sole supervisor in a

to encourage changes which appear to be the teacher's own

as a

tions that encourage teachers to think, and plan in
41creative ways.

41Ibid., p. 98.
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Since the adult instructor is often hired

part-time basis, perhaps employed in industry or as an

instructor in another area in the daytime, he may be

as to the adequate methods of evaluating the effec-unsure

tiveness of his program. The instructor must rely quite

heavily upon the inputs from students and administrators.

He must be extremely responsive to any measure of change

indicated by these evaluations, but at the same time stand

ready to defend those principles he feels essential to the

performance of his job. The relationship between the

teacher and the student affects not only the atmosphere

To help an instructor make the transition from

teaching at the primary or secondary level to that of

teaching adults, it has often been suggested that special

training should be provided for certification in teaching

Such training could include the presentation ofadults.

but certainly an improbability for all but the 
most gifted.43

in a particular class but also the climate of the entire
44program.

on a

4 4California State Department of Education, Adult
Basic Education, p. 55.

43 Ibid., p. 99.
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a unit by a group followed by discussion of the teaching

methods. Adult educators should be aware that a wider range

of knowledge is expected of them by their students than

would normally be called for in an elementary or secondary

school. Teacher training institutions, as well as the

administrators of adult programs should take this into con

sideration when developing the criteria for employing adult

education teachers. Thatcher stated that:

More importantly, the specific background of the instructor

should be carefully weighed and verified prior to employ-

The instructor should be respected by all involvedment.

It is often best to use local persons whopersonnel. are

known in the community. The Iowa State Department of Educa

tion, in "Policies and Procedures for the Operation of Adult

and Continuing Education Programs," established criteria for

the selection of adult education instructors as follows:

45,Thatcher, Guide for Administrators, p. 106.

[The] adult education instructors will be 
selected on the basis of interest, experience,

Adequate academic status should be afforded to 
adult education as a discipline. More profes
sional adult educators must be trained and 
adult education research intensified. Such 

' research should be problem oriented and multi
disciplinary in its approach.45
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Supportive services, another phase of the adult

are also basic to the total program. In adultprogram,

programs, supportive services usually include such areas

as secretarial help, janitorial services, transportation.

and registration and admissions. However, other phases of

supportive operations are rapidly being incorporated into

These areas include suchthe adult education programs.

services as counseling, library, facilities, and food

The manner in which these services are handledservice.

can aid a weak program or can go a long way toward

The California State Departmentdestroying a good program.

of Education commented on supportive services:

training, and availability in the program. 
Where Department of Public Instruction 
approval or certification is required of the 
instructor, these standards will be met. In 
most cases instructors will be selected from 
the local community. . .

6Iowa State Department of Education, "Policies and 
Procedures for the Operation of Adult and Continuing Educa
tion Programs," Des Moines, 1971, p. 6. (Mimeographed.)

The members of the classified staff can 
contribute much to the overall smoothness of 
the adult program operation. There are many 
occasions when they have a direct and impor
tant contact with the student and the public 
at large. The work of the classified staff is 
a critical factor in the judgment the public 
forms about the adult program even though the
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Curriculum

The development of a modern dynamic curriculum

should be of foremost concern to the director of an adult

education program. It also should be a matter of direct

and indirect concern to all adults, since opportunities

for lifelong learning are a vital part of living in every

modern community.

The success of a community adult education program

could, to a large degree, depend upon the knowledge and

skill of the director in curriculum development. Con-

carefully planned approach and by the utilization of

59.

siderable frustration and failure could be avoided by a

47 California State Department of Education, Adult
Basic Education, p. 55.

4 8Thatcher, Guide for Administrators, p.

exposure may be quite limited. Is the adult 
office brisk, businesslike, and warmly per
sonal? Are the grounds about the buildings 
clean and well-groomed? Are the hallways and 
classrooms clean and fresh? These questions 
are unconsciously raised by the patrons of 
adult programs. Affirmative answers to them 
have a positive effect on the kind of public 
relations enjoyed by the adult programs.

48 accumulated knowledge.



54

An important concept to remember in building a

curriculum for adults is that adult education is a vital

part of the total education program of the schools and of

every modern community and should socially benefit every

citizen. Since the needs and interests of people in com

munities are varied, the program should be sufficiently

comprehensive to touch the common areas of living, such

as citizenship, home and family living, vocational

interests, avocational concerns, and moral and spiritual

The scope of the adult education program is broad

and encompassing.

educators should seek to involve as many people and agencies

in the program as possible. The same suggestion is made in

the area of curriculum development.

supervisors, administrators, the adult education advisory

committee, the staff of the state Department of Education,

and community agencies should be involved in curriculum

Alabama State Department of Education, A Handbook 
for Adult Basic Education (Montgomery: Alabama State 
Department of Education, 1972), p. 48.

Ibid.

As a result of its vast scope, adult

Students, teachers,

49 development.

, , 50development.
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In curriculum development, whether it be for adults

or young students, measurable objectives should be written

to provide direction. The more general levels of objec-

riculum development, afford little help to the classroom

teacher or instructional technologist who is involved in

Objectives which

are used in the various education programs for adults

should be very specific. Morgan listed the following as

or other educational activities for adults:

1.

2.

3.

4.

(Chicago: 
pp. 25-26.

They should be functional, definite, and 
attainable.
They should indicate the specific changes 
that are to be made in behavior of the 
people being educated.
They should be so formulated that the 
degree of their achievement may be evaluated. 
They should usually be stated in terms of 
knowledges, understandings, abilities, 
skills, interests, appreciations, ideals, 
practices, or habits.^2

and maintained; traditional objectives fail for many reasons

desirable characteristics of good objectives for courses

tives, while being relevant to program planning and cur-

S^Terry J. Puckett, "Advantages of Behavioral 
Objectives," State Technical Institute, Memphis, Tennessee, 
1970, p. 1.

52Barton Morgan, Methods in Adult Education
Interstate Printers and Publishers, Inc., 1963),

instructional material development.51
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The content of adult education has neither

horizontal nor vertical limits—instances of adult educa

tion can be found touching every body of knowledge known

to man involving all levels of sophistication within each

body of knowledge. Content at any level which reflects

the adult's interest and need to know appears to be the

Adult education curriculum will be considered in

the two areas of adult basic education and adult vocational

education. The adult basic education curriculum should be

designed to provide information which will help the par

ticipant solve immediate life problems and which will

enable him to better understand the societal structure to

which he must adapt in order to become one of the advan

taged rather than one of the disadvantaged. Therefore,

adult basic education should be thought of as a twofold

program—a program which will develop the tools for

upgrading skills and bringing about behavioral and atti

tudinal changes in the participant. It is necessary to

design a total program which will enable the student to

Adult Basic Education Pre-Institute Seminar, 
Wayne State University, Adult Learning (Washington, D. C.: 
U. S. Office of Education, 1967), p. 28.

legitimate concern of adult educators.
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become more marketable in the job market, more effective

The instructional process in adult basic education

is affected by several key decisions made by those respon

sible for its planning and implementation. All levels

indirectly involved in these decisions. The emphasis found

in adult basic education instruction can be traced back to

key sources of goals. These sources include legal prescrip-

The emphasis in this legislation is twofold, consisting of

the development of literacy skills and vocational compe-

Other sources of goals are the analysis of societaltence.

expectations and the analysis of the clientele with whom

occupational education are as follows: trade and indus-

of adult basic education personnel should be directly or

a con-as a parent, and more knowledgeable and active as

Common curriculum areas in adult vocational or

Robert E. Snyder, Decision-Making in the Planning 
and Implementation of Instruction in Adult Basic Education 
(Tallahassee, Fla.: Florida State University, 1971), 
p. 15.

54_. . , Ibid.

tions found in the Adult Education Act of 1966, as amended.

trial courses, apprentice training, business education,

basic education is most directly concerned.^

54 sumer and citizen.
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Classwork in the adult vocational education area

is composed of both theory and laboratory practice. In

the theoretical aspects, factual information, principles.

concepts, and generalization are taught. The mode of

organization is determined by an analysis of what workers

do in a particular job and of what responsibilities they

fulfill as a part of the job. Some additional units of

study may be devoted to topics of a more general nature.

providing an understanding of social and economic matters.

The old method of a single teacher with a limited

number of pupils at various levels of educational achieve

ment that was developed for the rural schools of America

has been reintroduced to provide individual learning

opportunities for adults. This method has been augmented

and supplemented with the new educational technology.

including programmed materials and texts, as well as

distributive education, agricultural courses, and technical
56 courses.

^Thatcher, Guide for Administrators, pp. 72-73.

57Morgan, Methods, pp. 179-81.

such as labor unions, job success, social security,
57 insurance, and job benefits.
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mechanical devices, readers, pacers, video tape recorders,

magnetic recorders, and, in some instances, computer based

Success in applying innovative curriculum practices

within adult education programs depends not only on the

degree of outward enthusiasm of the staff for innovative

education and training programs but also on the degree to

which a total and comprehensive systems approach is
59utilized to obtain a total effect.

Goodlad has pointed to the necessity for eliminating

the obsolescent and embracing the innovative:

Bloom reported that his investigations of indi

vidual differences in learning supported the view that

and

The incidents of dropouts, alienation, and 
minimal learning suggest that many adult pro
grams are obsolescent. They were designed for 
a different culture, a different conception 
of learners and learning, and a different 
clientele.

6°John Goodlad, "Learning and Teaching," National 
Education Association Journal, February, 1968, p. 48.

59Glenys G. Unruh and William M. Alexander, 
Innovations in Education (New York: Holt, Rinehart, 
Winston, Inc., 1970), p. 2.

5 8National Advisory Council on Adult Education, 
United Nations Educational, Scientific and Cultural Organi
zation Questionnaire (Washington, D. C.: U. S. Office 
of Education, 1971).

• 4. *-■ 58instruction.
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conventional programs relying on traditional curriculum

formats reduced opportunities for learning and, in fact,

contributed to student alienation. Bloom observed that

most instructors seemed to expect about one-third of their

students to fail or drop out, another third to be mediocre,

and about a third to learn adequately what was presented.

As the program continues, these expectations become self-

fulfilling and are conveyed to the students through the

materials and methods of instruction. Bloom asserted that

such preconceived expectations prevented staff and students

from achieving adequately, that motivation for learning was

reduced, and that such expectations worked against the
61development of the ego and self-concept of the students.

According to Flanagan, major deficiencies in

present curricula structures were suggested by the exten

sive study conducted under Project "Talent":

Inadequate provision for individual1.

differences.

Failure to assist the learner in developing2.

Benjamin Bloom, "Learning for Mastery," 
Evaluation Comment (Los Angeles: Center for the Study 
of Evaluation of Instructional Programs, May, 1968), 
p. 1.
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educational and occupational development.

Failure to develop decision-making ability in3.

learners and need for emphasis on learning how

to learn, how to think, and how to make choices.

4. Lack of adequate planning and preparation for

appropriate occupational roles.

Deficiencies in curricula and instructional5.

