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Preface

The development of cooperative education in American higher education
has been exiensive and ver insufficient in many ways. The cooperative
method. which integrates periods of classroom study with periods of
academically related offcampus work. has spread ta approximately one
third of il col'eges and universiies in the U.S Although the system was
begun in 1906. most of is growth has occurred since the early 19605 as a
result of the introduction of federal funding. Through the federal College
Work Study program, later through Title IV of the Higher Education Act of
1965, and finally through the special provisions of Title VIII of the Higher
Educancn Amendments of 1976, the number of cooperative education
programs offered at the postsecondary level has increased tenfold. Yet this
growth has not been matched with a corresponding increase in the number
of students participanng.

Toward the close of the 1970's. after more than a decade of federal
assistarice, questions were being raised as to the progress of cooperative
educczon and u hat the future might hold A study mandated by Congress

gvealed that nnly rwo percent of the nation’s college students were
enrolled 1in cooperative education prograrns. The study also calculated
levels of cost effectiveness and indicated that the bulk of the cooperative
education programs did net enroll sufficient numbers to make themselypes
cost effecuce  Therefore. these programs were e’ o inextricably tied to
federal suppon. whick by law restncts the funding of any institution to a five
vear maximum, or else constituted a financial drain on the institution, thus
jeassardiaing the continuation of many programs.

These and other developmenits led the U S. Office of Education to
conLene a series of lask force meenngs in 1977.78 to further examine the
progress of cooperanve education ar! to beqin lo chart the cuurse for its
[uture. One of the key recommendutions of the task force was for the
developrment of large-scale cooperative education programs which could
reach greater numbers of students, operate at cost effective levels, and
bnng cunperatve education into the muinstream of hiyher education. This
call for a radical change in program development came while at the same
time a disillusioned and cost conscious federal administration
recommended a drastic reduction and rapid phase-out of the Title VIII
suppart for ennperative education.

Te a areut extent, the eventual reversal of the Administration’s phase-
out plan and the increased funding provided under the 1981 reauthoriza-
tion of the Higher Education Act were influenced by the promise of
developing more comprehensive programs that could make a significant
contribution to solving the problems facing higher education in the ‘80s.
Some of these problems include the rising cost of a college education, the
need to mamntain enrollments, and the growing demand for greater

career. preparation




As a3 first step reteard developing comprehensive cooperdalive educy-
por prograrms, the Nanonal Comrussion for Cooperanve  Education
ge process and i

M

ninary studv of the institunonal chan
»ct Wwith a number of institutions
verting to a comprehensive cooperative cducation plan. Although ane
finding from this project was that every institution must develop s own
on model to suit its individual needs, the Navonal Cormmission has
ledge which can help colleges and

emoarked on a pr

pilot development proj onsidering con-

raaking and conversion

As the Commission aids the pilot institutions and other schools

process. The following publication explains and summeriz

stages that an institution must pass through in the conversion from g

rraditional academic plan to a large-scale cooperative gducation prograrm

Companion papers in this publications series discuss other important

.aspects of the change process and together provide a foundation of
xnowledge to help to prepare institutions for the development of a campre-
hensiwe conperative education plan.

occur, and this will be shared with other colleges to smooth the transition

5 the major
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wate and public calleges and universities with undergraduate
tve higher =ducation pragrams, Many of these institutions aie

There are over 1,000 @

aduate coaper

| their programs and many other institutions are starting them. The
¢ recently appropriated several million dollars 1o help individual colledes and
ersities accelerate their conversion to large scale programs of cooperative

he lite an s ¢ planning. the adoption of innovation, and organiza-

tional change suggests that there are roughly four stages through which organiza:

ng and adopting strategic plans and organiza-

n the following p ges these stages are Exp?amed drawmq on LhE

strategic plans and makmg fundamental orgar ,'zatujnal chanqes tcwaard Eérﬁprt‘hﬁ‘n
sive cooperative education programs.

An ur ‘erstanding of these planning and organizational change stages is
particulariv important for accelerated conversion efforts because there is re ely
little time to recover from planning or implementation inadequacies and errors. The
planning stage process is also important foi those concerned with understanding and
managing the gradual development of comprehensive cooperative edu atlﬁm
programs. It is alse important for those with an overall concern for the better
understanding and management of the planning. change. and innovative process.

