Career and Skills Training Program Planning: Creating a Strategic Framework, Action Plan and an Operating Plan

USE: Stand alone for district or for facilitator

Introduction

What are Career and Skills Training Programs?  

Career and Skills Training Programs provide the learning experiences for students to Career development education is the curricula and programs that provide information and experiences that help youth make meaningful career and education decisions, and is generally administered in K-12. 

Career development education equips students to make meaningful links between general education and work-life roles; to make relevant career choices across their lifespan; to develop a positive attitudes towards change; and to manage recurrent career transitions. 

Generally focused on k-7, Career Awareness experiences help students build awareness of the variety of careers available across a wide range of industry sectors, the skills and competencies need to be successful, and the postsecondary education expected for these careers. 

Generally focused on grade 8-9 students, Career Exploration experiences are designed to enable students to learn about targeted careers more deeply, are more personalized to the student’s interests. They provide the student with a more active role in selecting and shaping the experience and contributes to motivation for learning and informs students’ decisions about further experiences and career and educational options. 

Generally focused on grade 10 – 12 students, Career Engagement experiences are designed to Career Engagement Experiences are learning experiences that can occur both in the classroom or worksite and link student’s learning and skill development to the world of work and learning beyond high school.  Career Preparation experiences support higher-level college and career readiness. Career and Skills Training experiences prepare students for employment in a specific range of occupations. 

Developing Programming

In order to ensure that students are developing their career development competencies and developing their concept of self in relation to careers, a district must undertake planning on a regular basis to monitor progress against their desired outcomes for student achievement.  Some district will have existing strategies and operating plans in place while others will need to develop a more detailed strategic approach and then develop action plans and a way to implement the programming.

Where a district is at can be determined through a number of district based analysis’ but a good start it to use the Career and Skills Programming Checklist to evaluate the current state of Career and Skills Programming in your district.  It is likely that the self-evaluation will surface that some districts will have gaps in some of the elements required to support successful programming. There will likely be three levels of maturity that district fall into that will require a slightly different depth of planning activity for the district to improve the career development outcome for their students.  The three levels are and recommended actions coming out of the self-evaluation are:

1. Just Getting Started - Little or no Career and Skills Training Programming (will have responded “no” to most statements)
· Recommended Action: 
· Develop a strategic  framework 	
· Develop action plans that will move district towards desired outcomes
· Develop an operating plan to implement
2. In Progress - Have some programming but want to improve (will have a mix of ‘Yes” and No” responses to statements): 
· Recommended Action: 
· Conduct a progress review of existing programming to identify gaps and opportunities
· Revisit strategic framework and update as required to include new programming goals and objectives
· Develop action plans as required and update operations as required to improve or add to programming. 
3. Lots Going On - Have generally good or mature programming but want to improve their existing programming (will have responded “Yes” and “still to do” to statements:
· Recommended Action: 
· Conduct a progress review of existing programs
·  Identify areas to improve programming outcomes 
· Make action plans and operational changes as required 
· Consider review of strategic plan


WHY PLAN?

If your district is in anyone of the levels above, it’s a good idea to have a discussion about planning and how much or little you want to do and when.  

The combination of a good strategic framework (arrived at through strategic planning) and a good operational plan or action plan allows for the following:

· Provides a clear understanding of what you need to  do in order to achieve your development goals;
· Guides you in prioritizing and making decisions;
· Allows you to focus possibly limited resources on the actions that will benefit your work the most;
· Keeps you in touch with your context – global, national and local;
· Provides a tool to help you communicate your intentions to others;
· Provides a coherent guide for day-to-day implementation.

