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ABSTRACT

A DACUM (Developing a Curriculum) task analysis for
the position of Chief Continuing Education Administrator was
developed in June 1988. A panel of 11 chaef continuing education
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traits they felt best described them and what they do in pe.forming
their dquties. They also developed a definition for the duties of the
chief continuing education administrator. The tasks and traits were
grouped into these general areas of competence: administering a
continuing education division, developing and managing a divisional
budget, participating in institutional processes and coordinating
educational programs, program development, program operations,
program follow-up, providing student services, promoting community
outreach and access, demonstrating professional attributes, angd
developing professionally. A larger sampling of chief continuing
education administrators then was surveyed, with 33 surveys returned.
These administrators rated and ranked the tasks in order of
importance, and the results were plotted on a matrix. Tasks most
important to the continuing education operation were >isted and
categorized as those personally performed and those delegated to
others. The DACUM task analysis initially developed by the 11
administrators was validated as an accurate occup=-ional task list,
the definition was verified, and professional workshops were

recommended. (The DACUM chart developed is ainclvded in thais report.)
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A DACUM task analysis for the Chief Continuing Education Administrator was
developed and sponsored by OCHEA on June 23 and 24, 1988. A panel of
eleven Chief Continuing Education Administrators from throughout Ohio took
part in the analysis that produced a DACUM chart of 123 tasks and traits they
felt best described them and what they do in performing their duties.

As a part of the analysis they also developed the following definition: The
Chief Continuing Education Administrator is responsible for developing,
managing, and coordinating a variety of educational programs and services to
assist individuals, the institution and the community in meeting their needs
and achieving their goals.

The tasks and traits were grouped into eight general areas of competence.
A.  Administrating Continuing Education: Division
B. Developing and Managing Divisional Budget
C. Participating in Institutional Processes
Coordinating Educational Programs
Frogram Development
Program Operations
Program Follow-up
Providing Student Services (credit and/or non-credit)
"Promoting Community Outreach and Access *
Demonstrating Professional Attributes
J. Developing Professionally
The complete task analysis is attached.
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The next phase of the project surveyed a larger sampling of Chief Continuing
Education Admindstrators to decermine if they agreed with the panel's
perception of the occupation. Thirty-three surveys were completed and
returned.

The survey asked participants to rate each task on an Importances of "high",
"medium”, or "lew" and a Frequency of "daily/constantly”, "usually/regularly”,
"seldom/rarely”, or "does not apply/delegated” on each of the tasks. The
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rankings were then compiled into a Lotus spreadsheet that assigned point
values to each response. The accumulated values were then sorted highest
to lowest and plotted on a matrix.

Demonstrating Professional Attributes was surveyed using the Likert Scale.
The mean scores were in the range of 5.57 to 6.72/7.00. These traits were
confirmed as essential to the tasks of administering continuing education.
The following list describes each trait with its mean score.
1. (6.63) Follow code of ethics
(6.24) Serve as change agent
(6.45) Create, communicate and reinforce vision of CE
(6.36) Convert vision to action plan
(5.90) Balance institutionial priorities with community needs
(5.57) Manage stress and time
(6.48) Possess a willingness to take risks
(5.81) Delegate effectively
(6.69) Work well with a variety of individuals and groups
. (6.39) Share ownership and acknowledge contributions
. (6.27) Function in a variety of disciplines
. (6.21) Tolerate ambiguity
. (6.72) Manage multiple responsibilities, tasks and details
. (6.69) Display sense of humor
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Assigning values to each response helped determine the range and rank of
each. task in the major categories. The rankings should interest OCHEA
members, officers, and other continuing educators. The tabulated results
were clustered into four major ~ategorical findings.

I.  Tasks most important to the CE operation I
II. Important tasks - personally perfc .aed by CE administrators %
III. Important tasks - delegated to others (or not app:icable) D

IV. Unimportant tasks ®




Most important to the CE operation "I"

When we looked at the ten top ranked tasks by importance, we found five
different areas of competence. The area of Program Development although
not ranked first did show up as predominate in regard to importance. The
top ten tasks with their DACUM chart location are listed below.

Monitor quality standards (A-4)

Act as institutional spokesperson for CE (C-6)

Generate program ideas (D-1)

Make "go/no go" decision (D-19)

Define activities (B-1)

Promote CE function internaliy (C-5)

Identify target audience (D-2)

Identify audience's needs (D-3)

Review division performance (A-15)

10. Handle participant/staff concerns and problems (E-9)

©® NN

The CE administrators do not necessarily perform all these important tasks
personally, but they definitely oversee these functions.