Cooperative Education

Cooperative education is an academic strategy integrating on-campus study with off-
campus work experience, Students in cooperative education prj qrarns alternate
between periods of Studv in their colleges and universities and périéds of
employment in business, government, and nonprofit organizations, E cloyment is
usually diféttly related tD the student’s academic area.

Formal cooperative education programs began in the early 1900s. Since that
time. cooperative education has greatly expanded. There are now over 1,000 private

leg

and public colleges and universities offering programs from the under rgra aduate to the
doctoral level. and-cooperative education, once exclusive to engineering students, is
now included in all college and university disciplines, mcludmg the liberal arts. These
1.000 programs today enroll over 200,000 students’,

Cooperative education has grown to such a significant part of higher education
for several important reasons. The quality of education is enriched by combining
classroom learning with work experience in the student’s area of study. Combining
classroom ard @ =~ experience helps students to choose among the mariy alternative
career paths. . . .cney earned from work experience helps finance higher
education and helps many students afford higher education.? And finally, students
are able to find permanent aftergraduate employment more readily because of their
on-the-job experience,

Strategic Planning and
Organizational Change Stages

There appear to be roughly four stages that organizations move through in successful

strategi= planning and organizational change.

1. The organization makes a key decision about whether the strateqgic plan is

feasible and consistent with the organization'’s fundamental mission/
philosophy.

2. The organization develops strategic planning performance DbjECtWES

consistent with the organization's fundamental mission philosophy.

] ==
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he arganization develops programs and fuﬁi:'laﬁal implementation plans

3T
and budgets.
4. The programs and functional implementation plan/budgets are carried out.

It is important to recognize that the stage process is iterative to some extent.
That is, in stage one, the strategic plan selection decision and the stage two decisions
concerning performance objectives require some assumptions about the program
and functional costs and benefits of various alternatives.’

In stage one an organization rearticulates to itself its fundamental mission or
philesophy. What is the organization’s fundamenta! reason for being? For example,
an autornobile cormpany might define this as economic performance through trans-
portation products and services. A hospital might define its fundamental mission as
care of the sick. A university might define it as the preservation and advancement
of knowledge.

An organization decides in stage one whether a-particular alternate strategic plan
is feasible and consistent with its fundamental mission. The automebile company
might consider whether an investment in the development of urban mass
transportation systems is in keeping with its fundamental mission and whether the
company is capable of successfully making such an investment. The hospital might
consider whether an investment in a hcrﬁé far the termmally ill is an apprapnate

the develapmént of cc:cxperatwe éducatlcm is féESlbl ﬁd E‘QT’ISISIEHI with its purp@sz-!
If the organization decides that an investment in a strategic plan or program is
appropriate, it moves to stage two. The organization may also consider in stage one
whether there are alternate strategic investment plans that are even maore congruent
with its basic mission than the ne presently being considered.
In stage two the organization develops strategic planning performance
objectives consistent with the organization’s fundamental mission. The automobile
ompany might set sales goals and a target rate of return for the urban mass transit
ysterns. The hospital might set number of patient and maximum cost per patient

n\

5
goals for the sanatorium. And the university might set a percentage of enrolled
students and revenue and cost goals for its strategic plan to invest in comprehensive
cooperative education programs.

In stage three the organization develops program and functional plans and
budgets. The autormobile company might plan and budget the product, production,
and promofion activities required to meet its sales and return on investment
objectives for the urban mass transit systems. The hospital might plan and budget for
the type of patients to accept, the location of the facility, and its design with respect to
such alternatives as a hospital atmasphere, a dormitory atmosphere, or an apartment
atmosphere, The university might plan and budget for which types of students to
attract and wﬁth‘types of cooperative education programs to offer, choosing frem
among such alternatives as undergraduate or graduate business, engineering,
nursing, education, law, liberal arts, etc. After the specific program and the functional
plans and budgets are developed the organization moves to stage four.

In stage four the specific program and functional plans and budgets are imple-
mEﬁtEd For the automobile company, the mass transit systems are developed and
sold. For the hospital the special care facility is constructed and put into operation.
For the university, the cooperative education program is developed, staffed, and
students are enrolled. As stage four develops, the program. functional plans, and
budgets are implemented and become more and more integrated into the normal
operations of the organization until the programs and functional activities are institu-
ized. With institutionalization, the organization evolves and adapts its character
consistent with its fundamental mission and its strategic plan.