It is important to think about the benefits of planning because there will be many excuses for not doing it and for just “getting on with the work”.  Sometimes it seems easier not to plan, because:

· Good planning takes time and money.  But if you do it well, it is worth the investment.
· Sometimes “effective muddling” can see you through.  That is true – if you are lucky.  But muddling can be costly and confusing, as well as inefficient (poor use of resources) and ineffectual (not achieving desired results).
· You can’t plan in the middle of a crisis.  But if you plan well, you will avoid some crises, and while you may have to deal with your crises immediately, irrespective of your plans, once the crisis is over the plan will give you a way to engage with the work again.
· Planning is only useful if people are committed to implementation.  True.  But, don’t use this as an excuse for not planning, along the lines of:  “No-one ever follows the plan, so why bother?”  It is the role of the leadership in the organization to make sure that the planning is useful and gets implemented.  People buy into a plan they have been part of developing, as long as it makes sense and is possible.


Successful Career and Skills Training Programming: Planning Next Steps

Introduction
Where Are You?  Before getting started, we encourage you to review our questions to help you assess where you are and assist you in navigating the web resource to utilize it effectively.  The assessment tools and activities are intended as a guide and are yours to adopt, adapt and adjust to fit the needs of your situation.  Use the questions to help direct you to where to go next.  

1. Just Getting Started
Career Programs “walk about” 
Step 1: Questions
If you’re just getting started, the first step is to discover the lay of the land of Career Development in your district. To do this, develop inquiry questions for a Career Programs “walk about” to help you see the whole of picture of what is going on and envision the potential of what might be.  

Here are some examples to start with:

· Why are Career Programs important for students, schools, parents, and the community?
· Who needs to be engaged in supporting Career Programs?
· How do they work? 
· What partnerships (Schools, Colleges, ITA, Employers) need to be in place? 
· How are they supported by schools, staffing, funding, goals, and partners?
· What are the Ministry and district policies and funding structures? (Check the Ministry and District Sites)
· What is the current situation in the district? 
Do an inventory of student and school participation of  K-12 Career Activities in:
Elementary
Middle
Secondary
Alternate and Adult Programs

Step 2: Research
Look internally at what the district and schools offer then look externally at what other districts are doing around the province. 

Step 3: Share Discoveries 
Gather findings to share and discuss with district leadership.
Considerations: 
· Potential Impact - district goals, school plans, and student success
· Benefits - students, schools, students, staff
· “Careers” Staffing – District Career Leader; Dedicated Schools Staff
· Different District Models, Resources, Possibilities, Feedback
· Recommendations

Step 4: Make a Plan
Consult with district leadership to determine key outcomes and resources and develop next steps. 

Recommended Action: 
· Develop a strategic  framework	
· Develop action plans that will move district towards desired outcomes
· Develop an operating plan to implement

LINK TO TOOLKIT: 
Insert URL
Link to PPT’s What’s Career Development, Strategic Plan, Action Planning, Operating Successful Programs (MAKE SURE THE TITLES ARE CORRECT)


2. In Progress (On Our Way)
District “Careers” Leader Check In

Step 1: Check in
Make sure your existing career programs are working.

Are Your Career Programs:
· Creating positive outcomes for students?
· Helping students get a head start toward their career passion and life after high school?
· An option for Secondary School students to provide opportunities for building confidence and competence and contributing to a sense of wellbeing and success?  
· Actively engaging students in relevant learning as they move towards a career goal and certification?
· Partnered with outside institutions and agencies to bridge school with post-secondary, employers, and the workplace?
· Creating collaboration that demonstrates positive outcomes for students, schools, and the community?

Step 2: Get Success Data
In taking your district career programs model to the next level, it is important to be able to demonstrate (quantify and qualify) the following with student data:
· Career Programs make a difference in student success and achievement results.
· Career Development is a developmental and lifelong process beginning with Early Learning activities.
· Career Development activities: 
· Connect schools with the real world to create relevant learning opportunities and to address real life issues.
· Expand learning resources for schools 
· Engage community in education as a partner with mutual benefits and risks

Ready? Explore and take note of the impact that student participation and progress in a career program has on student success in areas such as:
· Attendance - What changes in student attendance are noticed?
· Achievement - What changes in course completions? Graduation rates? Achievement results?  WE participation? Program participation? Transition rates?
· Satisfaction with School - What do student surveys tell us?  Areas of interest?  Strengths? Gaps? Areas of concern? School, district, provincial? 

