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Guidelines for the DevelebPment and Studg\pf Cooperative adult
Educatiok Programs A 3

’ S N . .
Cooperation between private industry aﬁd state supported

educational agencies for.programs to serve adults with less than
a high school education is a reality in many of-the fifty states -
and territories. The purposes of these programs vary from

specific skill training to preparation for taking the Generail

Equivalency Development Test. Whatever the purposes, the way in
which these programs are developed and carried out may sérve to
# aid similar efforts in the future.

This publication is the fourth in a series of five (5) S
products which .grew out of the Cooperative Adult Education

Project carried out by The Center for Vocational Education at The
Ohio State University and sponsored by The United States Office

of Educatlon. The other. four products include:

T . . A Partial Listing of Cooperative Adult Educatlon Programs
@ (NO 1) - 1 '
%
. . Abstracts of Selelted Cooperative Adult Education A )
Programs (No. 2) N ) )
T e Case Studies of Selected Cooperatlve Adult Education :
‘ Programs. (No. 3) .

.» Discussion of Indugtpx-Educapion Cooperation for Adult

Learning (No. 5} ° (Egﬁ“xﬁ//r_
All five (5) of these pu%l cations are available from The Center

for Vocational Education, Product Utilization Section, at cost. ¢
] -~ L
- ‘ . A | X
\ ‘ :
+
*Project Title: Identification and Assessment of Exlstlng -

Mqdels of Cooperatlve Industry pnd Staté Administered Adult
Education Programs. : r




» +
TABLE OF CONTENTS 7.
Acknowledgements . . . [ . . s e e e e e e e . iii
Preface . . . . ZL;J. e e e ey e e e e e e e e e . \Y
Table of Contepts . . . . . . . . oL L0 0L . vii
Intro{uction O . 1
Gufqe te the Usage of Guidelines . . . . . . . . . . . 9
General Comments . . . . o+ . e 4 4 4 . e oS0 0 L. . 11
Guidelines . . « « v o v e e e e e e e e e e e . 13
R / -

. Needs Assessment . . . . . . . . . o Y. o . . 13

Objective Setting and Instructional Content
Development . . . . . . . . . . . % L " . 19
Sstaffing . . . . v o 0 v 0 0 s e e e e e e ' 25,
v Procedures and Materlals e e e e e e e e e e . 33
Pre-Planning . " . . i . . + . .+ . . s e e s . 41
Rescurce Acquisition and Expenditure Plan . v . . 45
Program Administratdon . . ¢ ¢ & ¢ e . o+ . s . 51
Job Placement and Promotion . . . . « . . . . . . 57
- Internal -and External Communication « . . . . . . 61
Evaluation . © « .« « « « 4 4 4 ene e w . .t . 72
" Accepting and Screening Participants . : . . . .,. . . 7

' Counseling Services for Adult Students . . . . ., . . . B3 -

Appendix A - Project Advisory Committee . . . . « « . . o« . 89




-
4.
& INTRODUCTION
I propose a great new partnérship of ldbor and educa-
- tors. . . . Accordingly, I have asked the Secretaries

. f Commerce, Labor and HEW to report to me new ways to
ring the world of work and the 1nst1tut10ns of educa-
gf\ ion closer together. 3

With these words President Genpald Ford in August 1974 pro-

claimed a new emphasis for industry/educatidn cooperative across

the United States.

\ .

AS\W1th any new thrust, it is importa to look at what is
currently happening and to study those effpfts which may offer
modéls fpr future development and refinement. No new emphasis
can begig in a vacuum, witheut knowing what has happened and what
is currently happening, Otherwise, the "wheel” ‘is const ntly

Sy

belng relpvented, and there is a loss of the experience pe s
in the field have built. ] . .
- : .

Thus,| the overall goal for this Center for Vocational Educa-
tiom project sponsored by the U.S. Office of Education was tg
identify, study and disg®hinate information about 'programs which
are currentily in existence in order that the programs themselves
may act as models and theit experlence may improve futpre collab-
orative effgrts.

-

£

Programs Under Study

- -

The Eleld of 1ndustry/educat10n cooperation is very large and
may be represented as a pie in Flgure 1. Included in this pie
are pieces (or programs) such as distributive education for high’
school students. Even the field of cooperation for adult educa-
tion is large. There are management development programs,
College/ihdustry exchange, and tultion reimbursement plans’
available in almost all industries and businesses. Thus, inter-
action is ongoing everyday and Covérs many levels of cooperation--
from fee reimbursement to .actual teacher/worker. exchange.
Therefore, it would be nearly impossible to cover the whole range
of adult education 1n cooperation-with bU51E,v€ and indust{ry in -
one study. . E

This project focused its attention on one piece of the pie,.
‘or area of industry/education cooperation, as represented in

-

- 1

7
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N FIGURE 1.

THERE ARE MANY TYPES OF
COOPERATIVE PROGRAMS!




. ,
el Figure 2. Not that any of the other pieces, or types of programs '
////gre less important but ip order that a more Complete study may T
be undertaken, and ‘to.provide the specific information requested .
by the U.S. Offlce of Education, the project was limited to this
Oone area of cooperatlve education efforts.: ’

The grograms under study may be further defined by the
fbllOW1ng/parameters. )
'Programs must be cooper@tive between a private business,
industry or group of industries and a state affiliated ¢ -
educational agency such as.a local school, a Community o
college or state dgpartment. Some possible programs ‘
which would be ruled out by this parameter include
programs with labor organizations, community service
organlzatlons, other partles of state government, and
‘programs which are basically of a.federal nature, that
is programs such as the Manpower Development Trainiifg
Act (MDTA) and the Bational'Alliance of "Businessmen
{NAB}. However, it“/may be that federal funds are
funneled, through the state for pwograms which are
included in this study. The difference is mainly that
conttol would remain at the state or Yocal level rather
than in Washlngton. . .

The Cooperatlve arrangement may be formal or informal
but the result must /h&ve both organlzatlons contributing '
one or more of the Tollowing: direct funding, partici-
pant or teacher release¢ time, intensive planning, facili-
; ties, equipment or materials. Programs which may .b&

{ excluded by £his parameter are those where the private
industry simply pays tuition for its employees who take
courses on their own.

.

+

3. The program must be primarily for partIEIE&nts who are

. adults {(i.e., ovelr 16 and assuming adult roles); who
= have 'less than a high school education and who are not
gnrolled in a full- or part-time traditional digploma-
seeking program. This parameber would exclude programs
for anyone with more than a4 high schgol education in the
graduation certificate sense. Also,?it would rule out

, distributive education programs for high school seniors

, who may indeed be over 16 but are still in a traditional
diplofia program. .

4, The program may include any one_or more of the following
areas: job skills training, bakic education, computa-
tional skills, writing, reading, speaking, or English
as a second language. The teacher of these may be in the

. form of preparing for the General Equivalency Development

' Test {(GED)., skills training, any of the skill trades, on-

' the-job training, pre-employment education, or job up-

- grading. This parameter would exclude programs for lei-

- . sure act1v1t1es‘ .ot : 3

'\‘ N ' . ot J - j
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COOPERAT][VE PROGRAMS w~ 7"
o FOR ADULTS WITH LESS THAJN k -,
. ' A HIGH SCHOOL EDUCATION™ , .
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All of the parameters listed above must be jet for a program
to be included in the study. They were. designed to focus the e~
effort on ‘a specific,population of programs aimed at aiding educa-"
tionally disadvantaged adults. There are many fine programs acre$s
the United States which do hot fit all of the parameters and they .,
are worthy of «close attention, but this prOJeCt sought to dlrect
its study, to those which met the above criteria.

-

The Method L : ‘

As an 1ntr0duct10n of how the product herein enclosed came
about, a review of the project metheod is provided. The reader
may wish to review this section before delving. into the product
as, it may answer many guestions. v

The project may be thought of in two phases, identification
and study. The identificatiop phase consisted of c¢ontacting some
15,000 persons, inquiring as/to whether they knew of programs
which met the parameters listed above. Contacts were made with
all public commuhity and junior colleges in the American
Aseociation of Community and Junibr Colleges, all public school
districts with over 3500 students, all members of the National
Council of Local Administration in Vocational Education, all state
and regtonal directors of adult and. vocational education as well
as a host of' other suggested and identified persons.

Once a reply was received from the original mailings, follow*xf/fpﬁhw
ups were sent where people said they personally did not have a
. program but knew of someone who did. This follow-up process
refined the list down to some 238 persons who were identified as
potential directors of cooperative adult educatlon programs as
have been defined above. ’
- .

" With all of these contacts, mailings, and follow-ups, it is ’
still clear that not all programs in the United States have been 1
Jddentified.  As wds.stated in the Preface.of this publication,
the godl of the project was not to identify all the ccooperative
programs in America, but to study a sufficient number to provide .
information for decision making and fostering other such efforts.

The study phase of the project began with the development of
criteria by which the identified“programs could be examined. THe
process by which these Crlterla were developed may be seen 1n
‘"Figure 3. -

- y . ) )

A literature survey was performed on cooperative adult educa-
‘tion, the project staff mdde visdits to local sites and interviews '
were conducted with industry and education. personnel. The infor- .
mation gained in this way was used to produce a set of draft ‘
criteria which was then to select a panel in the first step of a
modified Delphi type technique.

;
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; aduilt.educators, state department *of" adult education d&gectors,

. - . ; : o
" “The panel was made up of représentatlves from’industry,
labor organizatigns and local program directors. Thi

selected for their representative views and’ expertise in
cooperative education.. A listing of the panel may be seen as
Appendix A. . . Q@ : - '

anel was

- -

As Figure 3 shows, there are two revisions of the criteria

“ by the’ panel members 1nd1v1dually nd a conferenc&rwas 'held when.

the criteria were ‘finalized and welghted, FThESe flnal, weighted
criteria were used to develop the three informatior- ~gdthering
devices. ’ , 8
The mail:questl aire was sent to the 238 program directprs
which were specified from the identification phase. $Seventy- one
~of the program directors responded that they ‘were currently
‘carrying on programs which met the parameters. Many directors
reported more thdn one program. Thus a total of 108 progréms
were identified amnd reported. in' the product named A Partlal
Llstlng of Cooperatlve Adult Educationh Programs.

o

1 L]

. From this gnoup.of 108 progranis, _24 programs at 29 different
sites were selected for telephone intérviews., The project staff
contacted the 29 program direozers and gqthered information by’

means of an-interview schedule develdped using the criteria, '
+which the panel had arrived at.. Thus, as shown +in Figure 3,
criteria which were develgped apd weighted by the panel were the.
basis for both the mail and telephone questionnaires.

The information gained from these 29 telephone interviews
was ‘then formed into the abstracts which became*the- product
known as Abstracts of Selected Cooperative Adult Education
Programs. The divectors of the programs reviews and corrected
these abstracdts prior to their publication.

A final step in the study came with the §elth10n of flve
programs out ,of the 29 "'to recei an on-site visit by members of
the ctriteria development panel/andjproject staff members. The -
five site- visits, conducted during/May and June of 1975, were of '
two to three days duration and resulted in the development of
five case study reports which make . up the product known as
Case Studdies of §elected Cooperative Adult Education Programs.

The Criteria

kY

. Theg development of the crlterla by the‘panél followed some-
thing of & 'needs assessment procese in that the main question
. asked was, "Whdt ought (in the ideal sense) to be a part of a
Jood cooperative adult education: program?”, Thus, the concern
was not what exists but’'rather what ideal*y should exist. This .
g : . ’ "

N f?
.
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allowed the griteria td be used not in an evaluwation sehse,
but gs-a. gulde to look at what ddes exist. The criteria identi-

-

lng mber of more SpElelC statements clarified the g
topic. These specific statements formed 'the basis for

3 . devetlopment of the questlonnalre, telephone(tﬁterv1ew and site °
visit data gathering 1nstrUment.

.
- Lot
e

-

cooperatlve adult education programs.

