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I.   Introduction

In the 1700s, ships determined their position on the open seas by measuring the position of
the sun and the changes in the moon and stars throughout the voyage. This method often
lacked the ability to locate the ship precisely; it only provided a general guideline as to
where the ship might be.

Why is Policy Important?

Policy is much like this method of navigation; it provides a general
guideline of the direction and speed at which the organization wants to
move forward, but often lacks specifics.  This lack of specificity is the
hallmark of policy because it embraces change but allows those who will
actually implement the policy to create and mold the direction to fit the
individual environment.

Just as some ship’s captains were excellent navigators while others
successfully found treasure, all sailed the seas to complete their missions
and return to their home ports.  Decision-makers send local policy
implementers out to change their environment with directions as to the
change needed and the speed in which to make that change.  But the
specifics of the change are tailored by each locale to make it meaningful
and permanent.  This is necessary when policy will direct many, often
physically dispersed sites.  Federal policymakers may be establishing a
policy for literally thousands of different locales, while state lawmakers
are dealing with hundreds of sites.  Even local policymakers like school
boards and business organizations may establish policies that multiple
sites will attempt to implement.

This lack of specificity also means that the policy is not tied to a certain
person or certain methodology.  As long as the policy remains in place,
implementation continues regardless of changes in key personnel or
uneven resources.  A policy provides the means to weather a bad spell
that may decrease resources or slow the rate of change as new personnel
become familiar with the environment.  Policy justifies continuation of
an activity, program or initiative, as decision-makers, managers, or
fellow employees leave and others replace them.

Policy is a formalized idea to encourage change.  Policy, like the sun, moon, and stars that
helped sea captains to navigate, illuminates a general direction, and indicates speed, but it
does not establish a specific approach to achieve implementation just as the celestial bodies
could not specify each ship’s position in the sea.

    

Policy...
! provides

organizational
guidelines

! directs and supports
change

! is not tied to a specific
individual or
methodology

! justifies the
continuation of an
initiative as personnel
and resources change

! is a formulized idea
that encourages
change



II.   Reefs, Currents, and Shoals: Policy: Definitions and Considerations

Just as a sea captain had to learn how to sail the seas, including avoiding hidden dangers, it
is important that individuals wanting to propose and implement a new policy learn about
the factors governing policy.  Different kinds of policies are more successful and have varied
advantages and disadvantages in different environments.  It is best, therefore, to chart the
policy “sea” to improve your navigation skills.  Following are definitions of the two
categories of policy to be considered, formal and informal.

1) Formal Policy is: a formal written direction for
change.  This kind of policy and is the strongest
support available for a new idea.  Formal policy
outlives its originators and continues regardless of
who may implement it.

Examples include rules and regulations, proclamations,
strategic plans, or other written material that is
maintained by the organization to give it direction.

Advantages of Formal Policy Disadvantag
formal policy  allows time for long-
term implementation

change is not eas
organization

there is a high-level commitment to
change

staff may resista

specific authority is given to
implement the idea

formal policy is 
by those with po
officials, adminis

There is a greater chance that
requisite resources will be
provided

debate is often tr
organization, sta
know how  they

The process of establishing formal policy is carefully scruti
addressed prior to the introduction and acceptance of new 
proposed new school board policy may impact the school b
parents, and students.  All will be interested in how the po
will have to do to meet the goals contained in the proposed
5

es of Formal Policy
ily undertaken by any

nce to any new idea

not undertaken lightly
licy authority (elected
trators)

iggered within the
keholders will want to
 will be effected

nized.  All interests must be
formal policy.  For example, a
oard, superintendent, principals,

licy affects them and what they
 policy.
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2) Informal Policy is: not written but is introduced and sanctioned by an influential person
who usually has the authority and resources to instigate the adoption of a new idea.

The local School-to-Career grants are a good example of informal policy.  The acceptance of
the funds implies that a school district and community will implement new methodology.
However, in most cases formal policy was not initially developed to support this effort.

Advantages of Informal Policy Disadvantages of Informal Policy
it is not as threatening as written policy it is personality dependent and is

usually tied to an influential person
making the practice hard to sustain
long-term

more limited in scope and may be easier
to accept

there is limited accountability and
resources may be difficult to maintain

it can refine an idea and gather support
for instituting written policy

often does not impact the entire
system, rather a specific department or
location

While informal policy is very useful at the beginning of an initiative, it should, at the
appropriate time be replaced by formal written policy because it is at best a short term
approach.  The timing of replacement is difficult to define precisely.   When sufficient and
significant results are available to develop sound reasons for going forward or direct some
specific changes to improve implementation, it is often a propitious time to propose formal
policies.
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What is the Process in Originating and Formulating Policy?

Who can originate policy?
Individuals at all levels in an organization can develop policy.  Policy-
makers, staff, stakeholders, and interested individuals all can be the
originators of policy.  All that is necessary is to have an idea to improve
the current situation.

Who takes the proposed policy forward?
Some expertise may be required in order to guide policy through the
stages of formulation.  The policy guide should have access to high level
administrators or supervisors of the area that the policy would affect.  If
that is not feasible, then the policy originator should find a champion to
take the policy forward.

The champion must have contacts within the policy community:
specifically policy makers (e.g., school board members), administrators
(e.g., business owners and superintendents) and those that will
implement the policy (e.g., human resources).  The champion needs to
know the policy process for introducing and implementing policy in the
organization.

