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Presentation Notes
Background on paper: OCTAE-sponsored 3-year initiative to support states in integrating CTE into their statewide career pathways systems. 
As we worked with states we recognized that it wasn’t enough to just redesign system; as states and local communities move from planning to implementation, strategies are needed to sustain the essential programmatic and systems changes that are made along the way. This means that sustainability should be consciously integrated into career pathways systems at the outset so that systems persist after their original developers transition on.



Why Change? i

Just BEcAUSE You've Always DoONE IT THAT Way
DOESN'T MEAN IT'S NOT INCREDIBLY STUPID.
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We raised my kids on demotivational posters. If you haven’t been to http://despair.com/ I highly recommend it.

This is my favorite:
We inherit systems that were designed by those who succeed within in, and we perpetuate them because the system weeds out those that don’t fit. We’re all sitting in this room because we either fit well within the system, or figured out how to game it to our advantage. Career pathways systems are designed to accommodate people’s differing life paths. But the problem is that the system has great inertia. And so while we are all here because we recognize the need to change, change itself will be ephemeral unless we continually evaluate and reinforce our efforts along the way.
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Overview

 Models of System Change (s minutes)
* Principles for Sustaining Career Pathways (s minutes)
* How to Use this Paper (s minutes)

e Shared Challenges (s minutes)

e Shared Solutions (10 minutes)

e Strategies for Sustaining System Transformation (15 minutes)
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Open with a grounding for our work. The field of organizational change management is well studied, with evidence-based strategies for sustaining organization shifts.
Follow this with lessons distilled from our work with states that participated in OCTAE-funded project. Although states did not necessarily plan for sustainability, they often took steps, not always consciously or comprehensively, that positioned them for sustainability.

The last thing we want this to do is talk at you. So after we review some principles and how you might wish to use this paper we produced, we’ll breakout to identify the challenges we face in our work and reconvene to share challenges and strategies some of us have developed to overcome them.


Kurt Lewin - 1947/

Unfreeze

Prepare to move away from the status quo

Transition

Devise strategies and take actions to change

from the current condition

Refreeze

Implement changes based on performance
expectations and organizational culture

Models of Systems Change

1. Establish a sense of urgency
2. Create a guiding coalition
3. Develop a vision and strategy

4. Communicate the change vision

5. Empower broad-based action
6. Generate short-term wins

7. Consolidate gains and make more change

8. Anchor new approaches in the culture
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Two leading theorists of industrial-organizational psychology have studied how changes occurs in systems. 

Lewin’s 3-step process speaks to the need to prepare, transition and reinforce newly established norms. Simply but enduring because it offers a framework for anticipating, planning, and directing change.
Kotter’s credentials comes from publication in Harvard Business Review “Leading Change: Why Transformation Efforts Fail” He put forward an eight-step process that roughly corresponds to Lewins, but elaborates on the three stages. 

First set are around establishing foundation for shift. People need to believe that there is something better, and can visualize what it will be. And someone or some group needs to own that vision..
Second set are about implementation and build on the idea that people back a winner; they have to believe that new change is coming and persistent.
Finally, need to institutionalize change so that people won’t go back to how things worked in the past.

http://www.kotterinternational.com/the-8-step-process-for-leading-change/
https://en.wikipedia.org/wiki/Kurt_Lewin

Principles for Sustaining Career Pathways

e Craft and build consensus on a compelling vision

* Engage partners and stakeholders in the change
process

 Adopt new behaviors, practices, and processes.
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Change is sustained when it is anchored in organizational culture. 
Our experiences in working with states led us to build a set of principles that, while anchored in organizational change management theory, reflect the real-world experiences we encountered when working with states.
Here are three principles that we identified from our review of the literature on change management and our experience working with states to implement career pathways systems.



Why Principles Matter: Vision

Craft and build consensus on a compelling vision

e A comprehensive career pathways system is easier to
describe than implement

e Terminology matters; anticipate a systems Tower of Babel

e |nitial focus may be on what agencies expect to lose vs.
what may be gained

e Anxiety will manifest itself as issues of turf
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One key takeaway of our work with states and local program staff is that there is a fear of the unknown: A career pathways system sound good in practice, but is actually quite challenge to translate into action
Our experience working with states has been that, in initial conversations, when people fell threatened, they fall back into turf. 
Feeling that a career pathways systems is going to take something away from people
Need to establish vision of what new system will look like and what it can accomplish.
Help people understand that no one is taking anything away from people, but rather, establish norm that together change is possible
Need to build a vision of what can be accomplished
This first step corresponds to Lewin’s unfreeze and Kotter’s first four principles around building a sense of urgency, assembling coalitions and building strategies and communications channels