S ¢ The twelve areas of concern developed by- the panel for use
y . as criteria are as follows: ) -
% s * Ll %‘ ‘
: . L. Needs Assessment .
> : ¢
2.‘ﬂ0bject1ves ’ ‘
- ’ . =
3. staffing ' ,
4. Procedures and Materials
t 5. . Pre-Planning e -
" 6. Funding - 'g
: . N '
7.- Administration - , . : Yo res
; K . T g -
8.-.gob Placement . - .
9. Communication ‘
10. Eyaluation . - %
11.. Accepting and Screening Participants \
12. Counseling . @
“ - . . Q'M | . L3
It is important te repeat that these criteria were used to study
o~ the programs, not evaluate them. They represent the staff and
panel members combined thinking as to 1mportant aspects of °
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GUIDE TO THE USAGE. OF GUIDELINES \ ’
J{ FOR THE DEVELOPMENT AND STUDY OF Ny
v « COQOPERATIVE ADULT EDUCATION PROGRAMS
J . The following guidelines for the development and study of
cooperative adult education programs is designed for the individual N
who wants to beqin such a program or as a guide to evaluate the,

program already in operation. By no means is it the final word
on cooperative adult programs, rather it is a broad outline which
is to be further refined by the local program director.

It*is the hope of the authors that this work will be valuable
to persons in industry as well as in education. The aim was to
- remain "content-free,"” and to focus on the processes and aspects
of duality-cooperative efforts. As'you, the reader, go through
the publication, we hope you will add to what is written in order
' that this can become your pergonal manual. : ‘

bl

- ~

Format
¢ ' ' |
[~}
Included here are twelve separate areas. These relate to
the twelve criteria which were developed as reported .in the Intro-
duction Section of this booklet. Each of these twelve is further
stibdivided into three parts: - g

1., Overview - t :
' ¥ .i\.
This section provides a brief discussion of the area
and in general how it relates to the whole program.
' 2. Questions i l;;
i . d >

Here are some specific questions which might-guide the
program director "as he begins a program or wishes to
study the operation of an active one. . -

3. Suggestioms on How : : :

.

: Thig section of‘each area attempts to provide some
suggestions on how the -program director or gcooperating
parties may proceed in order that the questions can be
answered. : Cg

N

-
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As meq;ioned before, the twelve areas and the guestions under
these areas are a direct result of the criteria discussed in the
Introduction. The "suggestions on how" camg in part from project \

! site visits and telephgne interviews, contributions from local
‘. directors, the advisory>*committee' and project staff.

t

We hope these guidelines will be an important tool as the
L interpretation of education and work for the adult moves from
% discussion pelicy on inte action. _ -

' ) B ,
.

W
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GENERAL COMMENTS / :

. As the reader begins these Huidelines for Development and
Study of Cooperative Adult Education Programs some general v
comments may aid 1n ynderstanding. the total publication. Through-
out ¢cach of the followlnq twelve guidelines three suggestlons seem
to be repeated. TheSe three areas are documentatlon, joint
meetings, and advisory committees. The followlng discussion 1is
pxovided to clarify the empha51s placed on these three topics.

| g

Throughout this publication there will be, numerous references
to "writing" things down. The importance of documentation of such
steps as needs assessment, pre-pdanning and evaluation can not be
understated. Fifrst, no one person is "permanent." As good and
prodhctlve as personal: contacts are, people are temporary creatures
and the desire is for workable programs. If a program director
does not write anything down arid is suddenly taken ouwt of the .
program, reconstruction 'of the program is made doublyldifficuylt.
‘For some, not writing sométhing down may be a protection device.
"You Can 't “fire someone with a%} the knowledge, for owledge 1is
powet. -

Documentakion

-

u

Secondly, writing things down helps everyone clarify what is
meant. There is no misunderstanding or "I didn't hear that."
Further, by writing things down, situations where references can
be made back to a specific item without people saying "I thought

you said - - ~ - ! .

Putting events and decisions in writing need not be an *"
elaborate pﬁbcess. Memos, minutes of meetings and short lEttgii}’
all kept in one place c¢an serve to maintain andadequate record
The time utilized in keeping records is well worth the effort in
térms of the time saved when clarifying problems or .situations
related to each of the twelve guidelines.

Joint. Meetings

1Y
A second area of concern is the number of meetings bétween

the two parties. Cooperation between two systems, educatipn and -~

industry is a delicate thing. It 1s easy for one or the other
= ¥

N Il
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of the parties to let the other ggency handle more and more

o decisions. While this delegation of decision making may be
expedient, it can lead td obvious problems. Primarily, if the
program fails then the agency ‘which delegated the de0151on can
say “well we really didn't have much to say about that decision
any way."

Meetings require a. éommltment of time and energy. One or
the other of the Coopératlng agencies may be involved but not
committed, because; involvement 1s easy, inexpensive and not too

. time consuming. ooperative programs, to be successful over the
¥ong term need commitment, and joint decisions in one-on-one
‘meetings help seal that commitment.

. ;

]

Steeringror Advisory Committees L%

o

The usefulness’of advisory or steering committeel is also
discusgsed in this guidelines. These may be made up of partici-
pants, union or labor representatives, community representatives
or others. The reason for stressing their importance may be
obvious. . C .

Programs, such as the ones we have been discussing, musgt
reach a wide range of people. Not all persons who lack their
high school &ducation are absolutely convinced they want, to
.become involved., Thus, any negative publicity can give them the
exdusa they may be looking for not to engoll If all e groups
which interact with the potenHlal participant are aware of the
program and have a chance to input ideas, there is a greater
1ikelihood that the client will look upon the~program favorably.

\ %
. v An adv;sory committee ¢an be missionaries for the program
‘They can "spread-the-word"” that what is-happening is important,
Further, these people can offer some’ expertise that the staff
‘”dbgs'not have as the program seeks to meet a° specific need,
£ . . Ve . .
Thesé%then are threge fundamental concerns that are'repeated:
"as the reader studies these guidélines. , They are not "pulled
from thin air" rather, as the staff ,and panel have locked at
programs,lthese are some general areas of interest whieh permeate
h of the specific gu}dellnes and thatxare gvidenced in "good“
Cooperat1Ve efforts. . "y

-

& -

» . M e
Definition of Cooperative Adult Education "Class",

fIn this publication we use the term "class" to mean the area
where a group -of adults meet to work on their pergonal Or career
goals. The area is not a clasérpom 1;¢£Eg,trad1t1onal sense, 1t
may be a converted office, a cafeter1 a—shop area, a staff lounge,
a board room, etc. The-area may have moveable furnlture which can
be used for 1nd1v1dual study, small .and large greup discussidns., .

- ) 12
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NEEDS ASSESSMENT

[

OVERVIEW

-assdgsment should not be passive, rather it should

——

The needs assessment 1n a cooperative adult
education program jis more impOrtant than in other
efforts because it is cooperative. Needs of both
the industry or business and the state education
agency should be clearly assessed and stated.

If this is done, later questions in regards to
objective setting and‘'evaluation will be answered
with far greater ease. .

In addition to the needs of the cooperating
parties, some assessment of the needs @f the
expected participants should be made. This stép
will lay the base for future recruifment or
advertising and selection progcedures. Without the
assessment of '‘partivipant career and self-
development nedds, thé. program may miss the mark
and result in low attendance, poor_ participant —
interest, or a high degreé of dissatisfaction °
on the part of those who enroll.

The assessment process does not require an
elaborate needs determination methodology.
However, the steps used, the needs identified,
and the suggestions for action should be commistted
to writing. ¢ The act of writing down the needs
and how they were determined can help clarify
exactly why the pregram is being undertaken and
the overall goal. Also, this written.gocument
will prov1de valuable base line mater;akfwhlch

may be followed by anyoneqwho wishes to trace T
the program's development? STy
. Cw

After the initial needs assessment steps '
have been taken, input from prospective students,
should be sought. This input will be md&ﬁ help-
ful if it is gained as soon as possible after
commitments from each of the cooperating parties .
has been réceived. Participant input in the needs

be vigorously sought and used.
; L
Finally, as a part of the needs assessment
process, an attempt should be made to gather )
information about other programs in the local -
gquraphlcal area with, similar overall goals.
The survey- shogld include pfograms which have

———

13




) 13

been offered in the past, as well as those curﬁa
in operation. The information received from tHi
part of the needs study will help in determining
participant interest.

-
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NEEDS ASSESSHMENT

. 1. Are persons from both the industry or business
, and the state educational agency involved i
determining the need?

2. Have personnel® records of 1ndustry been used
as an information source9 .

3. Have participants or prospective students
been involved in establishing needs?

.

QUE STIONS

4., Have any labor organization members been
‘involved in identifying the need?
5. Have faculty or staff members, who will be
engaged in the program, been inwvelved in the
needs assessment process?
r-8
_ 6. Is there a mechanism establlshed to assure
. ¢ : that- the needs aré reviewed and revised on
T a. regular basis?

( 7. Are the needs based Onrtﬁe most current
information available? . @

§. Have the participant needs been detérmined?
¥ Career related needs? o ' . 1

- ' . b

. Human development related needs?

: 9. .Hd3ve the industry's or business' manpower
,(\\\1 nééds been determined? .
. o .
. For that specific industry? -

E"

. For similar local industriés? =

. . For similar national industries?

10, Has information been gathered on any other -
+ .programs of a similar nature which have been

e : vffered in the particular geographical area?

5

11. Have all parts of the needs assessment process
. and results been put in writing?

15
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NEEDS ASSESSMENT

-

!

SUGGESTIONS ON HOW

[

The key to all components of a cooperative
program is involvement and commitment by both
agencigs. In addition to resource support, joint
planning and the study of needs will go a long
way toward preparing for’ the program. Any
study of needs should include persons from both
the industry and state educational agency. These
individuals will m3st likely be the people in
each agency responsible for the effort., However,
these individuals may not be the only ones involved;
for example, an industry may involve individuals
from their jplanning department or an education

agency may involve someone responsible for long

range planning. The objective is to utilize,
in the needs' assessment process, those individuals

who might best aid in.determining the overall
need atement.

One effective way to determine the need for
a cooperative adult education program is through
the use of an advisory or steering committee,
In addltlon to industry management and officials
from the stdte educational agency, the committee
might include: prospective participants, on-the-
job. supervisors, union representatives and
potential instructional staff. . Pheése people would
then have an opportunity to check their indiwvidual
opinions against the opinions of others and, thus,
provide insight into the needs assessment process
which cannot be okbtained in any other way. ™The
committee can. also be valuable in‘other areas such
as objectiVe'setting{‘pre-planning'and evaluation.

Once the initial determination of needs has:
been made, there is a tendency to believe that the
objectives camn then be set and that is the end.
This attitudé does not take in@ﬁgaccount that the
conditions which created the needs may change and,
thus, both the general and specific¢ needs for
the program are altered. It is important to build-
into the program a mechanism whereby the needs
aré assessed periodically. This may be automatic

and required if fund¥ng renewal is on a yearly,
In erganizing programs a date should be
two .years from the starting date as an

basis.
picked,
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example, when the needs assessment process is

repeated to determine if tHe program is meeting
the need as it exists at that future time.

It. is natural that the needs assessment
should be based on the most current information
possibles, This may not, however, be as easy to
insure as 1t sounds. How recently has the industry
reviewed and updated its records if this 1s a
source of information on worker gducational
background? Are the school dropout data and
census informatioOn recent enough to provide
acc rate figures on a community¥? These and

er quegtions will keep a need from be%nq N

ldentlfled'hhlch is out-of -date. -

Participant needs may be détermined in a
number of ways. If the program is conceived
as one to provide high school compketion, a e
review of industry personnel records might sham\
the number of persgons wilthout this level of
educational attainment. .Also, a revieéw of the
record$ of Mocal schools could.determine the
dropout ratio for a particular region. This
information would be wvaluable when contemplating
a program open to the general public. —The
latest U.S. Census Report can be used®to determlne
@ducatlonal levels by redgion or 01t?%
Another means of.gathering data may be - * 4
a survey of possible participants or target

population to determine what they see as their “
training.or educational needs. Surveys are easy&\\\
and inexpensive to administer. Howeve€r, there are

problems to be aware of when using a survey.
Repbnses may not be received and those that are,
may not be accurate. This could be a particular
problem when asking abouf educational levels.
One way around this 1SSué‘'is to use interviews
or have the prospective participant's immediate
work supervisor prepare the data.