How is a new policy formulated?
Developing a new policy can be difficult or easy depending on the
complexity of the policy needed.  Policies that require the cooperation of
many units to implement, need significant resources, or have many
layers of administrative oversight can be very difficult to implement.
Just as a sea captain with several different ships stopping at multiple
ports and traveling long distances has a much more formidable task
than one who has the task of sailing one ship a short distance to a single
port.  When formulating policy, it is best to design as simple a policy as
possible that will still meet the goal.

III.   Steps in Navigating Policy Formulation:
1. Identify the goal to be achieved
2. Ascertain the needed resources
3. Develop support from stakeholders and decision-makers.
4. Develop a draft policy for circulation and comment
5. Design a preliminary assessment of the policy
6. Formal presentation of the policy proposal to the decision-makers

    

Policy...
! provides organizational

guidelines

! Individuals at any level
of the organization can
originate new policy

! Policy originators have a
good idea on how to
improve a current
situation

! Good policy originators
find a champion to take
the policy forward

! If possible, design a
simple policy

! A new policy must meet
the needs of decision-
makers

! Developing policy is a
negotiation process
where the original idea is
thoroughly reviewed by
all of the interested
parties
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Step 1: Identify the goal to be achieved.  Although the policy that you
are advocating is in your view important and worthwhile, it is only one of
many that policymakers will address.  To ensure the approval of the
policy maker(s), look critically at your policy proposal and ask how it
meets the goals of the policy makers.  Be prepared to discuss how this
policy will meet both sets of goals.  If your policy cannot reasonably
address any other policy goals, then it may not be approved, since it will
only dilute the stated efforts of the decision-makers.

For example, if a business’ goal is to hire more highly qualified
employees, presenting evidence on how introducing internships can lead
to better prepared employees illustrates how the internship policy meets
business’ goals.

Step 2: Ascertain the needed resources.
Take a look at how the policy will change the current system and do an
initial assessment on system impact, fiscal impact and resource allocation.
This initial “charting of the stars” will provide an opportunity to look at
how the policy may impact the current system and the ripple effect the
course may produce.

Step 3: Develop support from stakeholders and decision-makers.
To formulate policy, the majority of the endeavor consists of developing
support throughout the relevant parts of the organization and interested
stakeholders to ensure that they will promote the policy to policymakers.

Without internal support for the policy, even if the policy is approved, it
is unlikely that the policy will be implemented successfully.
Policymakers have limited time and resources available to them; one of
the decision criteria they use is the strength of support both inside and
outside of the organization.  It is unlikely that they will support a policy
that is not endorsed by the unit that will administer the policy or high
level administrators.   It is critical to help policy makers understand how
your proposal will support the goals of the organization.   Knowing how
the proposed policy aligns and supports other programs is critical.

Policymakers are also sensitive to stakeholders (those outside the
organization that have, nevertheless, an interest in the organization’s
work.  In the case of schools, these could be parents, people in the
community, alumni, local businesses, etc.).  Developing sufficient support
outside of the organization is always helpful and sometimes crucial for
policy approval.  Policies that require the cooperation of those
stakeholders to be successful should always have advocates within those communities to
promote the policy to decision-makers.

    

Proposed policy. . .

! should align with the
organization’s goals

! include fiscal impact

! should be as simple-as-
possible

! has support from
inside and outside the
organization
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Step 4: Circulate a draft policy.  This should elicit others’ thoughts and to allow everyone to
comment is a common step to begin building support for a proposed
policy.  Administrators and those responsible for implementing the policy
can comment on the concrete elements of the policy, assist in developing
the appropriate language to fit with other policies and to modify the
policy language making it easier to implement.  The policy language will
inevitably evolve during these reviews, but as long as the policy still
meets its goals, these changes are very helpful in eliciting support.

Step 5: Design a preliminary assessment of the policy.  You will
probably be asked by at least one individual “How will you and decision-
makers know that the policy is effective?”  It is helpful to have an answer
to this question in as concrete terms as possible.  This work sets the stage
for a successful approval.  To develop an assessment, determine the
impact(s) of the policy, the key questions to be answered and
methodology to ascertain this information.

Step 6: Formal presentation of the policy proposal to the decision-
makers.  The final step in formulation is the formal presentation of the
policy proposal to the decision-makers.  This may be in the form of a
presentation with several speakers or simply a discussion with the
appropriate administrator.  You should be prepared with a written draft
policy for the decision-makers’ review.  It is important to have a written
policy for several reasons:

− it is a concrete statement of what the policy is intended to do
and the direction to be taken

− it clearly states what resources it will consume
− it bounds the argument to the goal as you have defined it and

to the solution that you have devised (this is important to
prevent the decision maker or others from taking an entirely
different direction), and

− it is the result of the combined wisdom of all of the individuals
who have reviewed it.  You should also have influential
individuals who support the policy to speak at the meeting or
have their letters of support to give to the decision-makers.  If
the supporters are attending a meeting, it is helpful to have
developed a set of speaking points for them.

Coordinating with Other Initiatives
In addition to establishing individual policies for the specific initiative
needed, another strategy is to add language to other policies to support
your initiative.  This will take coordination and cooperation with those
developing the policy, but it has the advantage of not requiring a stand-
alone policy that may or may not be approved.  It also deflects attention
from a new idea that may not be supported by everyone in the community or organization.

    

! Support for the should
be developed prior to
circulating a draft for
review

! The policy “champion”
is involved in each step
of the process

! Anticipate how the
policy will be assessed

! Develop a clear
presentation designed
to address decision
makers concerns and
needs

! Adding language to
existing policy is an
effective strategy
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Integration of goals and activities of the new initiative into standing or
new policies designed for other purposes can result in developing the
authorization and possibly resources for implementing the goals and
activities of your initiative.  This has the advantage of making the new
initiative almost transparent, but powerful.  Adding your initiative’s goals
throughout the policy system makes them invulnerable to attacks on the
initiative.  However, the disadvantage is that others control these policies.
Those implementing the policies may not think your initiative's activities
primary.  They may not allocate the same amount of resources for the
activities that would be available under a policy dedicated solely to your
initiative.