Educational leaders see a need for the individu

alization of instruction because of individual differences

According to Weisgerber, Gagne's condi-among all adults.

tions of learning, Briggs's monograph on instructional

media and sequencing of instruction. Carroll's article on

learning from being told, and Cronbach's four procedures

for adapting instruction to the individual differences of

According to

Weisgerber, Cronbach's four procedures for adapting

6 2John C. Flanagan, "Functional Education for the 
Seventies," Phi Delta Kappan, September, 1968, pp. 27-32.

a sense of personal responsibility for his

6 3R. A. Weisgerber, Developmental Efforts in Indi
vidualized Learning (Itasca, Ill.: Peacock Publishers, 
Inc., 1971) .

62 methods.

students have all contributed to a better understanding of 
how to individualize instruction.^
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instruction to the individual differences of students

included varying the time given the learner for completion

of a fixed set of instructional materials, matching goals

to the individual, erasing individual differences through

the development of requisite skill prior to initiating work

with the instructional materials, and adapting to indi-
64vidual differences by altering instructional methods.

Assessment is important to the ultimate success
65of the individualized program.

An individualized adult education program should

include a systematic plan of gathering and maintaining

information about student progress and development which

According to theuses a variety of measurement approaches.

U.

vidualized program should permit the following goals:

1.

2.

Providing accurate information to teachers 
about initial status and gains in skill and 
personal development of each student. 
Lesson plans and class procedures may then 
be planned on a more realistic basis. 
Diagnosing needs of students in the skills.

64 .Ibid.

^James A. Dinnan, Teaching Reading to the Dis
advantaged Adult (Englewood Cliffs, N. J.: Prentice-Hall, 
Inc., 1972), pp. 5-6.

S. Department of Health, Education, and Welfare, an indi-
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3.

4.

According to the Florida State Department of

Education, the following should be kept in mind when

selecting, administering, and interpreting tests:

1.

2.

3.

4.

5.

6.

To evaluate is to determine the value or worth of

66

Select with care each measuring device based 
upon the task to be accomplished.
Make sure that all tests are administered 
under favorable working conditions. The 
best tests will give useless results if 
they are not administered well.
Elicit cooperation, and promote rapport so 
that the individual is free of anxiety and 
able to do his best.
Administer tests strictly in accordance with 
the procedures outlined by the authors. 
Interpret test results to the individual in 
understandable terms and in relation to his 
future educational or vocational planning. 
Do not assume or read into the test results 
beyond those intended by the authors.67

Evaluating student achievement continuously. 
Administrative planning may be accomplished 
on the basis of valid information about 
student groups, and reports may be made on 
the basis of objective information rather 
than on impressions or subjective appraisals. 
Determining students' eligibility for 
certification.66

U. S. Department of Health, Education, and 
Welfare, Curriculum Guide to Adult Basic Education 
(Washington, D. C. : Government Printing Office, 1966), 
p. 53.

6 7Florida State Department of Education, A Refer
ence Source of Tests and Other Evaluation Instruments 
(Tallahassee: Florida State Department of Education, 
1972) , p. i.
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something, and worth is expressed in relation to some type

of criterion. However, many types of criteria are used in

evaluating the school curriculum. For the purpose of

reviewing these types, classification according to source is

useful; i.e., aims and objectives as criteria, achievement

standards as criteria, criteria developed by external
68authority, and criteria developed by the planning group.

Recent attention has been given not only to plan

ning and providing greater coherence and continuity in

programs but to the evaluation of results. There has been

an increasing concern for stating the objectives of a pro

gram in measurable terms, in defining more specifically the

audience for a particular program, and in obtaining par-

The formulation of the curriculum should consider

primarily the educational needs of the students being

During the formulation of the adult educationserved.

398.

curriculum, the directives and recommendations of the State

r RGalen J. Saylor, Curriculum Planning for Modern 
Schools (New York: Holt, Rinehart, and Winston, Inc., 
1966), p. 233.

6 9 Smith, Aker, and Kidd, Adult Education, p.

ticipation by the learner in planning and assessing the 

results of the program.
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Department of Education should be followed, and the final

curriculum should be submitted to the District Board of

Education for approval. The adult education curriculum

should be evaluated at a regularly scheduled time interval.

The evaluation process should include and follow an

instrument or a guide which has been accepted or adopted

by the State Department of Education, the County Superin

tendent's Office, the District Board of Education,

official accreditation agency. The evaluation of the cur-

Facilities

Adequate facilities are important to the adult

A typical school classroom often iseducation program.

not suitable for many adult students because it evokes

If a primary or secondary schoolmemories of failure.

an

informal manner.

70

riculum should include those persons or groups who are

or an

building is used, the rooms should be arranged in
71

Frank R. Martinez, "Criteria for Evaluation of 
the Curriculum in Adult Education" (unpublished Ed.D. 
dissertation, University of Southern California, 1963) , 
Abstract.

71Thatcher, Guide for Administrators, p. 108.

responsible for and responsible to the program.
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The interrelationship existing between facilities

and the program necessitates much flexibility in the design

and construction of the facility. The relationship between

the facility and the nature of the educational program it

will house will change over a period of years. Surround-

closely as possible, those that the trainee will encounter

on the job. The planning of vocational facilities for

constant utilization encompasses the need for emphasis on
72certain features, such as lighting and air conditioning.

The single story building is generally preferable for

The need for stairs and stair climbing isadult programs.

eliminated in a single story structure. This factor is

Office space, sanitary facilities, closed circuit

and vocational shops should be planned from the beginning.

A central library is another necessary element in a modern

73
Local Program of 
Government Print-

U. S. Department of Health, Education, and 
Welfare, Organization and Operation of a 
Vocational Education (Washington, D. C.: 
ing Office, 1968), p. 69.

72 'ibid.

ings and equipment of the school should resemble, as

television, and storage space for laboratories, classrooms,

even more important in a vocational program which often
73 requires the use of heavy equipment and materials.
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vocational building. The library should be available to

non-students and should be open at times other than the

Equipment, with safety devices, should be similar

to what the student will encounter on the job.

The planners of laboratories should remember that

it is less expensive for several classes to meet in the

same laboratory. The room should be arranged informally,

in a manner which will appeal to the adult student. Stu

dents observe quickly and are affected by the background

atmosphere of the classroom itself. The atmosphere should

be appealing, warm, and inviting. Students should be

involved in developing attractive displays relating to the

instructional program.

Supportive Services

Although the teacher-student relationship within

the adult education facility is of primary importance,

various other phases of the school program should be

1 Iowa State Department of Education, "Adult 
Instructor's Handbook," Marshalltown, Iowa, 1971, p. 21. 
(Mimeographed.)

74 Shaw, Continuing Education, p. 266.

Responsibility for keeping the room
75 neat should be shared.

usual hours of instruction.



68

Supplementary phases of the adult program have

been combined under the heading "Supportive Services,"

with counseling and guidance and library services as sub

divisions . Other supportive services, such as secretarial,

transportation, janitorial, and food service were omitted,

for the most part, by writers in the field of adult educa

tion. Every effort should be made within the adult educa

tion facility to produce maximum use of specialized

personnel within Supportive Services by integrating their

activities as closely as possible with the classroom

The value of guidance and counseling as a

supportive service in adult education cannot be over-

According to surveys made by the Division ofemphasized.

Adult and Continuing Education in California, 75 per cent

of the adults enrolling in classes needed and wanted

counseling and guidance of some kind. Economic, political,

and social changes in our society have created conditions

76 "AdultNew York State Department of Education, 
Education—Bulletin #3," New York, 1972, p. 1. 
(Mimeographed.)

77_, . , Ibid.

■ 77instructional program.

developed to strengthen and supplement this relation-
. . 76ship.
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which are forcing the adult to recognize his vocational

The adult

student (in contrast to the secondary student) has already

established purposes, goals, and habits and may pose a

According to

the National Association for.Public Continuing and Adult

Education, counseling is vital when: (1) adults need to

be stimulated toward further self-improvement; (2) adults

already wish to better themselves but do not know how to go

about it; (3) adults have become disillusioned with educa-

overwork the American tradition of self-reliance as to be

Counseling helps adults to better understand their

abilities, interests, goals, and personal limitations.

79Alabama State Department of Education, Adult
Basic Education, p. 83.

8 0 National Association for Public Continuing and 
Adult Education, Counseling and Interviewing Adult Students 
(Washington, D. C.: National Association for Public Con
tinuing and Adult Education, 1970), p. 5.

educator's too-glowing promises; and (4) individuals so

tion, either because of their own past failures or some

79 special problem for the trained counselor.

7 8 and education needs and to seek counsel.

7 8 Roger W. Axford, Adult Education: The Open Door 
(Philadelphia: International Textbook Company, 1969) , 
p. 173.

8 0 afraid to admit their need.
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Adult counseling merits close consideration since the needs

of adults are quite different from those of youth. Axford

described the need for guidance in adult programs. He

further stated: society.

tionally maladjusted suffer the most.

The need and importance of a sound guidance program

can also be seen in the fact that adults learn more effec

tively when accepted and valued as persons. The adult edu-

know that they are individually important. According to

the adult counselor must develop the ability toAxford,

affection for human beings.

Guidance in the adult program should function to

help not only those with chronic problems but every indi-

Guidance programs should be designed to meet thevidual.

78.

the individuals who are inadequately trained and voca-

,.81

81Axford, Adult Education, p.

83Axford, Adult Education,

"When radical changes come in our

8 2Curtis Ulmer, Guide to Adult Education Counseling 
(Englewood Cliffs, N. J.: Prentice-Hall, Inc., 1972), 
p. 10.

cator must find ways of letting his students or counselees
82

have a deep feeling of identification, sympathy, and
83

p. 78.
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The core of an

effective guidance program in the adult facility should

In the area of program implementation, another

phase of guidance and counseling, the California State

Department of Education advocated informing all staff

members of the counseling and guidance plan, including

occupational counseling in the program, and instructing

In defining the responsibilities of the adult

education counselor, major functions should include helping

the student evaluate his experiences, counseling with the

In the Jefferson County Adult Education Program,

guidance and counseling is divided into five areas:

84Alabama State Department of Education, Adult
Basic Education, p. 79.

85James Adams, Counseling and Guidance (Toronto: 
Macmillan Company, 1970), p. 154.

8 7Adams, Counseling and Guidance, p. 154.

8 6Axford, Adult Education, p. 180.

84 needs of the individual adult student.

student about needs and problems, and interviewing and
8 7 evaluating the student's progress.

8 6 teachers in the principles of counseling and guidance.

have emphasis on congruence, empathy, and positive
. 85regard.
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personal counseling, occupational information, assessment,

referral, and placement. A full-time counselor is on duty

at the Jefferson County Adult Education Center for day

classes. Guidance in adult classes in other locations

throughout the school system is primarily the responsi

bility of the individual teacher. A full-time counselor

is not available for the evening program.

Another vital supportive service in adult education

involves the library. According to a proposal submitted by

the Jefferson County Board of Education, the library

facility intended to serve adult education should have the

following goals:

1.

2.

3.

4.

5.

6.

Progression from the conception of the librarian as

8 8Jefferson County Board of Education, "Adult Basic 
Education Federal Library Proposal," Birmingham, Alabama, 
1972, p. 3. (Mimeographed.)