Why Principles Matter: Engagement

Engage partners and stakeholders in the change process
e Systems are about people and relationships
* People often only see their own contribution to the system
 Not all programs are interconnected
e Success must be owned and championed
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Our second principle focuses on Lewin’s Transition phase, which encompasses Kotter’s 5-7th principles, namely that change happens when people are engaged in the process, feel a part of the system, and see evidence of success
The heart of a career pathways systems is about people and relationships, but most people only work within a small area, such as high school CTE, and so only have a limited understanding of the system
People also often go back to their own experience, and in much of education, it’s people for whom the system worked. 
Systems also are set up to operate in conflict, with people fighting for resources and banding together around their area of expertise. The result is that educational programs and level are often in conflict with one another, with staff having distain for those at other levels. Think about community college faculty and high school teachers.

So engaging people means building a team of change agents who can support the transition process, and using them to help understand the roadblocks that can occur and how to overcome them.


Why Principles Matter: Adoption

Adopt new behaviors, practices, and processes
e People are used to ephemeral initiatives
e Systemic change doesn’t occur in isolation
* What you say is as important as what you do
e Build evaluation into the system
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Our final principle focuses on adoption, which corresponds to Lewin’s ‘freeze’ and Kotter’s anchoring of change in culture
People are use to systemic change coming and going. Political turnover is a constant, with each new administration determined to set its own agenda.

Achieving success means practicing new behaviors and evaluating the outcomes to make sure they work.




How to use this papetr

Organized around three principles

l. Craft a Compelling Vision to Build Support for Change......iiiiicii e ircs s ran e e .6
o N T TR =y = T = Lo TSSO +
Establish Management Structures and SUPPOITS s re s cevaa s asms sessassesneseanans £
Build @ Common Understanding . i ssssssissssiissssssssssss s s ssssssssns assssssssssssssasnsnsssesnns
ComMMUNICATE The ViSION coi e e e e e r e et e s e e e s mnamn s s e e nesaann i naeeennns D

(0 3 1=l ol o L5 OSSO | O



How to use this papetr

Designed for user interaction

Understanding Employers Needs

Link to Hampden County
Employer Survey

Employers are the lifeblood of a region. To ensure that career
pathways development meets regional needs, the Hampden County
REB (MA) developed a 10-page, 30-question survey that digs into
details around jobs, recruitment, and innovation in advanced
manufacturing. This survey is being used to identify needs so future
education and workforce investments can be tailored to the region.
The surveys are an efficient, sustainable way to gather accurate
information and employer input into regional education and workforce
programming.



How to use this papetr

Includes tools for guided inquiry

Checklist

v

Do partners meet on a regular basis to share their career pathways work, network new
opportunities, and consider ways to expand their collaborations?

Has information been provided to potential pathways participants to outline the various
education and training opportunities and long-term benefits of the career pathways
system?

Are employers an active and critical part of the career pathways planning team?

Do employers understand the return on investment for participation in a career
pathways system?

Is there an ongoing analysis of skills sets and workforce projections?




How to use this paper: Examples

Interactive paper
e Hyperlinks to state and local tools
e Checklist at end of paper

e Career pathway resources

A Tool for Sustaining
Career Pathways Efforts
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Examples
Principle 1: Building a common understanding: pg 8 MN Statement of Purpose
Principle 2: Employer engagement: pg 12 Itasca
Principle 3: Formalize partner roles: pg 15 MOUs






Activity: Shared Challenges

Form a group of 5 people

e |dentify the top 3 challenges you have encountered in
sustaining a career pathways system

e |dentify which of the three principles to which they relate
 Write each on a separate yellow sticky note
e At the end of 5 minutes, pass them to the next group
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Thinking we could have them do it twice, one set they pass and the other they put up on the wall in the area in which the problem arises. We’ll have to come up with categories, such as:

People
Organizations
Resources
Legislation and policies



Activity: Shared Solutions

Within your group
 Review the challenges identified by the other group and
write each on one page of your poster paper

* Pick one and identify strategies you might use or
recommend to address the identified challenge

* Write the top five strategies you identified for the
challenge on the poster paper

e If you have time, start on the next challenge




Networking Discussion

Each group will have 2 minutes to share the three
challenges they received and describe their...

e proposed solutions

e personal experience implementing any of the
solutions they proposed




Integrate sustainability into your pathways by...

 Considering how to integrate checklist ideas offered
within paper into your strategic planning

e Reviewing resources (e.g., this paper; Career
Pathways toolkit) for examples

 Networking with others in the room for resources,
ideas, and support




Contact Information

Debbie Mills, NCPN
dmills@cord.org
217.260.1865

Steve Klein, RTI International
sklein@rti.org

503.428.5671
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