Implementation of the Policy
Assuming that you are successful in obtaining approval for the policy,
you have accomplished the first phase.  The next phase is to review the
policy as approved.  Did the decision-makers make any changes,
additions, or deletions?  If they did make changes, ascertain how that
affects your goals and how implementation will be changed.  This may be
in concert with the implementing unit or involved administrators.

After reviewing the policy, you should meet with the unit or
administrator who will implement this policy to offer your assistance.  At
this point, you should discuss how the unit/administrator is going to
implement the policy.   The implementation plan determines if the policy
will be effective.  You may ask to help write or review any rules and
regulations to be developed to direct the implementation of the policy.

You should also discuss how the effectiveness of the policy would be
assessed.  Outcomes will need to be quantified or protocols (e.g.,
interviews, surveys) developed for non-quantifiable results.  It is
important to assess how the policy will meet the policymakers’ goals, as
well as the original goals of the policy.  To build on a previous example,
do the internships lead to hiring better-qualified employees?  “Better
qualified” must be defined as well as looking at the relationship between
internships and new employees.  Unless you are implementing the policy
yourself, your only responsibility from this point forward is to examine
any results forthcoming from the implementation and to market those
positive results to the decision-makers and supporters inside and outside
the organization.

    

! The implementation
plan determines the
effectiveness of the
policy

! Policy is only works
when it is implemented
and monitored

! Market positive results
to decision makers
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IV.   Sloops, Sailing Ships, and Outriggers: Policy Types

Different types of ships were designed and built for various reasons; some for speed, some
for stability, some for defense or exploration.  Policies are much the same way; some policies
are very broad and essentially discuss the broad goals that a policy maker or board wants to
achieve.  Others are very specific and apply to a very limited range of activities.  Again, the

simplest policy that will meet the stated goals is the best policy
(simplest meaning the fewest number of implementation units
possible – e.g., Human Resources, Finance, Curriculum and
Instruction; the fewest levels of administrative oversight; the
least number of activities; and, if possible, a clear relationship
between activity and results).

The type of policy chosen for formulation and implementation
builds on the goals and objectives desired.  The following policy examples flow from the very
broad but simple to the more specific and complex.  Examples of less complex policies are
proclamations of support by influential policymakers, inclusions in vision statements and
annual reports.  These policies often provide a good “bon voyage” beginning for a new
initiative.

Simple Policies

Proclamations:  A formal statement of support or sanctioning from a decision making body.

 “…Therefore, be it resolved that we support a continued partnership between education and
business through the existence of the Montrose/Olathe School-to-Career Partnership“

Annual Report: Another way to develop support for a new initiative in a less structured
manner is to include the ideas and results of the initiative in the annual report of the
organization.  This establishes the importance of the idea for the organization and begins to
instruct the community about this initiative.

“… Our society has moved from the industrial age to the information age.  Tomorrow’s workforce
will need advanced communication, problem solving, and teamwork skills, as well as a strong
knowledge of technology.  In order to provide job related services, training, and school-based
learning, schools and businesses must work interdependently with other human service providers
in the community.  Representatives in public schools, businesses, and governmental agencies need
to realize that in order to fill this request, we must come together and take responsibility as an
entire community.”

- Weld County RE-6
- Annual Report
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Mission statements: Mission statements expound the philosophy of the organization and its
fundamental purpose for being:

“As a result of our efforts, students will graduate as self-reliant and productive citizens, prepared
to pursue the careers of choice through further education and training”

– East Grand School District.

“To prepare world-class citizens.
A world-class citizen will be able to:

- be an enthusiastic, lifelong learner,
- manage change and make sound decisions

- select personally meaningful careers
- have a positive, productive impact on community, country, world

- communicate effectively, and
- demonstrate social and ethical awareness.”

– Salida School District

Board Philosophy:  Formal policy developed by the organization’s governing board.
“The RE-4 Board of Education understands the value of teamwork.  Because of this understanding,
parents, the community, and the school must cooperate if educational excellence and a well-
rounded program are to be achieved.  Education does not take place just within the walls of the
school or during normal school hours.  Rather, it takes place continually.  Parents and taxpayers
must take a very active role in the education of the RE-4 students.”

- Rangely Public Schools

“The Board endorses the concept of partners in education.  The Board will oversee that all staff will
work with partners to systematically change the educational delivery process in grades K-12.  The
Board encourages businesses, citizens, community groups, and school personnel to participate in
school to career connecting activities in order to…”

- South Conejos School Board Policy

Vision Statements: Vision statements are similar to statements of board philosophy as they
can establish the specific initiative’s concept for the future.

“School-to-Career education in Harrison School District #2 will enable our community to bring
our K-12 schools and all of its students, business and community together in partnership to
educate and train a globally competitive and ‘world class’ workforce and citizenry that meets the
needs of the Harrison community and its patrons.”

- Harrison School District #2

These kinds of policies provide influential support for a new idea or direction but usually
have few or no resources attached or require additional steps.  They simply advocate an idea
in principle.  Proclamations and annual reports are often good places to begin a new
initiative because they provide an impetus which individuals implementing a new idea can
use to interest others in joining the initiative.  If policymakers have endorsed an idea, then it
is easier to attract the attention of others.  Words like endorse, adopt, or understanding



establishes support for a specific idea without setting specific tasks to be done or resources
allocated.