To make available material on the interest 
level of adults.
To make available material on the reading 
level of adults.
To have every adult learner in the area 
served use the library services provided 
in some way.
To assist the adult education teacher who 
often finds the school library closed at 
night when many adult classes are held. 
To have each adult learner participate in 
a library orientation unit.
If necessary, to provide for transporta
tion of materials to the learner (e.g. 
bookmobile to learning center).
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the custodian of books to the larger view of his function as

an adult educator or even as the leader of adult education

services in his community follows a logical sequence. If

the library is to perform its true function, the books on

its shelves must be effectively used. Readers with special

interests and abilities need guidance in finding the books

Emphasis upon the educational function of the library has

led to an extension of its service to include more than the

Visual material, including prints, pic-supply of books.

films, and filmstrips, is made available for lending.tures,

together with records of music, speech, and discussions.

Outside the sizable cities, Americans in general are without

access to libraries capable of giving them a reasonable

service, even in their primary function. According to

Peers, the library should boldly take the leadership in

Jefferson County's adult program is involved in a

The objective of the programcounty-wide library program.

is to disseminate materials on the interest level and

89
Study (New York:

280.P-90_, . .Ibid.,

adult education.

8 9 and other materials which would be useful to them.

Robert Peers, Adult Education: A Comparative 
Humanities Press, 1958), p. 279.
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reading level of adults to all adult programs through a

central adult basic education library. The program is

handled by a full-time library director with part-time

traveling aides who move from school to school.

Summary

The literature suggested a framework for estab

lishing a model program in adult education for Jefferson

County, Alabama. A pattern of involvement from the local

community and the educational community in developing the

adult education program was suggested. The importance of

planning, utilizing new educational planning tools, many

adapted from other areas of endeavor, has been established.

Major components suggested for an adult education program

include staff, curriculum, facilities, and supportive

Major goals including personal and socialservices.

adjustment, civic responsibility, and economic stability

By surveying a wide range of materialshave been outlined.

on a subject loosely entitled adult education and by

systematically analyzing existing programs including the

pattern for establishing an adult education program for

current adult education program in Jefferson County, a
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Jefferson County has been developed. The model presented
in Chapter III was developed from the above research.



CHAPTER III

DESCRIPTION OF THE PLAN

Introduction

The following program for Adult Education in

Jefferson County was developed within a broad framework

using systematic planning and management by objectives.

Plans call for implementation on a pilot basis at Jefferson

County Adult Education Center during the 1973-74 school

year.

For the purpose of planning an Adult Education

Program for the Jefferson County Board of Education, a

general input-output plan was developed. After the plan

was developed, the initial plan and the first draft of the

description of the plan were evaluated and approved by

five leading adult educators in the southeast, including

two college professors, two people from the Alabama State

Department of Education, and the Director of Vocational

and Adult Education for the Jefferson County Board of

(See Appendix D.)Education.

76
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The basic input-output diagram showed the tradi

tional components of an adult education program, namely

staff, curriculum, facilities, and supportive services as

revolving around a planning component, with input into and

output from the planning component (Figure 1). Input,

planning, and output are emphasized in the plan since they

are areas which have often been neglected in establishing

an adult education program.

Input includes such important components as the

munity, the advisory committee, and the students. The plan

ning area covers management by objectives; needs assessment;

philosophy, goals, and objectives; program budget; manage

ment information system; and policy and procedure. Sub

headings under staff include administrative, supervisory,

instructional, and supportive personnel. Curriculum

includes scope and sequence, assessment, methods, and mate-

Laboratory, supportive, and equipment are the threerials.

areas discussed under facilities. Supportive services

indirect but important contribution to the adult education

Included under supportive services are library,program.

secretarial, counseling and guidance, transportation.

include a wide range of possible services which make an

local education agency, the state education agency, the com-
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janitorial, and food service. Major goals (output of

sonal adjustment, civic responsibility, and economic

stability.

Input

Input should be sought from external and internal

sources who have concerns about the adult education pro-

These sources should include representatives fromgram.

the following groups.

Local Education Agency

The local education agency provides input into the

adult education program through the establishment of

policies and procedures which provide an operational frame-

Supervisory and administrative personnel providework.

leadership for the total operation of the program.

State Education Agency

The state education agency functions to give

direction to the total education program. Local state

department representatives in the area of adult education

work closely with the local adult education programs.

State supervisors serve as resource personnel to improve

the adult education program are social adjustment, per-
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the effectiveness and quality of the total adult education

program.

Key representatives from the community can make

valuable contributions to the adult education program

both on an informal basis and as members of an advisory

committee. Hand made the following observation in regard

to this:

1

Students

Students are probably the most important sources

of information about an educational program, especially

in adult education. Input and feedback from students can

Evaluationserve to give direction to the total program.

Community Representatives 
and Advisory Committee

In studying his community and in the interpre
tation of findings, the adult educator must

■ enlist the aid of other individuals and groups 
within his community. In some instances 
advisory committees and study groups render 
valuable assistance, both in gathering informa
tion about the community and in helping inter
pret it in terms of program activities.1

^Samuel E. Hand, "An Outline of a Community Survey 
for Program Planning in Adult Education," Florida State 
Department of Education, Tallahassee, Florida, 1970, 
p. 40.
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by students can add

of the adult education program.

Seeking input from the above sources can ensure

the success or failure of the adult education model.

According to Carter:

Planning

riculum, type of facility, or set of supportive services.

Neither is the student typical or the approach to meeting

the needs of such students typical. The student may be 16

He may be functioning at the first-grade level oror 80.

The student may be at theat the college level or beyond.

first-grade level in reading but at the fourth-grade level

West Churchman, The Systems Approach (New York: 
Dell Publishing Company, 1968), p. 146.

a valuable dimension to the evaluation

Input reflects needs, desires, communications, 
policies, and societal constraints, which 
directly or indirectly affect the scope of the 
model's function.

3C.

2 Robert T. Carter, "The Development of a Model for
Career Education with Implications for a Local School 
System" (unpublished Ed.D. dissertation. University of 
Alabama, 1972) , p. 61.

Adult education does not have a traditional staff, cur-

Planning entails laying out a course of action that 
can be followed and which will lead to the desired goals.3
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in mathematics. The student may want to enroll only in a

sewing class for personal satisfaction. The student may

desire a class in typing, but there may not be a classroom

available or a teacher willing to teach the class. The

student may not be motivated by a secondary classroom or

methods and materials used at the secondary level. The

adult may be reading at the third-grade level, with all

available books on an elementary interest level. All of

the above represent very real problems which much be faced

by the planner of adult programs.

Central to meeting the many problems of adult edu

cation is a planning committee with representatives from

all levels of the adult education program. Typically,

this would include the director, supervisors, and adminis

trators of the adult program, but equally important is the

inclusion of key students and teachers on the planning

Inclusion of representatives of the communitycommittee.

could help in getting community support and in providing

a voice for the community.

The planning committee should provide leadership

in determining and interpreting needs, establishing

philosophy, goals and objectives, developing a program

budget, setting up a management information system, and
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developing policy and procedure. The planning committee

should also help determine criteria for formative and

summative evaluation. Instruments should be developed,

adapted, or adopted for each area of the adult education

program and for overall evaluation of the total adult

education program.

Management by Objectives

The Jefferson County Board of Education operates

several programs by the management by objectives systems

These include School Food Service, Maintenance,approach.

Vocational Education, Special Education, and Titles I, II,

The following quotes taken from a recentand III Programs.

position paper, show the Board's commitment to the manage

ment by objectives systems approach.

The success of these programs is a matter of 
record, and one of the contributing factors is 
that all of them embody the tenets of Manage
ment by Objective—planning for the use of 
resources—developing programs, plans of 
actions to implement the programs, clear 
establishment of roles and areas of responsi
bilities—monitoring, evaluating, and changing 
programs to meet the existing needs.

4Jefferson County Board of Education, "A Position
Paper Relative to MBO," Birmingham, Alabama, 1972, p. 2. 
(Mimeographed.)
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The position paper also outlines in a broad frame

work what is to be expected from each subprogram and from

each employee:

Needs Assessment

and local statistics can provide

Such available statisticsa basis for needs assessment.

as employment needs, literacy levels, crime rates, and

academic achievement levels provide valuable data for

establishing, maintaining, or modifying programs. Com

munity input through questionnaires, surveys, and inter

Individual needs

can be determined by interviews, observation, and testing.

A framework for cumulative and constant feedback concerning

views can provide further information.

5 Ibid.

National, state,

Each person will need to know what he is 
expected to do (philosophy, goals, objectives); 
how he is going to do it (method and/or tech
nique) ; the resources needed and the resources 
available (program budgeting); the time element 
involved (priorities); the method of evaluation 
(accountability); and how he can retrieve the 
necessary information to monitor the program 
and make the changes which keep the system 
sensitive to the needs of its clientele (manage
ment information system). The management system 
will be organized to implement, monitor, and 
evaluate the program and/or programs of the 
school system.
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the needs of the community and the individual should be

established and implemented.

Philosophy, Goals, and Objectives

Writing philosophy, goals, and objectives for

the total program and each subunit of the program could

provide direction for the program and establish a basis

for measurement to see if the goals and objectives have

been met.

Program Budgeting

Program budgeting is an integral part of accounta-

The followingschool program.

are given as criteria for a program budget:

3.

4.

5.

6.

7.

1.
2.

bility and management of a

^Nathan C. Shaw, Administration of Continuing 
Education (Washington, D. C. : National Association for 
Public School Adult Education, 1969), pp. 111-12.

Easily understood by public and board.
Compatible with current accounting 
practices.
Provides information leading toward 
improved educational programs.
Focuses attention on fiscal impact of 
policy decisions.
Flexible in development to provide for 
change.
Designed so that quantitative or qualita
tive measures could be applied.
Implemented in phases moving from simple 
to complex over a number of years.®
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There seem to be no objective criteria for

plished in each program. By costing out each course.

school administrators could shift course emphasis to

Management Information System

A management information system should be

established to provide ready access to information

Factors to be kept in mind whenneeded for planning.

setting up a system are storage, retrieval, cost, per

tinence of information, and operation. No management

system is complete without some type of management infor

mation system, whether it be a simple card file or a

complex computer.

Policies and Procedures

Policies and procedures give a framework or

guideline for operation and decision-making. Policy and

procedure should be developed at each level of operation

(i.e., systems, division, school, and program).

prescribing in detail exactly what should be accom-

7Ibid.

obtain optimum educational output based on available

. 7financing.
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Staff

It is deemed desirable to have a staff for full-

time work with adult education programs. In the Jefferson

County system a limited effort has been made to create a

distinctly adult educational system. This has been

accomplished through the establishment of the Jefferson

County Adult Education Center, the use of existing facili

ties throughout Jefferson County to house adult programs

at night, the employment of daytime instructors to conduct

evening classes, and the designation of two county level

supervisors to administer the programs.

Administrative

An ideal situation would be to have a separate

This department would havedepartment of adult education.

Director of Adult Education. This would be

sub-cabinet level position which would function inde-a

pendently of secondary and elementary education. This

philosophy is held by many people including Ronald H.

Sherron of the Virginia Commonwealth University who said:

at its head a

The Adult Education Service should be 
elevated to divisional status and given the 
authority and responsibility to:
1. Coordinate or administer all the adult
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2.