2
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T =1alF. al change suggests
that m iplement, aﬁd institutionalize
strategic pla pass through similar sta gés er, we should be careful not to
overgeneralize how these stages operate in any particular organization.

A Study of Strategic Planning Stages in
Moving Toward Comprehensive Cooperative
Education Programs

Becauv.e of the abovementioned educational, career, and financial benefits associated
with cooperative education. many institutions have and are adopting comprehensive
cooperative education programs. A{so as indicated, there are now over 200,000
students errolled in undergraduate, masters, and doctoral cooperative education
programs in over [,000 private and public colleges and universities. n addition,
several higher education institutions are planning and implementing accelerated
conversion with the help of U.5. Department of Education demonstration grants. (See
Appendix A)
The following study is drawn from the cooperative education literature and
experiences of the many colleges and universities who have cor are adopting
CDr’np ehensive cooperative higher education programs, There is very little
experience in vooperative education with accelerated conversion. Most inst_iutions
with cooperative education programs developed them gradually. However, in the
general management and general higher education administration literature and
experiences. the strategic planning stages apply in both gradual and accelerated
situations. The key significance of accelerated versus gradual planned organization
change and development is that in the accelerated situation. good strategic planning
and implementation are particularly important since there is relatively less time to
recover from planning and implementation errors.® Therefore, an understanding of
these strategic planning and organizational change stages is especially important for
accelerated conversion efforts.
Stage 1: Strategic decision. to institute a comprehensive cooperative education
program.

i

The institution examines its fundamental mission as a higher education
institution. it considers whether cooperative Educatu:m is consistent with its
fundamental mission and is feasible for the institution. Semetimes other
organizations involved with cooperative higtier éduiaticn such as the Mational
Commission For Cooperative Education. the (1.5, Department of Education, and
other colleges and universities with cooperative education programs help the
mgtltuhnn in considering this question.

e pne begms @1}* n tha institution, with whatever level of und:rstandmg of

t has, considers that in some wav the purpos of the

béttéf eﬁtéd by initiating a compreher. sperativ Jucation

i could say tiat the process commences when the institution’s interest is

seriously piqued and it is motivated to undertake an analysis to provide itself with a

sound informational base upon which to make a decision either to proceed further ar
to drop the idea,

At this point, the institution looks both to itself, as to what will be required to
establish a program, and to the community of which it is a part, to determine if it will
serve the potential constituencies. The fundamental question at this initial stage is, "ls
a comprehensive program of cooperative education feasible?” If the answer is yes
regarding both internal and externai issues, then a program ¢ possible,

iy
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" woaraus constitoncies toc sther to make such 2

e}

Gluestions chCEfﬁmg the institution and its community rmust be addressed. To
gi th. the institution assesses its understanding of the communiiv — its
dem Egraphiis its views of the institution. and its views of integrating work and
education. For example. the institution must consider whether potential students will
- G[Zéfaﬁvé education and, should it appear they initially will not, whether it
= to change their attitudes. Gbviously, if it is found that students will not
ca tm[:sa*e in cooperative education under any circumstances, it would be
.D“» fc:r ths instituticn tc rv o establish a pregram. Similarly, an institution

L

begin wi

é\;arﬁiﬁés whether a cooperative education program can receive the active support

nd participation of emplovers. it es whether the competencies which the

nstitution has or can develop correspond to the human fesource needs of
prospective co-op employvers, If employers perceive no relationship oetween their
needs and the kinds of student abilities available. they are unlikaly to be interestad at
all in establishing ¢ pératl\e- arrangements. Just as there can be a program only if
there are students to participate, there must be érﬁpl / ith human resource
needs which they perceive can be met through cooperative arrangements with the
institytion,

With (espect to internal issues, the following question is asked: “is the institution
willing and is it able to make the institutional changes necessary 'o implement a
comprehensive :DDDE ative education pregram?” During this phase of the strategic
pla‘ming and érg’-a mﬁa! Lﬁaﬂc:,%‘ process. and prmr ta rﬁaki'r\g a decisicn to

E%tlmates an d sujqes ts \H“Iﬁqr{ESS and capabxh(v Df F“lEéuﬁg ‘ht:: estimates. For
tly =xamines the motivation for initiahing a “'T’lprehéﬂ%l\?
such a program will lead the institution to the
er tentative, changes that such a