Step 3: Share Results
Monitor students’ progress in Career Programs and share results with stakeholders. 
· Presentations to the Board and other stakeholders
· Reports to Board
· Annual Report
· Results in District Achievement Contract

Step 4: Assess what more you can do
Assess your current progress based on student engagement and participation in order to identify need(s) and area(s) of focus next:

	Identify Needs
· Programs for Target populations
· Career Development K-12 Adult Activities 
· Program Support
· Budget
· Resources
· Develop Staff Expertise
· Informed Stakeholders
· Upgraded facilities
· District-wide Collaboration
	Area(s) of Focus
· New Program Development
· Partnerships
· Communication
· Marketing & Promotion
· Personnel
· Student Engagement in Career Development Activities
· Elementary
· Middle
· Secondary
· Alternate


	
	



Step 5: Work towards Future Improvements
Action Planning with District leadership:
a. Share progress and seek feedback for further development
b. Build consensus for support amongst stakeholders and identify needs and focus for next year.
c. Develop a proposed plan of actions for next year engaging stakeholders in consultation and collaboration

Recommended Action: 
· Conduct a progress review of existing programming to identify gaps and opportunities
· Revisit strategic framework and update as required to include new programming goals and objectives
· Develop action plans as required and update operations as required to improve or add to programming. 
Toolkit
Why Career Development Education Master

3. Lots Going On
District “Careers” Leadership Team

A. Reflect – Looking Back and Looking Ahead -> A Continuous Improvement Model

For future planning and decision-making, a systematic review is key to ensuring programs are sustainable, relevant and cutting edge.  In a continuous improvement model, districts review programs regularly to determine what adjustments need to be made in order to build further capacity for student success at all levels.  The review provides districts with a process for collaborative planning and decision-making.  Districts can reflect on the impact of programs and develop a vision and actions for a longer-term plan for moving forward. 

While there are many possible approaches for a District Career Programs Review, it is important to develop an approach that draws from a variety of sources to ensure there is a good design fit between the tools used and the district culture. A review process could be a stand-alone activity or part of the annual “Careers” calendar and integrated throughout the school year. The review process and results enable the Careers Leadership Team to envision possibilities while attending to areas of concern and gaps by building on strengths and new opportunities. 

Tools / Samples 
· SWOT Analysis 
· District Review Session 
· Others 

B.  Develop the framework for a District Career Programs Review by identifying needs and areas of focus from Check List below:

District Assessment Framework Check List - Program Review 
	· New Programs for Target populations
· Aboriginal Learners
· Gender Equity 
· At Risk of Not Graduating
· Other
· Career Development K-12 Adult Activities 
· Awareness 
· Exploration
· Preparation and Transition
· Program Support
· Budget
· Resources
· Advisory Program Teams
· Staff Expertise
· Informed Stakeholders
· Upgraded Facilities
· District-wide Collaboration
· Sustainability of Programs
· Program Implementation
	Area(s) of Focus
· Ministry & District Policy – Key Information
· New Program Development
· Partnerships
· Communication
· Marketing & Promotion
· Personnel
· Student Engagement in Career Development Activities
· Elementary
· Middle
· Secondary
· Alternate




C. Conduct Review: 

1. Frame the Review using the District Assessment Framework Check List - Program Review as a guiding tool

2. Assess current situation – reflect, consider emerging issues, needs and focus for capacity building
· Feedback from stakeholders - students, parents, educators, partners (Data Collection, Consultation, Focus Groups, Surveys, SWOT’s 
· Analyze program strengths, gaps, threats, opportunities and Identify areas of possible change – e.g. consider areas for growth and culling; new opportunities such as potential grants, needs and demands of labour market

3. Generate a set of proposed actions organized by framework needs and areas of focus and analysis

D.  Action Planning with District Leadership:
1. Share progress and seek feedback for further development
a. Proposed plan of actions for next year 
b. Adjust and confirm plan of actions
2.  Engage stakeholders in action planning at appropriate levels – communication, advisory, collaboration
3. Expand communication on student success 
4. Plan for an annual review – regular reporting on progress and celebrate success 

Recommended Action: 
· Conduct a progress review of existing programs
· Identify areas to improve programming outcomes 
· Make action plans and operational changes as required 
· Consider a review strategic plan

LINK TO TOOLKIT: 
Toolkit
[bookmark: _GoBack]Why Career Development Education Master

THIS IS ACTUALLY A GREAT IDEA….is there a way we can make this work?