The director would have as his primary responsi

bility the overall coordination and implementation of

adult programs.

ment of the community needs in adult education and the

The director would be deeplysatisfying of those needs.

involved in community relations and advisory committee

While he would not be directly involvedconsultations.

in supervising the in-field activities of instructors,

students, and supportive personnel, an important part of

delegated to the proper personnel so that each facet of

the program was implemented.

Supervisory

The supervisory staff should consist of enough

personnel to handle the duties. In all except the largest

8.Virginia State Department of Education, An 
Evaluation of Adult Basic Education in Virginia (Richmond:
Virginia Commonwealth University, 1971), p. 52.

programs within the State Department of 
Public Instruction.
Establish communications and cooperation 
with the various agencies, institutions, 
businesses, industries and groups who are 
concerned with adult education.

His emphasis would be upon the assess-

the director's job would be to see that authority was
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of systems, two supervisory positions and associated staff

should be sufficient.

One of these positions could be typically called

a Supervisor of Adult Programs. His duties and responsi

bilities would include planning and organization of

course approval, and the distribution of finances in

accordance with needs and plans.

The second official might be deemed a Supervisor

of Adult Personnel and Student Services. His job would

be- to supervise directly all instructional personnel.

coordinate student services, arrange for the procurement

and maintenance of facilities, and arrange for any neces

sary transportation of students and/or materials.

Instructional

The third major area of personnel is the instruc-

Instructors with a variety of intereststional personnel.

These instructorsmay be selected from different areas.

may either be full-time or part-time. However, it is felt

that full-time instructors will be in a better position to

give needed priority to adult classes.

courses, maintenance of proper records, certification and
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Special care must be taken when selecting adult

education instructors. Adult instructors cannot be

measured by the same criteria used in secondary or elemen

tary education. Clark stated that:

Additionally, it must be recognized that the adult educator

should be given more freedom to operate his class. Just

the adult curriculum must be adaptable to the wantsas

and needs of the adult student, so should the adult

instructor be adaptable to the needs and desires of those

The adult instructor must recognize that his every

day job is the selling of adult education. He must

9

It is recognized by all workers in the field 
of adult education that personality charac
teristics are of fundamental importance for 
success in adult teaching. Such characteris
tics as poise, personal appearance, voice, a 
sense of humor, command of language, ability 
to meet people, and evidence of sincerity are 
more important in attracting and holding adult 
students than mastery of subject matter or 
philosophical background. The preliminary 
examination will, therefore, be one to dis
cover these characteristics. The only method 
we know of for this purpose is the personal
• , ■ 9interview.

he serves.

Burton R. Clark, Adult Education in Transition 
(Sacramento, Calif.: University of California Press, 
1968), p. 87.
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constantly maintain an image of professionalism conducive

to the acceptance of adult education in his contact with

the adult students, community leaders, other educators,

and rank and file members of the community.

The need for other aids and student instructors

should be recognized. Their contribution can be of

invaluable service to an instructor and to the adult stu

dents . Care must be taken to appraise all concerned

parties of the limitations of such personnel, and of the

availability of more qualified help when conditions merit

Supportive

The registrar and counselor are of prime importance

in the area of supportive services. Other supportive per

sonnel could include secretarial service, transportation,

food service, library service, and janitorial service.

Emphasis should belongevity of the adult programs.

placed upon the selection of personnel, especially in the

counseling and library areas, who are able to establish

While it is rare to findrapport with adults.

These often neglected areas should be utilized to ensure
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transportation and food service in adult programs, these

should not be overlooked if needs exist.

The establishment of a registrar position would

This registrar could doadd much to an adult program.

double duty, acting both as receptionist-registrar and as

the student records/certification official. An effort

should be made to centralize all records and class infor

mation under the control of the registrar. The hoped-for

results would be a unification of effort, reduced program

overlap, and a systematic method of recording student class

Depending uponparticipation and certificates earned.

program size, the registrar may act as the supervisor of

a number of secretaries or may be the single member of the

staff.

Curriculum

Within the past several years, the increased

emphasis on individualized instruction produced a redefi

nition of curriculum and curriculum structure. One effect

of this redefinition is that it provides the opportunity

for many students, despite their past performances and

known academic and vocational deficiencies to have that

All educational facilities.all important "second chance."
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and particularly those institutions geared to adult

education, are obligated to provide instructional programs

that will accommodate increasing numbers of students at

various levels of education. Attempts must be made toward

developing a curriculum that will cope with the academic

and occupational deficiencies of the many students entering

the program.

Scope and Sequence

An overall problem and need exists in recognizing

the large number of students who enter adult education

programs and fail to achieve a satisfactory level of

success because of the lack of adequate preparation. In

many instances, this inadequate preparation can be linked

to specific academic deficiencies in reading, English, and

Students who are thus handicapped often dropmathematics.

Their academic deficien-out of school within a few weeks.

cies may stem from underdeveloped interest in organized

study, consuming interest in other activities, social and

from the lack of opportunity to develop

Regardless of the reasons for thebasic academic skills.

existing deficiencies, there is a need to provide such

students with a plan for overcoming such deficiencies.

home problems, or
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The individualized instructional program has been designed

in an attempt to meet these needs.

Methods and Materials

Weisgerber believed that the primary objectives of

an individualized program were:

1.

2.

3.

10

The proposed individualized instructional program

employs the educational concepts of diagnosis, assignment.

According to Weisgerber, aninstruction, and evaluation.

individualized program was tailored to individual differ

ences by:

1.

2.

10

4.
5.

Determining each student's weakness through 
pretests at the point of entrance. 
Assigning individualized units of 
instruction.

To develop systematic, diagnostic tech
niques for detecting strengths and weak
nesses in certain skill and academic areas 
of entering students.
To develop individualized instructional 
sheets which will provide students with 
the opportunity to remove skill weak
nesses effectively.
To increase the level and rate of 
achievement.
To reduce the dropout rate.
To develop a systematic environment in 
which these results can be implemented.

R. A. Weisgerber, Developmental Efforts in Indi
vidualized Learning (Itasca, Ill.: Peacock Publishers, 
Inc. , 1971) , p. 114.
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3.

4.

5.

One systems concept appearing to hold definite

promise is the Draper Model of Individually Prescribed

Instruction, which has been developed for adult use. This

system consists of planning and conducting with each stu

dent a program of studies tailored to his learning needs

While conceptsand to his characteristics as a student.

such as team teaching, programmed instruction, grouping,

etc. , all have attempted to accommodate these differences

among individuals, the Draper model takes into account

such parameters of individual differences as rate of

learning, amount of skill practice, and to some extent.

The model is designedpreference for mode of instruction.

to individualize the curriculum within the various compo-

The Draper model is based onnents of adult education. a

carefully sequenced and detailed listing of behaviorally

Such listings should be used instated objectives.

Teaching basic skills and knowledges 
through self-study in programmed instruc
tional materials in specific areas. 
Evaluating immediate performance through 
achievement tests following each programmed 
instruction assignment.
Evaluating delayed recall through post 
tests.Il

11T, . , Ibid.

tests.Il
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planning most other aspects of the total training program

and should exhibit the following characteristics:

1.

2.

3.

4.

5.

6.

The work of the instructor is a key aspect of the

According to its designer:Draper model.

116.12_, . .Ibid., p.

Each objective should tell exactly what 
the learner is to be able to do to exhibit 
his mastery of the given content and skill. 
This should typically be something that the 
average learner can master in such a rela
tively short time as one class or training 
period. Objectives should involve such 
action verbs as solve, state, explain, 
list, describe, etc., rather than general 
terms such as understand, appreciate, know, 
and comprehend.
Objectives should be grouped in meaningful 
streams of content.
Within each area the objectives should, to 
the extent possible, be sequenced in such 
an order that each one will build on those 
that precede it and, in turn, be a pre
requisite to those that follow. The objec
tives should constitute a "scale" of 
abilities.
Curriculum materials must be geared to the 
instructional objectives and must be such 
as will permit pupils to proceed quite 
independently and with a minimum of direct 
instruction.
A basic aspect of the IPI system lending 
itself well to aspects of adult education 
is a rather detailed provision for diagnosis 
of learner skills and abilities and con
tinuous monitoring of progress.
The unique feature of IPI is its requirement 
that each learner's work be guided by 
written prescriptions (instructional sheets) 
prepared to meet the individual's interests.
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3.

4.

Assessment

There are four types of diagnostic instruments used

in' the Draper Model of Individually Prescribed Instruction.

Placement instruments are developed to assess mastery of

units of work along the training-learning continuum. The

placement instrument permits a general diagnostic evalua

tion of levels of work mastered for each unit of the learn-

The placement instrument has the followinging continuum.

characteristics:

3.

4.

118.

1.
2.

1.
2.

It measures mastery for each unit of work.
It measures the mastery level within each 
unit of work.
It provides a gross profile for any learner 
along the learning continuum.
It is an indicator of strengths and weak
nesses of a learner.

13 , . .Ibid., p.

Little time is spent lecturing to a group. 
Much time is spent evaluating the indi
vidual's record, in diagnosing his needs, 
and in preparing individual study or 
instructional sheets for each learner. 
Most time is spent interacting with and 
helping individual learners.
Frequent and regular staff conferences are 
held to discuss individual learners, to 
evaluate and adapt materials and procedures, 
and to make future plans for each learner as 
an integral part of the total instructional 
system, such as guidance and counseling and 
basic education.
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5.

Since several specific objectives are assigned to

each unit and level of work, an instrument is needed to

discover which specific objective within the unit and level

a student knows or does not know. The pre-test instrument

is designed to measure the specific training objectives

within a specific unit and level of the curriculum. The

following functions of the pre-test should be noted:

1.

2.

3.

4.

The post-test is an alternate form of the pre-test

assigned at the end of each unit of work to deter-and is

mine the student's mastery of the unit. The post-test

score also indicates growth in total behavior for each

student of that level and unit of work.

The curriculum-embedded test is a short test of a

119.

It focuses on the area or areas that need 
further exploration for proper diagnosis.

A pre-test is needed for each instruc
tional unit on the continuum.
Determination of the proper pre-test to 
administer is based on the placement 
profile of each learner.
The pre-test measures each specific objec
tive within the one level of instruction. 
Information as to strengths and weaknesses 
of each objective within a unit of work is 
provided.

15Ibid.

14_, . , Ibid. , p.
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student's progress toward a particular learning-training

objective within a level and unit of work. The test con

sists of two parts, the first part measuring the student's

progress toward a particular objective and the second

serving as a short pre-test of his ability to achieve the

next objective within the unit and level of work.

The Draper Model of Individually Prescribed

Instruction is an instructional system based on a set of

behaviorally stated training objectives correlated with

diagnostic instruments and relevant curriculum materials

Objectives include theand instructional techniques.

following:

1.

2.

3.

4.

5.

There are six elements which distinguish Indi

vidually Prescribed Instruction from traditional training

procedures:

120.16Ibid., p.

To enable each learner to work at his own 
rate through units of instruction in a 
sequence.
To develop in each learner a demonstrable 
degree of skill mastery.
To develop self-initiation and self
direction of learning.
To foster the development of problem
solving thought processes.
To encourage self-evaluation and motivation 
for learning.16
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1.

2.

5.

Facilities

The facilities for adult education programs are to

Facilities in adultserve the educational needs of adults.

education cover three different but interrelated areas:

buildings, laboratories, and equipment and supportive

facilities.