[ %itat\‘i‘ in areas such as courses, staffing. calendar. admissions, etc.,
and & fxrnatn-; its Df‘\‘{-}ﬂlla| fo r ma kma them; -t Fstlﬁ’\gtes ;he |||=€E“. costs nn\'a.\ed in

example, [
*‘xrcqrarﬁ :mJ rs-dustu‘allw

mate% the em%tlﬁg ;upp@rt and thE |IkE|IhGGd @f add d supp@rt as *he

ocess

. 5. L ,giarl\: |r"1pmt; at to
gain the 'F‘%lqht% af y to form consensus around the
strategic decision. in this way, information and E‘XPE rience resources are pDDIEd for

making a geod decision, contlict is mimmized, and motivation is qenerst-+d far a
tearn effart '+ make *he strateqic decision werk

Key : i the strateqic sle -

ex ECLIU\E . i t: 2de H‘t:rlicf Dmg m mdr.ﬂgers such a5

3 the athl

The active aEddEfShlp of the CED is crucial, , | «ne chair of the
board of trustees, the CEO is nc *mally the o v =75 11 a position to gather these
rategic decision,

Lmmary, the first tage of the strategic ¢ annlhg and organizational change

pres ess renuires a decisic 1 1. aroceed to the second stage or to terminate the
scess, & decision ta move to the second stage requires an initial affirmative

n io develop a comprehensive cooperative education program. This decision

E’TDG
ieci
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ormaticn regarding the institution’s existing and probable future
tt}’ﬂn‘umt\i aﬂd upDn its own \A-I“l g 55 an d abilil'\' o méka Lhé

program. A ccmpréherﬁsi\s program i‘s feasi ble cm,ly |f ugnst, necv
i5 obtainable and institutional changes can and will be made. When, after
study., the CEO and the institutional constituencies decide that =z
comprehensive pragram is feasible, the institution then moves to the second stage of
the strateqic plor..ing and organizational change preces..

janization develops strategic planning performance objectives
ansistent with the organization's fundamental mission/philosonhy.

In stage one, the CEO and the institutional constituencies make the key decision
that a comprehensive cooperative ezucation program is both feasible for the
institution and consistent with e institution’s fundamental mission/philosophy.
After this key decision is made by its leadership. the institution defines strategic
planning performance objectives that are appropriate for its basic mission. These
abjectives are narmally quantitative.

Such performance objectives are a prerequisite to stage three, which is the
development of program and functional plans and budgets. i.e.. the implementation
plan/budget.

Examples of performance objectives are as follows:

3 The numnber of students to be enrolled in the institution by a target dat

* The number and percentage of students to be enrolled in co-

institution by a target date.

¢ The specific academic programs that will offer cooperative education by a

target date.

* The number and percenlage of students to be enrolled in each academ

program offering co-op by a target date,

* Which nonacademic programs to adapt to the co-op calendar by a target date
* Number of com 7 abst 2 recruited by a targ et -late,
LI (VST F= . »e recruited in each field by a target date.

.yers in different fields to be recruited b a larg:t date,
stitutional revenue/cost break.even point to be reached by a target

m

SPEmfu:‘ co-op programs’ break ven poinls to be reached iy target dates.
Total amount of financial and personnel resources requirec t~ rzach the
targel break evern pt:nnt fc:\r an mstltutlcn

even pc;xmt,s for dlfferent co- ap prégrar‘ﬁs.

Amount of reso:irces to be generated from each source of funding including
current accounts, tuition, government, business, foundations, etc., by target
dates for funding/reaching target break-even points.

* Satisfaction levels to be reached by target dates among students. faculty,

staff, employers, funding sources, etc.

What these specific quantitative performance objectives are is determined in
large part in relation to the institution’s educational philosophy. Different ir stitutions
have differert philosophies. Excellence in higher education general’, and in
cooperative education can take many different forms. As John Gardner has

explained:
9
1725
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“We shall have to be more flexible . . . in our conception of excellence. We must
develop a point of view that permits each kind of institution to achieve
excellence in terms of its own objectives. . . . in short, we reject the notion that
excellence is semething that can only be experienced in the most rarified strata