Vision statements, board philosophy, and mission statements are more concrete attempts to
make the initiative an integral part of the organization’s purpose.  These usually take more
time and support to successfully integrate the initiative’s goals into the organization’s limited
number of purposes

Complex Policies

More complex policies usually have several elements in common:
a) a specific goal(s) to be achieved, b) a suggested direction to
achieve the goal(s), c) an administrative unit responsible for
implementation, d) authorization for needed resources, and e)
often an evaluation requirement.   Policies at the broadest level includ
strategic goals and objectives, and annual reports.  Although these typ
great breadth and a particular policy statement can authorize many ty
example, including relevant learning as an academic goal could affect
offered, extracurricular activities, internships, and service learning).  H
details of implementation (e.g., will all academic courses be affected o
of resources are available to assist teachers in introducing relevant lea
responsible for internships) are not clear.  Also one policy statement m
other policy statements for resources (including time and money).

Strategic Goals: Strategic Goals, however, are the specific statements 
makers have chosen for an exact time period.  Often the first step in es
goals is to develop a committee of those that will be involved in imple
This has a twofold purpose: it brings a practical focus to developing g
actually occur and it builds support for the initiative.

“In preparing students for transition from high school to career, the distr
with the districts School-to-Careers’ goals.  On September 17, a group of
teachers, and counselors met to discuss School-to-Careers in the district. 
four goals.  1) Raise the level of awareness around School-to-Careers as a
2) Do a more extensive inventory of District #8 and School-to-Careers’ a
happening currently.  3) Develop more ways to help staff embrace the con
4) Develop an action plan to implement School-to-Careers.

- Fountain/Fort C

“The Board expects all staff to:
− Align school-to-career with academic content standards and assessme
− Improve instruction in determining opportunities to include career-r

general K-12 curriculum.
− Improve instruction in showing relevancy of academics in the workpl
− Promote partnerships for greater cooperation between school and com
13
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− Work cooperatively with partnerships in order to accomplish and link between 'school-based’
and 'work-based' learning”

- South Conejos School Board Policy
STRATEGIC GOAL 1998 – 2001
Connect Education to the Future – School-to-Career and Technology
- 1998-2000 Strategy: Build School-to-Career awareness at high schools.
- 1999-2000 Strategy: Implement School-to-Career across high schools and build School-to-Career

awareness at middle schools.
- 2000-2001 Strategy: Enhance School-to-Career across high schools, implement STC across

middle schools and build STC awareness at elementary schools
– Mesa School District.

Goal Area: Business and Community Partnerships
The subcommittee saw great opportunities for working with community members, area businesses,
and national partnership programs to bolster student's awareness of the relevance of education to
their future careers and to prepare them for the world of work.  There were three major areas of
emphasis:

1) District 20 continues to explore partnership opportunities and maximize use of those
resources that have already been identified.
2) District 20 consolidates the supervision of business and community partnerships.
3) District 20 encourages dialogue with local businesses to discover what employers are looking
for and respond to their suggestions.

- District 20 Strategic Plan

Goal I:
- Build a foundation for a truly outstanding educational program that offers all students a

profound opportunity to excel in basic skills and areas of their academic and vocational interest.
- Objectives: Continue to develop, adopt and implement standards based instruction, by:
- Establishing a task force to review the rigor of high schools course offerings, the variety of

opportunity the school offers beyond college preparation, and to make recommendations
concerning strengthening graduation requirements and setting minimum course loads
requirement.

– Summit County School District

In these examples the policy makers have traveled beyond a goal stated in broad terms and
give specific examples how resources (human, time, dollars) should be allocated.  Action
words like align, implement, build, include, promote, consolidate, explore and establish give
specific instructions to staff w o will implement these strategic goals.
h
14
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Organizational Unit Goals: As the policy makers decide their goals for the entire
organization, the different units develop their own goals to complement and implement the
board/administrative goals.  In education, these units could be in the academic area or
administrative units.  In business organizations, in addition to administrative units, units
involved in the production of the company’s products or services also develop goals to
achieve the broad goals of the policymakers.  Some examples of more specific policies follow:

The Decision

− Know what educational needs business can fill.
− Know what is already happening and what else is necessary.
− Consider the amount of time needed to develop and implement partnerships.
− Determine what staff will be designated to manage partnership operation.

 – Office of School/Community Relations - Colorado Springs District 11

PAC Goals for 1998-1999
1) Maintain a graduation rate of 90%
7) Establish a Career Awareness program.

- Rangely High School  - Rangely School District

An Accountability Message:
Working with our community, our aim is to foster the academic, social, occupational and
intellectual growth and development of each student.  To achieve this, Smoky Hill High School,
parents and community will foster:
- A stimulating and comprehensive curriculum emphasizing academic learning, critical thinking

skills, and life application.
- Informed decision making and informed responsible citizenship.
- Respect and appreciation for the richness accompanying diversity of individuals and perspectives
- Experiences that foster a positive attitude towards self
- Support of environments for the exploration and enhancement of student’s potential
- Associations between students and community for mutual benefit.

– Smoky Hill High School Accountability Committee.