Important tasks - personally performed by CE ggminiggg;gté "%

The tasks most likely to be performed by the Chief Continuing Education
Administrator were slightly different frorn the tasks deemed most important.
The top two tasks remained the same on both lists, but overall the trend of
tasks actually performed shifted to the wreas of "Participating in Institutional
Processes" and "Administering Continuing Education Division." "Program
Development Activities” except for D-1, D-2, and D-3 dropped below the top
twenty tasks. The top ten tasks are listed below.

Monitor quality standards (A-4)

Act as institutional spckesperson for CE (C-6)
Initiate and respond to communications (A-12)
Generate program ideas (D-1)

Ll




Promote CE function internally (C-5)

Keep abreast of current events and trends {J-1)
Maintain institutional relationships (C-3)

Develop institutional awareness and sensitivity to adult
learners (C-4)

9. Anticipate and manage problems and crises (A-8)

10. Define activities (B-1)

© N o o

Im t tasks - del others "D"

Regardiug important tasks that are delegated, they are grouped in two major
areas of competence--Program Development and Program Operations.
Recruit faculty/instructors (D-6)

Schedule facilities and equipment (D-13)

Coordinate services at program site (E-3)

Provide timeiy distribution of instructional materials and
equipment (E-4)

Obtain evaluation data from participants and instructors (E-11)
Verify /confirm arrangements (E-1)

Establish objectives (D-8)

Register participants (E-2)

Establish program timeline (D-5)

10. Develop and maintaiw mailing lists (H-8)

L
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The above tasks ranked from 15 to 39 according to importance, but ranked
from 3 to 33 according to delegation. Therefore, the CE administrator must
ensure these tasks are performed by others or have other divisions of the
institution performing these services.

Unimportant tasks "%"

The ten tasks most likely to be performed by delegation or by reason of
organizational structure by someone other than the Chief Continuing
Education Administrator or outside the realm of CE are also clustered in two




areas--Program Operations and Program Follow-up. In fac, nine out of the
top ten tasl:s in this category were in these two areas as shown by the
following list.

Update participant records (F-2)

File documentation for certification (F-3)
Register participants (E-2)

Retrieve extra materials and supplies (E-13)
Coordinate services at program site (E-3})
Provide timely distribution of instructional materials and
equipment (E-4)

7. Close out files (F-8)

8. Maintain records (D-21)

9. Monitor attendance (E-7)

10. Complete financial transactions (F-1)

IR

These tasks are primarily clerical and involve documentation. Again, in the
larger picture of CE, they must be car-ied out, but not by the CE
Administrator.

By Grou

Adcitionally, from the matrix in the areas of Administration, Budget and
Participating in Institutional Processes, 50% of the tasks were considered to
be important and performed by the Chief Continuing Education Administrator
personally. But in the area of Coordinating Educational Programs, with its
three subdivisions of Program Development, Operations and Follow-up, more
than half (54%) of the tasks are either delegated or perfosmed outside the
vrganizational structure of the Chief Continuing Educztion Administrator.
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Congclusion

* The DACUM task anaiysis, developed by eleven CE administrators, was
validated and affirmed as an accurate occupational task list.

* Infact, the major duty categories (A-H) almost take on a descending order
of importance.

» The definition of Chief CE Administrator was verified and confirmed
because the critical tasks all fit under the three major roles of developing,
managing, and coordinating programs.

* Size of institution/operation and type of operation (credit/non-credit)
definitely affect the frequency of tasks under categories D, E, and F--
Coordinating educational programs.

Recommendations

Perhaps the major duty areas of the DACUM chart should be used to
develop professional workshops or theres for seminars. For example,
(A-4) "Monitor quality standards"” is the most important task on the chart.
A research project on techniques of statistical process control in the CE
office would really help CE administrators. A "call" for papers and
practices on "Quality standards for CE operations" could elicit a
database/resource for a national conference.

Of course 44 CE administrators is not a valid representative sampling for
national implications, but for Ohio this chart seems to capture the essence
and relevance of this profession.




WHAT 1S DACUM?

DACUM, an acronym for Developing A Cu'rn'culUM. is a process that analy;zes
an occupation systematically. A panel of cccupational experts performs this analysis
during a two-day workshop. Under the direction of a qualified facilitator, the panel
analyzes their job-related tasks while using modified brainstorming techniques.