—of higher education. It may be experienced at every leve! and in every serious
kind

of higher education. . . . It is no sin to let average as well as brilliant
voungsters into college. It is a sin to let any substantial partion of them —
av or brilliant — drift through college without effort, without growth and
without a goal. That is the real scandal in many of our institutions. .. . We must
learn to honor excellence {indeed to demand it) in every snmally accepted
human activity "av\e\ar humble the activity, and to scorn shoddiness, however
exalted the activity. As | said in another cornection: ‘An excelient plumber is
infiniely mare admlrnbla than an incompetent phIIGSDphEF The society which
scorns excellence in plumbing because plumbing is a humble activity and
tolerates shoddiness in philosophy because it is an exalted activity will have
neither good plumbing nor good philosophy. MNeither its pipes nor its theories
will hold water,” ™,

In stage one the significance of the strategic decision to move toward
cooperative education is not always understood by all or is interpreted by some as
vague to the point of not signitying important organizationa! change. This is
particularly true when important institutional constituencies have not been involved
in the strategic decision.

In stage two with the developraent of specific gquantitative objectives, any
lingering vagueness quickly disappears. As Gardner observed and explained there
can be very different ideas about what excelience in higher education is. With the
development of specific quantitative objectives, any differencas that were not
revealed in the decision process of stage one often emerge in stage two with respect
to whether and how cooperative education as an idea and now as specific quantitative
program objectives is consistent with the institution’s educational philosophy.

Successful institutions are able to resoive differences and form «onsensus about
the fit between their educational philosophy and the quantitative objectives. When
they cannot resolve differences and build consensus, morale and mativation fall.
When this happens, it is very difficult to achieve excellence. As Lai..rier once again
Explaiﬁ;*

“In higher education as in everything eise there is no excellent performance
without high morale. Mo mcrale, no excellence. And in a great many of our
colleges and universities the rnost stubborn enemy of high morale has been a
kind of hopelessness on the part of both administration and faculty — hope-
lessness about ever achieving distinction as an institution. Mot only are such
attiludes a-corrosive influence on morale, they make it virtually certain that the
institution wilf never achieve even that kind of excellence which is within its
reach. For there is a kind of excellence within the reach of every institution.”®
In order to maintain high morale and motivation and to make excellence

possibie in the adoption of cooperative education programs. it is -particularly
important in stages one and two to build consensus among all of the.institution’s
constituencies. Once the decision has been made in stage one to move toward
cooperative education, the performance objectives have been established in stage

two, and there is consensus about both, the institution moves into stage three.

Stage 3: The crganizatior develops program and functional plans and budgets, i.e.,
the implementation plan/budget.

. 1'!,5
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-r plan; budqgt are fc

and the strategic d\‘?glslnn of stage one. Examples of progr
vanous academuc programs, the athletic programs, funded research programs, =tc.
x:xampl of fdﬂt‘f.lDﬁ‘a are admissions, governance. financial aid. hous
red to above in the general discussion concernin
= iterative to SQmé externt.
i i programs and the

ges nd two it is vaDrtant for top management, fun

d program managers to int=ract. In order to develop plans and budgets
that u.mr% p r:‘t:I’ d functionai managers need to know each others plans
maintain a focus on the stage one strategic plan and stage two performance

aD]t-Lt ves

e ammusd and rnorale kept high. the
fficer is particularly important during this
y the CEOQ is in order to carry the institution

institutional ] a%gﬁciated sith  allocating and
fesgurces. The first step. then, i sstul progiein and functienal

g is for the CEO to assume Eiﬁtiﬁulﬁg leadership at this stz ge.
15 for the institution to identify persons to be charged with the
1meq a cemprehenswe impiementation plan and budget.
JE: ers and the functional managerswho

=d 1n ,tagés one and twtj E!‘.aleES of program managers are deans,
: hletu: dll‘t‘C[C}f% stc. E\am; les of functional managers are the

ordination are to
chief executiv

I

realiccating

Lh
(%
L]
2
g
3
&
T
}
M
]
=
ol
L
=
w
=
51
[
-}
)
\).:1

C

i yTuties cnarr per:a1 “Egltﬁ v erc.

in draftmq the program and functional plans and budgets that compose the
impiementation plan/budget. the administration of the coop d
program is placed in the institutional hierarchy. in order for the cooperative p
to have academic credibility on campus. and for it to cominand the respurces it will

E[, o s
i

need, its director must be ranked high enough in the hierarchy to be able to influence
policies and to be able to have input into the continuing hudgetary prccess a5, The
director is able to develop his owi budget and to present the needs of the program to
thnse responsible for the allocation of funds. When the director xsjust another faculty
member, this is much more difficult.