Where are you? / Survey

[Set following questions in a Fluid Survey, with end results letting users know where they are: Just getting started, On our way, or Lots going on]

1 Student Engagement
Q: What percentage of your student population participates in career development K-12 Adult activities such as Career Programs and others shown below? 
[image: ]
Less than 10%
Less than 30%
More than 50%

2 Personnel
Q:  What statement best describes the personnel dedicated to “Careers” (Career Development K-12 Adult / Career Programs) in your district?
None or only a few dedicated staff to “Career”; no evidence of a district-wide “careers” team
A few staff dedicated to “Careers” – district level and some secondary staff. In the process of developing district-wide strategies supporting “Careers”
District “Careers” Leader – District Career Coordinator / Administrator and a network of “Careers” staff at Adult, Alternate, and Secondary in the process of developing district-wide strategies supporting Elementary and Middle Schools in a Career Development K-12 Adult framework.

3 Marketing & Communications
Q:  What looks most like the “Careers” communication picture in your situation?
Difficult to find district and school information about “Careers” and Trades Programs or information is outdated.  There would be some marketing materials such as: brochures, posters.
Information students and parents about “What going on?” is posted on the secondary schools “Career Programs” in several places including the school web page, course calendar, school news briefs.  There would be marketing materials: brochures, posters, presentations, and informational sessions.  There would be a brief district “careers” web page.
District uses a variety of communication tools and marketing materials to promote - What’s going on in “Careers and Trades” in your district.  District website with Key Information about “Careers” and Trades Programs – contacts, program options, application information.  District “Careers” web page links to schools to provide more specific information about the “Careers and Trades” options they offer.  There would be communications material targeting different audiences including Careers Newsletters, Presentations, Employer Forums, Career Events. 

4  Learning Partnerships 
Q: What example(s) below best describes the learning partnership development in your district.
Few people know about what partnerships exist or how they work in support of Career Programs.  
Difficult to find information about learning partnerships

District is participating in learning partnerships to support student transition to careers and trades.  “Careers” personnel are in the process of participating in Partnership meetings and learning how to develop new partnerships.  Information about learning partnerships is available to “careers” personnel and administration. 

Information about learning partnerships supporting student transition is clearly accessible.  Learning Partnerships are supported by the district and “careers” personnel and deemed important to student success.  Districts and schools showcase and celebrate their successful learning partnerships with their Board of Education, Parents, Students, Schools, Community, and Business and Industry participants.  



5 Operations

Q:  Which statements best describe the Operations of Career Programs (Trades / Transitions / Career Development K-12 Adult) as you see it?  

Not a lot of information on this topic
It isn’t clear who is looking after Career Programs for the district or in the schools
There are no resources for Career Programs
What policy?

It’s all over the map
Schools are developing new programs
Lots of interest in Career Programs but not assessable
Personnel responsible for Career Programs are new to their job
Lots of gaps in common understanding of what Career Programs and who is to do what, when, where and how
Part of the district goals
Where are we going?

User-friendly access to information about Career Programs at the district level and school levels
Vision for future directions and sustainability not clear  
Schools differ in what they offer
Some school offer very little in the way of Career Programs whereas some schools have very comprehensive programs
Integrated into the district vision, goals and plans


[end survey]

survey scoring:
red response is worth=0, blue = 1, green = 2
score 0 – 3 = just getting started
score 4 – 7 = on our way
score 8 – 10 = lots going on

Need short feedback for each of these letting user know where they are and that areas of site are colour coded so they know where to look for info that’s most relevant to them 
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