The panel's effort rasults in a DACUM chart which describes an occupation in
terms of specific tasks that competent workers must perform. A task is defined as a unit
oi observable work with a specific beginning and ending point that leads to a product,
service, or decision. This chart is shared with an international database called the
DACUM Exchange at Humber College in Ontario. )

Althougn there are many methods for developing curricula or training programs,

" two characteristics distinguish the DACUM process from other methods:

v/ Expert workers from the occupation analyze their own work
v Results are produced ina graphlc format e

Since the DACUM chart provides an excellent source for analyzing the tasks
within an occupation, many companies and colleges use it as their preferred method
for program or curriculum development. These versatile charts also can be used as
report cards, recruiting materials, or even as actual position descriptions. Most
developers select this process because it is a fast cost-effectlve method to design
: relevant curricula or trarmng programs o ) s

PER Y FS PO 3 S B

' .\‘ -~




Day One

1.

STAGES of the DACUM Workishop

Introductions/Orientation
The DACUM facilitator conducts an orientation to the overall workshop and process. During
the first half hour of the workshop, panel members introduce themselves briefly.

Occupational Title/Position Defined

The panel begins to select the most appropriate name for their occupation or profession.
They also define their occupation in a single sentence. Definitions address the what, how,
and why of an occupation.

General Areas of Competence Outlined

In the first of many brainstorming sesisons, the panel describes the generai responsibilities or
duties that possibly determine the cluster of tasks within the occupation. These general
categories are printed on large cards and placed to the wall to the I-ft of the panel.

Specific Tasks Identified

The panel analyzes each general category of the occupation. Brainstorming brings out the
individual tasks within each area. These tasks are listed from left to right on smaller cards.
In the DACUM workshop, a task is defined as "a unit of work that has a beginning and
ending point." This stage, requiring the most time, is considered to be the heart of the
process.

Tw

Individual Tasks Refined and Sequenced

Usually on the second day of the workshop, the panel focuses its attention to arrange the
tasks and examine the wording. This revision refines the chart and offers different ways to
perceive the occupation. Pane! members discuss their ideas in speci.ic detail and with great
energy during this stage.

General Categories Sequenced

The panel now proposes different arrangements of the general duties in the occupation. Itis
often amazing the variety of organizations that panel members propose. A consensus
determines the final sequence of the chart.

Job Description Revised

In a brief overall view, the panel examines the original definition, which was developed in
stage two. Often this rewording revises the emphasis of the occupational activities or the
terms in the title.

Closure (and an Optional Ac<tivity)

The workshop concludes with an expression of appreciation from the institution. The panel
is informed about the follow-up activities and proposed uses of the chart. If time remains,
panel members are asked to identify entry-level tasks. '




HOW THE DACUM PROGCESS
BENEFITS BUSINESS & INDUSTRY

BY EVALUATING A COMPANY'S POSITION DESCRIPTIONS
Acquire a relevant position description of an occupation
Assess to see if company's position description corresponds with the
prefile of the occupation at-large
Determine if the current position heeds revision
Base the revising of the position descrintion on group perception
(not individual or biased perspective)

BY INFLUENCING EDU'CATIONAL INSTITUTIONS
Provide direct input into academic programs of future employees
Affect the content of courses and type of learning activities
Reduce own training time and costs
Define the entry-level tasks for employability

BY SELECTING PERSONNEL
Hire part-time and co-op students to perform entry-leve! jobs
Screen co-op students for possible full-time positions
Interview prospective employees and screen unqualified
candicates fairly--based upori the tasks in the position

BY EVALUATING PERSONNEL
Feccus the company's petiormance evaluations on tasks, not personralities
Determine an accounting an accounting system or pay scale based upon the
performance of tasks
Create an incentive program for outstanding performers
Evaluate performance of current work force with specific tasks

BY ASSESSING COMPANY'S TRAINING
Evaluate effectiveness of present training program
Determine needs and activities for outside training
Design performance-based programs that focus on outcomes

BY PARTICIPATING IN COMMUNITY SERVICE
Fulfill needs and goals for community service and involvement
Increase company's recognition and importance in the communiiy
Direct career choice for future students
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~ The Chief Continuing Education Administrator is responsible for developing, managing, and coordmm

the institution and the community in meeting their needs and achieving their goals.
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ting a variety of educational programs and services to assist individuals,