Although the words used here are similar to the words in the examples of boards’ goals, they
have a limited focus.  By allowing units (e.g., Office of Community School Relations, Smoky
Hill High School) to develop their own language, they create their own support for the ideas
in the goals and make it fit the policy environment of the unit.  This decentralization process,
which results in less control of implementation of the initiative, also provides a better
probability that the implementation will be realized, although it may be inconsistent across
units.
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V.   Inputs, Processes, and Outputs of the Organization –
Rules and Regulations:

As the organization absorbs the decision-makers’ policy directions, it begins to develop rules
and/or regulations that identify the standards the services or products produced by the
organization must meet.  In education, how students choose their classes or receive the
correct number of graduation credits or meet the content standards required by the state are
examples of input, process and output regulations.  Similar outputs and inputs in a business
environment might be participating in community activities, developing good employees,
providing opportunities for internships or shadows, in conjunction with providing the
business’ product or service.  Rules and regulations affecting these types of activities are even
more specific and targeted.  These are often the types of activities that can be integrated into
established rules or can be added to ongoing events or activities with a minimum of
authorization.  Some examples follow:

Graduation Requirements
Graduation Standard Three
Career Portfolio: The Career Portfolio demonstrates a student’s readiness to enter the world of
work (and must include the following).

- Post-graduate plan.
- Autobiography
- Letter of recommendations
- Resume
- Internships, work experience
- College course work –

Graduate Standard Five
Graduation Credits: .5 Career Awareness Credit – (will help to prepare the career portfolio)

- Steamboat Springs School District
RE-8 Graduate Standards
All content standards support the Graduate Standards
1) Students demonstrate a strong work ethic.

Vocational and Applied Technology Education
6) Students demonstrate career development strategies essential for either successful entry-level

employment and/or for continuing their post-secondary education
– Fort Lupton School District

Life and Career Management
#1: The student demonstrates the skills and knowledge needed to make career choices.
Primary:

Describes:
- Uniqueness of self
- Roles in society

Upper Elementary:
Identifies career-related:
- Personal interests
- Abilities

– Aurora School District
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Curricular Requirements: All students must attain proficiency in the state-mandated or
board-mandated content areas.  Since significant resources will be devoted to this activity,
initiatives that assist in meeting those standards will be considered given priority and will
receive resources.

“Our goal is to have students who…
- Acquire career skills.”

- Moffat County School District RE 1

Occupational Standards
Standard #1: Students demonstrate abilities in information gathering, speaking, listening, reading,
and writing.

– Salida School District

Employability Standards
Standard 1: American Economic System

Students understand the interrelationship of the various components, which comprise and
facilitate the successful operation of the American Economic System.

Standard 2: Career Level Employment Procedures
Students understand and possess the skills required to successfully complete the employment
process necessary to obtain a career level position.

Standard 3: Quality Employee Skills
Students understand and possess the skills necessary to be a quality employee, regardless of
specific career choice

- Roaring Fork School District

Other types of input/output educational processes include developing process requirements
for all students like academic/career plans, report card structure, and registration materials
organized by career areas.

These standards are very specific concerning what the student has to know to meet the
standard.  Words like demonstrate, identify, describe, understand and a list of specific
products to be produced are typical for this type of regulation.  Students not meeting these
standards are in jeopardy of not graduating, so they are very explicit and everyone
concerned understands the expectations.

Rules and regulations are very concrete and evolve from a policy.  Without some policy
direction, either formal or informal, it may be very difficult to add your initiative’s needs to
rules and regulations since they have the greatest impact on day-to-day activities.  Many staff
will be involved in some way to meet these regulations, so rules can have great impact and
can correspondingly elicit great opposition.



Administrative Rules and Regulations: Although the rules and regulations discussed
previously are very important to the major product or service of the organization, other rules
and regulations in the administrative area are of equal importance but less visible.  One of the
most powerful messages that an organization can make about its priorities is how it spends
its money and what requirements it uses to hire, train, and evaluate its personnel.  These are
directly related to organizations’ values and these are often the last to be changed.  Although
these are not usually approved in detail by the policymakers, they are very powerful
statements and should be undertaken only with a great deal of groundwork.  The
administrator of this area (e.g., Finance, Human Resources) should be convinced of the utility
for this addition, as well as possible wording.  In
the case of a budget request, be very clear on how
the dollars will be spent and what outcomes can be
expected.  The process described earlier in the
formulation and implementation sections in this
document should be followed to change rules and
regulations.

To affect an organization’s administrative rules, it
is important to have some good data and/or
support for your initiative.  Everyone with an initiative will be attempting to get financial
support and experienced personnel to accomplish the initiative.  It is important that this step
have some firm data on how your initiative is meeting the organization’s mission and goals
in addition to the positive outcomes of the initiative.

Budgets: Budgets are not easily changed because often they set priorities for the future.  Most
budgets, especially in the public sector, build upon the previous year’s budget and, therefore,
integrate past budge
priorities, which mak
less important than p
backing from high-le

Administrators are th
that this is the best u
you, as the initiative’
authorizes budget ad
administrator that th
amount, policymake
unlikely they will ap
examples follow:
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t decisions into future decisions.  Budget changes also signal a change in
es any changes difficult because no unit/area wants to be considered
reviously.  It is very difficult to change budgets without significant
vel administrators.

e gateway to budget decisions and must be informed and convinced
se of the dollars given many competing requests.  It is imperative that
s champion, have developed a relationship with the administrator that
ditions or changes and have significant data to convince the
is is the best use of the dollars.  Although with any significant dollar
rs will have to approve the expenditure or budget allocation, it is
prove it without the support of high level administrators.  Budget
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Budget Line Items:

The Board of Education agreed to increase their funding of School-to-Career Coordinator from a
.25 FTE to a .5 FTE position for the 1999-2000 school year

– Summit County School District

The Douglas County School Board has approved a $71,000 budget expenditure for STC for the
1999-2000 school year.

- Douglas County School District

The Denver School Board approved a $250,000 line item for School-to-Career.
– Denver School District

Hiring, Evaluating, and Rewarding Staff: Including specific criteria for hiring, evaluating, or
rewarding staff to implement an initiative is also a powerful tool.  Modifying human
resources rules to integrate a focus on the types of skills and knowledge needed to have long-
term implementation can engender resistance to change from the administrator responsible
for these areas. The administrator will be evaluated on how well the rules and regulations
were followed and achieved the desired outcome.  Others who will have to add to their skill
base to meet the criteria may also be opposed.  Create arguments to counter these arguments
before attempting any changes.  Personnel examples follow:

To increase awareness, the Denver Public Schools evaluated on their and their school’s
involvement in School-to-Career.

– Denver Public Schools

The Rangely School District hiring criteria includes understanding/support for School to Career.
- Rangely School District

The Wells Fargo Banks recently honored the Montrose bank president for his community
involvement largely due to his significant contributions to the local School-to-Career Partnership.

- Montrose School-to-Career Partnership
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VI.   Kings, Queens, and the East India Company: Policy Organizations

When ships sailed around the world, they were usually sponsored by royalty or, after
profitable trade routes were found, by trading companies.  The individuals sponsoring these
trips had different purposes and established different criteria for success.  Royalty may have
wanted to increase their dominion, diffuse their particular faith, increase their wealth with
precious metals and gems, or establish new maps for use in conquest and war.  Trading
companies were primarily interested in finding profitable goods and safe trade routes.
Different organizations may have very different purposes when they participate in an
initiative and their views on policies may also differ.  Elements that can make a difference in
formulating and implementing policy include:

! the size of the organization,
! the formality of its structure,
! the organization’s purpose, and
! its longevity.

It is difficult to thoroughly understand the policy environment of an organization, even the
organization for which an individual works.  It is necessary therefore to work with
individuals in each organization to explore the acceptable methods for integrating policy into
each organization’s structure.  The smaller and more informal the organization, the more
likely that an informal policy structure is in place.  It is “whom” you know, rather than
“what” is written down - if it is written at all.  You should develop supporters within an
organization that understand the initiative and their role in it.  With that kind of knowledge,
they then become the best predictors of how to develop organization-wide support (that may
or may not include formal policy) for your initiative.

Some organizations that may have a positive impact on your initiative include business,
parent, industry, student, community, and post-secondary education.  These categories are
not monolithic in their policy structure; a small, single-owner business’ policies are likely to
be minimal and mostly informal while a large national or international business will have a
significant formal, written structure.  One could expect to see very different responses from
these two organizations when asking to implement policies to further an initiative.  Examples
of the different types of policies (in many cases inferred because these types of policies are
not public and available from these organizations) to support initiatives follow:

Business
All of the following business examples indicate a formal policy structure with designated
resources.

Charles Schwab and Company have designed a series of activities (classroom speakers, job shadows,
internships, teacher externships) and have a specific coordinator assigned to assist in these
activities.

Wells Fargo (formerly Norwest) has established an employee evaluation expectation for managers
to report regularly on their involvement with local school-to-career activities.
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KODAK Colorado Division requires that all prospective employees seeking entry-level positions
provide school records of education received during the past five years. “This policy change is
intended to send a powerful message to students--namely that how you do in school has far-
reaching implications for future employment possibilities with companies like Kodak.  It also serves
as an opportunity to initiate dialogue between students, parents, schools and the community
regarding the kind of workplace skills that we require today and will require in the future with our
company.”

- Michael P. Morely, Senior Vice President
 Kodak Corporate Human Resources

“It is IBM Corporation’s goal to support the most effective education that will produce the highest
level of student achievement for all children, in every community.  We encourage our employees to
participate in their community schools and to play a part in their children’s academic success.  Our
Education Industry Solution Unit, for example, develops products to foster student success and
encourage school reform.  IBM partners with school districts across the U.S. to help them develop
innovative uses of technology to create better schools.”

- IBM Corporate Education Policy

AMERICORD requires applicants to submit a copy of their work history and high school
transcripts with their application.

- AMERICORD

Industry Organizations
Montrose Manufacturer’s Association – Goals for April 1, 1999 – March 31, 2000
- Workforce Development
- Improve School system
- Develop a program for high school students that are going to seek employment directly after high

school
- Encourage more participation in Career Options Seminar (COS)
- Suggest members to perform Work-Keys profile for key jobs
- Develop courses at Vo-Tech via teaming approach
- Support School-to-Careers effort – specifically Discovery project

The Utility Business Education Partnership devoted time and resources to developing a
preliminary site review and a draft gap analysis for a technical assistance grant with the Utility
Business Education Coalition.

-  Summit County Partnership

Parents
Olathe High School: One of the areas of school improvement that we are focusing on is the
transition from school to the workplace, or the transition from school to post-secondary education.
We have found that in the past we have not had a good process of making post secondary options
known to our students.

Goal 1: Olathe High School will continue to develop and implement an organized Career and
Academic plan system for all students in grades 9-12.  The career and academic planning process is
one of the most important parts of our plan.  Each student has been assigned an advisor who
oversees the career and academic planning process.  Students work on a career program called
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“Discover” which will give them valuable information concerning their career interest areas and
strengths.  Students select a broad career area to research - this must include the type of education
needed, what classes in high school would best prepare the students, what the salary range is and
possibilities for advancement in the career area.  Our students have found this information
valuable.  Once the research is completed, the student meets with his/her academic advisor and
his/her parent(s) to review and discuss the plan.

Goal 2: All students will develop the skills and knowledge necessary to make appropriate and
informed educational choices to guide them toward career opportunities.  When we ask incoming
8th graders what they want to do after they finish high school, the majority responds they are going
to college.   This is a great goal and we work with them in every way to achieve that goal, however
we would like them to have some knowledge about why they are going to college.

Goal 3: Students will understand the curriculum and its relationship to career choices.  Once
students see the relationship between classes and career choices they begin to understand the need
to take the class and strive for higher achievement.

Goal 4: Increase parent involvement in the school.  Last year we were able to visit with
87% of our parents during our Career and Academic planning night and had met with 100% one
week later.  All had input into their student’s education and career selection.  Students were asked
to choose their next years schedule with input from their parents and we found that they were
concerned about the choices their students were making and encouraged them to take academically
challenging courses that would increase their opportunity for success after graduation.

- Montrose/Olathe School-to-Career Partnership
Carol Parker, Coordinator

Students
Oklahoma School-to-Work Student Advisory Committee -
Mission: “To be the voice of all students; inform the public, shape policy, and broaden educational
choices and career opportunities for every Oklahoman.”
Purpose: The purpose of the Oklahoma STW Student Advisory committee is to provide a student
perspective in building a successful statewide STW system by providing advice on system-building
activities, serving as spokespersons for the STW Initiative, and representing local, regional and
state STW councils in decision-making activities.
Requirements: 

- sophomore or higher
- active in local partnership
- must attend meetings
- must have past STW experience and provide testimonies
- must have support of local and Regional STW coordinators and councils

Impact: (after first year)
- 16 student reached more than 600,000 Oklahomans through in-person speaking engagements
- All 16 visited legislators in home district
- 3 interviewed on TV
- All did local opinion editorials to  home town newspaper
- 1 student in Bill Cosby School-to-Work TV commercials
- committee members job shadow Secretary of Education, Governor, Lieutenant Governor, House

and Senate Education Committee leadership, Superintendent of Public instruction, and other
key STW governmental stakeholders
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Post-secondary Education
Articulation with Colorado Mountain College lift mechanic apprenticeship program
Articulation with Williams Learning CD-ROM apprenticeship programs though Independent
Study

– Eagle County School district

High school students permitted to use Choices program at college (Colorado Northwestern
Community College) to determine skills, interests, and look at colleges
Joint visits to the United Technical Education Center (is this its name?) for brainstorming sessions
between Colorado Northwestern Community College instructors and high school teachers.

- Moffat County School District

Community Organizations
The West End Economic Development and School-to-Career Center was created to develop synergy
between two related but different initiatives: to bring new businesses to an area and to provide
well-qualified employees.  Establishing this joint entity requires a formal policy structure with
associated resource allocation.

– West End Community

Regional Centers
Although it is difficult to provide explicit examples of these types of policies for a variety of
reasons, the formulating and implementing of policy is the responsibility of employees of the
organization, not the initiative’s leader.  The real task for the initiative’s leader is to convince
those employees how participating in the initiative meets the business’, industry, post-
secondary education’s, etc., goals.  Providing ideas on activities and other types of support is
an integral part of persuading new supporters but the actual policy language will reflect the
organization’s policy environment.  The leader of the initiative should assist with information
for other organization’s to develop policy to support the initiative but is not responsible for
doing so.
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VII.   Maps, Charts and Sextants: Policy Tools

Sailing ships used a variety of tools to estimate their progress to their destination.  As storms,
time, and winds altered a ship’s course, these tools gave the captain an estimate of his new
position and he could make course corrections to return to the correct route.  While maps,
charts, and sextants assisted in sailing the seas, tools to assist in developing policy can also be
helpful.

Formulation and Implementation
The earlier discussion on formulation and implementation
describes in writing how policy is structured, the major
players, and the role of the initiator of policy.  A review of
that section is one way to begin the policy process.

Policy Check List
A less verbose and more compact tool is the policy checklist.
This provides a series of activities to accomplish while
attempting to develop policy and have it approved and
implemented.

Design:
" We have a specific goal/objective to achieve.
" We reviewed other policies concerning this topic for good ideas.
" We reviewed the organization’s policies/regulations to make sure that current policy

doesn’t forbid or contradict the proposed policy.
" We talked with the unit (e.g., Human Resources) that will implement this policy to ask for

their ideas on how to write the policy to maximize its effectiveness.
" We developed language for a draft policy.
" We identified some assessment tools to evaluate the policy's effectiveness.

Procedure:
" We researched the policy process and know how to obtain policy approval.
" We know the format and timing of approvals for policy approvals.
" We discussed the language of the proposed policy with the unit that will implement the

policy for input and to generate support for the proposed policy.
" We developed support inside and outside of the organization for the policy.
" We talked to and asked the administrator who will oversee the implementation to review

the policy to elicit his/her support.
" We identified the expected benefits of the policy, including meeting the goals and

objectives of policymakers who will approve or disapprove the policy.
" We developed a presentation to introduce this policy to the approval body.
" We have a list of supporters, both inside and outside the organization, who will testify in

front of the approval body for the adoption of the policy.
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" We developed speaking points for each supporter emphasizing the benefits of the policy
that meet the policymakers’ goals.

Implementation:
" We reviewed the policy as approved to determine what, if any changes the decision-

makers made when they approved the policy.  We’ve ascertained how those changes will
affect the implementation.

" We reviewed any rules and regulations developed from the approved policy to ensure
that they maintain the policy’s intent.

" We identified, with the unit and administrator that will implement this policy, the
amount and source of the resources needed.

" We developed, with input from the responsible unit, an assessment procedure to measure
if the policy is effective.

" The assessment procedure includes a regular reporting cycle.
" We offered our help to implement the policy.
" We market any positive results emanating from the policy to policymakers, supporters,

and those inside our organization.

Policy workbook
The final policy tool is a Policy Development Workbook found on page 26.  This allows a
committee or other group to develop a policy strategy and discuss the types of activities
resulting in a successful and implemented policy.  This tool is particular useful if individuals
or committees are unfamiliar with policy or disagree about the policies to be implemented.
This allows the entire group to come to consensus and builds support for the ideas
developed.

VIII.   Wealth, New Continents, and Shipwrecks: Policy Outcomes

The outcome of any specific voyage was unknown when a ship sailed from its homeport.  It
could return with untold wealth of gold, silver, and precious jewels or tales of new lands
with exotic inhabitants.  Or the ship may never be heard from again as it sank in a storm or
wrecked on an unknown shore.  Policies are very similar; it is very difficult to predict
precisely the outcome of any policy for a variety of reasons.  Implementation varies from site
to site and may be successful in some areas and not in others.  Some parts of the
implementation may be thriving, while others fail.  And most important of all, it is very
difficult to develop a reasonable cause and effect relationship between policies and results.
But just as the world would be significantly smaller and more drab if the ships had not sailed
around the world and brought news of other continents, countries, and peoples, policies
provide support for new endeavors and new ways of thinking about new and old problems.
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Goals and Objectives to be met by Policy

1. What are your partnership’s long term goals for School-to-Career?

For example,
− 25% of the employers in the area will participate in School-to-Career,
− the School Board will support and allocate resources to School-to-Career,
− every teacher will develop at least one lesson plan that integrates an academic content

area with the workplace competencies,
− each student will participate in at least one School-to-Career activity.
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Examine the Resources

2. To meet these goals, what are the partnership’s resource needs (human, time, dollars)?

Identify goals requiring additional or new resources needed (e.g., new resources needed
for an internship coordinator):

Identify the goals that can be met by enhancing activities already in place (e.g.,
professional development).
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Outcome and Impact

3. What are the specific outcomes/impacts that the partnership can document to
demonstrate the worth of School-to-Career to different audiences; in other words, how
can School-to-Career meet the needs of these audiences?

Impacts for:

Business

Superintendents and Administrators

Teachers

Community

Parents

Students
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Advocate and Integrate the Idea

4. What are the relevant policies (policy areas) that you want to modify, inaugurate, delete?

Planning policies (e.g., mission, goals and objectives)

Unit policies (e.g., policies at each high school or factory/office site)

Rules and regulations (e.g., graduation standards, content standards, assessments,
academic plans)

Administrative policies (e.g., Finance, Human Resources, professional development)
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Decision Pathways

5. What is the process that your target organization uses to make resource decisions?

a) How are decisions made?  (must it demonstrate that it meets the organizations’ goals, is
there a specific procedure that must be followed?)

b) Who makes the decision?  (who must approve this request and who will implement it if
it is approved?)

c) What organizational needs will be met if this request is granted?

d) Who can influence this decision?



32

Policy Changes

6. Have top-level administrators in the organization reviewed the proposal?

a) Who are the administrators that should be involved?

b) Have they reviewed the proposal?

c) What are their comments, changes, additions, modifications?

7. Who will be responsible for implementing the policy?

a) Have they reviewed the draft proposal?

b) Are they supportive of the goal of the policy?

c) What are his/her comments, ideas, modifications, etc?
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Follow Through

8. How will the policy outcomes be documented?

9. How will the supporters maintain contact with the implementers?

10. What data is available to prove the policy change was successful?

11. What processes can you foster to develop a regular data collection system or what regular
data processes can be used to measure the policy’s impact?

12. How will you “market” the good outcomes of the policy change?
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Summary

1. What is the strategy for changing, introducing, or deleting a policy?

a) What specific goals of School-to-Career and the organization will the policy meet?

b) Who will approve the policy and what is the process to obtain that approval?

c) Who should review this policy prior to its presentation to the approval authority?

d) What are the reviewer’s comments and how can they be added to the draft proposal
without changing the proposal drastically?

e) Who will implement this proposal and what are his/her comments?

f) Who are supporters that can discuss and promote this proposal with the decision-
makers?

g) What is the time line to complete this strategy?
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Appendix Appendix Appendix Appendix I
- Examples of Written Policies- Examples of Written Policies- Examples of Written Policies- Examples of Written Policies
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A. Thompson Valley Curriculum Design Model used throughout district.

B. Roaring Fork School District has approved employability standards as part of their
standards and assessment requirements.

C. Colorado Springs 11 brochure to connect the community with schools.

D. Steamboat Springs student registration booklet shows how students can choose classes
to support their interests in a certain broad career area.

E. Weld County 6 (Greeley) highlights School-to-Career in their annual report.

F. Mesa 51 (Grand Junction) includes School-to –Career in its strategic goals.

G. Fort Lupton School District Graduate Standards include School-to-Career competencies
and skills.

H. Summit School District’s Silverthorne Elementary has included basic workplace
(study) skills in its student progress report to parents.

I. South Conejos School Board Policy regarding partnerships with community and
School-to-Career being major factors in school reform.

J. Smoky Hill High School (Cherry Creek School District) includes goals supporting a
School-to-Career system.

K. Aurora Public Schools “Life and Career Outcomes” are part of district standards.

L. Rangely’s strategic plan includes emphasis on a career awareness program for all
students.

M. Summit School District has provisional board strategic plan/policy to infuse School-to-
Career focus including community partnership.

N. Montrose has joint school board and Chamber of Commerce Resolution regarding
commitment to School-to-Career.

O. Several examples of employer policy.
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