Laboratory

Laboratories could be developed from existing

Many day class school buildingsschool buildings. are

These build-vacant in the late afternoon and at night.

be used for night adult education classes. The

ideal adult program would have a centralized building to

Satellite buildingsbe used for day and evening classes.

121.

3.
4.

Detailed specifications of training 
objectives.
Organization of methods and materials to 
attain these objectives.
Individual daily evaluation of each learner. 
Provision for frequent monitoring of 
learner performance in order to inform both 
the learner and the instructor of progress 
toward an objective.
Continual evaluation and strengthening 
of the curriculum and instructional 
procedures.

ings can

17 , . , Ibid., p.
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would be borrowed and used in the remote area of

accessibility.

The building should have adequate parking space on

the school grounds. Shaw stated that "generally classes

The single story building is generally preferable

for adult education classes because the need for stairs

and stair climbing is eliminated and toilet and sanitary

facilities would be accessible.

Laboratories should have flexibility in the

The physical environment shouldfurniture arrangements.

The furnishings andbe one in which adults feel at ease.

18
Alabama State

'Alabama State Department of Education, A Handbook 
for Adult Basic Education (Montgomery: 
Department of Education, 1972), p. 36.

Johnstone and Rivers have identified eight 
kinds of institutions or agencies that con
ducted courses for adults: churches and 
synagogues, colleges and universities, com
munity organizations, business, industry, 
elementary and secondary schools, private 
schools, and the armed forces.18

that are more than three blocks from a stop of public

2 0Shaw, Continuing Education, p. 264.

19T. . .Ibid.

20 transportation will operate at a disadvantage."

19Each of the institutions utilized existing buildings.
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equipment should be arranged informally and should be

decorated according to adult tastes.

Equipment

The laboratory equipment to be used in teaching

adults should be of the type and variety found in the

places where the skill will be practiced. Furnishings

and equipment should be arranged informally and should be

decorated according to adult tastes. Except for minor

adjustments, teachers should not be expected to serve as

maintenance mechanics. Students should not be assigned

to repairs unless the work clearly contributes to the

learning process established in the curriculum. The

adult educator is confronted with the constant need for

Supportive

Supportive facilities such as libraries and

instructor's material centers should be identified for

possible use in adult programs.

21Robert M. Smith, George F. Aker, and J. R. Kidd, 
Handbook of Adult Education (New York: Macmillan Company, 
1970), p. 85.

21 keeping instructional material up-to-date and modern.
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Supportive Services

Counseling and Guidance

Because of the contrasting needs of adult and

secondary students, each school system should provide at

least one guidance counselor who is totally responsible

for reaching adult students. Major functions of this

support person should include the following areas: per

sonal counseling, occupational information, assessment,

referral, and placement.

The basic objective in the personal counseling

realm is to assist the maturing adult become what Carl

Rogers has called the "fully functioning person." The

counselor should not attempt to solve the problems of the

However, he can suggest alternatives, open newstudent.

avenues of possible solutions, and suggest educational

programs that may assist the adult in enriching his life

Personal counselingand/or developing needed skills.

helps the adult to arrive at mature decisions, to take

22Roger W. Axford, Adult Education: The Open Door 
(Philadelphia: International Textbook Company, 1969), 
pp. 174-75.

firm responsibility for his actions, and to realize his
22best self.
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In the area of occupational information, the adult

education counselor should assist in steering the student

into those learning activities which will help him in

changing or upgrading himself in a The importancecareer.

of occupational information is brought forth by pointing

to the career choice as the key decision which will largely

23determine an individual's personality.

It is not feasible to begin any educative process

before the needs and interests of the student have been

Assessment is even more important for the adultassessed.

student because of the diversity of age and educational

levels within the adult classroom.

Those who counsel adults will encounter areas

entailing needs for specialized counseling. Counselors

Needs of the adult student which can be met through the

178.23 ,Ibid., p.

4John H. Thatcher, ed., Public School Adult 
Education, A Guide for Administrators (rev. ed.; 
Washington, D. C. : National Association of Public 
School Adult Educators, 1963), p. 119.

usually function best when they refer such adults to
24 other agencies especially equipped for such services.
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referral can be classified personal, health, family.as:
25social, occupational, legal, and financial.

To facilitate the placement function, adult edu

cators should use the many service agencies in the com

munity for placement counseling rather than try to do the

job alone. For example, the State Employment Service

provides special counseling assistance in order to assist

job seekers to enter the labor force. It is important that

the counselor keep files and current material on placement

representatives who can advise on job opportunities and on

The individual teacher is the key figure in the

If a professional counselor is provided,guidance program.

he should be located in one central facility. The adult

education teacher should, however, assume counseling and

guidance responsibilities to a large extent because the

professional counselor will not be able to function fully

in both day and evening programs in facilities distributed

2 5Myra G. Ashley and Gary L. Norsworthy, Facili
tating Learning Through the Use of Supportive Services in 
Adult Basic Education (Tallahassee: Research Information 
Processing Center, Department of Adult Education, Florida 
State University, 1971), p. 6.

Axford, Adult Education, p. 182.

2 6 trends in employment.
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throughout a school system. The individual teacher and

the professional counselor should work together within

the above described framework in building the guidance

program around the central theme of warmth, empathy, and

congruence.

Library

A multi-service central library facility should

be located in each central adult education facility for

ticipating in programs located in satellite training

The majority of the adult students will probablycenters.

be unable to use the library adequately and will probably

Completion of a librarybe unaware of its resources.

orientation unit should be a requirement with each student

The student shouldusing the library facility in some way.

be encouraged to feel at ease in using the library.

One of the primary objectives in adult education

The student shouldis to teach the student how to learn.

be shown how to find resources pertaining to areas in

which he is concerned and interested, with the adult edu

cation instructor working in conjunction with library

personnel.

use by students in that facility as well as those par-
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The adult education library should be open and

adequately staffed between 8:00 a.m. and 9:00 p.m. if

the student's needs are to be met in both the day and

evening programs as well as in the central facility pro

gram and satellite facility programs. A library director

as well as a staff of library aides should be available

to implement the library program sufficiently. It is

important that students coming to the facility obtain some

type of personal satisfaction. The library must function

to reassure and encourage those adults who have been

"turned off" by the educational process.

Secretarial

To best serve the needs of all adults in adult

school system the size of Jefferson County's

should have at least three secretaries who have total job

responsibilities in education for adults. The use of the

telephone and word-of-mouth information are important in

recruiting students and promoting adult programs. One

secretary should be located at the central adult facility

to provide general information to prospective students who

call or visit the facility. General information to be

provided should include all potential learning

education, a
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opportunities for adults within the entire school system.

The secretary's position is important to the total func

tioning system because she should ultimately be responsible

for a majority of the initial recruitment of interested

adult students. The secretary should be the intermediary

between the prospective student and the adult education

public relations staff.

At least two additional secretaries should be avail

able to handle general office work involved with the adult

all phases of bookkeeping, veteraneducation program:

affairs, recordkeeping on all students, and typewriting and

shorthand for administrative personnel, etc.

Transportation

supportive service which has

not been included as a part of most adult education pro-

The lack of transportation is often a problem,grams.

because the people who need adult education the most are

often those without access to transportation. Federal

such as neighborhood youth corps, vocationalprograms,

rehabilitation, and disabled veterans, often provide monies

for transportation.

Transportation is a
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Food Service

A key term which should be included in defining

the adult education process is social interaction. The

adult student tends to be more relaxed after he becomes

familiar with the other students in class. Often he finds

that others have problems similar or identical to his own.

A basic function of the food service supportive area in

adult programs is social interaction. It is suggested

that at least a snack bar be provided in central adult

In smaller, satellite training centers.education centers.

the duty of providing for "coffee break" could rotate among

This could serve to further implement thethe students.

social interaction factor.

Janitorial

The janitorial division of supportive services is

The janitorimportant to the adult education program.

should be a respected member of the school staff. The

important intermediary between students

and administrator and could possibly be the initial link

between the new, prospective student and the adult educa-

For satellite training centers, the amounttion center.

of janitorial service provided could be dependent on the

janitor could be an
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average daily (or nightly) attendance of students at the

facility. Duties and responsibilities for janitors should

be clearly explained and posted in writing.

Output

Output represents the end result of a program.

Many suggestions have been made about what constitutes the

Most of the sugges-output of an adult education program.

tions seem to group around the following four things:

social adjustment, personal adjustment, civic responsi

bility, and economic stability. Criteria should be

developed to evaluate output and to provide feedback into

the total program as a control factor to assist in planning

the future direction of the adult education program.

Summary

The proposed adult education systems model is

planned to meet the myriad needs of the adult community in

The program was designed with flexi-Jefferson County.

bility to aid the adult who desires to overcome educational

and vocational deficiencies at a time and place most con

venient to him.
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A single model cannot presume to provide all the

answers for establishing an adult education program. Used
with imagination, the developed systems planning model

a program for a specific system or for a particular
institution.

could, however, serve as a basic framework for designing



CHAPTER IV

IMPLEMENTATION OF THE PLAN

Introduction

The eight major steps which comprise the process

of systems analysis as outlined by the Management Informa

tion Service report include pilot implementation as one of

1 Because of the complexity and large geographi-the steps.

cal area served by the Vocational and Adult Education

Division of the Jefferson County Board of Education, the

decision was made to implement the developed adult educa

tion plan on pilot basis at Jefferson County Adult Edu-a

This Center contains virtually all of thecation Center.

elements of the total adult education program in Jefferson

County within one facility.

Jefferson County Adult Education Center in Tarrant,

is located in the center of the area served byAlabama,

the Jefferson County Board of Education. The Center has

112

"'■"Introduction to Systems Analysis," Management 
Information Service, Report No. 298 (Washington, D. C.: 
International City Manager's Association, November, 1968), 
P. I-
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and another two hundred fifty at night. Students are

enrolled at any time. There are no educational background

requirements.

Input

The following groups will have input into the

program at Jefferson County Adult Education Center.

Local Education Agency

The local education agency will have input into

the program at Jefferson County Adult Education Center as

outlined in the management by objective section which

follows.

State Education Agency

Jefferson County Adult Education Center has avail

able two state supervisors of adult education, one each

from the Adult Basic Education Division and the Adult

The supervisors makeVocational Education Division.

In-serviceregular visits and are available upon call.

workshops are provided as a regular service of the state

education agency for the dissemination of information and

Limited funds are provided by theprogram improvement.

approximately four hundred adults enrolled in day programs
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state department for instruction in both adult basic and

adult vocational education.

Community

Two representatives from the community will serve

on an informal basis. They will be encouraged to meet

regularly with the planning committee to give an added

perspective to the planning committee.

Advisory Committee

An advisory committee for Jefferson County Adult

Education Center has been established, consisting of two

individuals from the community to represent each of the

The area state supervisor forten skill areas taught.

Adult Basic Education (ABE) has been asked to represent

The advisory committeeABE on the advisory committee.

will serve to give direction to the total program. In

addition, the advisory committee members representing the

various skill areas have been asked to serve on the craft

They willcommittee for the skill area they represent.

meet with the instructor and give advice on course content.

The initial meeting of the advisory committee will

be concerned with acquainting the membership with the
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Center and its programs and staff. Also, orientation to

the functions of an advisory and craft committee will be

given, along with a copy of a booklet distributed by the

Vocational and Adult Division of the Jefferson County Board

entitled. "Handbook for Advisory Committee in Vocational

„2and Adult Education. Future meetings will be held on a

quarterly basis. Individual rapport between instructors

and advisory committee members will be encouraged to ensure

two way communication of needs.

Students

Two representatives will be chosen by the student

body to meet with the planning committee. They will serve

to provide input and feedback from the total student body.

Evaluative criteria adopted, adapted, or developed by the

planning committee will include student evaluation of the

program.

Planning

The basic planning at Jefferson County Adult Educa

tion Center will be done by a planning committee. The

2Jefferson County Board of Education, "Handbook for 
Advisory Committee in Vocational and Adult Education," 
Birmingham, Alabama, 1968.
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planning committee will consist of four instructors, three

from the skill training areas and one teacher from Adult

Basic Education. The administrator and counselor for the

Center will also be included on the committee. The head

of the Vocational and Adult Education Department of Uni

versity College in Birmingham, Alabama, has agreed to serve

as planning consultant and to provide in-service training

in planning techniques. The Director of Adult and Voca

tional Education will serve as an ad hoc member of the

Representatives from the student bodyplanning committee.

and the community will meet regularly with the planning

committee.

The planning committee will determine the direction

Plans regarding staff, curriculum.for the total program.

facilities, and supportive services will be made. "Evalua

tion Criteria for

will be used to evaluate each part

as well as the total program at Jefferson County Adult

These criteria consist of questions withEducation Center.

yes and no answers in seven major areas of the program:

a Vocational Trade Training Program,"

3 Raymonde M. Kelley, "Evaluation Criteria for a 
Vocational Trade Training Program," Vocational Education
Department, Macon, Georgia, n.d.

3 developed by Kelley,
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advisory committee, program of instruction, instructor.

laboratory, related instruction area, selection of stu-

Space is provided following

each question for remarks. (See Appendix A.)

In addition to the above criteria, regular checks

will be made by the administrator at the Center and by

county supervisory personnel to see if program and indi

vidual goals and objectives are being met. A special check

list card has been developed for this purpose. (See

Appendix B.)

Planning tools including management by objectives;

needs assessment; philosophy, goals, and objectives; pro

gram budget; management information service; and policies

and procedures will be utilized within the total context

of the Jefferson County Board's adoption of management by

shared objectives.

Management by Objectives

Management by objectives (M.B.O.) provides a

framework for evaluation and accountability for each

aspect of the program and for the total program. The

Jefferson County Board of Education has synthesized what

dents, and student records.
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tives approach.

1.

2.

3.

4.

5.

concept contains several things which the BoardThe M.B.O.

feels acceptable and almost a requirement for the manage-

These are:ment of local school systems.

1.

2.

3.

To identify jobs and to write job descrip
tions for each position in the system. 
To determine performance objectives for 
each position. These objectives would be 
written with the help of peer groups. 
Evaluation would be made by determining 
with the individual whether or not the 
objectives established had been met. If 
not, a determination would be made as to 
why they were not met. The staff could

4Jefferson County Board of Education, Handbook,

That the M.B.O. approach is the best tech
nique that we know to effectively and 
efficiently manage our school system.
That the assets of the system, material 
and human, be placed as much as possible 
at the local level, working with teachers 
and students.
That staff reorganization be effected which 
would set up a management division to work 
closely with and assist in any manner pos
sible the local principal and teacher in 
their endeavor to have the best learning 
situation possible.
That personnel would be re-assigned to work 
at the local school level with the teachers 
and students.
That each cabinet member pledge himself to 
work positively in his respective area of 
responsibility to make this program work.^

p. 3.

it feels are the main points of the management by objec-
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4.

5

The Board feels it will be necessary to develop

and/or instruments which will ensure the following:models

1.

2.

3.

4.

5.

The management system (M.B.O.) will be an excellent

vehicle to ensure accountability of all personnel to the

Board for fulfilling their respective responsibilities.

According to the Board, this will be accomplished by the

following:

1. The writing of performance objectives for 
each category of jobs within the system.

work with respective individuals to elimi
nate the problem.
Staff development programs should be 
developed to assist personnel operating on 
a marginal basis to improve their skills 
and competencies to an acceptable standard.

That the system develop a system-wide 
philosophy and goals and objectives. 
That each program's goals and objectives 
be clearly defined.
That each person's responsibilities be 
clearly defined and understood.
That the necessary human and material 
resources be available.
That instruments be developed which will 
allow teachers, principals, parents, stu
dents, etc., to evaluate the programs and 
make recommendations relative to the pro
gram to the board of education in an 
organized and orderly fashion rather than 
through pressure groups, demonstration, 
and/or other informal methods.

5 
Ibid.

6Ibid., p. 4.
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2.

3.

4.

Needs Assessment

A needs assessment, conducted during the summer

of 1973, will determine the needs of the local community.

These needs will be communicated to the planning committee

in making planning decisions. Both long-range and

short-range needs assessments will be conducted for each

laboratory in the Center and for the total program. These

needs will be communicated to the Director of Adult and

Vocational Education along with detailed plans of alterna

tive courses of action and approximate costs and probable

outcomes of alternatives.

for use

The developing of instruments for 
evaluating the effectiveness of an indi
vidual by determining to what degree the 
performance objectives relating to his job 
have been met.
The developing of a training program for 
personnel who are performing on a marginal 
or unsatisfactory level. This will give 
security and stability to the individual 
and to the system. It will also enable us 
to make full use of our human resources. 
The disseminating of information on a 
timely basis to personnel at all levels of 
the organization. This will ensure staff 
coordination.?

7Ibid.
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Philosophy, Goals, and Objectives

Philosophy, goals, and objectives for the Center

will be developed in keeping with those developed for the

total system in general, and the adult division in par

ticular . Individual goals and objectives will be developed

by each employee.

Program Budget

A program budget will be developed with focus upon

educational programs and program outputs to facilitate

reporting and provide for accountability.

Management Information System

The management information system for Jefferson

County Adult Education Center will be a part of the total

Pertinent information tosystem for Jefferson County.

include on the county's central computer will include

accounting, inventories, student records and reports, and

needs assessment.

Policies and Procedures

Policies and procedures will be written to cover

Careful attentionthe operation of the total program.

will be given to an effort to stay within the policies and
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procedures of the Board. A working guide for formulating

school board policy provided by the Jefferson County

Board of Education will be used in the development of

policy.

Staff

The Jefferson County Board of Education has one

full-time administrator, two supervisory personnel, one

counselor, and twenty instructors working full-time in

adult education. The full-time adult administrator,

The two supervisory perCounty Adult Education Center.

Part-time instructorssystem-wide basis.

are used in satellite facilities for teaching adult pro

grams at night.

Administrator
The administrator at the Jefferson County Adult

Education Center should be responsible for the coordination

of the personnel into a unified team, each having prime

He should giveresponsibility in a designated area.

direction and strength to all program areas and should be

directly responsible for supervision of instructional and

supportive staff.

sonnel serve on a

counselor, and all twenty instructors work at the Jefferson
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If a single set of terms could be used to describe

an individual's role, it might be said that the adult

administrator must be "culturally concerned about the

quality of community life." This is supported by the

National Association of Public School Adult Educators from

whose publication the following was taken:

The adult administrator should be cognizant of the neces

sity for dedication to the betterment of his community.

The administrator should be able to demonstrate a high

degree of rapport in his community relations. He should

sense of urgency in the communitybe able to instill a

o  „ John H. Thatcher, ed., Public School Adult Educa
tion, A Guide for Administrators (rev. ed.; Washington, 
D. C. : National Association of Public School Adult 
Educators, 1963), p. 21.

. . . The first of these was that the leader 
in adult education in public schools is selected 
because he has demonstrated in his previous 
teaching or other administrative experience an 
interest and participation in community life. 
He has been actively involved by choice in the 
adult affairs of the community, either because 
he saw relationships between these affairs and 
the learning and growth problems of children and 
youth or because he wanted to express his role 
as an adult citizen as well as a teacher of 
youth. Because of this wholesome and natural 
interest of the teacher or administrator of 
elementary or high school children in the adult 
school community life, the Superintendent or 
Board of Education has selected him to direct o the adult education program. . . .
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members with whom he must work. He should be able to

convey diplomatically to them their responsibility in

community education. The Jefferson County Supervisor's

Handbook stated that:

Finally, the administrator should be adult oriented.

He should have a wide range of educational experience, with

emphasis placed upon the requirement that documented

(See Appendix C.)experience with adults be obtainable.

Supervisor
It is desirable that the supervisor of adult educa

tion be competent in both administrative procedures and

His ability tocommunication with those he supervises.

earn the respect of those he supervises will be paramount

His primary areas ofin determining his success.

gJefferson County Board of Education, "Area School 
Supervisor's Handbook," Birmingham, Alabama, 1971, p. 21. 
(Mimeographed.)

. . . Too often public relations is considered 
a one-way street, where school personnel have 
the single responsibility of "selling" the 
school program to the public. Equally important 
is the part of the public in interpreting its 
needs to the school and in taking an active part 
in the necessary program of action. Mutual 
understanding among all groups requires a two- 
way exchange of ideas. ...
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responsibility include the supervision of instructional

personnel, procurement of facilities and their maintenance.

the arranging of necessary transportation for students,

and the supervision of other student related services

indicated by needs. The supervisor should have responsi

bilities in supervision of student certification, distribu

tion of funds, maintenance of all records, and the approval

He should organize and implement new andof programs.

effective procedures for developing smooth operating

programs.

Instructional Personnel

Instructional personnel should have the adult

There should bestudent's aptitude and welfare in mind.

efforts to define the qualities of those adult instructors

who show a measure of success and establish the require

ments of new instructors in accordance with those quali-

The adult education instructor should have theties.

ability to communicate with the adults to whom he is

The instructor should be well versed in hisresponsible.

subject or skill area.
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Supportive Services

Supportive services personnel include a librarian.

a counselor, a registrar, two secretaries, and a janitor.
Other areas should be included as the need arises.

The registrar should be the principal agent in

registering adults for classes. The registrar should
establish a "demand schedule" for the purpose of organizing

classes and should maintain records of those students who

attend.

The counselor should be adult oriented and should
be particularly aware of adult psychology and special

He should be willing to accept theadult problems.
responsibility of advising his clients as to which agency

He should attempt tomay best offer help to the adult.

He will have noestablish rapport with all students.

administrative function.

Curriculum
Jefferson County Adult Education Center is unique

among Jefferson County Schools in that students are
There is also no grouping byadmitted on a daily basis.

Because of these factors,grades or educational levels.
individualized instruction should be used in all
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laboratories so that students could enter a program at any

time and progress at their own speed.

Jefferson County Adult Education Center has two

major areas of instruction consisting of skill training

and adult basic education. In addition, related classroom

instruction is given within each skill training area.

Each student enrolled for skill training will be

programmed into the central learning laboratory for a

The amount of time the student willportion of each day.

spend in the learning laboratory and the subject matter

studied will be determined by the Test of Adult Basic

Subjects taught in the central learningEducation.

laboratory will be reading, English, mathematics, science.

and social studies.

tinuous progress approach will be used in all areas of

The Draper Model of Individually Prescribedinstruction.

laboratory.

The following criteria are proposed for indi

vidualizing instruction in the skill training areas:

1 ^Education Research and Development Center, Model 
of Adult Basic Education in Corrections (Honolulu: Univer
sity of Hawaii, 1972), p. 130.

A multi-media, multi-sensory, con-

instruction will be implemented in the central learning
(See Figure 2.)''’^
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Teacher Aide

Materials

Student

Returns to work

More practice skills assigned

Source:

Completes work and 
takes to clerk 

Needs assistance

Individual tutoring
Group teaching
Peer group discussion
Supplementary materials

Mastery demonstrated----------

New prescription developed

Pupil is placed at his individual 
level and pretested 
Obtains folder and
materials and begins---------------------

Fig. 2.—Procedure for Implementing Individually 
Prescribed Instruction

Education Research and Development Center, Model of 
Adult Basic Education in Corrections (Honolulu: 
University of Hawaii, 1972), p. 130.

More practice needed
Individual tutoring
Group teaching
New materials 
Different methods

Post^est reassigned

Takes to aide for new work

New (skills__________________

Assigned
Postlest
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1. Instructors should be good consumers, instead

of writers of instructional materials.

Instructors should check the availability of

curriculum materials from industry and educa

tional institutions before writing materials

Writing curriculum materialsthemselves.

requires time, expertise, and money, all of

which are rarely available in sufficient

quantity to the individual school. Also,

material should be used without editing as it

is easy to get caught up in a producing situa

tion by trying to improve on material. When

the student leaves the laboratory, he is going

to find material as the teacher found it. If

material is changed in the classroom, an

artificial situation is created.

Each laboratory should have its own resource2.

A student should have material availcenter.
able "on the spot" for reference and related
study in conjunction with live work. A great

deal of the value of related material might be
lost if a student has to leave the laboratory
and go to a central resource center where he
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may or may not be able to find the desired

material in close proximity to the live work.

A natural blending of live work and related

material makes them more meaningful to the

student. Areas to serve as resource centers
have been identified within or adjoining each

skill training laboratory.

Sufficient money should be designated for pur-3.

chasing available curriculum material. As a

rule, people will vote for taxes for buildings,

equipment, etc., but little is usually provided

Almost without exception moneyfor materials.

is provided for beautiful buildings and equip

ment with appropriations for materials being
It is hoped that money can beoverlooked.

specifically designated for purchasing avail

able curriculum materials.

A management tool, in the form of an instruc-4.
tion sheet, should be developed. It should be
sufficient in scope to guide the student
through a multiplicity of curriculum materials.
The instruction sheet should be simple enough
to be understood by every student, yet broad
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enough to guide the student through a specific

unit of study with a minimum of assistance from

the instructor.

5.

pletion time for a student of a certain ability

The Otis Quick Scoring I. Q.could be made.

Test and the Test of Adult Basic Education

should be used to determine ability and educa-

Completion time on each unit oftional levels.

instruction should be carefully noted. Norms

should be developed for each skill training

that completion time for a student of a

certain ability can be predicted. Data should

be processed by a computer on a monthly basis

with prediction time of course completion

updated.

Facilities

Equally important in the development of an adult

program is the identification and utilization of proper

These facilities can be classified asfacilities.

that some kind of reasonable prediction of com-

area so

A time-ability sequence should be "built in" so
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laboratory facilities, associated equipment, and supportive

facilities.

Laboratory

Laboratory facilities in the adult institution

should be adult oriented. The Jefferson County Adult Edu

cation Center has attempted to direct the arrangement of

their adult facilities in terms of how adults think and

in terms of how adults are psychologically motivated. The

Adult Center contains complete facilities to house ten

skill training laboratories, an adult library, and a

central learning laboratory for teaching adult basic edu-

Each skill training laboratory is physicallycation.

skill training and live work opportunities. Care has been

taken to design each laboratory to reflect adult tastes

and to circumvent the normal academic atmosphere.

Supportive
Supportive facilities include the Birmingham-

Jefferson County Regional Adult Basic Education Library,

Jefferson County Department of Transportation, and the

Jefferson County Materials Center.

arranged to accommodate related instruction as well as
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Equipment

Another integral part of the facilities is the

availability of proper equipment. This should include

devices such as audio-visual aids, software, hardware, and

classroom fixtures. Audio-visual aids should include such

items as tape recorders, projectors (16 mm, 35 mm, and

super 8 loop strips), and closed circuit television. These

aids should be totally adult interest oriented and should

be available at any time to interested students. Software

Much of theshould be available in "bite-sized" packets.

hardware should be supplied by students, and that which is

supplied by the Adult Center should be selected carefully

in accordance with the needs of the adult students. Class

room fixtures should consist primarily of tables and chairs

The classrooms should beor individual learning carrels.

conspicuous by the absence of any fixture resembling a

arrangement of tables, chairs, etc.

Supportive Services

Counseling and Guidance

Counseling and guidance should be viewed as one of

the most important areas within the supportive services

student desk, and where possible, there should be no order
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A guidance approach to education should be takenrealm.

within the adult education program at Jefferson County

Adult Education Center; e.g., everyone (teachers, janitors,

secretaries, and administrators) working within the adult

program should be concerned with guidance.

The teacher is the key figure in any guidance pro-

A full-time adult education counselor should providegram.

leadership for the counseling and guidance program at

Jefferson County Adult Education Center. However, guidance

must come from the individual instructor. Each adult

instructor should function as his own counselor within his

classroom, referring only chronic problems to the counselor

If the classroom instructora selected referral agency.or

is to assume such a role, it should be the responsibility

of those in charge of the adult program to get reference

into the hands of

Also, adult guidanceevery adult education instructor.

^National Association for Public Continuing and 
Adult Education, Counseling and Interviewing Adult Students 
(Washington, D. C.: National Association for Public Con
tinuing and Adult Education, 1970); Alabama State Depart
ment of Education, A Handbook for Adult Basic Education 
(Montgomery: Alabama State Department of Education, 1972).

material such as Counseling and Interviewing Adult Students 

and A Handbook of Adult Basic Education^
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should become an integral part of the periodic adult

teacher education workshop. It could be necessary to

devote entire workshops to the counseling and guidance
function. It is of utmost importance that each teacher be

aware of his responsibilities in this area, see the impor

tance of his having such responsibilities, and have the

expertise to launch his own guidance program within his

classroom.

The adult guidance and counseling program should

be implemented within the basic framework of personal

counseling, occupational information, assessment, referral,

and placement. The person providing guidance should con

stantly strive to exhibit traits of warmth, empathy, and

These traits shouldcongruence with the basic framework.

be the central ideas behind the teaching and counseling

It should be rememberedprocess within adult education.

that the special needs of the adult student require a

distinct guidance program. No attempt should be made to
pattern the adult guidance program after that in a local

elementary or secondary school. The above basic framework
and central ideas should provide a distinctive program that
should be effective in meeting the needs of adults.



136
Library

In implementing the library service, the central

Adult Basic Education Library in Birmingham, Alabama,

should be utilized. From this central location, books

should be disseminated to all adult training facilities

by a staff of traveling library aides. Jefferson County

Adult Education Center should also maintain an adult

oriented library in addition to receiving the services of

the central ABE library. The Adult Center's library should

be stocked exclusively with books and material written on
In order to meeta reading and interest level of adults.

the needs of adults in the county school system in both day

and evening programs, the library should be open from
Its services should be available8:00 a.m. until 9:00 p.m.

to adults enrolled in classes throughout the county.

Secretarial
Three full-time secretaries are employed at

Two of theseJefferson County Adult Education Center.

persons are of the general clerical nature and should have

responsibilities in areas such as bookkeeping, veteran

affairs, records management (including records on all stu

dents) , registrar duties, and completion of office work for
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administrative personnel. One secretarial person should

serve as receptionist, providing general information to

prospective students concerning classes being held.

Records should be kept by this person concerning classes

in progress and classes that are to begin in the near

Since a great deal of recruitment and informationfuture.

giving is done by telephone, a third secretarial worker

should be responsible for receiving all incoming telephone

This person should be involved with general clericalcalls.

duties only if time permits within her schedule.

Transportation

Transportation should be provided, if possible,

since the people who need adult education are often those

These persons should

be provided for through federal programs (neighborhood

youth corps, vocational rehabilitation, disabled veterans,

etc.) which provide monies for needy students' daily

transportation.
block of the Adult Center and no adult should be denied

education because of a lack of transportation.

Public transportation exists within one

without access to transportation.
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Janitorial

Two full-time janitorial personnel should be

provided for general cleaning. Cleanliness should be

stressed in each laboratory as part of the planned instruc-

Food Service

An important function of the food service supportive

area in adult programs should be to provide social inter

action. At Jefferson County Adult Education Center, a

snack bar should be provided.

Output

Jefferson County Adult Education Center has as its

goals to prepare students for entry level employment or for

job improvement. The improvement of personal, social, and
viewed as corollary to securing and main

taining adequate employment. The job is viewed as a
central factor and necessary for an individual to be fully

functional.
Conferences with counselors and teachers prior to

completion of training not only facilitates the placement
function but assists in providing feedback from students.

tional program.

Programs can be altered or amended as feedback and

civic skills are
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evaluation Follow-up records maintained by thesuggest.

instructor on each student for five years gives feedback
on whether the student remains in the field for which he
was trained.

Summary

System analysis has been used as a tool in

analyzing the total adult education program in Jefferson

County. By so doing, emphasis could be placed on

describing, explaining, and predicting the performance of

the system under varying conditions. From this a model

program has been developed which should be defensible from

theoretical standpoint and which should be flexiblea

enough to be changed as planning, evaluation, and feedback

dictate.



CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Summary

The purpose of this study was to develop a systems

model for adult education in the Jefferson County Public

School System that would serve as a management tool for

planning, implementing, and evaluating the adult education

The model was designed to offer a reasonableprogram.

alternative to traditional school programs in which many

adults have experienced failure. It was assumed that such

model would have application to similar school districtsa

in Alabama, the southeast, and possibly the nation.

The model developed in this study has emphasized

the importance of participatory planning and has attempted

to show the relationships and interdependence of newly

adapted planning tools in developing and

implementing
The purpose of the study was accomplished by

establishing a background and rationale for planning in

140

an adult education program.

developed or
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adult education from current literature including books,

periodicals, and professional journals. Information was

sought from adult educators throughout the nation. A

survey of other studies and programs developed with adult

emphasis was conducted. Workshops, seminars, and confer

ences were held with the staff personnel of the Jefferson

County Public Schools and the Adult Education Division of

the State Department of Education.

The search of the literature revealed that adult

education has traditionally been an extension of a program

enterprise with some major purpose other than that ofor

educating adults. Programs, purposes, and participants

have been many and varied. It is estimated that the number

of participants in adult education will double in the next

Comprehensive planning is viewed as essentialten years.

in meeting the diverse educational and personal needs of

adults in the future.

A survey of adult education programs throughout the

planning in adult education with any long-range goals in

mind. There was consistency of thought about the impor

tance of planning but most efforts were only fragmentary.

The depth of many programs seemed to leave much to be

nation indicated that there was a lack of comprehensive
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desired. Many programs were mere extensions of primary and

secondary programs with staff and facilities being used on

a part-time basis. Most educational authorities indicated,

the educational and personal needs of adults can be met.

In the development of the comprehensive planning

model, the systems approach to model building provided

rational and intelligent planning procedures to identify

the needs and problems with resulting priorities, goals,

and objectives to meet these needs. The systems model

developed in this study requires new orientation for many

This goal oriented approach requires intrastaff people.

system acceptance, understanding, and development of tech

nical abilities. The total educational and lay community
state education agency,should have input into the program:

local education agency, community, and students.
The model developed in this study was a basic

ponents of an adult education program, namely staff, cur

riculum, facilities, and supportive services. They revolve

around a planning component, with input into and output

from the total model.

input-output model which diagrams the traditional com-

however, that adult education should receive priority so
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Input includes such important components as the

local education agency, the state education agency, the

community, the advisory committee, and the students. The

planning area covered management by objectives; needs

assessment; philosophy, goals, and objectives; program

budget; management information system; and policy and

Subheadings under staff included administrative,procedure.

supervisory, instructional, and supportive personnel. Cur

riculum included scope and sequence, assessment, methods.

Laboratory, supportive, and equipment wereand materials.
Supportivethe three areas discussed under facilities.

services included

indirect but important contribution to the adult

Included under supportive serviceseducation program.

Major goalsportation, janitorial, and food service.

(output) of the adult education program were included as

social adjustment, personal adjustment, civic responsi

bility, and economic stability.

The adult education model was planned to meet the

myriad needs of the adult community in Jefferson County

with flexibility

a wide range of possible services which

so that the adult who so desires can

make an

were library, secretarial, counseling and guidance, trans-



144

overcome educational and vocational deficiencies at a time

and place most convenient to him.

The pilot implementation phase of the model

developed in this study will be at Jefferson County Adult

Education Center. This center was chosen because it con

tains essentially all the types of programs of the total

adult education program in Jefferson County within one

facility.

The pilot implementation phase calls for an adult

centered approach with the focus on providing a program by

skills necessary for entry level employment or to achieve
This adult educationgreater success in his present job.

model presents
emphasis on providing staff, curriculum, facilities, and

supportive services, planned to meet the unique educational

Formative and summative evaluation isneeds of adults.

used to determine the effectiveness of each component of

the program and of the total program.

All staff, curriculum, facilities, and supportive

services will be developed with the psychology of adult

learning in mind. Staff members will be oriented toward

The curriculum is designed toadults and their world.

a comprehensive educational program with

which the adult can gain the intellectual and occupational
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offer an individualized program in both adult vocational

and adult basic education. Counseling and pre-assessment

will be given each student to determine his education

level. An individualized program, based on a multi-media,

multi-sensory, continuous progress approach will be

developed for each student based on his pre-assessment.

The Draper Model of Individually Prescribed Instruction

adapted especially for adults will be used to teach adult

basic education. An adaptation of the Draper Model will be

Each student will haveused in the skill training areas.

individually planned program of studies designed toan

facilitate his educational process.

Facilities will be arranged in terms of how adults

think and in terms of how adults are psychologically moti-

Care will be taken to design each laboratory tovated.

reflect adult tastes and to circumvent the normal academic

atmosphere.

Supportive services will be designed to facilitate

A guidance approach to teachingthe learning process.

guidance program to include personal counseling, vocational

information, assessment, placement, and referral. A

the interest level and reading

will be emphasized with the counselor coordinating a

library with materials on
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level of adults has been developed. Other supportive

services will be adult oriented.

Adult education needs systematic planning and

The

abundance of rhetoric is not sufficient to implement

change, but the revision of the management system, as

suggested in this study, may help to strengthen the

Successful programs in adult education, coupledprogram.

with community involvement, could help to restore public

confidence in education. This assumption depends on the

depth of planning which considers the many alternatives

and constraints as presented in the model, and emerges

with the best selection from the possible alternatives.

Conclusions

The development of a systems planning model for

adult education in Jefferson County was accomplished

through extensive research and analysis. The following

conclusions from this study were drawn:

A lack of comprehensive educational planning1.

in adult education is apparent.

Systematic planning should be helpful in2.

community involvement to facilitate the process.



147
meeting the many and diverse educational needs

of adults.

3. New planning tools developed or adapted could

serve to facilitate planning in adult

education.

4. More than mere extension of traditional primary

and secondary programs is needed to meet the

unique needs of adults.

Flexibility in staffing, curriculum designing,5.

facilities development, and supportive services

seems to be essential if meeting the many and

diverse needs of adults is to be accomplished.

An individualized program based on a multi-6.

media, multi-sensory, continuous progress

approach seems to be the most appropriate pro

to meet the educational needs of adults ingram

both skill training and academic learnings.

A guidance approach to teaching, coupled with7.

effective counseling program, is importantan

to the success of a comprehensive adult educa

tion program.

Adult educators should be aware of the personal8 .
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and social needs of adults as well as their

educational needs.

Conununity involvement should be an integral9.

comprehensive program via advisory groups,

public relations, and political action groups.

10. The systems model approach that recognizes

various alternatives provides one way of plan

ning an adult education program in Jefferson

County.

Effective and creative leadership is important11.

in planning and implementing a successful adult

A theoretical model of theeducation program.

kind developed through this study becomes

operational only through efforts of all con

cerned—enlightened administrators, teachers,

lay people, and students who have benefited

from such an opportunity.

Recommendations for Further Study

Through insights gained from this study, the fol

lowing recommendations for further study are made.

Although systems analysis provides a workable

part of the planning and implementation of a
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each subsystem of the proposed plan would lend itself to

further in-depth study. Each subsystem should be suffi

cient in scope to lend itself to further analysis and

evaluation.

Pilot implementation for the plan is proposed for

one particular school system. Further studies could be

carried out by adapting the plan developed in the study

to school systems of various sizes and with unique

characteristics.

Adult education in the area of recreation is

This area couldobviously omitted from the proposed plan.

be the subject of

The involvement of lay people in the planning and

implementation of
itself to in-depth study to determine the soundness of this

approach.

The linkage between adult basic education and adult

Thisvocational education needs to be studied further.

study to determine the effectiveness of relating

individually prescribed instruction to adult vocational

education.

an extension of the present study.

an adult education program would lend

might be a

framework for study of the total adult education program,
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Through continued analysis and evaluation, future

adult education programs could be further refined and

adapted to meet the continuous and ever-changing needs of

adults.
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TRADE TRAINING PROGRAM
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THE PROGRAM OF INSTRUCTION

Yes No
A.

B.

C.

D.

1.

Job Sheets (Where applicable)2.
Remarks:

Lesson plans
Remarks:

Was the occupational analysis made with 
the assistance of the Craft Advisory 
Committee and/or other persons qualified 
to make the occupational analysis?
Remarks:

Was the course outline constructed from 
an occupational analysis prepared for 
the subject training area?
Remarks:

Is there a copy of the course outline in 
the training area?
Remarks:

Are the following instructional materials 
being used?



153

Yes No

3.

4.

5. Assignment Sheets (Where applicable)

Remarks:

6.

Remarks:

7.

Remarks:

8.

Remarks:

Source:

Information Sheets (Where applicable)

Remarks:

Operation Sheets (Where applicable)

Remarks:

Are acceptable industrial "time 
maximums" available and posted? 
(For comparison where applicable)

Does progress and achievement records 
reflect time spent on each unit of 
the instruction?

Is there a record of student progress 
and achievement in evidence?

Raymonde M. Kelley, "Evaluation Criteria for a 
Vocational Trade Training Program," Vocational 
Education Department, Macon, Georgia, n.d.
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JOB DESCRIPTION: AREA SCHOOL SUPERVISOR

Jefferson County Adult Education Center

Executive Responsibilities

Instructional Program

Community Relations

Personnel

Is the educational leader for the school and is a 
cooperating agent for the other administrators in the 
school system. Works toward the development of an effec
tive instructional program required for the entire school 
system. Keeps abreast of contemporary curriculum changes 
and is capable of moving his staff into worthwhile instruc
tional programs. Has knowledge of the sociological and 
psychological nature of the student body and the community.

Has the capacity to work within the local community in 
establishing sound working relationships with community, 
civic, and industrial leaders. Responsible for conduction 
and/or analysis of local surveys in order to determine and 
attempt to meet local manpower needs.

Assumes the responsibility of administering and leading 
the school unit within the policy framework developed by 
the Board of Education and the Superintendent of Schools. 
Works as a team member with other administrative practices 
and regulations. Is directly responsible to the Director 
of Adult and Vocational Education or his designated agent. 
Supervises and assumes responsibility for the completion 
of administrative details required to maintain an efficient 
operational pattern for the school system.

Assists the Director of Adult and Vocational Education in 
selecting staff. Assumes the responsibility for supervising
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Pupil Personnel

Policy Making

School Plant

Finance

Is responsible for the maintenance of policy created by the 
Board of Education and the Superintendent of Schools. Is a 
partner in the creation of new policy and contributes to 
these decisions with professional competence and convic
tion. Recognizes the limits of his responsibility in 
policy decisions, but maintains a sensitivity to the needs 
for new policies and to the ways of advising other profes
sional leaders in the community.

Has a thorough knowledge of the nature of the student 
body, is capable of working with extreme pupil problems, 
and is able to assist in the creation of special programs 
for these students. Works with student groups and assists 
them in making their activities worthwhile in an instruc
tional sense.

Has charge of the school plant under his jurisdiction. 
Makes regular inspections and reports needed maintenance 
to proper authorities. Ensures that every precaution is 
taken to safeguard the safety, health, and general well
being of persons using the building. Recommends needed 
building changes required to facilitate improvement of the 
instructional program of the school.

the school staff both in terms of their instructional 
capabilities and their effectiveness in maintaining whole
some organizational patterns for the administration of the 
school. Is in charge of the nonprofessional staff and has 
responsibility for their effectiveness.

Has jurisdiction over the activity funds of his particular 
school. Provides the Director of Adult and Vocational
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Professional Activities

Education with information needed to estimate the financial 
requirements of his school which must be reflected in the 
annual budget. .Advises the Superintendent of Schools on 
unusual incidents which might affect previous budgeting 
allowances.

Maintains an interest in groups which can affect the local 
school and the teaching profession as a whole. Is aware 
of significant professional movements and their potential 
effect on education.
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SELECTED COMMENTS OF EVALUATION COMMITTEE MEMBERS

I have no major suggestions

"This is really good."
—Mr. Ross McQueen

District Supervisor, Adult Basic Education 
Alabama State Department of Education 
Montgomery, Alabama

"Complete as is."
—Mr. Norman Parker

State Coordinator, Adult Basic Education 
Alabama State Department of Education 
Montgomery, Alabama

"Looks great."
—Dr. Curtis Ulmer

Professor of Adult Education 
University of Georgia 
Athens, Georgia

"Looks good to me."
—Dr. Robert Carter

Director of Vocational and Adult Education 
Jefferson County Board of Education 
Birmingham, Alabama

"Model looks complete enough.
for improvement."

—Dr. George F. Aker 
Professor of Adult Education 
Florida State University 
Tallahassee, Florida
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