-——
A8 A9 A-10 AN A2 A-13 A4 A15
Anticipate and Perform Provide Communicate Inttiav: Handle Conduct & Review
manage ,msonnel magt ongoing budgetary respond 10 complaints & paricipate in divion
problems and unctions < atf gurdehnes & communications problems meetings performance
crises (e development info 1o staff (e g phone,
inteniewing elec . watten) —
hinng appraisal % !
88 8.9 810 81 8-12 B-13 814
Obtain Allocate Authonze Monitor budget Reconcile unit Adyast Prepare
finalized funds within expenditures (e g revenue & budget records bucgets financial
budget CE dnision expense) with institutional reports
1e00mns
1-5
08 D9 D-10 o-n D-12 D-13 D-14 D-15
Estabhish Determine Develop Assess Communication Schedule Regquest Prepare
objectives instructional evsluation habihty plans facilties cerification indwidual
actntes strategies factors internally & equipment if need gro ram
udget
£8 E-9 £10 E-11 E12 €13
Supervise Handle Monitor Obtain Issue Retneve
nstructiona| partcipant/ rogram evaluation certificates extra matenals
personnel staff concerns gu get data from & supplies
& stk & problems participants &
insteuciors
T b X
F8
Close out
files
G8 G9 G110 G-11 G-12
Assist in Register Collect fees Assess Maintain
admithing students & tition ot academic
students 1n courses as needed earning records
H-8 H-9
Devep & Engage in
mantain prospect sales
mahing with corporate
tsts and agency
se'tings
13
weane SPECIFIC TASKS ——

Aruitoxt provided by Eic:




L
i [E3] 12 -3 -4 1.5 -6
Demonstrating Follow code Senve Greate Cemven Balance Manage
Protessonal o Tt change communic ate and \ISHON 10 nshitutional stress and
Atttibutes apeat RO el th pronties with tme
s e plan community
needs

I. I-? }-2 )3 -4 )3 )6
Developing Revn abreast Maintain Attend Paricipate in Maintain Take
Protesmonaliy o carrent contacts with protessional protessionat expentine in Courses ang

(LY ST N ather protessional meetings ASsociations ingeuctional semingey

trendh o g W community technology &

emvronmental RIOUpS program tormats

seannmg

- - E :

DACUM TASK ANALYSIS
CHIEF CONTINUING EDUCATION ADMINISTRATOR

Developed and sponsored by
Ohio Continuing Higher Educations Association

Columbus, Ohio
June 23 and 24, 1988

Project Staff:

DACUM Coordinator - Faciltator: Timothy D. Noian
Cincinnati Technical College
DACUM Coordinator - Planning: Jay McCreary

OCHEA President
Marion Technical College

DACUM Recording - On-Site Coordinator: Barbara E. Hanniford
Coordrnator, Planning Studies |
The Ohio State University

14




7 1-8 -9 110 [ B3] §12 13 113
Possesy a Dd'egate Work well with Share Function in Tolerate Manage Diplay
willingress to enecach 2 vaneh of ownership and avanety of ambigusty multiple wnae o
take nvka indiniduals acknowledge disciplings ey ponabhities humor
and grouprn contnbutions tashe A detaits
)7 )-8 19 1-10
Teach/ Read Conduct Contabute 10
nstruct protesvionai research pubiications Professional
Journate Traits and
Tashs
With the assistance of panel members:
Zoe N. Bechtol, Coordinator Central Ohio Technical College
Continuing Education & Comuntity Services Newark, Ohio
Hilton Bonnnwell, Associate Provosi Untversity of Akron
Continuing Education, Public Service, & Akron, Ohio
Outreach
Terry Calaway, Assistant Dean Cuyahoga Community College
Continuing Education Parma, Ohio
Paul Callahan, Director Cincinnati Technical College
Continuing Education Cincinnati, Ohio
Sr. Donna Capuano, O.S.U., Director Ursuline College
Continuing Education Pepper Pike, Ohio
Dan Evans, Director Shawnee State University
Continuing Education Portsmouth, Ohio
John R. Loch, Director Youngstown State University
Continuing Education & Education Outreach Youngstown, Ohio
Susan McGough, University Director The University of Dayton
Continuing & Adult Educatior, Dayton, Ohio
Ginny Manss, Assistant to the Director The College of Mt. St. joseph
Continuing Education M. St. Joseph, Ohio
Elliot Rudoy, Chairman Lorain County “ommunity College
Community Education Division Elyria, Ohio
Richard A. Starr, Director Clark State Community College
Center for Human Resource Dev. {opraent Springfield, Ohio
ERIC 15