At about this time, either a centralized or a decentralized mode of speration is
decided upon for the cooperative education program. There are advantages and
disadvantages to each.

The chief advantages of the centralized mode are: (1) it is easier to control
administratively, (2) it provides for full-time attention to the job development and
coordination functions, (3) the staff can handle larger numbers of students, (4) the
costs and income are more easily identified and the budget more easily administered,
(5) quality control is better. and (6) is possible to assure that policies are uniformly
administered. _

At the same time though. there are some negative experiences with the
centralized systern. For exampie, the centralization makes faculty involvernent more

. 7
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planning and b c’;geling tea

In the ralized mode, faculty ials ea il atcrs of as
full-time coo 'Larg in their ;.pacific dépéftméﬁli The advantage is that faculty
involvernent in the program is assured. Since faculty is directly invalved in the daily
operation of the cooperative praogram, when academic credit is awarded. this direct

i ¢ o

involvernent makes
member participating on
jou development and
member can senve is |

disadvantage of the decentrali

he process easier. The chief di
a =t|l=ﬁé }33515 will n@t ha\.

s

task is difficult enough: To be both an efferme pr@ Il that entails.
also an effective coordinator is often impossible. Expener\ce has shown that the time
when teaching impacts most heaulx on a faculty member is precisely t e tim

in the term when 'h_ oordinatio j tlES |rﬁpact most heavily as well.

out whether to have alternating or
at plan of operation in which the
study with periods of full-time work.

A\Isg durmg zhxs st - 5 N
parallel calendar plans. An alternating plan ES
students alternate full-tim ;
Thig h tzin 2dvantag

cons: e tuil ime smploy ses b
5. away from the institution. that offer
s jocally, (3) job deveiopm i

Decauze [l‘te F.r‘ulu»er be assured of tinuous coverage for the ent
ier tor emplovers to develop tr:
plaz&rﬂems for * = r
institution to repl

U ,E q. é ;
pﬁjblé der the alter ating plaﬁ offers relat' pf oble the parallel
system. Cczurses can be planned around the daily ac:hvmec. Df the Céjpera ive student,
On the other hand. the employment possibilities are limited to local efipiay ers —

Cu.
I
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[
<

]

o
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W
e
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those that students can commute to on a dailv basis. The other ma]mr g
:nat the students are more apt to be viewed bv the employers as part-time émpiq ees,
This limits their assignments and inhibits progress on the job. They are r
likely. to be considered temporary employees. Experience suggests that the
alternating plan is generally better.

Regardless of the calendar plan chosen. courses are sequenced in such a way
that those students in the cooperative plan can get the courses they need, when they
need themn, and in the appropriate sequence for axfmum benefit. It is important that
the implementation plan not impose unrealistic hardships on the students who
choose co-op.

It is here that input from facuity members in every departrnent affected is
essential. The task of sequencing courses in an effective and economical manner is
one that requires great attention and creativity. The success or failu- of the pr
ofte

en depends on how well this matter is addressed. For schools that are unaccus-
8
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tﬂmed to usmg the summer permd asa régular term in the SEqUEﬁCE the pmblerﬂ is

Iﬁ addltn;n tD develapmg plans and budgets fc:r camperatwe atademlc pmgrams
for organizational structure, for participation in leadership and decision making, and
for calendar and course sequencing, plans and budgets are also developed for several
other areas. They are developed for all of the nonacademic programs such as sports
and student activities that need to interface with the academic program: Plans and
budgets are developed for introducing the program, making adjustments to the
academic calendar, offering or not offering credit for the work experience, recruiting
and registering students, and recruiting and maintaining empioyers, Plans must also
bE lald fr::r Eﬁ‘lph‘.‘l)lng and trammg :aaperatlve staff da\eluplng fat:ulty Eﬁﬂpél‘étli)n
the cc:t;&peratwe prcgram dévelapmg a maﬁagemenl mfcrmatu:n system and
performing the public affairs and public relations functions.