Industry manpower needs maw be studied thrﬁh;h
a review of its annual developmefit plan or perhaps

through a review of its persdn procedures. The
first document may provide insight as to future
N
. 17
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manpower needs and to the ihdustry's need to
: satisfy a social commitment. The personnel
procedures may show a policy of not promoting
beyond a specified level withoyt the employee
having attained a certain educational background.
Both of these documents would help in determining
the need for the program. On a larger scale
there are occypational projection ‘books available
from the United States Department of Labor.
These may be used to look at local and national
" " ’ manpower'necds relating to the planned effort.

s : One area often overlooked in a QQeds assess-
ment is the gathering of data on programs of a
similar nature in the same gdographical area.
Here phone calls to some "likely" agendies may
_ be sufficient to identify whether similar pro-
, . .| grams have existed or are currently in operation.
The information gained about these efforts may
prov1de clues to how strongly the need is felt
by potential participants. Lo

As with other areas of cooperative programs
it is recommended that the needs assessment
process, data, and results be put in writing.
They very act of writing down the need will help

—, < it become more clear for all conteyned and be
' an aid in objective setting. ThiZ information
g may. simply take the form of a memp that can be

distributéd to both agencies early~in the-pﬁogram
planning. .

[}
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BBIECTIVE. SETTING AND S
INSTRUCTIONAL CONTENT DEVELOPMENT

]
p
£

3
' The most essentlal step in the development of
e * a successful cooperative adult prdgram is the
setting of clear obJectives and the development
of appropriate instructional content t¢ meet those
objectives.” All parties involwed in the effort
should provide input into these impeortant tasks.

P

Objectives are of several types: First, there
are the broad program objectives which define what
goals the total program hopes to reach. Second,
“there are the more specific objectlives related
to individual students and the goals each per&on
seeks to reach in satisfying personal ngeds.

OVERVIEW

: Written objectives can Serve as a means for
evaluating program success and Student progress.
Such evaluation may indicate that obJectives should
be aimed in a rew direction. &Although obJectives
are set-.at the beginning of the program, they should
flexible enough to allow for necessary adjust-
ments, It is not logical to proceed on.a course
of action that proves inadequate in meeting the
needs of all partjes involved. , -

The necessity for inveolving all partiesyin
setting objectives cannot be stressed enoughﬁ
Potential program participants as well as sponsor-
ing groups should have a voice in this process.
Foremen and other work supervisors c¢an offer
valuable clues as to what kind of educational
training is needed to perform well on the Jjob.

Failure of cooperating parties to define
objectives jointly ¢an result in misunderstandings
at a later date. Objectives designed to meet
the needs of any one party involved in the coopera-
tive program need not be in conflict with other
parties if coordination has begn a major part . .
‘0of the planning process. The obJjectives of
everyone involved can be met simultaneously if
needs have been accurately identified.

Instructional c¢ontent should be developed . ‘p
and evaluated through the use of essential :
criteria. Somewof the criteria to be considered
are: .

‘19 -
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ERIC

Aruitoxt provided by Eic:

L * ’ . r‘a
+ - 5-,4 &y
1. - Adherence to the basic objectives of the
curriculjum and. the program, !
Y 2. Carefully organized sequence of coordi-
R nated units and topics in the course
) . : orlcurriculug. "
. 3. A problem-solving approach in presenting = &
: , technlca%.subjects ) ’
- _ . r .
—d 4, App?@éﬁ&ﬁ? ~use of tex¥F) audiowisuals,
exercises, ‘and work related experience.
5.’_Ma1ntenance of adequate and approprlate
. récords of student progress. . .
6. When applicgble, prov151on for effectlve
y. . pkﬁcement and advancement of graduates.
|
‘.qh '
.} . }
in
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L BBIECTIVE SETTING AND o -
HNSTRU@TH@NA]L @@NTENT JEEWE]L@PMENT

— :
«l+ Have representatives from both cooperatlgg)*
parties been involved in settlng program

objectiyes? °

T

-

.

2. Are' objectfv%s flexible enough to permit .-
changemlf_necessary°

3. Are program ob]ectiveS*based on 1dent1fled o .
needs?’ '

4. Have on-the- -job supervisors in the cooperating ’
4 industry been involved in developing objec—
tives of fhe program?

QUESTIONS |

2
. Are participants or their repreég;tatfves’
involved in formulating program objecdtives?

o . '
6. Are employee unions or other organizations
involved in setting program objectives?

7. “Are program objectives available in written
form? '

X 8. Is the instructional dontent developed from
' the objectives?

i

L]
! 9. Are iqhtrgrtional concepts clearly defined?

10. Is there logical and sequential order in the
skill or concept development?

9 1 11. Are there organized and-stréﬁtural exercises

to provide information to diagnose learner's

“ strengths and weaknésses?

21
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- OBJECTIVIE SETTHNG AND

HNSTRU@TH@NAL CONTENT DEV] J@PMENTE

SUGGESTIONS QN HOW

- improvements on a continuous basis.

1 achieved and adding others.

T

The needs: assessment process determlnes the i
format for designing program objectives due to
the fact that objectlves are based upon identified :
needs. If all parties are involved in the needs
assessment prdgcess,.this 1nput would, undoubtedly I
carry owver into the designing of ob]ectlves and
developing the instructional .content. The proce-
dure for developing objectives can be carried out
in any number of ways. Representatives from all
parties involved as found in a steering committee,
can discuss. and outline program objectives in
a series of plamning session In many casesg.
meetings of ;this.sort involve only industry and
state agency representatives. However, the more
complete group would include potential students, !
instructional Staff, labor union personnel and.
industry work supervisors. Such meetings shoeuld
be held regularly for the purpose of review and
updating of objectives. Thus, all parties will
be well informed and able to offer suggestions for

‘Although objéctiyes serve as direction for:
the program, they should not be overly rigid.
The possibility of change in the objectives, if
deemed necessary, should be a point of discussion
in planning sessions. A written statement can
be included with thé objectives to .indicate.that
revisions and alterations will be made as circum-—
stances change.

Program objectives should be written by
using identified needs as a fbasis. This can be
done by representatives from all involved parties
reviewing stated needs and writing program objec-
tives to coincide Wwith each need. This should be
part of the planning process that occurs before .
the program starts. However, the process is *
continuous, eliminating goals as.they are

: LN . 9
Stating program objectives in a written form
can prove to be very beneficial. Having taken
this action there is no doubt as to what the objec-

‘tives really are. All staff personnel should be

headed clearly in the same direction, objectives

Tu
. kol R

22
. 28 : ]




‘evaluations can be added on a regular basis.$ In

should be written and made available tc all students,
.staff and other interested parties. Written objec-
tives can, also, easlily serve as a check for :
evaluation. Evaluation cannot be effective if

there is no measure for determining progress.

A good procedure 1is to have printed copies of
identified needs and objectives availadble before

the start of the program. Results of pericodic

this manner, all interes;ed parties could clearly
see where ' the program stands.

A first step in developing instructional con-
tent is writing the goal statements in behavioral
form. This 1s not so difficult as it ,sounds.
Simply ask: "How would I evaluate this?" "What
behavior would I like to see that will indicate
that the objective has been'met?" If these
questions can't be answered rework the objectives
because it 1is impossible to convince someone that
the program is worth the money 1f results can't
be proved. One suggestion is to break large goals
into small parts. This 1s discussed further in
the section on evaluation.

Once the behavioral objectives have been set,
the program director and staff should make an
attempt at developing the content. That 1is, out-
line the curriculum, the steps, books, materials,
tests, everything in draft form. This should then
be discussed with the two parties and the steering-
committee ag a starting point. From this discus-
sion, revisions can .be made and the process °
repeated,

L4

The final step may be to have someone with
a sound educational or training background look .
at the content developed in light of the six
criteria above. This review person or Persons
should have the content, the objectives and the
needs assessment data and that is all. The result
is that the logical sequence can be checked without
a lot of "well I meant to say." With this feed-
back the final revisions in content can be made. -
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STAFFING - -
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Among the many factors that determine the ;ﬁﬁli—
ty of the cooperative adult program, one of the most
critical and important 1ngred1ents is a tralned
and motivated staff. Staff is used here 0 refer
to all perSOns/who are 1nvolved in the 1n§t;uctlonal
program such as the program coordlnator, truc-
tors and‘counselors.

L -

Perhaps the most important personal qualifi-
cations of the instructional me sﬁould‘be
their ability to-teach and to york with adults R
in a wide range of industrial fsettings. Comple-
tion of a formal adult teacher education program
would be desirable, Staff members should have
some formal tralnlng in adult education 1nclud1ng
how adults learn, characteristics of adult learn-
ers, program planning and counseling. In addition
to educational background or experience in working
with adults, staff members should have the desire
to work with adults as a helper, and instructor.

I The staff member will need skills in—e®mmuni-
cations and human relations. During the planning,
implementation and evaluation phases of the pro-
gram, instructional staff members will be required
to interact program administrators, industry
personnel, participants, support personnel,
community representatives and other interested

persons.,

All prospective staff members should be
viewed withi referenc& to such personal attributes
as understanding, humility, empathy and openness
of mind. The program has more chances for success
if the staff's attitudes are conducive to working in
an individualized and open learning environment.

The staff member will need-to be enthusi-
astic about the program and the participants.
Enthusiasm will carry the staff member through
many situations where education, training and
experience are lacking. Staff should bbe motivated
to suggest how the program can be changed or
strengthened.

-
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After staff members have been hired it'is
the responsibility of the program director to
provide related experiences and training.
activities may include regular staff meetings,
workshops on selected topics, seminars, formal

education, and new program responsibilities,

\.

*
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QUESTIONS

-

-

1.

-

3

Do staff members have On-tﬁeejob experience

ang competence in work areas related to the
‘program? ‘

Do staff members have preparation/education
in:

. Adqlt'leérning?, — Tg::£°

) - o,
. Characteristics of adults? - § s
. Program planhing? -

. Counseling?

‘When program goals or operations change, are

staff members provided updating or upgrading

exgeriences’

. Are staff members given other pngrap
related responsibilities?

4 Are staff members replaced?

. L3
Are all staff members informed of their
program responsibilities?

. Are staff members informed of their pro-
gram respongibilities as they relaEe to
other personnel? , :

Are job descriptions for all program staff

available for review?

Are professional development opportunities

for all staff members provided by the program

administrator?

~
3

. Periodic staff meetings?

. Personnel review by superv1sors/adm1nls§g?-
tors’ .

. Workshops?- {
~ 1
LK) i
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. Semihars? ' : -
. Formal course work? . )
. On-the-job training?

. New program related responsibilities?

Do pre-~service training activities cover a
wide range of concepts and skill areas basic”™
“to conductlng a cooperative adult program?

Are resources, such as publisging companies, -
univérsity personnel, industry personnel
and state educational departments, utilized
-to full advantage?
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SUGGESTIONS ON HOW

g

s

1

] counselor may be

Staff members may be recruited from a variety
of backgrounds i luding business, industry,
education’and othkrs. The variation in.backgriounds
[@nhd experiences can become a part of én-the-job
staff training by using jnstruction teams such
as an educator and business person. Staff mem-
bers with on-the-job experience in a factory
setting ghould be better able to organize a pro-
gram and y®late to employees in manufacturing.

It is impegrtant for the program director to .,
carefully consider the placementl of staff in -
teaching/instructing situations where they desire
to teach and where they can cope with the environ-
ment for several weeks Staff members should
coOnsider going into thef work place with program
participants so that thegy can understand the job
requirements, peer influences and develop a per-
sonal relationshlp with participants.

y When screening or selecting .staff members’
the program director should identify the strengths
and gaps in an individual's background. Training
or experience in adult education and working with

| adults is a plus for a cooperative adult edugation

program. If potential staff members lack these:
adult education experiences, can they be trained
and can the cooperative adu%ﬁ education program
provide the necessary training and experience?

Staff members must be adaptable. Program
staff may be asked to work in a wide variety of
settings from an gmployee cafeteria to the
"Board Room." Fuxizer, their rples as teacher/

p to the test., Also, they

may meel.with industry representatives to describe
the benefits of the program or, solicit additional
funding from local community groups.. If program
goals or operations change, staff members shohld .
be jHformgd of the changes, their new responsibil-
ities, new job reguirements and opportunities
to upgrade themselves to meet the riew demands.

i Before assigning program respondgibilities,
all staff members should be introduced to pro-

gram godls, operations and instructional settings,

» i ] -
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General characteristics of participants. should
be '‘reviewed by the program director and staff.
All staff should be informed of their reglation-
ship and responsibilities to’ each other and
program parthlpants.

Job descrlptlons for each staff posifiion
should be prepargd and available for revi
by all personnel. Job descriptions can be
viewed as positive factors to motivate staf
in carrying out their responsibilities plu
develop new skills in related areas such a
public relations, program planning, and adult
learning. _ A possible JOb description outline may
be seen below.

Outdline for Job Description

-

I. Identification
l ¥

A. Date descrigsion was made
Name of institution

Title of position

D. Percent of time allocated to the

. responsibilities «

-..-—-.....‘\

E. Sphere.of operation (i.e.,
as a whole, ABC Company)

the district

F. Brief history of the position
« l. When initiated
2., Changes made since initiated

3. Length of time present incumbent

/ : has held position

Fa

II. Rationale for the Position

A. Purposes and objectives of the job

o
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Bs Broad functions-of the position
{list in order of importance)
. €. BSpecific relationships of this posi-
] ‘ tion to other positions as welllas to
- contacts and involvement with otQer
parties such as industry, labor, &tc.
} )
5 III. Actual Duties and Activities of the
Position \
a A. Summary of major duties, per formances,
' functions, and activities for which
the incumbent is held accountable
.B." Schediuling of dutiés, functions,
v per formances, and activities
1. . Once a year, annually (list)
' 2. Monthly (list)
3. Weekly (list) '
T C. A typical déily schedule
" IV. Skills Involved and Required in the Position
A. Technical skills -
| . N
B, Conceptual skills . . ’
C. Human relation skills
+ D. Training and experience deemed desirable
) E. <Certification,requirements
V. Relationship of Position to Others
s A. Person to whom incumbent reports
“ LS
B. List of positions w1th which the 1ncum—
bent has a coordinating relationship
!

C. List of persons and positions reporting
‘directly to the incumbent
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‘ © Professional: in-service development for
staff is important to a viable program. Staff
members need updatfhg and training to carry out
their: program responsibilities. . Professional
development activities can take many forms which
“ can be designed by the staff member and program

' director. For example, regular staff meetings
with all personnel cah be a useful tool to keep
staff informed of program activities and changes
in operations. These meetings can alsoc be used
to discuss problem situations and for the sharing
of -idelas for solutions.: Regular meetings also
provide opportunities for brining in outside
\\ personnel such as industry managers and, communica-
tions.specialists to offer reactions and sugges-

tions on problem areas.
. should alsoc be aware of
. take advantage of local

[+ seminars, and workshops

The  program administrator
and encourage staff to

or regicnal lectures,
related to program

activities which may be sponsgred by schools,
universities, business ot in&ﬁétry. Some in-
service topics might include program planning,
ccurriculum develapment, and industrial training
needs. )

Understanding of instructional materials
and equipment is important to the performance of
the program staff. Training should first focus
on available materials and equipment. All- staff
members should be familiar with the program and
the materials used; furthermore, no student should
be -allowed to work with instructiocnal materials
that have not been- reviewed and approved by the
program staff. Upgrading of the staff will often
occur because of the review, evaluation and dis-
cussions concerning new equipment and materials.
If a pew person 1is, added to the staff, he should
be thoroughly oriented to all the procedures,
materials and equipment used in the program.
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PROCEDURES AND MATERIALS

L

OVERVIEW

Are the program procedures and related
instructional materials designed for use with an
adult 'audience? The concern here is to develop
a program for adults at their level of learning.
Program design and activities should be for the
adult and related to his or her paptlcular needs.
While some adults may not be proficient in
reading, wrltlng or computation they may be
knowledgeable in other areas. The program should
be built on respect for individual differences,
accomplishments and’ experiences unique to each
participant.

v

: Instructional materials, equlpment and
facilities should be designed for use with adults.
Procedures -and materials identified with. elementary
and secondary schools are not conducive td adult
learning. Program directors, instructors and
counselors should-be sensitive to adult needs

when reviewing or ordering instructional materials.
These materials should reflect the situatidns,
exXperiences and backgrounds of adults. There

are certain skills that must be taught, and thé

| student is still the best source of information

concerning how these skills can be applied to his
or her need. .
Physical facilities should contribute to
learning. Theg, classroom or learning facilities
should be easily accessible to the majority of
participants. Lighting should be adequate for
reading. Distracting noise should 'be minimized.
Heating,and air-conditioning should be provided
as nece®sary. The tables, - desks, chairs, and
rooms should be appreopriate for adul;s. Equip-
ment should be movable for arranging and rearrang-
ing to suit individual and group instructional
needs. K

33 .




! t : ’w’ Jl * .

-

. PROCEDURES AND MATERIALS
L ' \

1. 1Is the subjéct matter related to prognam‘goali?

¢

QUESTIONS

2. Are the materials utilized in the program .
specifically designed for adults?

3. Are opportunities for practical experience \
and "hands-on" application provided in the .
program, especially for skill areas?

4, Are the physical facilities appropriate to
the learning objectives? -

. . Are they appropriate for adult leatners?

. Are they safe?

-
i

~
o

. Are they conducive to learning?
: o - .
5. Are the facilities and necessary equipment
available before and throughout the entire -
length of the program? ooy ‘
} * .'
- . Will the meeting area be changed during
the span of the program?

. Will equipment be moved, taken out, or
brought back?

. Will the facilities and equipment be
there when you nded it?

6. Is there provision for individualized
instruction in the program?

y e 7. Are the procedures, learning activities,
s’ i and materials used in the program related

to the adult's employment experience?

B. Have the parﬁicipant's gbjectives been
-stated in behavioral terms? -

L 9., Are there specific diadnostic and place- .
ment procedures incorporated in the program?
. L
10. 1Is there provision for group instruction
in the program? .

34
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© PROCEDURES AND MATERIALS

The process of developing a cooperative adult
program in terms of program procedures and mate-
rials is an orderly one., To provide the appro-
priate currigulum, the program director should
know the size of the potentia} student group, .
their backgrounds and the' various types of jobs
held or sought by the participants. - The.director
should also be aware of participants' previous
educational experience and their, socioeconomic
level. Addbtionally, it would be most helpful =
to know the yengral attitude held by participants
towards formal education.

»

Q'The content or subject matter of the pro-
gram and related materials should be appropriate
for adults with less then a high school education
(e.g., below twelfth g¥ade and in most cases below
eighth grade}. The content may in¢lude reading,
writing and computatiednal skills. Program
materials can be commercial or teachHer-made,’ for
groups or individualg, written or viswal, time
restricted or not. rogram staff should review
all materials, bpefofe using them in the instruc-~
tion setting, for sex and racial biases, work
level difficulty, the need for special equipment
. or-space., Additicnal consideration might ‘include
| - , & the Efpe_of participant or instructor involvement,
‘ the use of pencil and paper or other communication -
forms, and most important of all will these proce-
dures and materials produce the results desired

. by program participants? ,

SUGGESTIONS ON.HOW

. It _should be noted that adults have had

many experiences which can be directly related

to their basic education program. These expkri-
ences such as driving a car, shopping for gyYoceri®s,
,buYinQEClqihing, establishing a home or resfidence
are responsibilities which most youth in efementary
or secondary schools have not fully assumed.
Commercial publishers as well as local curriculum
developers should incorporate these activities

into learning materials and the procedures.

All materials should be_éelected with regard 0
;/ to both internal and external validity. Internal
validity requires that the material be judged as
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‘| to its contribution to. the program objectives;
and external validity refers to whether the indi-
*f vidual participant accepts or rejectsS the materiaf®
as being related to his or her needs.
4 ~ Program participants should be given the
- opportunfty to try out or apply théeir new gkills
’J/f and. knowledge. These trials or experiments can
- be .incorporated into the overall learning program
,f/ ) by the use of games, role playing, discussions,
and on-the-job activities {e.g., applying math
knowledge to the use of metric measurement on
,the job). Participants can be asked to .bring .
. their hobbies, outside 1nterests, work forms, or
N - job descriptiohs to the instructor to build a )
program around an individual's job or leisure time
‘activities.
“ _ .
' ' The physical facilities must bé adequate and
suitable for attaining the objedtives set forth
through the needs assessment. The nature of the
program must be reviewed to analyze essential ‘
) information on which to hase planning decisionsa
- regardlng facilities and equipment. The follow-
‘ ' ing questions are presented-to guide for selecting,
a'physical facility: )
- What are the goals and ob]ectlves of the
program? .
- What physical facilities are available at
¢ ' oL the present?

° - Can any present facilities be used or
efflclently adapted°

- ]
- 'What are the present employment opportu-
nities and what does the future hold?
J - What is the potential for expansion ang
> » diversification of industries.and busihesses
of the area?,

i”

- What are thelparticipants' interests, aims,
and objectives? :




- — —3 ~
- How many participants$ are tQ.be accoMmo- 4
dated?

- How are the facilities to be financed?

. What :local, state, federal, and industrial
funds are avallable for financing the
fa0111t1es and equipment? b

L3

- Can the fa0111t1esfand equipment be
adaptable for multiple uses?

Almost any space on ithe Jjob site can be

i -used for a learning facility such as cafeterias,
- "small meeting rooms, conference rooms, and
offices. These facilitdes should ke examined
'for heating, air-~conditioning, proper lighting,
accessibility, safety hazZards, logation of rest-
rooms, availability of refreshments, smoking
areas, and electrical outlets for movies/slides.
* . When locating a facd lth will desks, chairs,
and tables-be availdble when the program starts? .
The equipment should be available for the entire
span of the program and not moved in or out of

he area. .
‘) . " When planning the cooperative program are

//‘ there provisions for individualized learning?

) Can the participant work at his or herx level and
at his or her own rate of speed? It is-important
to recognize the individuality of each participant.
For ‘example, eafgh participant should be on a §
first name basjis with the instructor. Each
¥ participant should be able to.ask for help from

instructors.”and/or peers, Pagpticipants should
be praised for their unique progress in learning
/no matter what their level or rate of speed.

Procedures, learnlng activities and materials
should Be for adults and if possible directly
related to their work or experience, For example,
Jreading and(math problems can be built on the
- ‘participant®s job descriptign using job instruc-

tions, health and safety regulations, and amount
of productign pefr unit of time. Writing experi-
ences may be developed.arojnd such areas as job
- descriptions, assembly pro!edures or p uction

. N
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® Participant objectives.should be stateéd in
terms of what is to be accomplished by the indi--
vidual. For example, reading at a specific
competency level, computing math problems
appropriate to a-particular task, reading and
comprehending at a specific rate of words per

_minute.

@
It is important to identify the level of

competence for each participant prior to, or
in the beginning of a program. Usingﬁﬂ/combina—
tion of techniques including interviews, reading
word lists, and word or skill "tests" will enable
the instructor to detkermine where to begin with
the individual. These program entry activities
«can help the instructor plan the overall program.

At some points during the program it may be
helpful to work with participants in small groups
or as the entire groug Program facilities, pro-
cedures and materials should have this flexibility
as needed. These sessions can be purely for
information or discussion of common interests.
Having a guest speaker program or visits to _
various places in the community may be used in
conjunction with the in-class curriculum. Aalso,
- having the participants watch the television ‘
news together provides Jpportunities for using
the knowledge learned in class. New, company

-a portion of the program in order- to relate the
course to the work situation.

The program director and staff should invest
some Of their planning and start-up time in the
study of adult,K learning, characteriFtics of the
target population, gathering specific information
about the program participants. and involving
participants in program developmgnt, Program
procedures should be developed and reviewed with
staff and participants. It should not be assumed
that all cooperating parties are at the same level
of understanding regarding program procedures.
Industry répresentatives, local education agency

personnel, labor union representatives, partici-

~ pants and other interested personnel should be

!.ti_-viiA » = .
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policies ahd work safety may be discussed during ~




involved in the ongoing review of program proce-
dures. For example, for on-the-plant-site
instruction, the industry repreésentative and/or
industry planning committee should be responsible
for locating the, class or learning lab facilities,
identifying thef®ime of day for maximum participa-
tion (especially shift work industry) and obtaining
instructor clearance for entry onto the site and
‘parking. Education representatives should coordi-~

nate the development of curriculum,

supporting instructional materials,

vision of instructional activities.

review of
and super-
Where thére

are interested labor unions thes€ representatives
should assist the co@perating parties in the
dissemination of *program information, review of
program procedures, identification of program
goals and program_ evaluation.
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PREPLANNING -

OVERVIEW

1]

‘gram and other data

Once the need has been identified and the

objectives are being set, there are a great '/
number of details regarding the program start- up'
which fall into the area of pre-planming. It S

should be noted, however, that pre-planning
activities are intermingled with the needs assess<
ment. and objective setting. The key to pre-planning
is participation on the part of all concerned with
the programs. This again shows the needffor
invelving an advisory or steering committee.

The result of all the pre-planning may well
be a memo, report or other document which can
serve as a guide to the pyogram. In this document.,
such information as dlass dday, hours of operation,
agreements on faciliﬁ}es, personnel in the pro-

ay be included. In order to
compile this document several sessions of the
planning group or advisory committee will be used
and the document will grow naturally from these
sessions. Minutes of planning meetings or .
advisory group sessions can form the core of the
pre-planning report.

*




.=

E

PIRIE-IP

L)

LANNING \

)

QUESTIONS

l. Are representatives from all cooperating
,parties involved in planning the program?

2, Are the program planning and development
activities recorded? 1Is there a planning
document that contains:

. The overall program purpose?
. The time frame of the program?

. The budget? "

. General benefits to participants?

. Conditions, tasks, and responsibilities
of the cooperating agenciés?

. Explains how the program relates to the
goals of each cooperating agency?

u

i

Funding sources?
it

. Personnel requirements?

3. Are pa&ticipant representatives involved in
planning activities?

4, Have labor union Or employee representatives
been involved in planning the program?
[ y
5. Have community representatives (persons
from other local agencies) been involved in
planning the program?

3
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PREPLANNING -

.

A\

SUGGESTIONS ON HOW

. 'Planning the program should be a joint
venture with representatives of all cooperating
parties and potential participants. Initial
-planning should begin with a clear understanding-
of the need for developing a cooperative program.
Once the need is specified, attention can be
turned to the resources availablg to solve the
problem and the details of meeting the need.

The most important contribution to the
planning process Mmay be the potential participants.
These people should be consulted for assistance
in selecting a program time and site.

! Another important c0n§}derat10n in the
pﬁanning process is telling the story to
employees. Employee associations (unions)
ﬁhould be involved in the planning and encouraged
0 disseminate information about the cooperative
effort., Top level management should endorse
the program.- The program administrator should
plan ways and means for recognizing employees who
participate and complete the program. Newsletters,
banquets, and certlflcates are some of the methods
used to recognize “the perSOnal accompllshmentg
of participants.

«.“ .
e,
SR

Planners should give some consideration#to
preparing a document which may include the fagllow-
ing contributions of each party: the items or
services provided, the time span of the program,
the procedures for evaluating thg program, the
resources or financial contributlpns, conditions -
under which these programs will be continued or °
terminated, and the responsibilities of each
cooperating party to the participants in regard
to emplo nt opportunities upon completion of
training.

If the industry has an organized labor union,
representatives of this association should be
contacted for their planning assistance. In R
most cases the union organization has an estab-
1lsh§d education committee. The chairman of
this committee should be contacted for his or
her assistance in planning the program.
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: There are other individuals, agencies and
. groups who can assist in the development of a
. cooperative program. These include local
. ) community colleges, public school adult educa-
tion directors,ﬁihe chamber of commerce, other
cooperative program directors, /consultants from
private educatiqn agencies, business, industry
and labor leaderd. Contacts in the community
should be made for assistance in program planning
and for the development of”a communication link
between the local community and the program.

& r".
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RESOURCE ACRUESITION AND

EXPENDITURE PLAN

¥

OVERVIEW

i

. @s with any well run -educational program,
addlt cooperative programs must be able to rely
on identified and specified resources. The
program director must be able to plan his efforts.
knowlng what resources are available. Also, inw'
cooperatlve programs both the industry and the °
state educational agency must he able tQ clearly
see where these resouxces are coming’ from and how
they are expended. <

.

.

When an educatidnal program is being under-
taken by just one agency the resource identifica-
tiontand expenditure plan Is subject only to
that organization's management operation. In a
cooperative program, on the other hand, each
organization has different management systems.
Since this is the case, care must be taken to
be sure that ‘the budget "is clearly understocd
by both the industry or business and the state
educational agency. This requires that terms
and procedures be agreed upon before the program
starts and that frequent reviews clarlfy any
misunderstandings befoqe they become major
problems.

One way to aveoid problems as the program -
progresses 1s to prepare a contractual agreec-
ment between the two cooperating parties. This
may be formal or informal, but it should contain
the following elements: the overall objectives ¢
and scope of work of the program as discussed”
in the pre-planning section; information as tq%
each party's responsibilities; persconnel for
directing and conducting the program; the.,recsource

‘

commitmentyof each party: and any other expectod

sources of assgistance.

A program may or may not involve the expend—:
iture of funds.on the part of participants.
This expenditure may be in the form of direct
tuition or the purchase of books or materials
including tools. The impdrtant consideration:
here is that the participant is informed early
in the program of his or her costs for participa-
tion. Deon't wait until the second c¢lass period
to tell the participant that he or she is’recquired
to purchase a $12.95 book and $26.50 tool.
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There will be programs where -use is mgde
of resources outside those provifled by either of
the cooperating parties or where resources are
of fered by one of the parties which is outside
the scepe of the contractual agreement. These
resouﬂggs might be called "in-kind" contributions.
For example, a church may allow the program to
use a bus to transport participants from a plant
site to a learning center. One of the parties
such as the industry might say they will put gas
in the bus every other day since the church is
donating the vehicle. ' :

Here again, the important point is that
these "in-kind" contributions shauld be reco;daﬂg
This record will allow a person who is tracing
the program to see what exactly took place and =«
it will allow the program director tosflake a
truly complete accounting of costs. If these
types of resources are not recorded the actual
costs might be estimatéd far lower than is
actually the case,

1y




4
.rs

\

RESOURCE A A@@@HSHTHIN ANID)

EXPEN ]DHTURE PLAN: :

(

l‘

.QUESTIONS

Are both the industry or business and the
state educational agency completely aware
the acquisition and expenditure of

resources?

Is there some form of written agréement
prepared and approved by bbth cooperating
parties? - .

Are parthlpants aware early of any program
expenses which they may be required to
contribute? . v 1

Are "in-kind" resources which are outside
the contract identified and understood by
both parties?
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RESOURCE ACQUISITION AND
EXPENDITURE PLAN .

Mg

SUGGESTIONS ON HOW

The clérification of the resource acquisition,
expenditule plans and procedures can be taken care
of in an initial meeting betweenathe person in
the industry. and the person in the state educa-
tional agency who are responsible for the program.
If further clarification is needed, a meeting may
be arranged for a person from each agency's busi-
ness or accounting office. At these meetings a
copy of the suggested budget procedures should be
available. Thus, any questions'which come up at
a later date can be referred back to these
discussions. .

A4
]
A contractual agreement need not be as

formal as it sounds., A letter may suffice as long
%t discusses those major points of gbjectives,

of work, the parties' respensibilities,

e C mmltment and other expected assistance.

However, very important that something be in

wrfting and that both parties have a copy.

Participants may be made aware of their

"expected contributions in a number of ways. The

important point is that it be done earlly. Any
advertising may contain this informatfon; however,
it may also act as an early deterrent to partici-
pation when some alternate arrangements may be
worked out. Perhaps the best time to discuss the
cost to the part1c1pant ‘is the first interview
with either the industry or educational person
responsible. Here, the requirements of 'the pro-
gram can be briefly explained and thﬁgggﬁgs can
be discussed. Then, if there is a p el which
might be worked o&ut, those alternatives cary be
pursued. :

The case with "in-kind" ‘contributions 1s not
so cledr. The best way to handle this area is to '
look at the program and ask what resqurces are
being used which are not covered in e contractual
agreement. Are all salaries covered.completely?
Are you using space (utilities) not coVered in
the contract? Who is providing the togls, books,
transportation of teachers énd{gart1c1pants’ i
There are manyY of these gquestions.

N

t
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Once you have gone over the program budget
Lo R and resource plans in as much detail as you can,
s let someone else ask questions to see if you have
covered each resource area. After this, identify
. each of these resources in a memo and attach it
. to ‘the contract. Send the contract and attach-
- ments to the people responsible in both the industry
: and state educational agency. Thus, nothing may
h ' < be left to chance. But don't be surprised.if
something is left out. M
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PROGRAR ADMHNHST_R&THJ@N
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Program admlnlstratlon can be a sensitive
subject when two or more agencies combine efforts -
for a desired outcome. Special attention is
needed on the part of the administrator to pre-
vent one agency's goals from becoming subservient y
to the other for the sake of expendiency. The
two or more agencies working together should be
able to produce something beyond the capability
of each agency acting 1ndependently.

\

Consideration should be given to identifying,
a specific person as program administrator.
This person should be, responsible and have author-
ity for all decisions relating to the day-to-day
. operations of the cooperatlve program. It is
- not important that the individual represent either -~
industry or education; but that he or she is
A identifiable and supported by both agen01es to
get the job done.

OVERVIEW

-

The administrator of a cooperative program
has a unigque situation to direct in that he or
she has two bosses, the cooperating agencies.
This relationship makes it necessary for the
program administrator to keep open lines of
communication to all group$s in industry, educa-
tion, and participants.

The cooperating agencies must agree on the
. responsgibiljities and authority of the program
‘administrator. To insure a smooth running pro-
gram the cooperating parties should specify

the administrator's.functions in writing and
make this information known to all concerned
with the program.

51 -
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. PROGRAM ADMINISTRATION

tions of the program? . .

part1es°

QUESTIONS

for each of the program components?
b .

cooperative program?

2. 'Are the responsibilities and necessary
authority. delegated to the program admini-
strator and communicated to all cooPeratlng

l. Have the cooperating parties agreed upon an
individual with responsibilities of coordi-
" nating all components and day-to-day opera-

3. 1Is there a person assigned the responsibility

«4, Is there a program advisory committee repre-
sentlng each of the'cooperating parties,
participants and other 1nterested persons’

5. 1Is there an identifiable budget for the

%3 - 6. Are there written procedures fqQr selecting

cated to all personnel?

work to @ minimum?

and dlsm1531ng the program administrator? -:

“r

7. Are staff development Opportunltles communi-

8. 1Is there an effort to keep participant paper

*,

%
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VISTRATION

SUGGESTIONS ON HOW

If the program administrator is not the per-
son making the first contact between agencies,.
he or she should be selected as soon as possible
after the cooperating parties agree to design
the program. * The administrator should be
involved in the initial planning, hiring of ~
staff, developing curriculum, locating facilities,

L4

‘interviewing participants, meeting with program

advisory groups, discussing the idea with employee
union leaders and making plans -for evaluating the
overall program. "

Each c@o?erating agency "should be informed
of the dutied) responsibilities and authority of
the program administrator. It should be clearly
understood what the administrator can or cannot
do in directing the cooﬁeqative program. For
example, the administrator should be introduced
to all program related individuals in each agency.
An early meeting of all people who will be in con-
tact with the program administrator may be a
good way to indicate the role of this individual
to all concerned. Included in this meeting might
be staff amd support personnel, budget or fiscal.
office staff, ‘and the local advisory committee.

An administrator's linkage to the cooperating
agencies, the local community and other organiza-
tions is important. In many cases these linkages
can be made by forming an advisory committee for |
the program. If an advisory committee iS organized
it should have specific functions which will
contribute to the organization, implementation
and evaluation of the program. Membership on the
advisory committee should include representatives
from industry, labor unions, participants, and
persbons from the local community.

¥ ® - .