After the program and functional implermentation plaﬂ/budget is drafted it must
be evaluated in terms of its apility to achieve the performance objectives discussed
above and in terms of its ability to solve the problems at the institution in question.
When it appears to be workable, acceptable, and supportable, it is adopted, while
understanding that it may be modified as needed. If there appear to be problems with
the plan/budget, these problems are identified and dealt with expeditiously. This
evaluation provides the feedback necessary to make the appropriate revisions. The
help of both internal and external consuitants has been useful at this stage in the
process. After the detailed and revised lﬁ‘lplEFﬁEnfatan plaﬁ!budget is completed,
stage four begins.: -

Stage 4: The programs and functional plan/budget is implemented.
Implernentation is essentially putting into effect the programs and functional
plans and budgets designed in stage three to achieve the performance objectives
defined in stage two.
Because of the complexity of this task, it is impractical to attempt to address it
adequately within these pages. The following are some of the topics which must be
examined in depth in order to successfully implement a cooperative education
program. The Mational Commission for Cacperetwe Education plans an ongoing
mcncgraph series to cover these issues.
¢ "The Key Role Of The Chief EXFQ‘UIIVE Officer In Planning, Implementing,
And mstltutlcnahzlng CDDperatwe Educatlun F’rggrams

-

. Evaluatmg Market Dppartumtles F"t::,r F\,C;ademli Dls‘:lpl!ﬂes With CDDpera
tive Education Programs”

* "Break-even- Cost Apalysis For Academic Disciplines With CGDPF"‘UVE
Education Programs” '

e “Introducing Mew Cooperative Education Programs To The Public”

* “Implementing A Cooperative Education Program In An  Academic
-Discipline” :

. ="§etruiting Students For Cooperative Education Programs"” .

"Managing Alternative Academnic Credit Plans For Cooperative Education

—Prcgrams
‘e "Managing Alternative Calendars And Schedules For Cooperative Educatmn
Pragrams :
“"Managing The Ccoperative Educatlén Employment Program”
"Employing And Training Cooperative Ediication Staff"
"Registering Students For Cooperative Education Programs”

‘ o 13°
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¢ “"Developing Faculty Cooperation In Cooperative Education”
* “Managing Faculty And Staff Development In Cooperative Education”
* “Measuring Constituency Satisfaction With Cooperative Education

_ Pragrarns
+ "Developing A Management 'nfqrmatiﬁﬁﬁystem For Cooperative Education
ngrama : e

& “Managing Public Affairs/Public Relations For Ccaperatwe Education”

Just as the strategic planning and organizational change stades presented above
were drawn from the literature and experience of the many institutions who have and
are successfully adopting cooperative education programs, this same literature and
experience will also be drawn upon by the Mational Commission for Cooperative
Education to produce a number of monographs on the above topics. These
monographs will be based on the strategic planning and Qrganlzatlenal change stages
presented in, this paper and will cover much of what needs to be addressed to
successfully xmplement cooperative “education and to successfully complete stage

C‘Dnclusian
The preceding pages have briefly explained the four stages suggested by

' strategic planning, the adoption of innovation, and organizational change. These

stages are needed in order to meet strategic plans and to accomplish fundamental
organizational change,

The cooperative education literature and the expenence of the many colleges
and universities that have and are adopting ﬂcmprehenswe cooperative education
programs have contributed to this study. While there is very little familiarity with
accelerated.comprehensive conversion to cooperative education in the literature and
experience of general managernent and general higher education administration, the
strategic planning stages apply in both gradual and accelerated situations. The key
significance of accelerated versus gradual planned organizational change and
development is that in the accelerated situation, quality strategic planning and
implementation is particularly important since there is little time to recover from
inadequacies and errors, Therefore, an understanding of these strategic planning and
organizational change SZEQES is particularly important for accelerated conversion
efforts,

This monograph shculd be useful for those concerned with understanding and
managing the gradual adoption and/or expansion of comprehensive cooperative
education programs. It should also be.of some interest to those concerned with better
understanding and managing change, strategic planning, and thé general adoption of

_ innovation. . i

Organizations move through stages while engaging in the strategic planning and .
organizational change process, and these stages apply to the cooperative education

‘situation. The stage process is particularly important for institutions engaging in

accelerated effﬂrts ﬁ:r tempreheﬂswe EDnversmn Smce there isa general mcdel af

model and sermus!y ccnsnder adapt,mg their effc-rts ta it
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APPENDIX A |

A CHANGE MODEL FOR

COOPERATIVE EDUCATION
~ PROGRAM

Conceptualized and Designed by the
Cooperative Education Prototyping Team
- Joseph E. Barbeau

John Dromgoole

~ Paul E. Dub¥’

- Kenneth M. Edison
Harry N. Heinemann

Ralph C. Porter

James W. Wilson

© 1980 National Commission for Cooperative Education, Bosion, Masﬁachusaﬂs
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NATIONAL COMMISSION FOR COOPERATIVE EDUCATION
OVERVIEW OF PROGRAM DEVELOPMENT PROCESS

Institution Re-
lotas Canceptol
Co-op fo ifs [ns
stitutional Goals.