"The cooperative program should have an
identifiable budget for all activities. The -
budget should not be restrictive butbt include
sufficient funds to meet basiCc needs such as
salaries, supplies, communication and unexpected
expenses or investments (e.g., program information
to the .community, meetings for local program
supporters, equipment, and materials). A separate

-
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identifiable budget will allow the program admini-
strator to direct the overall effort and eliminate
some of his or her problems ith getting approvals
for expengiffures. This same budget can also be
important’ In the program evaluation process by %
examining program outputs, program activities,
program goals and budgeted expenditures.

A part of the program procedures should
include a description of the program administrator's
job, criteria for the director's selection and
replacement. It 1s important that these items
be present in a written document sSo that the
cooperating parties have a guide for action.
Selecting a program administrator can be a complex
process for two or more parties without such a
guide. Likewlse, procedures for the dismissal
or release of a program administrator are important.

The administrator must also be a.morale
builder and motivator of staff. - Provisions for
professional staff development is a key feature
in this process. The administrator should be
continualPy identifying opportunities on and off
the job that will contribute to the professional
development, morale and motivation of staff. For
example, a local community college or univerSity
may offer courses in communications, a Dale’

‘Carnegie course, or a workshop in curriculum

development. The program administrator should
be able to make provisions so that staff members *y
can attend the courses, workshops or seminars. '
The procedures for release time and possible
tuition reimbursement should b¢ clearly communi-
cated by the program administrator to the staff.
A persocnal plan of professional development acti-
vities may be drawn up by each staff member and,
given to the program administrator for joint
review. This plan can then become a guide to
participation in staff development activities.
‘-

As the cooperative program is implemented,
both the administrator and staff should make
every effort to keep participant "paper work" to
a minimum. Participation c¢an increase if the
entry and exit into a program are simple. Writing

54
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aﬁd testing may be barriers to participation and
should be looked at carefylly for alternatives
before use. As an example, a -substitute for
entrance tests might be interviewing. : These
alternatives can also be hellpful .in developing
friendships between participants and the program

staff,

55
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0B PLACEMENT AND PROMOTION

Possible results from participating in a @

cooperative education prograpy may be employment,
/’Promotlons,§ﬁ§§rad&ggéhtﬁ9/§%lf development.
d ) For unemployed perso is may be the procedure

for obtaining a job at a particular business or
industry. For thdse persons already employed,
participating in a cooperative program may be
the route to a promoticn. Participation in the
program may not be related to job placement or
promotions at all. Regardless of the situation,
the important point is that the expected end
result be made known to participantd” before the
program begins.

OVERVIEW

' The plan for job placement or promotions,
wheniithis is an expected reésult of the coopera-
tive program, should be specified in writing, per-
haps in the form of a memo between cooperating
parties and in recruitment literature. Written
procedures will be helpful to the cooperating
parties as they work with partitipants. Also,’

participants will have a goal to work toward. Ny

If-a program is offered for individuals
who are not employed, the placement procedures
takes on an entirely new dimension. In this-
case, job placement may mean assisting the
unemployed participant in finding a job in the
local community. Program staff can involve the .
‘| advisory committee and community employment
service agencies. Also, part of the unemployed
participants training could include learning how
to set individual career goals, identify poten-
tial employers, prepare job applications and
utilize existing local or reglonal employment
services. ’




JOB PLACEMENT AND-PROMOTION |

AR

QUESTIONS

Is each participant involved in the’develop-
ment ©f his or her placement process?

Is there a written plan describing this
process?
. Is the plan available to all cooperating

parties?
. Is the plan available to panticipants?

)

Are placement procedures developed and
changed when needed by the cooperating
agencies?

Are program participants made aware of local
and regional job opportunities and the process
to learn about these positions?

Is" the program advisory committee involved
in the development and implementation of
the placement process?

¥




. J0B PLACEMENT AND PROMOTION

Each participant should be informed of the \K\
opportunities for employment or advancement within
the company if he or she participates in a pro-~
gram where that is a possibility. The need for
trained personnel and their qualifications in

all company positions, as they relate to the
program, should be clearly understood by the -
participants. The procedures for applying for
advancement should, also, be clearly communicated.
If these things are done for participants both
industry and education personnel will be assisting
the individual. For example, the personnel manager
should be included in the initial interviews or
group discussions with participants to specify

the company position toward the cooperative pro-~
gram. He should explain the intent of management
for promotions and salary raises (if any) that
would come to the individual upon completion.of

the program.

Eod

. A written plan for promotions, raises, and
placement in new jobs within the company should

| be prepared and made available to pa 1cipangk

If there are incentives (e.g., raises, promotions,
etc.) for participation this should stated.

If there are no incentives that should also be
made clear. The plan should be developed by

the cooperating parties, reviewed by the advisory
committee and communicated to all potential
participants and the staff. 1In addition, the
written plan gshould have procedures for changing
policies for placement as company needs change.

SUGGESTIONS ON HOW

A portlon of the c00perat1ve program should
be devoted to finding new jobs within the local
community and the regional area. The process
for identifying jobs and applying for these jobs
should be clearly communicated to each program
participant. Over emphasis of this process could
., | alienate a cooperative industry. The program
-{ administrator should describe the process to the
cooperating parties.

+

The program advisory committee can play a
very important role in the placement process
S both within the company or outside, if necessary. \

-
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Advisory group members should have specific
assignments related to the program. For example,
ohe persoh-may be assigned to providing informa-
tion about the program to the Chamber of Commerce.
Another person may be assigned. liaison with other
plant locations. A third individual may be
assigned contacts with labor organizations. The
advisory group can also function as a sounding
board for new program efforts, policy changes and
identification of additional funding sources.

The advisory group is a linking organization be-
tween the cooperative program and other individuals
or groups who can assist the program administrator
and his or her staff in the placement activity.
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- INTERNAL AND EXTERNAL . °
COMBMUNICATION

If the comparison was made betweeh a coopera-
tive program and one which is sponsored by one
separate agency, perhaps the most important
difference is the need for effective communica-
tion in the cooperative effort. Twg agencies
must be ‘kept informed of program progress, changes
and accomplishments. This requirement is laid
upon the ever present need to keep program staff
and participants informed, and the advisability
of providing information to appropriate local,
regional and national organizations. all of this
can not be left to change; it should be in the
form of a written plan. Otherwise, an important
component of the communication system may be
left out.

OVERVIEW

Perhaps one of the most important aspects
of this communication system is that which con-
cerns information passing between the cooperating '
parties and information which passes "up and
down" through those agencies. Industry or business
management and state education agency officials
must be kept inf ed of the program without
a lot of overburdening details. This communica-

. tion will go a long wa& in promoting program
continuance.

Communication between participants and program
personnel is one area that is often dependent
upon the type of, people involved with the effort.
The importance of this communication 1s clear.
Participants must be fully aware of the demands
on their time, expectations of effort, and most
significantly a reasonable estimate of what the
career and persondl development opportunities
are resulting from his or her participation.

This last area deserves special attention. !
It is very easy for a person in a cooperative
program to feel that since the effort is being
sponsored by the industry/that if he or she takes
part in the program the will be some job advance-
ment awarded for participation. Therefore, it’'isg
most important that "realistic” expectations be
clearly stated before the person becomes involved.
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‘Another aréa connected with participant
program communication relates to work responsibil-
ities during the term of the program. If the
program is to be offered during the time when a
person is regularly on the job, care must be taken
that the participant knows what his work responsi-
bilities are tin conjunction with his involve-
ment. Is he or she tg,work an extra hour for the -
hour he or she is in ass? Are participants
expected to produce the same number of products
when in the program as when they are not? 1Is
N someone else expected to "cover! for the partici-
pant? All‘these guestions need the involvement
of the participant's immediate on~the~job super-
visor. _ .

"There is a tendency on the part of some
program directors to be reluctant to talk about
their efforts. This is unfortunate since ‘informa-
. tion passed 0n to local, regional and national

organizations and agencies not only provides aig/f

to othfrs in the field, it may also identify i
additional sodrces of support. S8Some of these
agancies include other local schools, community
groups, regional industry organizations and
national education and business professiona}l
associations. - Naturally, a great deal of fime
can not be devoted to this part of the program.
But, with some simple steps many exter2? organi-,
zations can be kept informed.

When communications are discussed.in organiza-
tional settings, the first area many people
think of is memos. Undoutedly, the memo does
provide a record which can be referred to at a
later date. Howeve¥, oral communication is
also an effective tool in a cooperative program
- communication system. Phone calls between :
cooperating parties allows for immediate "“give
and take"” on problems. Also, "meetings where
persons concerned can voice problems and have
personal responseﬁare effective. Oral communica-
tion between participants and staff may be the
most effective way of presenting program
related information. .
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In accordance with recent court deci'sions,
educational records in many cases need to be
open to participants. This area is still not
clearly defined and should he looked into by the
program director. Care must also be taken to
avold conflicts with compapy policies dealing
with recocrds.

Finally, any working communication system
must be in some way budgeted into the cooperative -«
program. 1f i¥ is, it will have a much greater
chancé of being carried out and not Jleff to
chance. The budget item need not be large, but
‘'some amount will help carry out this portion of
the venture.




INTERNAL AND EXTERNAL
COMMUNICATION

e

QUESTIONS

. * .

Is there a'written plan for tommunication
to all levels of beth cooperating parties?
. . -

. Is industry management kept informed? )

. Are state govérnmental'officials and
school officials being kept informed?
. c

Is cofmunication between participants and
program personnel planned for and encouraged?

. "Are participants told of realistic expecta-
tions for their involvement?

. Are participants kept informed of any
changes in work responsibilities?

. Are participants' immediate supervisors
involved in changes concerning program
attenddnce?

. Are participants made aware of what is
expected of them?

Are appropriate local, regional and national
organizations kept informed of the program%:); .
Are both oral and written communlcatlons J
encouraged within the program°

Has participant access to educational .
records been dealt with? ’

. As the law is concerned?

. As it concerns 1ndustry Oor business
regulations?

Is there a budget for the communications
aspect of the program?
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INTERNAL AND EXTERVAL
COMMUNICATION

SUGGESTIONS ON HOW

j| cation can not be left to chance. A plan should

"would be ideal if the communicatich were, on a

;hat

The communications system for each program
will reflect the size, complexity and setting in
which that effort operates. Communication systems
for some small programs’ in areas wheré people in
the industry and educational agency already know
eafh other may be based on an informal or personal
relationship. On the other hand, in a larger
metropolitan area, the communication system may
require a more formal amnd impersonal procedure.
Whatever is the case, and for all sized programs
in between, the overriding fict:is that communi-

be -developed and thought through to seé that all
the following areas are covered,

Between the two cooperating agencies, it

personal basis between the individual in the_
industry responsible for the pfogram and the
educational agency counterpart. As with any
program, problems and issues will arise that need
immedEate attention. If the communication is, such
ither party can pick up the phone and dis-
cuss the 'issue, the small problem may be prevented
from becoming a major crisis.

Within each dgency there is also the need
for ®#ffective communication. Naturally, the method
and form of this intra-agency communication is the
respon81b111ty of the person in that organlzatlon
who is connected with the cooperative program.
Neither the individual in the state educational / P

agency, nor the one in the ndustry should expect

the same memo or report used in one organization

can be.used by the other agency. Each organiza- -

tion has its own goals and . purposes and the reports

of the cooperative program should be tailored by

the individual in that organization for the

upper management or administration of his or her

own agency. These reports should be kept as brief

as possible. -
Along with reports on a guarterly or semi-

annual basis, effective communication tools in-

clude luncheons or dinners. At these meetings the E

upper management in industry and administration

&

{ -
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in the education agency may be brought up to date
on program progress, changes amd accomplishments.
It gives these persons a chance to ask those
directly related to the program guestions in order
that they might have a clear picture of what is
happening. This meeting might be held in conjunc-
tion wWith an awards dinner. for the participants.
This arrangement allows the manager anpd the admini-
strator to see clearly the accomplishment of @
participants and, thus, feel cloge to the program.

The communication between the participants
and those operating the program is most often
keyed téﬁthe individual teach The program
director must take care to 5E§p1;at those hired
to work in cooperative programs can related to
the needs of adults. Simply because a teacher is
good in the classroom with elementary or second-
ary students does not necessarily mean he or
she can relate to adults. Also, it must be
remembered that the participants in these pro-
grams are closely associated with their place
of work. If the teacher has not experienced
this type of employment it may be good to have-the
teacher visit the business or industry in order
that he or she becomes famlllar w&th that work
situation,

One method of clear communication with the
participants is to prepare a one-page program
plan for distribution. This plan should clearly
and simply state the goals of the program, the
expected outggmes, the participants' expectations
and the ovérall time schedule. Having this will
no ly béttitr inform the participant, but it
will also aid the program staff in simplifying
the effort and their relationship to it.

Along these same lines, clear publicity is
an esgential part of the communication system.
It is of primary concern that participants are
given a clear indication of what they can expect
to be the result of their involvement. 1Is job N

upgrading promised as a result of program comple-
Is the program one of self-development?
Also,

tion?

These must be clear in the publicity. such
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] areas as. when' the class is offered, job éhanges
™~ if they are involved, and commitment by the
participants should be included in the publicity.
. >

In conjunction with participant/program
communication there may be a‘need for the on-
the-job supervisors of thé participants to meet
with someone involved with the program prior
to start-np. A memo might be sent .by a company
executive to the supervisors sharing Gompany
interest and suggesting action to be taken. ‘This,
}is'particularly crucial when the program is to
L ~be offered during hours when the participants
are normally on thé job. Here, questions of
work responsibilities can be answered and
problemé avoided.

Communication with exXternal local and region-
al agencies can be effective and yet kept Simple
and not too time eonsuming. First, local news-
papers, radid stations and T.V. stations may be
interested in programs such as these. Most often
a recognition banquet for the participarits can
get the most coverage. Thils publicity will help
in the recruitment effort. ©On a regional or
national level, the program director thight write
one short article and send it to a number of
maggzines, journals and hewsletters. . Most states
have a state éducationa{%newsletter and this would
he a good place to start. ©On a national level
the following magazirnes may be interested in the
program: \

- Training and Development Journalﬁg

-t

Phi Delta Kappan

Traininmg

Adult Leadership d
’

3 One -1issue the cooperat{ve program director
may face.is that concerning}accessltp the
participants' educational .records. “An early
analysis of the state and national laws concerning

3tﬁis area can save problems from arising at a“
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later date, Also, each industry or business has
requlations regarding the files on their workers.
One solution may ke to keep the educational
records separate from the participants' other
files and perhaps maintained by the educational
agency. . '
i i

Finally, there must be a budget item for
the communications system. This may not be
a large sum, but enough to cover the advertising
and printing of program plans and perhaps a
staff -newsletter in larger programs. Also,
reports and meetings should be figured in as
a regular part of the budget, thus assuring that
attention is paid to the.area of comminications.

P
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EVALOATION

OVERVIEW

At some time during the life of a cooperative
program the question "Is the program successful?"
is going to Be asked. The program director will
have to answer this question and an effective
evaluation plan will give him or her the means
to respond: - ‘

Furthermore, because the program is coopera-
tive, it is important that the evaluation informa-
tion be on two levels. First, it should measure

4 how well” the program meets the objectives that

were set by the two parties for the effort.
Second, the evaluation should indicate whether
the program is furthering. the purposes or goals
of each of the cooperating. parties.

- £

The first level is most easily attempted. .
If the program objectives were set with evalua-
tion im mind then the evaluation will, in some
ways, already be dictated. For example, if an
objective is to get 75% of the program entrants
to improve their math score on a specific test
by a set number of points, then the measures are
already named and the evaluation procedures
are clear.

The second level is much more complicated.
Here the program should be evaluated in terms
of the overriding goals or purposes of the two
agencies. Thus, the first step is to "verbalize"
those goals. Perhaps the local school's goal
is to serve the entire population of a region
Ain helping them obtain a high school graduation
diploma. :Then, does a purely skill training pro- -
gram for one industry further that goal or purpose?
It might, but the connection needs to be made
clear. On the industry side, a goal might be to
make a profit. How does the program relate to -
that goal? Naturally each agency has many ‘
goals and purposes. However, the more the evalua-
tion can be keyed to many of these goals the
better the evaluation wl%l answer the question
of, "Is the effort successful?“

As with any evaluation, it must be started

very early. From the first meeting of the two .
f

-
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agencies a plan for evaluation ‘should be begun.
During ©bjective setting it is very important
that the question "How will we evaluate this?"” be
asked. A plan for evaluation should be started
early and committed to writing in order that both
partliies are aware of how it will work.
ot
Along with informatiOn on.program objectives
and agency goals, thg evdluation may wish to
gather informaticn in the following areas:
. Cost/bepefit analysis
Relationship of program to job placement
(if applicable)

. Participant and staff attitudes ’

Program spin-offs or unanticipated results
. Participant peer attitudes.’

, .
It will be valuable .if the program can make
use of both internal and external evaluation. No
matter how unbiased we think we are, it is often
true that a person who is closely involved in a
program can focus on-one area and,overlook another
Thus, a third party may bring a fresh. insight and )
help the program direotor spot both positive and
negative aspects. Both of these types of evalua-
tion will want to use the best techniques of
research available in order that their results
and conclusions ~are defensible.

-




\ EVALUATION

[N

\\

hY

e 1. Does the evaluation data,hndicate_the_gegree
to which the program's objectives were
attained?

2., 1Is there a written plan~for the gathering
of evaluation data and the utilization of
the results? .

3. 1Is cost/benefit data collected?

4. 1Is the program evaluated in regard to its
relationship to job placement (if applicable)?

QUESTIONS

5. Are there provisions for both internal and
external evaluation? .

6. Are staff and participant attitudes noted
in the evaluation?

7. Are program spin-offs or unanticipated
. . benefits and liabilities evaluated?

8. Are participant peers or fellow workers'
attitudes noted in the evaluation?

9. Does the evaluation. design make best use
of the techniques of experimental research?




EVALUATION .
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SUGGESTIONS ON HOW

It mupt be remembered that the purpose of
evaluation is to improve programs, both the,
immediate effort and those iIW thHe future. In order
to be able to tie evaluation and objective attain-
ment it is clear that the objectives must be .Written
with evaluatlon in mind. Thus, the two actions
of objectlve setting and evaluation plannlng go #
hand in hand. One common objective in cooperative
programs for persons-with less than a high school
educati is to have participants pass the General
Equivalency Development Test (GED). Hew would
this overall objective be evaluated? If just one
participant passes, is this success? To say that
everyone should pass the General Equivalency
Develogﬁwent Test would also be a problem since
participants come to the program wlth different
levéls or backgrounds.

"

There are no easy answers to® the dilemma of
stating and measuring objectives. The important
pﬁ?nt is that clarity of objectives will allow for

aluation and non-clear objectives will hinder
that process. One possible aid will be to break
larger objectives into smaller and,more definable
goals. Thus, an objective on General Equivalency
Development Tests might be broken down into: improv-
ing the individuals' performance in math, English
and social studies, Then with the comparison
of diagnostic tests and final subject tests some
conclusions can be drawn.

As to the goals of the two agengies, it would
be a worthwhile effort to have a peggpn from the

.industry and a person from the educational agency

put that organization's overall goals into writing.
This need only be a short statement but should
cover both goals which directly and indirectly
relate to the program. If this is done as part

of the pre-planning, the results of the procéss
can be used in the evaluation once the program

has been in operation.

When objectives and goals relate to partici-
pants it is helpful and informative to buildsinto
the evaluation some long-term follow-up. It is
true the program may be ended by the time the
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follow-up takes place, but the valuable knowledge
gained will aid both the industry and the eduga-
tional agency when they discuss future programs.
These data might include the fpllowing areas:

/ . . Has the program made any difference
s . in the participant's work?
i \
j . Has the program changed the participant's
i . attitude about him or herself and the
l industry or business?

1 . Have employee "turnover" rates changed
. in the industry or Business?

. ‘ . Has the participant enrclled in other
programs? '

_ Again, it is impodrtant to put the evaluation °
plan inté writing. This not only will help
clarify it for the program director, it also
makes the plan clear to bhoth parties. This may
be done in the form of @ memo which might be
; written following some of the pre-plarining that
: will restate the objectives and say how these
will be evaluated., Finally, a statement should
- be included on how each of these results of the f
- . evaluation will be' used. Many times evaluation
: ‘ is performed but the results are ignored. If
some "plan for action” is 1in the early document
. then it will be much harder to "shelve" the
| evaluation data. ° ' :

True cost/benefit data is very complicated
| ‘ and difficult to gather.” A true analysis would
i ' ask for numerical benefits and detailed cbst
. information.’ To gather a simplified vetsion of
this information, the program director may ask
the industry to provide some assistancé. One
component of this may be to attempt to/ fully
measure costs. While a program may keep records ¥
on "out-of-pocket” costs for such items as test
fees and salaries, some programs havé not taken
. . into account such obvious costs as {he participant
" - being away from his or her work station. Benefits
f may be expressed in a numpber of ways. These include
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individual and work related results, In the final
analysis all “cooperative programs will be judged
as to whether their costs mre justified by the
benefits they provide. The evaluation plan must
recognize. this;* collect information, and honestly
report the results.

« When a program has job placement as its
p¥rimary goal, then the evaluation should center
on this goal. This can be done by looking at .
each phase of the program to see if it is compat-
ible with that placement objective. Finally, it
means that the ¢overall evaluation of success will
be the number of participants placed, not how
well tPey performed on some final test.

The evaluation plan will most often call
for internal evaluation. This may mean gathering
and analyzing test results, and reporting on
observable measures by the instructor among
other techniques., However, it is valuable to have
a non-involqed‘perso' conduct part of the evalua-
tion. This may be most helpful in a summative
mode or after the program has been in operation
for some. time and results can be reviewed. If
a formal consultant can not be budgeted for in
the program, the director may wish to call a
local college or university to inquire if stu-
dents are working on evaluation and might use
the program as a field experiment. The results
‘need not be widely disseminated but could prove
valuable for the program director.

!

The attitudes of many groups may be collected
in the evaluation through the use of guestionnaires
or using a sample of personal interviews. Partici-
pant.reaction may be most helpful and can be
collected in a short questionnaire as they near
program completidon. Collection of attitude in-
formation via a questionnaire or interview of
participant's fellow workers may show whether a
stigma is attached to involvement. Finally, staff
reactions can provide valuable data as to how
the program is proceeding. In this case, however,
how the data is collected is most important.




Remember, people don.t want to say they are
affiliated with a "bad" \program no matter hdw
trug that might be,

Often there are unexpected results of a
cooperative program not related to the original
objectives. For example, the industry might
find some new employees out of €he arrangement.

The educaticnal institution may find a new "friend"
when tax levy renewal time comes around. ' The
participants may find other programs in the area
they didn't know existed. There is no sure way
of finding all these spin-offs, the evaluvation
plan must be sensitive to the various possibil-
ities and record those found. .

. ExXperimental research techniques are often
ridiculed by educational program personnel as
not relevant to what they are doing, 1In some
ways they may_be right. Control groups are indeed
hard to come by. But there are parts of experi-
.mental design which can be very useful in the
evaluation of programs and the reason for their
use is overwhelming. It is very easy to say -
a program is a success because "I feel it is."
That reasdn is impossible to defend. 1In a
cooperative program, "feelings" are not enough
to insure continuation from two perhaps skeptical
agen01ej Defensible data are absolutely nécessary

-

In order to get defensible data the method
used to get the data must also be defensible,
A good purchase for any program director 1is.
Campbell and Stanley's Experiments and Quasi- “
Experimental Design book. Not all of the informa-
tion will be useful, but some of their methods -
may prove quite valuable as the program direttor
attempts to answer that big question: “was‘;he 1

program successful?”
!




ACCEPTING AND SCREENING = -
PARTICIPANTS

The process whereby participants become
aware of, involved with, and enrolled in‘a
cooperative program has several facets. Perhaps
this process may. be oversimplified into two
Sections, recruitment and selection, Recruit- v
ment refers to those methods by which potential
paticipants are made aware of the program and
are informed about the effort. Selection refers
to any type of screening methods which are used
as the program gpecifies its purposes. P

OVERVIEW

n
1 Recruitment and selection should follow a
: plan that .has been zgread to by both cooperative
parties. Also, since pafrt of recruitment may
be considered publicizing, this material should
: : emphasize that fag} of Cooperation when attempting
f to attract participants. At the same time it
| should be recognized that advertisement by an
| industry 6r business to its employees might
! be interpreted as a work -requirement. Care must
’ be taken, if the program is voluntary, to differ
the advertisinyg from the usual process by which
work requirements aré disseminated.
e
In a sid%lar vein, advertising must be

clear in order that the program is not misunder-
i .. gtood by potential participants. As was mentioned
; ' in the section on communications, participants must
. . 1 be made completely aware of what they can expect
] ) to be the result of their involvement. This is
i the responsibility of the recruitment advertising
and any subsequent interview before the person
actually begins the "class." <
a LY .
“Along with what a participant may expect A
- from hig or her involvement, the recruitment
process should clearly -state any minimum require-
ments for entry. These qualifications may mean
a person has to have a minimum skill level or a.
spectfied knowledge base (e.g., specified reading
. ‘ comprehension level). Whatever they are, the

: J| important point is that requirements are clear
‘! to the potential participant.

|

|

| . .

1 Finally, with reference to selection, these
] procedures need to be in writing and agreed upon
3 by both parties. Having done this, the program

] ' : 77
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director, -staff and both agencies can.then avéid
guestions as to why oOne. person was accepted ‘and
not another. Naturally these selection criteria
must be based on the objectives of the program.
Additionally, any perspn who was not selected
should be given reasons for that action.

a
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. ACGEPTING ANID SCREENING
PARTICIPANTS L

™) 1.
%)

, 2.

o

; 0]
QQ 3.

-
&y 4,
5.

4

Is the recruitment plan the result of joint
decisions on the part of both cooperating
agencies?

i L
Dpes recruitment material or advertising
clearly state the benefits and respon31b111tles

~of the program to potential participants?

TIs the recruitmefnt plan and selection ‘

criteria in written form?

~Are the minimum qualifications, for selection

specified for the potential participants?

Are invidiuals who are not included in
the program given reasons for non-selection?




* ACCEPTING ANI@ S@REEMNG
PARTICIPANTS

SUGGESTIONS ON HOW

As with s© many other components, recruitment

.should be discussed early in the preogram develop-

ment. Suggestions on how to attract @nd select
participants can be sought from both operating
parties and the advisory or steering committee,
At this same time areas of particular concern can’
be aired. Thﬁslmight include such concerns as
having the immediate woxrk 3upervisor make the .

-first contact with the potential participant be-

fore a company notice or letter goes out from the
personnel officey Supervisors can be excellent
recruiters. .

Advertiysing may take a variety of forms.
Some may be as,usual bulletin board notices or
posters, while others may be as unique as putting
an announcement in telephone bills. The first
step is to locate your audience and then be
creative in your attempt .to make them aware of
the program. If the program is for one group,
such as a specific plant, then the program director
is limited as to the advertising techniques he or
she may use. In this case, advertising needs
to be closely coordinated with the personneé and
training departments. If, on the other han
the program is aimed at a whole community, the
effort must be made to reach people through other
means which might be effective.

Some community-wide advertising Suggestions
include using, the newspaper and television
stations. Hegre, the effort might not be to say
"here is a ogram," but rather to show some ’
success stories or participant recognition
procedure, Another way toO recruit participants
might be to put notices in phone bills, at super-
markets or use lists provided by schools or
industries. Again, some creativity should be
used to make the advertising appealing.

In all advertising and interviewing con-
cerning the program, the purpose should® be clearf//
and participants should fully understand what
théy can expect from their. involvement in the
prbgram. A cooperative program may easily be
en by the participant’ as a means to a better

Ed
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joB though no such promise is made by the

oftpany. If the effort is self-development, that
should be clearly spelled out and not left. to

the person's.imagination. Likewise, the require-
ments of the course in terms of time that the
participant is expected to commit or any costs

to the participant should beqmade clear.

Minimum qualifications‘Ehould also be made
clear in writing to the participants for selection
into the program. These will be particularly
important if the program is one which will lead
to employment rather than one where the individual
is already employed. 1If the participant is to be .
employed following program completion, there may
well be specific job-related requirements that
should be cdnsidered alony with program commit-

- ments. Physical health or Stamina might be one

. of these. It would be unfortunate for a ‘pPerson

. to complete a program only to find he or she was

not gualified for the position in the first

place. Thus, all requirements and selection
criteria must he c0nsidered. : .

Flnally, there should begﬁome hanism
for informing those who apply four- ogram,
and who'are not accepted, ds fo'the ‘reasons for
their non-selection. It might be decided that
this information is best¥distributed by the
company or the educational aggncy. Again, the .,
key is that the decision on how this is to bBe
carried out must be cooperative with both Cow
parties agreeing to the procedures and under-
standing the results,




"y

o0

Tt

COUNSELING SERVICES

F@R ADULT STUDENTS

OVERVIEW

. ' ’ Although well-traiﬂbd‘perSOnneI should be

' 83

[
’ The staff-of an adult cooperétive education.
program should concern itself with all aspects
of the adult students' life which affect

his or her performance on «he job and in the
"classroom." A counseling service designed to
meet the personal and academic concerns of the .
student can be instrumental in contributihg to '
the success of the program. The adult.cannot

do his or her job efficiently or learn well if
he is unable to work out those matters which
bear heavily upon his or her mind. Consultation
with experienced and well~trained counseling
persgnnel may help the adult to realize a
solution to his or her own problems. The
counselor must not give a ready made answer but

assists the adult i1n working out his or her own
solutlon.

The adult goes through a developmental
stage just as crucial as that of childhood. ’
buring this time, the adult Tearns to cope with 7
the many responsibilities brought about by the
various roles which he or -she assumes. Adults may
experience difficulty. in any one of the develop
mental tasks of adulthood which will interfere 7

with adequate parformance of the appropriate
role. 33 .

The pressureg; f -home and family may be
immense for the a t who must perform in
severalr}oles as spolise,gparent, wQ;ken and
student in a coopergtive program. ! Many such = “
adults have been away from the educational scene

for a long period of time and must aglin .become
agcustomed td the process inveolved 1n learnihg.

Still, others may recall unpleasant experiences

at learning and, thus, feel uneasy about any form

of educational act1v1ty.'

. *

invbIved in the actual co eling situation, all

staff members should be aware of services which

‘are availablejand refer students to them. Pro-

. v151ons Ehould 'he made for referrlng students to

N prof3551onals outside of the preogram when in-house
‘ services are hot appropriate.
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Acce531b111ty of counsellng services is of

vital importance. Arrangements should be made -
whereby a worker can either be released from

his or her job fox counseling or obtain such ser-
vices before or a¥%ter his or her regular wotking
hours. Effective counseling may enable the adult )
student to handle those situations which might other-
wise force him or her to drop out of the program.

It is essential that both parties involved
in the cooperative program fully understand the ,
importance of counseling sgrv1ces and, thus, con—
tribute to the planning and operatlon of such
services, v




"

COUNSELING SERVICES
FOR ABULT STUDENTS

™

QUESTIONS

-

1., Ane all staff members involved in providing
counseling services and referrals to partici-
. pants? - '
|
2. Are counseling services readily available
to program participants?

3. Is the counseling service provided by a
L well trained staff experienced in working
B with adult students?

4. Is there a referral system operating as
part of the counseling service?
S. Are counseling services designed to assist
; students with learning and/or physical ®
s ““handicaps? .

LY

6. Do both cooperating agencies participate
inﬁ%pe planning &hd execution of the
seling services? .

co




- COUNSELING SERVICES

-

FOR ADULT STUDENTS

Fu

SUGGBSTIONS ON HOW
. . ' |

LS.
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Although all staff persons are not trained
counselors, they can learn to notice student
attitudes and behavior which suggest a need for
counseling. I
held to acquaint staff with the- adult as a
learner. Such sessions should focus on the
physioclogical, psychelegical and sociclogical
aspects of adult learners and the developmental
tasks of adulthood. In-service training might
also include special sessions to assist the staff

1 in becomifig more sensitive and aware of the needs

of the adult learner. Immediate work supervisors
might ,be ‘éncouraged to become better acgquainted
with workers through a review of personnel fil?s
and private consultations. , i
The availability of counseling services is
a'critical issue. First of all, program partici-
pants must be aware that such services exist,
Notice of counseling services can be announced
in the initial orientation of program partici--
pants, Further advertisement  -can be made through
newsletters or-other publications of the industry.
Staff can alsdé be instructed to remind program
participants of the services available. Counseling
services must also be easily accessible to parti-
cipants. This can be acHieved by allowing partici=-
pants to be released from work duties in order to
receive counseling. However, this practice might
cause problems of inefficiency due to work stoppage.
An alternative practice" is to have counselingfseru
vices available for pafticipants before and
after each work shift. Thus, the .counseling office
could operate twenty-four hours a day allowing
participants to avail themselves of such'se;vices.

It would do well if such staff, also,
eXperience or training in the area of adult
education or the counseling of adults. Adults -
cannot be counseled in the same manner as children;
therefore, a knoﬁ&edge of adult characteristics
is of wvital importanczﬁ Staff persons should be
able to establish a rapport with adult students
and develop a feeling of trust. This can only
be 'achieved if counseling personnel accept the -
student as an adult  and bring no hiases (differing
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values, prejudices) to the relationship. A system
of in~se¥Vice training and constant updating of

" training should be established. Arrangements could
be made whereby counseling personnel might attend
local colleges to acguaint themselves with
advancements in the area of guidance and counseling.

All staff persons should be informed of the
counseling gervice. ThiS can be achieved by
conducting a brlef meeting outldining the service
as well as written: memorandums to all on-the- job
supervisors and department directors. Staff pex -
sons, supervisors and program participants can
be encouraged to refer students to counseling
services if they notice a problem that must be
worked out. This can be done by suggesting to,
the student that he or she visit: the counseling
service, or notifvying the counseling staff that
a particular student needs attention. Of colrse,
the counseling staff must utilize discretion in
contacting the student.  Care should be taken to
keep the source of information confidential..
The 'student should not be confronted directly
with "I hear-you have a problem" but could be
informally engaged in conversation. The skill-
of the tounselor must .come into play here to
bring out the issues whlch are on the student ]
mind. .

'Counseling services should be designed to
agsist the student in all aspects of his or
Her persSonal and academic life. Therefore
counselors might provide. a testing service to
identify phy51cal and learning handicaps. This
may be done by réferring students to in-housé
clinics or appro riate physicians to handle
physical or mental problems of eyesight, speech,
or hearing. 'Special assistance can be obtaine
for those students who experience problems in
doing class work due to learning disabilities.
Arrangements can be made whereby such persons ..
receive a5515Fance from the educational agency
persannel experienced in the area of learning
handicaps.
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The planning and operation of the counseling
service should be a joint effort of both cooperat-
ing parties. Counseling services should be dis-
cussed at.the initial planning session. During
the life /of the program, periocdic meetings of
the counseling staff, industry and educational
agency personnel could keep everyone informed as
to the operation of the counseling service

g
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PROJECT ADVISORY COMMITTEE (PANEL)

CONSULTANTS

Dr. Gary Beasley
Southern Region
Weyerhaeuser Company
P.O. Box 2288
Columbus, MS
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Dr. Luther H. Black, Director
Adult Basic Education

State Department of Education
Little Rock, AR 72201 °
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Mr. Elmer E. Clausen, Director
Adult Education P
State Department of Education
P.0. Box 527 .
Olympia, WA 98501

Dr. William D. Dowling, Professor
Ramseyer Hall; Room -160

29 West Woodruff Avenue

The Ohiqg State University
Columbus, OH '4321Q

Dr. Abram Friedman

Career’ and Continuing Education

Los Angeles City Board of '
Education '

450 North Grand Avenue, Room A-431

Los Angeles, CA 99012

Mr. William LeMaster

UAW Educagional Director

. Region 2-A Representative
1425 East McMillian Avenue
" Cincinnati, OH 45206

Mr. James M&ller
Assistant Director
Division of Federal Assistance
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934 High Street .
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Industr
Niagara Ffontieér. Industry

Education Council
99 Aero Drive R
Buffalo, NY 14225

.Mr. Del Valdez . ¢

Admissions Counselor’ o
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Vocational Institute
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APPENDIX A (continued)
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