Is
Institution
Intarasted?

15 Any Com- |
' prehensive Program
Possibla?

vela and
Adopt Program
Philosophy and

Objactives
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Develop and
Adopt Program

Plan
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Irmplement

' Plan '
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1S A COMPREHENSIVE PROGRAM POSSIBLE?

— _ o W
Extarnal lasues
1. What comrmunity is served
by tha instifullon?
2. What are the human resources —e
neads of ihe communlfy? b _ input
,J Evaluallon

o . LA b

intafnal lisuei

1. Whaot I Institutlon's
w.ativatlen for Instl-
wlng co-op?

2. What are the Insiliuflen’s
axipectoilons of necasdry
finonelal resources?

3. what aie tha Insiluflon’s
sxpecialions of necessary
tural, administrative, cut-
rieular and eperational?

4. What Is the knawn of anll-
cipated suppod for the Idea?

.
Communify fanpower N
Hesds do or can
Maich Eufrle\ulis
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PHASE Il

DEVELOPING PROGRAM PHILOSOPHY AND OBJECTIVES:
IS A COMPREHENSIVE PROGRAM DESIRABLE?

Idantity and
Appoini Persons
o Davelop Philosophy
and Objectives

Preparea In-
itlaf State-
ments of PRl
osophy and
Oblectives

Can Problems
be Resolved?

Tarminate

Identity |
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Are Objactlves
Acceplable and
supporiable?
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PHASE Il

DEVELOPING THE PROGRAM PLAN:
"~ STRUCTURE & POLICIES

Dasighate Institutional
Officer Responsible (of
Coop

(" geniy ) ( Shueture
p . Organlzation
e ons Calendar
. Responsible - Eﬂ policl
\ for Plan : Opetating Policlas
\ — student Participation
4 Salection
v — "E'Qg?ﬁ Registratlon
o ! Empioymant Program
InHial Cradi
Plan Employer Ralallons
Studient Evaluation
N T Student Freparation
Co-op Expariancas
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Countaling
Y Stafting
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Academic Area, Administrative
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Management Information System
fstimates i - * and income

Administrative
_ Faculty and
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IMPLEMENTING PROGRAM:
PROCEDURES AND OPERATIONS

Traln Staff, Faculty, Adminisiration

Develop Co-op Assighmants

Recrult Sludants

Reglster Students

Revlsa Currieula and Course
Scheduling

Intetact with related programs:

Cowear Educatlon, Placemaent,
Couneling

Interact with ether unlts

Davalop Publle Informailon Plan

Develop Brechuras ond other
Communication Materlals

Davalop Farms

Davalop Student Evaluailon Froces

Plan for Summative Evaluation of
Program ¢ :

Davalop MI5

Davalop
Implamantailen
Proceduras

Implament
Programs

Farmicity-
Evalugtion
(Mgt Inior.

System)

Ravize
Process

Continue
Ptagram
Opearatlon
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The Mational Commission for Cooperative Education’s series ori comprehensive
program develgpment includes the following publications:

A Positive Future Jor Cooperative Education — an interview with Dr., J.W. Peltason,
President of the American Council on Education
Developing a C‘ampréhe_nsiue Caépgraﬁug Education Program:
Strategic Planning Stages
Implementing the Plan
Building A Consensus
Evaluating Market Opportunities
The Consultation Process
Management Information Systems
Other writings referred to in this publication which are also available are;
Cooperative Education — A National Assessment — a summary and commentary

concerning the congressionally mandated study of cooperative educatmn
conducted by Applied Management Sciences, Inc.

A Woerking Paper on Cooperative Education — a summary of the flndmgs of the U. S
Office of Educatlgn s Task Force on Cooperative Education,

ERIC

Aruitoxt provided by Eic:



