DOCUMENT RESUME

ED 252 267 JC 850 036
AUTHOR Kopecek, Robert J., Ed.; Clarke, Robert G., Ed.
TITLE Customized Job Training for Business and Industry..
New Directions for Community Colleges, Number 48.
INSTITUTION ERIC Clearinghouse for Junior Colleges, Los Angeles,
Calif. ”

SPONS AGENCY National Inst. of Education (ED), Washington, DC.
REPORT NO ISBN-87589-990-0

PUB DATE Dec 84
CONTRACT 400-83-0030
NOTE 119p.

AVAILABLE FROM Jossey-Bass, Inc., Publishers, 433 California St.,
San Francisco, CA 94104 ($8.95).

PUB TYPE Guides - Non-Classroom Use (055) -- Books (010) --
Reports - Descriptive (141)

JOURNAL CIT New Directions for Community Colleges; v12 n4 1984

EDRS PRICE MF01/PC05 Plus Postage. |

DESCRIPTORS *Community Colleges; Contracts; Economic Development;

*Inplant Programs; *Job Training; *Labor Education;
Program Descriptions; *School Business Relationship;
State Programs; Two Year Colleges

ABSTRACT .
A This sourcebook describes and analyzes contracted
customized training for business and 1ndustry provided by community
colleges. First, "Customized Job Training: Should Your Community
College Be Involved’" by Robert J. Kopecek identifies issues to be
considered in program decision making and suggests an organizational
model for prorram delivery. "Customized Job Training and Credit
Programs," L_ ‘obert G. Clarke, outlines similarities and differences
between traditional dcgree programs and industrial training programs
and offers guidelines for community colleges entering the field.
"Providing Customized Job Training through the Traditional
Administrative Organizational Model," by William A. Connor, advocates
the centralized organizational model. In "Developing Customized
Programs for Steel and Other Heavy Industr;es," Philip R, Day, Jr.
describes Dundalk Community College's unique approach to customized
tra1n1ng. "North Carolina: A Statewide System of Training for New and
Existing Industries," by H. James Owen, provides an example of
successful government-education-industry collaboration. "Worker
Education for Improved Productivity: The Rule of New York State
Community College Contract Courses," by W, Gary McGuire, describes
the benefits of legislative, corporate, and educational cooperation
in terms of increased worker productivity and improved
college-employer relations. In "Partnerships for Employee Training:
Implications for Education, Business, and Industry," Dav1& B. Luther
provides an industrial perspect1ve on customized job tra1n1ng.
"Components of Successful Training Programs," by Dorothy J. Kaplan,
reviews specif.ic practices to ensure program effect1veness.\F1na11y,
?n annotated bibliography of relevart ERIC documents is presented.
LAL) |




NEW DIRECTIONS FOR COMMUNITY COLLEGES

~ N
29 Customized Job Training

N for Business and Industry

&N
[ am)

Lo Robert J. Kopecek, Robert G. Clarke, Editors

ERIC

\>

\4

Ab

U.S. DEPARTMENY OF EDUCATION
NATIONAL INSTITUTE OF EDUCATION
EDUCATIONAL RESOURCES INFORMATION
CENTER (ERIC)

This document has been mepraoduced as
' recaved from the petson of otgamzation

onginating it

Minor changes have been made to imgprove

reproduction guality

»

C 850 036

——
~/

® Pamts of viaw o opimons statad in this docu
ment do nat nacassanly reptesent official N1E
position or policy.




Customized Job Training
for Business and Industry

Robert J. Kopecek, Robert G. Clarke, Editors

NEW DIRECTIONS FOR COMMUNITY COLLEGES
Sponsored by the ERIC Clearinghousc for Junior Colleges

ARTHUR M. COHEN, Editor-in-Chief
FLORENCE B. BRAWER, Associate Editor

Number 48, December 1984

- Paperback sourcebooks in
The Jossey-Bass Higher Education Series

i
Jossey-Bass Inc., Publishers
San Francisco « Washington « London

o . J




EDUCATIONAL AESOURCES INFORMATION CENTER

Clearinghouse For Junior Colleges

UNIVERSITY OF CALIFORANIA, LOS ANGELES

Raohert . Kopecek, Robert G Clarke (Fals.).
Customezed Job Traming for Busimeve and Industry!

© New Dhivections for Community Colleges, no, 8.

1o the Cenrer o the Stady of Community Cofleges for critical vevies and

O

ERIC

Aruitoxt provided by Eic:

Jossev-Bass Ine., Publishers, 433 California Street, San Franeiseo

Volume X1, nunber 4,
San Franciseo: Jossey-Bass, 1984,

New Directions for Community Colleges Series
Arthur M. Cohen, Fduor-in-Chief . Viorence B, Brawer, Assoctate Feditor

New Directions for Community Colleges (publication smmber USPS 1217 10)

iv published quauterks by Jossey-Bass Tac., Publishers, in assoctition wirly

the FRIC Clearmehouse toe Junior Colleges. New Directions s numbered
sequenttably = please order extea capies by sequential number, Phe voluine
and wssue pumbers abose ave inchuded for the convenience ol bbraries,
Sceoncbclass postage rates pand at San Franciseo, Calilornia, and o additiona!
muuhing obhces

The matenol i this publicaton was prepared puesuant to i contract
with the National Tnsutate ot Education, U.S Departinent ol Edacarion.
Contractors nndertaking such projects under government sponsorsiup
we cncouraged to express treely their judgment in protessional and
techmeal matters, Poor o publication, the nanuescript was submitted

determnanon ol prolessional competence. This publicanon has mer such
stancdards Pomts of view or opinions, however, do not aecessarily represent
the offical view o opitons of the Center lor the Study of Community

Cotleges o the National Institate of Fduceation, \

Correspandenc
Subseriptions, single-issue orders, change of address notices. undelivered \
copies, and other cartespondence shopld he sent ta Subscriptions,

Calitornian 94104,

Frlopial correspondence should be sent to the Fditor-in-Chiet,
.-\rllnzl Mo Cohen, at the ERIC Cleartnghouse tor Junior Colleges,
Untversiy of Caldorma, Los Angeles, Calilornia 90024,

Library ol Congress Catalogue Card Number 1O B3-82722
Interianional Stmdind Sertal Number ISSN 01943081
Lutermanomad Standard Book Number ISBN 87589-890-0)

Cover art by Wille Baum
Manulactured in the United Sttes of America

't pubhcation was prepared waith nnding rom he Notional Tnstimte ol

Fdacamon, U S Departiment of Edocation, nnder contract no. 400830000,

T he oprmwons expressed o the seport do not necessanly setlect e posy.
‘ tons or policies of NTE or the Depattinent




O

ERIC

JAruitoxt provided by exc 8

Ordering Information

The paperback sourcebooks listed below are published quarterly and can be
ardered cither by subscription or single-copy.

Subscriptions cost $35.00 per year for institutions, agencies, and libvavies, Indi-
viduals can subseribe at the special rate of $25.00 per year if payment is by personal check.
(Note that the full rate of $35.00-applies if payment is by institutional cheek, even if the
subscription is designated for an individual.) Standing orders are accepted. Subscrip-
tions normally begin with the first of the four sourcebooks in the current pul)lu ation
year of the series. When ordering, pl(.m indicate if you prefer your subsceription to
begin with the first issue of the coming year. -

Single copies are available at $8.95 when payment accompanies order, and all
vingle-copy orders under 825.00 must include payment. (California, New Jersey, New York,
" Washington, D.C., residents please include appropriate sales tax.) For billed
orders, cost per copy is $8.95 plus postage and handling. (Prices subject to change
without notice.)

Bulk orders (ten or more copies) uI any individual sourcebook are available at
the following discounted prices: 10-49 copics, $8.05 cac h; 50-100 copics, $7.15 cach;
over 100 copics, fguire. Sales tax .nul |)()st.u;( and handling charges apply as I(n single
copy orders,

T'o ensure correct and prompt delivery, all orders must give cither the name of an
wndividual or an official purchase order number. Please submit your order as follows:

Subscriptions: specify series and year subseription is to begin.
Single Copies: specify sourcebook code (such as, CC8).and first two words
of utle.

Adail orders for United States and Possessions, Latin America, Canada, Japan,
Australia, and New Zealand to:,

Jossey-Bass Inc., Publishers

433 California Street

San Francisco, California 94104

Mail orders for all other parts of the world to:
_](wst'y-nalss Limited
28 Banner Street
London #CTY 8QF

New Directions for Community Colleges Series
Arthur M. Cohen, Editor-in-Chief
Florence B, Brawer, Associate Fditor

b Toeard a Professional Facudty, Avthur M. Cohen
C:C2 Meeting the Finanaal Crives, John [.ombardi

C:C3 U nderstanding Diverse Students, Dorothy M. Knocell
CCY o Updating Occupational Feducation, Norman C, 1Tarris




Cd e
——— e e e — = S 20 =g N
fo 2 BRE1 IF- NS ™)

Implementing Innocative Instruction, Roger H. Garrison

Coordinating State Systems, Edmund |. Gleazer, Jr., Roger Yarrington
Erom Class to Mass Learning, William M. Birenbaum

Humanizing Student Services, Clyde E. Blocker

sing Instructional Technology, George H. Voegel

Reforming College Governance, Richard C. Richardson, Jr.

Adjusting to Collective Bargaining, Richard J. Ernst

Merging the Humanities, Leslic Koltai

Changing Managerial Perspectives, Barry Heermann

Reaching Out Through Community Service, Hope M. Holcomb
Enhaneing Trustee Fffectiveness, Victoria Dziuba, William Meardy
Liasing the Transition from Schooling to Work, Harry F. Silberman,
Mark B.- Ginsburg :

Changing Instructional Strategies, James 3, Hammons:

Assessing Student Academic and Social Progress, Leonard L. Baird
Developing Staff Potential, ‘Terry O'Banion .

Improving Relations with the Public, Louis W. Bender, Benjamin R, Wygal
Implementing Community-Based Education, Ervin L. Harlacher,

James I Gollattscheck

Copng with Reduced Resources, Richard 1., Alfred

Balancing State and Local Control, Searle F. Charles -

Responding to New Missions, Myron A. Marty

Shaping the Curriculum, Arthur M. Cohen

Advancing International Education, Maxwell C. King, Robert [,. Breuder

Serving New Populations, Patricia Ann Walsh

Managing in a New Era, Robert E. Lahti

Serving Lifelong Learners, Barry Heermann, Cheryl Coppeck Enders,
Elizabeth Wine . , .

Using lart-"lime Faculty FEffectively, Michael H. Parsons

Teaching the Sciences, Florence B, Brawer

Questioning the Community College Role, Gieorge B. Vaughan
Occupational Education Today, Kathleen F. Arns

Women in Community Colleges, Judith S. Faton

Improving Deciston Making, Mantha Mchallis

» Marketing the Program, William A. Keim, Marybelle . Keim

Organization Development: Change Strategtes, James Hammons

Institutional Impacts an Campus, Community, and Business Constituencies,
Richard 1.. Alfred

Improving Articulation and Transfer Relationships, Frederick G, Kintzer

Grneral Feucation in Tieo-Year Colleges, B. Lamar Johnson

Eealuating Faculty and Staff, Al Smith

Advancing the Liberal Arts, Stanley F. ‘Turesky

Counseling: A Crucial Function for the 19805, Alice S. Thurston,

William A. Robbins

Strategic Management in the Community College, Gunder A, Myran

Designing Programs for Community Groups, S, V. Martorana, William E. Piland
Emerging Roles for Community College Leaders, Richard 1., Alfred,
Paul A. Elsner, R. Jan LeCroy, Nancy Armes

Mieracomputer Applications in Administration and Instruction, Donald A. Dellow,
Lawrence H. Poole




O

ERIC

Aruitoxt provided by Eic:

Contents

Editors’ Notes
Robert J. Kopecek, Robert . Clarke

Chapter 1. Customized Job Training: Should Your

Community College Be Involved?

Robert . Kopecek

Providing customized job training presents problems as well as opportunities to
the community college, The issues to be considered in deciding whether a col-
lege should become involved in industrial training are discussed, and an organi-
zational maodel for delivering such programs successfully is suqvcsu-(l.

Chapter 2. Customized Job Trammg and Credit P-ograms
Robert (r. Clarke

The similarities and differences between traditional degree programs and
industrial training programs are outlined, and guidelines are presented for the
community college entering the industrial training field.

Chapter 3. Providing Customized Job Training Through the
Traditional Administrative Organizational Model

William A. Connor

The centralized organizational model offers the greatest chances of sueeess for
colleges responding to business and industry’s training needs,

Chapter 4. Developing Customized Programs for Steel and
Other Heayy Industries

Phillip R. Day, Jr.

A unique approach to cusomized training which takes into account issues
related to traditional labor-management problems, the need to reflecta broad-

hased and grass-roots involvement of targeted groups, and the need to base the
training method and content on identitied, job-related competencies is deseribed.

Chapter 5. North Carolina: A Statewide System of Training
Jor New and Existing Industries
H. James Owen

North Carolina’s state-supported programs linking community colleges to -
(Iusln i traming necds provide an example of successtul government- ((Im ation-
industry collaboration,

17

29

41

55




Chapter 6. Worker Education for Improved Productivity:
The Role of New York State C'ommumty College Contract Courses
W. Gary McGuire

The provision ot state linds tor the development of contract courses at commu-
nity colleges in New York hasled to increased worker productivity and enhanced
college-employer relations,

Chapter 7. Partnerships for Employee Training:
Implications for Education, Business, and Industry

David B. Luther

The role training has plaved in improving productivity at Corning Glass Works
is deseribed, and suggestions for educators entering the training busitiess are
providel.

Chapter 8. Components of Successful Training ngrams
Dorothy | Kaplan

Specific practices that help to ensure an institation’s suceess in industrial train-
i are described.

Chapter 9. Sources and Information: The Community College
Role in Economic and Labor-Force Development

Juom Palmer, Anita Colby, Diane Zwemer

O

Matervial abstracted trom recent additions to the Education Resourees Intorma-
ton Center (FRIC) system provides further information on contracted instrie-
tior and other community college services to business and industry.

Index

ERIC

Aruitoxt provided by Eic:

75

83

95

109




Q

ERIC

Aruitoxt provided by Eic:

Editors’ Notes

Contracted customized training for business and industry is a significant
new program focus oceurring at conumunity colleges. The programs
are being provided for a wide variety of firms as a result of a combina-
tion of social and economic fore.s at work in society for the last decade.
This specialized education for the private sector is one of the reasons
why community colleges are gaining in stature across the country.

This sourcebook deseribes and analyzes customized education
and training from a number of vantage points, When describing how
and what is being done, the varied viewpoints expressed by the contrib-
ators illustrate that there is, as yet, no one accepted way to structure or
organize a college to most effectively offer training. What is also clear
from the programs described is that local needs and conditions within
the community to be served and within the college providing the pro-
aram dictate most strongly what and how successful programs are
offered. The developmient of customized education and training is fol-
lowing the strong community college tradition of meeting local and
regional needs with uniquely local solutions.

Chapters One, Two, Three, and Eight deal with the definition,
organization, and delivery of programs. Kopecek, in Chapter One,
defines and deseribes customized training and presents an integrated
organizational model. Connor, on the other hand. in Chapter Three,
argues strongly that a centralized organizational structure staffed by
gencralists produces the best results. In Ghapter Tavo, Clarke compares
and contrasts several aspects of the training function with traditional
credit programs, and Kaplan in Chapter Fight delineates components
necessary {or the successful program implementation,

Chapters Four, Five, and Six describe significantly different but
successful training programs being offered in three different states.
Owen, in Chapter* Five, presents a detailed statement of the North
Carolina training system implemented over the last twenty years. This
historically developed presentation illustrates what can be done with
strong, enlightened governmental support at the state level, In Chapter
Four, Day outlines a cooperative prograin, worked out by the college
and a major producer of basic metals. Of note is the emphasis in this
program on utilizing the DAGUM approach to curriculum develop-
ment. McGuire, in Chapter Six, deseribes legislative, corporate, and
cdducational cooperation that has allowed.the thirty community colleges

1
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of New York State o emerge as cconomic development forces in their
commurities to foster increased productivity and an approved eco-
nomic climate.

Finally, Luther, in Chapter Seven, gives an industrial perspec-
tive to custontized job training and cmphasizes training as the correet
response to the Japanese influence and the information age. He out-
lines how cducators should interact with business and industry and
urges cooperation,

Robert J. Kopecek
Robert G, Clarke

Fditors

Robert [ Kopecek is president of Northampton County Area
Community College in Pennsyloania.

Robert (i Clarke is president of Vermont Technical College,
Randolph Center, Vermont.
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Providing customized job training presents problems as well
as opportunities to the community college. I'he issues to

be cansi({m’“’ﬂ' deciding whether a college should become
involved/M industrial training are discussed, and

an organizational model for delivering such programs
successfully 15 suggested.

Customized Job Training:

Should Your Community
College Be Involved?

Robert J. Kopecek

American firms spend between $30 billion and $100 billion yearly on
the training and education of employees. By comparison, approximately
$50 billion is expended annually on all other aspects of higher educa-
tion (Boyer, 1983). These huge expenditures for training illustrate the
growing conviction among business leaders that ongoing education and
training of employees are necessary for profitability.

According toﬁdgerton (1983, p. 4), “by 1990 ten to fifteen mil-
lion mianufacturing workers will no longer be needed in the jobs they
now have. With the baby-boom generation reaching maturity, far
fewer people will be entering the labor force afresh. Eighty-five to 90
percent of the labor force of 1990 is already in place.” These facts, added
to the current volume of training across the nation, “establish the
parameters of an adult-refraining problem (or opportunity) of immense
proportion.”

While most industrial instruction is now offered by in-house
trainers or consulting_ sirms, nany businesses are beginning to contract

R ORopecek, ROCluke thide Crtomrzed Job ftammang fer Busenens and (adu try
New Diecnens or Compungty Colleges, o 48 San Franosan Jossey-Bass, December 11984 3
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tor these Kinds of pre
finding the instructior

s from community colleges, 'The firms are
and support services excellent and the prices
competitive, The colleges are discovering tha mdustrial instruction is
complementary to their other programs and a Jogical extension of thetr
mussion. Such instraction is also proving to be an important factor in
the cconomic vitality of some regions, and it has, for colleges, the added
advantage of enhancing their status with business in the community,
“Many community college leaders,  therefore, are deciding .
whether conditions are right in their community and at their college to
enter the ingdygtrial training ficld. Questions abound: For example, is it
wise, when colleges are facing serious fuiancial and enroilment prob-
lems and when the carrent mix of instrfuction is alveady cited as over-
cmphasizing the carcer and vocational, to focus more stadl and
resources on - customized, training for business and industry? “I'he
opportunity to provide a needed educational service direetly o indus-
try, i market segment that has ereat financial resources, hlqh potential
need, and much political influence, is very tempting, but there are re .1|
risks — philosophical, organizational, and financial,

s ‘This chapter suggests issues of concern for community college
oflicials facing the questions of whether and to what extent their college
should pursuc the industrial training wfirket, and it discusses the
advantages and disadvantages of this type of involvement,

|

A Description of Customized Job Training

Customized (tallored) industrial training is defined as training
that s designed to ineet the specitic and unique task or skill needs of a
particular irm. Vocidional programs are usually short, less than forty
hours in length, while technical or management programs may be over
1200 hours in duration. The instruction is narrow in technical orienta-
tong it focuses on skills and usaally is based on atask analysis of jobs
already in existencee, .

The students enrolled are cither new employees, who require
entry-level skills or specific orientation to processes and technigues of /
the firm, or continuing emplovees who need upgrading or retraining
hecanse of promotion, tvvhnKygiml change, or basic changes in the
company’s operations,

"The training may oceur in the workplace, in a traditional edu-
cational setting, or in a combination of both, The instructional pro-
gram is designed, organized, and administered by the personnel of the
college with the direet assistance of individuals from lhv industry, ‘I'he
mstruction is actually provided by individuals recraited (and trained if

. »
'
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necessary), employed, and supervised by the college. The faculty may
be full-time teaching staft of the college or, more likely, are specially
recruited practitioners or trainers who know the industry in question
and can relate well to corporate goals and objectives. '

Initial Concerns

What Are Local Needs and Attitudes? For college personnel con-
templating offering industrial training, the answers to questions regard-
ing probable need and utilization are central. Do arca businesses and
industries need and want training? Are area firms retooling, planning to
prodiuce new product lines, establishing plants, or hiring new person-
nel? Do area firms recognize the need for ongoing training for all of their
employees, and are these firms prepared to contract for this service?

Before a college commits to industrial training, market research
is required.” A systematic needs analysis of the community, for exam-
ple, is essential. Entering the industrial training field in a substantial
manner most likely will require a restructuring of the college’s internal
operations to accommodate this new form of instruction. If the pre-
dicted need for training, based on market research, is significant, then
the college can make the necessary changes more confidently. (Possib'e
organizational changes are discussed later in this chapter.)

Colleges discovering marginal need, however, are wise to
accemmodate occasional requests for training on an incidental, case-
by-case basis and not to alter their basic organizational style or mode of
operation, The specific results from market research needed by a col-
lege before it can commit to establishing special arrangements for the
offering of contracted services will vary, but positive responses from at

least ten firms requiring at least $100,000 to $250,000 worth of training

during a year seem a reasonable minimunt, The dollar range is wide
bhecause costs differ greatly depending on the type and sophistication of
training required, the amount of equipment needed, and the availabil-
ity angl cost of competent instructors.

When the initial need is predicted to be great, the college should
raise other questions, How comprehensive can the college be? What
are the pereeptions of the community and the college’s sponsors relative
to training as an aspeet of the college’s mission? Will aggressive efforts
in training be viewed as consistent with the mission of the college, or
will it cause widespread misunderstandings? People who believe that
public money should not be used to assist any profit-making organiza-
tion directly may oppose vigorously and vocally any cfiorts by a public
college to provide corporate training, cven though all costs can be




E

6

demonstrated to be carried by the private-sector company. Public
acceptance of the training role of public institutions for the private
sector is a recent phenomenon, A

Faculty Attitudes. Faculty and staft, also, may not be willing to
accept the extension of the college’s mission and philosophy to include
extensive industrial training. Some may fear that it may tarnish the
hard-won status of the college in the higher education community, The
instruction may not he pereeived as being on a collegiate level,

Perhaps a more serious problem is faculty opposition to the
expansion of customized job training (GJT) programs on the grounds
ol cconmmic ticliness. Ther may argue that the concept is valid but
that, given decrcasing funds available per student from all sources,
extending GJ'T capacity will simply drain off resources from existing
un(lw)r(- traditional programs. It should be recognized that if cJT
prograins are appropriately administered and priced, no eollege needs
to subsidize them beyond some relatively small start-up costs, In fact,
mdustrial training should more than pay for itself after the first six
manths of extensive programuming,

Changing the Focus of the Instructional Process. Most programs

ynlarly offered by community colleges focus on meeting the cduca-
tional goals and objectives of individuals as identificd and defined by
those individuals. And the individuals who enroll in a college’s pro-
gram ol study assnme that knowledgeable professionals have developed
the curvicilum with both the students’ needs and high educational stan-
clards in mind. Each of these situations is perfectly normal for the aca-
demic institution providing quality education in traditional settings,
However, involvement in industrial training threatens both circum-
stances by changing the focus of education in two ways. First, the col-
lege's program integrity may be affected by the attempt to satisfy the
needls ot the finmn requiring training; second, the motivation of the stu-
dent in the industrial training program is changed,

The name, castomized job training, implies that the training
program is specifically designed for the contracting firm. Therefore, the
personnel of the firny must work with the college staft in designing pro-
grams that fit the firm's objectives, The danger is that, in the attempt to
tailor the program to the firm, the firm may he allowed to exercise too
much control over the scope and content of the program, with the
result that focus is shifted away from basic prihciples of quality educa-
tion. Faculty and administration of the college must be alert to main-
taming program integrity even though the firm, o paying client, may
be more interested in results than in procedure To ignore this potential
arca of concern s to threaten the academic repntation of the college,

14
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For the student of regular college programs, the motivation to
attend and succeed at a course of study arises from the individual’s
interests, pereeptions, and objectives, The arrangements for offering
the course, the content of the course, the techniques of instruction, and
the financial arrangements are typically worked out between the student
and the college. Clearly, the needs, desires, and interests of the individ-
ual student are a prunary focus of the college. When a third party, in
the form of the contracting firm, is introduced into this arrangement, a
change necessarily oceurs. Although the basic focus of concern is and
must remain on the learning needs of the students, the client of the col-
lege (and the entity paying the bill) is the firm contracting for the
instruction. As already mentioned, personnel of the firm will be directly
involved in determining the contents of the course and, ultimately, in
evaluating the course in terms of how well the material taught is appli-
cable to the workplace. The firm will decide who needs the course, who
will attend the training programs. This removes from the individual stu-
dent the intrinsic motivational asset of determining his or her own edu-
cational goals and the path that he or she should take to achieve them.
This altered pattern is psychologically destructive for some students.

There may also be great differences in the interests as well as
abilities of students who attend the program. Instructors in GJT need
to be highly competent in their fields, but they must also be familiar
with the techniques of the specitic industry involved if they are to suc-
ceed in coping with irformed questions and a high skill level from moti-
vated veteran plactitioners, On the other hand, although by no means
the rule, some employees may be enrolled in courses against their will
and asked to learn skills and adapt to attitudes that may not interest
them. The problems inherent in teaching such students are not unlike
those encountered with the unmotivated, traditional cighteen-year-old
student, but the techniques used to overcome the probleins may be
very different. Further, if the instruction is conducted on site in a
manufacturing plant, plant supervisors may interfere by being more
intereste in short-term production deadlines than in the long-term
benefits that acerue to employees and the firm as a result of systematie
employee participation in training programs. All such differences of
opinion regarding objectives, contents, values, and results of customized
training programs must be overcome if meaningful training is to oceur.

CJT is a type of instruction with which most community col-
leges have had at least some experience, but, as the magnitude of such
programming increases, the unique instructional issues, along with
obvious differences in course identification and administration, must
he worked out.

1o




Personnel Impl--ations. Esseniial o eflective CJ1 programming
15 a cadre of knowledgeable and commiitted individuals. These staff
members must know their eoallege, be able to conceptualize quickly and
casily the potential training needs of industry, and have the ability to
market, develop, and implement training programs. Effective pro-
graming is closely tied to the caliber of people with these talents who
can be identified from among current staff or ¢ mpl()ycd specifically for
this function. Whatever organizational structure is used to implement
training programs the involved staff must be identified clearly, must
internalize its function, and must have clear policies and procedures
that make it l)uw.m(rdtl( ‘ally simple to deliver the training. The staff
must know that GJT is an institutional priority supported by senijor col-
lege officials if the training effort is to succeed.

The college must further have the reputation of delivering what it
promises. It must, therefore, stand behind any commitments made by
the staff. CJT pl()gmmmmq is conducted outside of the college with
firms who operate in a milieu much different from the traditional aca-
dentic world. Boundaries of individual authority must be khown (ltdll)’
to GJ'T staff-and to their colleagues at the college. Who is entitled to
commit the college to how much must be understood explicitly. This is.

not to nnply that any individual calling on business firms or imple-
menting training contracts must be able to draw up or sign contracts on
the spot. Except for very small businesses, most corporate executive
officers do not have this type of authority! What is important, however,
is to have statl members who can correctly commiit the college and who
can accurately estimate costs. '

Institutional integrity must be preserved, but an entreprencurial
style is essential. Entrepreneurship is an atypical attribute for most
individuals currently employed in education, but that is the nature of
CJT activities, The honest tension between institutional integrity and
entreprencurship must be acknowledged. Staff members niust recognize
that they are selling their programs in a competitive market. Business
people expect a fair presentation of a potential program, but they will
attempt to get as much as possible for their money. College personnel,
further, need to recognize that more than money can be at stake.,

Most simply stated, what is required to maximize CJ'T program-

“ming arc capable people operating in a sound and workable organiza-

tional structure that makes sense within the context of the particular
college. The structure must allow and facilitate talented and trained
people to focus on the task of delivering high-quality, low-cost, special-
ized instruction,

o 16
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. The Integrated Model

[f CJ'T is to become a significant portion of the total work load
of an institution, it may be necessary to réstructure the organization.

Most colleges cannot expand their efforts into contracted services and-

continue to provide quality instruction in other degree programs while
conducting business as usual. CJT programming will have implica-
tions for. virtually every administrative area in the college with an espe-
cially strong impact on instruction. The integrated model outlined in
this scction suggests one approach to coping with the needed changes.

T'his model holds that the best people available in any college to
contact, set up, teach, and administer training programs are those same
administrators and faculty who offer preservice education in the same
discipline. For example, if a company requires its draftspersons and
design engineers to be trained in computer-aided design/computer-
assisted manufacturing (CAD/CAM), individuals from the drafting
and design departments of the college are in the best position to offer or
supervise in-service instruction, In like manner, if office personnel
require training in word processing, who could be better suited to meet

this need than individuals from the secretarial science departinent of

the college?

The integrated model establishes an organizational structure
and policies and procedures that encourage the interaction of faculty
and stafl who possess specific disciplinary expertise with their counter-
parts in business and industrial firms. This approach has at least two

major benefits: It encourages faculty and staff related to every career

and technical program at the college ()0 assume responsibility for the in-
service as well as preservice education and training offered, and it
fosters decentralized decision making.

From a curricular viewpoint, the integrated approach vertically
organizes the college. One group of faculty and one academic adminis-
trator are responsible for all instruction offered at the college in a par-
ticular discipline. The approach recognizes that the emphasis placed
on “credit” as opposed to“noncredit” instruction is a reflection of the
views of professors and not of practitioners or their employers. Practi-
tioners want only new skills or knowledge in order to cope with changes
in their fields. The approach recognizes further that, because of the
nature of preservice education, the contents of some noncredit courses,
which reflect the newest trends in an industry, are the most advanced
offered at the institution — although these conrses cannot be applied to
any degree offered by the college.
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‘This pointis illustrated by a GJT course offered at the request
of a hospital ta vegistered nurses (RNs) on new developments in nurs-
ing practice. All of the students in this noncredit course, which is not
applicable to a degree, are licensed RNs who have already completed
successfully the preservice program and are now working. ‘These indi-
viduals need new skills that may not be taught in the preservice curric-
ulum. Who at a college should work with the director of nursing ser-
vices at the contracting hospital in developing the training program?
Who should develop the curriculum and even teach thig course? The
most, logical person is the college’s director of nursing! other indi-
vidual, surely no other college administrator trained ag a generalist,
knows the subject or the peculiarities of the workplabse®well. No other
individual is likely to be as capable of developing curriculum and of
knowing individuals who have the requisite skills to|teach the course.

‘The integrated model also uses the best available personnel at
the college for outreach into the community. Community college fac-
ulty members are technically very competent, but, unfortunately, in
most communitics this reserve of human capital is not adequately
recognized and may cven be overlooked. CJT gives college faculty and
staf a direct method of preparing individuals to be more productive,
and it allows them to share their technical as well as pedagogical skills
and knowledge with colleagues in business.

The integrated mnodel also gives long-time administrators and
faculty members of career and technical prograins the opportunity to
interact professionally with the employers of their preservice students
on a new level, It allows, perhaps even forces, the college-bound aca-
demic administrator and faculty member to get into the field. This pro-
cess benefits the college, for it updates personnel. But, more important
for successful GJT programs, these cducators provide tremendous
assistance to individuals in the workplace.

The integrated model further guards against the unwanted
development at a college of two different and distincet faculties in the
same discipline. These faculties are composed of traditional professors,
who hold full-time tenure-track positions and teach preservice stu-
dents, and trainers, who are usually part-time adjunct instructors less

e Hamiliae-with the college, who teach credit-free training programs,

"This organizational pattern also helps to ensure increased cues.
ricular control and a standardization of studerts’ performance expecta-
tions by providing the opportunity for full-time faculty involvement
and the supervision of all instruction within a discipline by the same
administrative ofticer.

‘The integrated model is not a panacea. Full-time faculty, because

Q 1 d '
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of their comuitment to preservice programs, often do not have the tiine
for or the interest in GJ'I" programs. To some, the prospect of training
i1s cven threatening, for it is a very different approach to instruction.
But, if they can be motivated to become involved and if it can be sched-
uled, ftull-time faculty members can inake very valuable contributions
to short-term, quickly conceived, training programs. There are further
strong curriculum and instructional benefits for both in-service and
prescrvice programs if all of the instruction in a disc lplme is the respon-
sibility of one administrator.

If a college accepts the logic of an integrated approach for GJT
programming, the same logic extends to all instruction. While reflect-
ing a strong commitment to the concept of continuing education and
lifelong learning, the integrated approach calls into question the need
for a separate continuing education organizational unit with its own
stall, budget, policies, and procedures and with its tendency to empha-
size dichotomies between credit and noncredit programs, courses, and
faculty. _ .

'To make the integrated model work, academic program admin-
istrators need to broaden their professional concerns beyond the scope
of preservice programs. Deans and program directors must alter their
prioritics. Mcthods of administering and managing must be adapted to
ensure that all of the productive time of these academic administrators
is not consumed by the demands of preservice programs. Furthermore,
a more entreprenceurial attitude needs to be nurtured. Academic admin-
istrators need to become much more oriented to the world outside the
college, which will increase the probability of extensive CJT program-
ming, and also make college personnel much more sensitive to the -
divergent attitudes and needs in the community. If guided properly,
increased entreprencurship can stimulate increased excitement among
staff members and ultimately improve overall operations. _

Using this.inodel, ‘a college is represented in the business and’
industrial community not just by the president and personnel from the
continuing education office but riather by the president and every aca-
demic dean, program director, and interested technical faculty member
at the institution, The message that customized job training is a college
commitment then becomes clear,

Advantages of CJT Programs

Initial concerns aside, there are many potential advantages for
the college that becomes involved in providing industrial training pro-
grams. The following subsections describe the benefits of such programs
to hoth the college and the community it serves. ' i
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The Mission of the College. ''raining specialized for business and
industry is an expression of the comprehensive mission of the college |
and is a function that the college is uniqucly capable of offering. CJT is
another way tor the college to serve taxpayers in a cost-ctfective way.

Economic Revitaiization. Customized job training is an indis-
pensable aspeet of economic revitalization efforts. The involvement of
the local comnmunity college in its community as the deliverer of indus-
trial training has thé potential not only of providing well-trained work-
ers but also of developing and cementing relationships between the
college and area firms. For regions hard hit by the competitive disad-
vantage of their products in national and world markets, the establish-
ment of new firms and the extensive product diversification by existing
firms are absolute necessities. Changes of this kind require tremendous
cffort. Not only will affected industry have to develop new products and
new methods of production, accumulate sufficient capital for new equip-
ment and plants, and, in many localities, retrofit or build new multi-
purpose work centers but, most important for community colleges, the
retraining of personnel also becomes essential, Since CJ T can be offered
at a competitive price through the community college, it allows a com-
pany to maintain and/or enhance its viability and profitability in the
marketplace. In turn this has a positive effect on the local market.

Relationships Between Business and College. By providing train-
ing to a business, a college has the potential of creating an entirely
different relationship among the personnel of both organizations. The
fact that college personnel are working on state-of-the-art problems can
dispel notions of the existence, of an ivory-tower mentality, Both busi-
ness and college personnel have a first-hand opportunity to observe
cach other at work. The residual effects in the community are signifi-
cant. A prime example is the increased possibility of the firin employing
graduates of the college. The relationship may also cause the company
to be more generous in responding to the college’s needs.

Professional Development of Staff. T'he involvement of college
faculty and stafl’ in problems of local businesses provides an opportu-
nity for professional development of the highest order. It allows college
and business stafls with common interests to become professionally
acquainted. Iurther, faculty observing changes in business or indus-
trial practices can, on a first-hand basis, assess the true importance of
preservice degree curricula taught at the college. It allows faculty men-
bers the opportunity to update their skills and knowledge.

Increased Use of the College. Participation in training programs
by corporate employees will demonstrate community college services
to yet another segment of the population. If industrial and business

erlc 20

Aruitoxt provided by Eic:



cmployees receive exeellent job-related instruction taught by competent

and caring individuals in programs administered by the college, the

probability is great that these employees will use the college again them-

selves and pass on their positive feelings to other potential students in
- their families, their neighborhoods, and in the business community.

Expanded Access to Additional Education. Customized job train-
ing can be the beginning of an even more intensive learning process
for some individuals. It can have the effect of orienting the individuals
toward systematic instruction. It can help them recognize other poten-
tials they may have and can stimulate them to enroll in additional courses
or programs. It-can put to rest the myth that “older” individuals cannot
learn new things.

Personalized College Services for Student-Employees. The indi-
vidual experiencing successful training benefits directly from the com-
munity college can personalize how the college assists people and the

" community. The successfulness clearly reinforces how the college helped
the student-employees, their fellow workers, their company, and their
comnmunity.

Financially Beneficial. Well administered 4nd propcrly prlccd
training programs can be lucrative for community colleges. Businesses
and industries are accustomed to expending large sums of money to
purchase training. CJT programs offered at community colleges can
casily be priced at a level to exceed costs substantially while still remain-
ing competitive. In fact, the college may have to overcome the concern
.of some corporate managers that quality cannot be obtained at prices
as low as those commonly established for CJT.

Increased Student-Employee Productivity. The effect of custom-
ized job training on the individual student-employcee can be very sig-
nificant. The programs provide the students with the opportunity to
learn skills and/or attitudes that will make them immedie tely more pro-
ductive at their jobs,

Availability of Government Furldlng Because of the recognized
need to diversify business and industry and to create new jobs for
unemployed and underemployed individuals, several states have estab-
lished special economic development programs that fund programs for
training personnel in new or expanding firms. A community college
can serve as an aggressive agent in attempting to link qualified firms to
the state and federal funding programs designed to enhance economic
development. Although public funding is not an essential ingredient of
customized job training, as is evidenced by the amount of money being
expended by business for training, the incentive of subsidized training
may be a deciding factor to a firm secking a locality for its operation.
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Potential Problems M\

Colleges that become deeply involved with customized job
training need to consider the potential problems described in the para-
graphs that follow, :

Program Integrity. A philosophical issue could be the first and
most serious concern, Organizational and curricular control is central
to the integrity of all colleges. College personnel need 10 ensure that
dircct or subtle pressures by business do not permit the mentality of
being “kept” to developat the college. What is taught and the levels pf
acceptable achievement must meet defensible educational standar
Colleges should have policies that ensure that the instructional pko-
gram is not heing exploited by any firm; that students are achieving at
acceptable levels; and that programs are not pass-throughs for business
to obtain governmental largesse. '

(/T as a Possible Threat to the College’s Comprehensiveness. The
amount of training offered by a college can be an issue. College person-
nel must be concerned with the percentage of the college’s total instruc-
tional work load devoted to customnized job training. That the delivery
of this kind of programming will require changes in the college’s
administrative policies and practices is a given, but the long-term effects
of these changes on the essence of the institution are obviously related
to the magnitude of the involvement, Most community colleges strive
to be comprehensive. Customized job training is likely to exacerbate
alrcady changing patterns of student enrollment from degree to short-
term programs and from students studying academic subjects to those
pursuing technical and vocational offerings. :

Failure to Deliver Quality Programming. Finally, the college
that offers GJ'T" should recognize that all of the factors that hold tre-
niendous potential for developing positive relationships with business
and industry have inherentin them the possibility for exactly the oppo-
site. Firms expend funds for training with the expectation of receiving
quality instruction and serviee, If these services are not delivered to the

evel of satisfaction advertised and desired, dissatisfaction with the

Q

college is hound to result and to be advertised in the community.
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The similarities and differences between traditional degree
programs and industrial training programs are outlined,
and guidelines are presented for the communily college
entering the industrial training field.

Customized Job Training

‘and Credit Programs
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IToxt Provided by ERI

Robert G. Clarke

Although the learning-teaching processes and overall operations are
similar in many ways, customized job training and traditional college
programming are philosophically and operationally different. This
chapter highlights the similarities as well as the diflerences.

Definitions

Education is the transfer to students of a fundamental base of
knowledge that serves as a long-term foundation upon which to grow.
Training is “skill-specific” instruction to allow the student to master a
defined set of job competencies. Webster’s (1977) defines education as
“the field of study that deals mainly with methods of teaching and lcarn-
ing in schools.” Warmbrod and Faddis (1983) define customized job
training as cither: ' ’

1. Short-term customized training for entry-level positions to

aid start-up in new or expanding companies, with all or most
of the training costs subsidized by the state; or
2. Short- or long-term customized training for upgrading or
~ retraining of extant employees of established companies,

R Wojuock RO Clatke (0 day Customieod fub Daining for Imen and Industey
Now Directns 1on Cotmnnimty Colleges, na 48 San branaso Joses -Bass, Pecemise e 1984 17
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. with occasionally some small subsidies from the state, but
most often with training offered to the company at cost by
the college.

Averill (1984) notes that “education is now facing the dichotomy
of education to serve the student and (or) training which is intended to
serve the business community” (p. 34). Goldman and Sutcliffe (1982)
state that “education is keyed to drawing out from inside, while instruc-
tion is based upon shaping the student from the outside” (p. 3). By sub-
stituting the word “training” for “instruction” in the previous sentence,
we can identify another operative difference between education and
training.

Administrative Response

The amount of administrative time required to integrate indus-
trial training fully into the programmatic offerings of a community col-
lege is enormous. This is especially true during the first three to four
years of operation while the initial development of the training pro-
grams takes place. The strong commitment of senior administrators,
which must be communicated to personnel at all levels of the institu-
tion, is essential. A college cannot simply hire a director of industrial
training and expect that person to establish and implement the pro-
gram all alone. All levels of administration should be involved in the
initial decision-making process that establishes the program, for they
surely will be involved in solving the inevitable difficulties that will
occur during implementation,

While the process of establishing an associate degree program at
a college may involve over the course of an eighteen-month period a
few faculty and academic administrators, a lay advisory comimnittee, an
assortment of college committees, the president, trustees, and in some
states a state agency, the pattern oi involvement is usually more com-
plex with training, although the time for participation and decision
making may be truncated. The development of a new training program
requires the involvement (or at least the acknowledgement) of all of the
above people, as well as the guidance and assistance of virtually every
other segment of the college’s administrative staff on an ongoing basis.
(This need for widespread involvement may be a reason that some col-
leges resist developing these programs fully.)

To ensure this broad-based support, all statf members must
understand the needs and objectives of the program, The college may
need to reconceptualize and rewrite its mission statement in order to
reflect clearly this new manifestation of its continuing education func-
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tion. This reconceptualization should be endorsed and ratified by the
governing board,

A number of possible organizational structures for delivering
training are outlined in this book. However, no matter what structure
an institution adopts, the institution must see the program as an inegral

and encourage the activity, This point cannot be streased too much or
said too many times, If the president and the board do not make a com~
mitment, customized job training (CJT) will ¢ither fail or have limited
success, GJT°s need for commitment and campuswide support is not
dissimilar from the needs of every degree programn at the u)llcqv but
since large-scale CJT is new, the need is even greater,

¢

Target Group
s . K
T hc ¢ ()ll(-qc 8 dcglve and certificate programs provide prescrvice
(‘dll( ation and upgrade training. The individuals enrolled in these pro-
grams have decided to go to college to obtain a broad background of
knowledge, understandings, and skills (including the ability to find
initial employment) or to learn new skills that*may provide opportunity

’ lor ddVdmcm(‘nt or:a change of carcers. This population decides to

pursuc an educational program alone or with the advice of family and
fricnds. Whife most institutions develop strategic marketing planx to
attempt to attract and persuade this type of individual to enroll; it is the
individual, mdvp(‘ndcntly, who chooses to attend college.

‘This is not the case in'GJT pmqr.uﬁs ‘The implications, there-
fore on prograin development, instruction, evaluation, pre- and post-
testing, and student pmh)rman( ¢ arc cnormous, A u)ll( 'ge’s ability to
deal with these factors is crucial fo success,

It is important to note a subtle but puwcrlul reason why some
students may react negatively or with suspicion to GJ'I" programs: The
programs arc run at the behest of the company!

The following is a scenario that frequently occurs: Someone,
probably a supervisor or department manager, identifies a problem,
The cause of the problem is traced to improper procedures by line
workers, which could be corrected if training were implemented. After
receiving corporate approval, the firnt’s training manager arranges for
a conununity college staff member to meet with company personnel,
define the training problem, conceptualize a training solution, identify
faculty, define competencies that need to be taught, and develop and
schedule the program, Classes begin.

However, from the employees’ viewpoint, it is a management

wt of its mission, and senior administrators must sirongly support

.

. 4 VS




Q

Aruitoxt provided by Eic:

20

decision to run the training program, Management may not have made
clear enough the reason for the program or motivated the workers sufhi-
ciently for them to wish to become involved.,

Since the focus of planning has been management’s, the student-
worker's commitment to the training program may not exist. While -
many community college facult* members extol the virtues of motivated
teaching, individuals whe have not freely chosen to continue their edu-
cation and who do not want to be in class can create severe instruc-
tional problems.

Motivational techniques to ensure good student performance
and satisfaction are clearly needed, and many intrinsic as well as extrin-
sic reward systems have been used throughaout the years. Many com-
panies pay individuals full salaries or time and a half for attending
class. A currently popular technique is to tie training into promotions.
Students who complete a program successfully are given an increase in
salary. ) -

However achieved, the motivation of the worker-student is nec-
essary for success, Aduit students taking credit courses for-a degree or
certificate are often intrinsically motivated. CJ7T students are more
likely to need extrinsic reinforcement. Whatever the motivation—
hourly wages, a promotion, a raise upon successful completion of the
program, or job retention —it musi he made ®gar to the GJT student-
worker why the program is necessary and what the individual will get
from it.

Unlike the pattern with students enrolling in credit courses, it is
vitul that CJ'T" administrative stafl’ and faculty meet with prospective
trainees prior to the beginning of classes to help ensure appropriate
expectations,

Internal Communications

As in any cndeavor, a free and continuous exchange of informa-
tion within the institution is mandatory if GJ'T programs are to suc-
ceed, I,\(lyh()dy inust know what everybody else is doing. Formal
meetings or written memorandums can be replaced by hallway dia-
logue, quick telephone calls, and informal handwritten notes, but the
key to success is a constant flow of information about attitudes and feel-
ings as well as data. All parties concerned need to understand the insti-
tution’s cndeavors.,

T'he “chain of command” should not inhibit essential internal
aialogue. As emphasized by Peters and Waterman (1982) in In Search of
Excellence, « constant flow of informal internal communications is prey-
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alent in all successtul companies. “The same principle operates in coni-

munity colleges. The director of business and industry programs may®”™

be a fourth-tier administrator, reporting to a dean, who reports to the
vice-president, who reports to the president. However, a low of infor-
mation on an mformal, as well as formal basis is required if all levels of
administration are to contribute. While this may not be the customary
mode of operatio¥at the college, it is critical for GJ'T programs,

To ensure that everyone — line and staff administrators, faculty,
trustees, and support personnel —knows what is happening, CJT
administrators should circulate a monthly summary of activities that
COVETS every m(lustry contact. This technique may enge ‘nder help from
unexpected sources

Faculty

At most colleges, the majority of training programs arc taught
by adjunct faculty members with current industrial experience. This is
not a denigration of full-time faculty, who present excellent instruc-
tional programs and are utilized for CJT classes whenever possible.
However, industry prefers, if not mandates, a faculty that is not “ivory
tower” or theoretical in approach, thinking, or delivery. Instruction
needs to be oriented toward application and job relevance. Faculty,
typically need to have had experience on particular types of equipment
or in very specialized operations to be most effective. Usually full-time
faculty do not have this directly applicable experience, or their schedule
does not permit thermn to participate.

The process of recruiting adjunct faculty for training does differ
from the methods used for credit programs. While-formal education is
required for all credit faculty, it may pot be necessary or appropriate
for some business and industry programs. While most adjuncts meet
standard educational criteria of eredit faculty, some very capable skilled
craftspeople who have practiced and perfected their trade and who
have a talent and desire to share this experience with others do not pos-
sess advanced college degrees. Their talent should be enhanced by
special training in pedagogical techniques and used.

A new excellent source of adjunct trainers is the cadre of carly
retivees from major firms. The depressed economice conditions of the
carly 1980s have created a pool of highly qualified and talented people.
These individuals usually desire only part-time employment and are a
definite asset. To ensure that a college has access to these individuals,
administrators should maintain ongoing contact with personnel officers
of large firms. Ideally, the college would be notified by corporate per-
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sonnel oflicers of all carly retirees who may be interested in part-time
teaching for the college.

However, it is true that, just because someone is a skilled crafts-
person or an excellent manager, he or she may not necessarily be a
good instructor. All new business and industry instructors need to be
given “Train the Trainer” sessions, and college personnel must be avail-
able to provide individual assistance on an ongoing basis. '

The role of the full-time faculty members, however, should not
be overlooked, for they are critical to the success of CJ T. Their guidance
and knowledge are the backbone for successful business and industry
programs even if these faculty members are minimally involved in
instruction. Initially, faculty tend to be suspicious of this new service or
program and must be oriented to the reasons for the programs and
their benefits to the college. Showing faculty how their own degree pro-
gram is enhanced by CJ T — for example, through equipment donations
and referrals of students into credit programs—can be persuasive. =

Instructional Implications

Task analysis and competency based vocational education
(CBVE) have long been bywords for vocational educators, although
the application of these concepts has been spotty throughout the coun-
try. While virtually all vocational educators praise these notions and

“assert that all of their programs are CBVE designed, in fact the con-

cepts are rarely-even tried in traditional academic programs. Typically, .
courses fit into nice, tight blocks of three or four credit hours. Instruc-
tion is faculty oriented and each student’s skills are not clearly stated -
upon graduation.

Training must be competency based. An analysis of work prob-
lems leads to the development of training programs. A long treatise on
developing CBVE programs for business and industry 1s not needed
here, as excellent resource material as available. The DACUM (Devel-
oping a Gurriculum) approach, for example, which was used with great
success by Dundalk Community College in working with the Bethlehem
Steel Corporation, is described in detail in another chapter. Suffice it to
say that all training should be based upon the actual skills the workers
need and not on abstract theoretical knowledge.

"To the company whose work force lacks basic skills in reading or
mathematics, remedial education is as critical to training as it is in
credit programs. Mathematics or reading developmental programs are
often needed prior to the initiation of specific job training. Many CJT
students have not been to school in twenty years, so remedial education
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is often helpful in two ways: It allows the individual to gain confidence
in his or her ability to learn, and it also is the foundation upon which
specific job-training can be built.

‘T'raining programns tend to be shorter in length than degtec-or
certificate programs. Firms want compressed schedules that take into
consideration the work shifts of employees. Some companies want their
employees in class for thirty to forty hours per week, while others want
classes from midnight to 3 AM. The college must remain as flexible as
possible in order to meet these needs. On the other hand, institutions
must be confident enough to tell the company when they cannot. meet
specific requests. Academic integrity and quality instruction are essen-
tial for all programs offered by the college.

The institution must always maintain curricular control. While
the needs of the company are of prime import and the institution should
accommodate the firm in every way possible, the institution has the
responsibility to design and deliver the instructional program and cer-
tify its quality. . '

Program Delivery

Training programs tend to use a different delivery format than
traditional college credit,courses. For example, in customized manage-
ment courses, extensive use of role playing and of simulation exercises
are of utmost imporiance.,

Technical instruction always has a hcavy concentration of
“hands-on” exercises. Students need and want active participation and
evaluate poorly classes that follow a straight lecture format. The readi-
bility of textbooks must coincide with the abilities of the students, espe-
cially in courses that prepare students for entry-level jobs. Handouts
and audiovisuals play a key role, and the on-time availability of all
itemns is vital to program success. ‘

Hospitality services are rarely, if ever, utilized in traditional col-
lege programs. Many CJ'T' programs require coffee and pastry sevvice
in the morning, luncheons, dinners, and other hospitality items. A per-
fect seminar can be ruined because of a poor meal; thus, this aspect of
the program also deserves attention,

Finances
Planning and budgeting for training programs is extremely

difticult compared to traditional degree programns. In an ongoing cur-
riculum, a sequence of ¢ourses is established with relatively litde varia-

Y
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tion, thereby allowing costs based on a given number of students to be
projected. For training, it is difficult to forecast in advance of a fiscal
year even the exact number of programs or courses that will be con-
ducted. Typical budgeting and funding mechanisms used by publicly
supported colleges, therefore, are not adequate. To overcome this difh-
culty, many institutions budget a finite amount of money for training
as a line item. After the initial start-up, training activities should be at
least self-sustaining; it is generally assumed that public money will not
be used to maintain these programs.

While credit programs are tuition based and paid for in advance
by the student, CJT programs are normally performed according to a
contract. Payment may or may not be in advance of training due to the
complexities of some corporate billing systems. Many companies will
issue a purchase order number and a signed contract for the training -
program, and then the college must expend its funds for the program
prior to receiving payment from the firm. State contracts can be a tre-
mendous problem in this regard. Many states have especially designed -
state-funded CJT programs for new or expanding firms. However, in

'Pennsylvania, for example, it can be several months before any pay-

ment is received for a project, and significant amounts of institutional .
funds can be encumbered; this cre...es cash flow problems to say noth-
ing of the Toss of intcrest on college money.

Onc advantage of CJT is that it generally requires little capital
investment compared to degree programs. Training programs are
designed to use existirig laboratories or in-plant facilities so that the
company’s equipment is utilized. However, if specialized equipment is
nceded and the company’s equipment is not available, it usually can be
leased casily. If the nature of the training program coincides with other
college programs, a possible fringe benefit is the donation of equipment
to the college by the firm. This equipment can then be used not only for
the CJT program but in other credit courses.

In degree programs, instructional materials and supplies are a
significant proportion of the direct expenditures of the college. In GJT
programs, on the other hand, the materials and supplies should always
be billed as an extra cost item to the firm.

‘T'he pricing of training programs is also very different in nature
and philosophy from degree programs. Community colleges throughout
the nation try to deliver a quality education for the least amount of
moncy. A low tuition or fee proposed to industry can actually jeopardize
the chance of the college winning the contract, Higher prices for busi-
ness and industry programgs correlate with industrial pricing, and
industry belicves you get what you pay for. Strange as it may scem, if
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community colleges are too inexpensive, industry tends to think the

~ program cannot be good.

If no public money is to be used to subsidize the ucumnq, ‘the
most common approach to pricing is to determine all anticipated direct
costs and then apply, to those direct costs, an indirect rate that has been
determined independently based on the costs of institutional overhead.
In order to use this approach, the college obviously will need to develop
its cost-accounting (dpdblll(l(‘. , if they do not already exist,

"Location

Traditional programs are gencrally offered on campus. Most
CJT programs are conducted on site at the local business or industry.
Many industrial employees are afraid of “going to"college”; some haven't
been to school for twenty or thirty years. Some of this fear can be over-
come and the chances of a successful and satisfying training program
can be greatly enhanced when classes are held in the plant.

Also, as noted carlier,. many programs require specialized
cquipment that can only be found at the plant. It is costly and foolish to
try to‘duplicate vast amounts of equipment for a training program.
Conducting classes on site alleviates these concerns,

- For seminar-type presentations, traditional college classrooms
cquipped with desks are not sufficient. Tables are required, as well as
more comfortable scating. Since students enrolled in some intensive
training sessions may be in class six hours a day, physical comfort is

essential, and other amenities (such as carpeting) to differentiate these
* rooms from the normal college classroom are desirable. Such consider-

ations arc especially important for managers. Professionals desire their
continuing cducation to be conducted in a professional manner and
cnvironment,
The Ability to Say No P
Telling a company that the collége cannot deliver a training pro-
gram that has been requested is very diflicult and is even harder when
the college is a fledgling center for business and incdustry programs,
However, the ability to say no will, in reality, help to solidify the lmtl-
tution’s pla(v as an industrial trainer,
Institutional integrity must always be maintained, as t,hv l()ng-
range success of any program depends upon how well it de llycn The
attitude ‘that ‘anything can be auompllshvd is overambitiofs. There

~will be occasions when it is in the institution’s best interest th say “No,
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we do not feel that we can deliver a quality program in this area,” A
short-term loss will be offset by a long-terny gain in credibility,

Each program is critical to the overall success of business and
industry training. If the college has one or two colossal failures, the
entire GJ'T" operation will suffer. The balance between aggressive sales-
manship and caution is a delicate ane that needs constant monitoring,

Reinventing the Wheel

The time and effort required to implement busigegs and indus-
try programs is phenomenal. It may take a number of st members
six to ten meetings to analyze, develop, and sell the program. Whete
degree programs are repetitious, training is normally a once-and-done

-course. The trémendous effort that was expended to develop and
“deliver the program can never be used again. . -

"To avoid reinventing the wheel with each new GJT contract, col-
lege stafl can use previous programs as models for new oncs. But,'each
and cvery eflective CJT program is as the name applies — customized.
Companices want training that meets their specific necds, and, thus, the -
program inevitably must be. unique. '

Another seemingly incvitable problem that develops with CJT,
programming is the short lead time requested by miost businesses.
While degree programs are carcfully planned well in advance, CJT
programs may have to be developed under very accelerated schedules. .
Major tirms are often very bureaucratic and slow to make decisions,

‘but once a training proposal is accepted, the firm wants the training to

ibegin: immediately. The college necds to be realistic in what it can
accomplish and must protect itself in the contracting process while still
giving the firm the best service possible.

Evaluation N

Evaluation has a multifaceted application for both traditional
and GJ'T programs. Both can utilize a pretest for entrance. However,
any industry pretest, by federal regulations, must be proved to be job
related to avoid any chance of bias or discrimination. As such, all CJT
pretests must be cross-referenced to job competencies to prove the
validity of cach question in determining entrance requirements. This

. strict procedure is not mandated for degree programs.

While traditional programs are evaluated on criteria. such as

. whether students are attracted to the program, the quality of the faculty

and facilitics, whether students get jobs, and how well they do in those,
jobs after graduation, GJ'1 programs are evaluated on the increased
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job performance of trainees as a direct result of the training, whether
there is a reduction in down time, and whether there is a decrease in
the amount of waste. '

Promotional Strategy

Training programs must have an entirely different promotional
strategy from traditional programs. Ongoing programs focus on the
eighteen- to twenty-year-old- recent high school graduate. For CJT

. programs, the target population to contact, interest, and convince con-
sists of the critical corporate personnel who make corporate training
decisions. .

‘One-on-one contact is the best approach. Breakfdst meetings

with the chief executive officer (CEO) can develop an ally for the col-
lege at the top of the company. Once a firm’s CEO is convinced of the
benefits of college based training, the selling process is much easier.

News releases and trade articles also need to be a paxt of each

college’s promotional plan, and success stories about CJT programs are
important tools for the dissemination of information.
' The key to successful promotion of CJT is to kno
population, arrange a personal one-on-one visit, and sell th® program.
Once the successes start, word-of-mouth referrals and repéat business
will ensure program continuation and expansion, '

Involvement with the Client

A In traditional degree programs, the college has a two-year
involvement with a student that, unfortunately, can be rather tran-
sitory. CJ T programs create the possibility of a continuing involvement
of the college with each company it serves. The delivery of quality’
training programs that satisfy company nceds will ensure the

- (()mpanys return for additional programs. The repetitive nature of
training means that the college need add only four or five new compa- '
nies a year while concentrating its. cfforts on repeat buslncss System-
atic follow-up with cd(h company is obviously critical.

Technological Innovation

CJT, especially when funded by state or federal grants, allows
for a degree of technical innovation that does not exist in ongoing
courses and programs, Examples include the development of training
manuals for the specific operations of a company; the developmentof a
full range of audiovisual materials for a specific program; and the ability
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to choose state-of-the-art faculty without having to retrain current staff.
The involvement with industry will give community. college educator
a different perspective on training. '

- Labor Relations

No training program can be a success at a unionized company
without union support. Care must be taken at each step to assure the
union representatives that the program is a fair one and that it has been
designed based on input from labor and management. It is also impor-
tant that any pretests are identifiably job related and that remedial
instruction is available for. those who do not pass the first pretest.

The key to working with unions is to show them clearly the
long-term benefits-for their employees. For example, in some cases a
training program may increase a company'’s profitability and thus pre-
vent layoffs. While the firm's minagement can best handle almost all
union contact, institutional personnel may need to explain the program
to the union leaders. . :

Conclusion " %y .

. Education and training are both integral components of the
comprehensive community college. The idiosyncrasies of the two types
of offerings must be considered when an institution either enters the -
industrial training mode of operation or expands its efforts in this
arca. Effective administrators must be aware of the similarities and dif-
fercnces between education and industrial training, and they must plan
carefully to minimize the impact of training programs on the institu-
tion's total mission, '
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The centralized organizational model offers the greatest
chances of success for colleges responding to business and
industry’s training nceds.

Proz)z'dz'ng Customized ]ob |
Training Through the Traditional
Admanistrative Organzzatzonal ~

Moa’el :

Wiiliam A. Connor

The selection and utilization of community and junior colleges as pro-
viders of training and educational services to business and industry is
of benchmark significance in the continuum of growth, development,
and achievement for the two-year college movement. There is little

~ doubt now that the introduction of industrial training into the two-year

college environment will represent one third of the most historical events
in all of higher education for the decade of the eighties. Those who have
been a part of or close to the two-year college boom since the mid sixties
will understand the impact of this event. It would have been impossible
at that time, given the business and economic climate, the prevailing
management and organizational practices, and the general under-
standing and acceptance of two-year colleges by the corporate world,
for this most appropriate marriage to have occurred.

At stake, then, in the two-year college system’s response to this
opportunity is the complete integration of the two-year college system

R Kepeoeh, R Clatke (Eda ) Customized Job Tiasning for Runnevs and Industey
New Ditedtons bor Comenmity Colleges, oo, 48 San Franceo: Jossey-Hase, December 1984 29
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into the mainstremn of all of higher education as.a unique but different
type of institution, whose outcomes are equal in societal and economic
benefit to any other segment. Surely, the system would have achieved
this stature eventually through many different modes, but it can do so
now by demonstrating training and educational results that improve
life quality for participants, that help them actualize their social and
cconomic pursuits, that meet business and industry expectations, and
that achieve the bottom line — the economic growth and development of
the couniry.

rFor the past sixty years, Americans have viewed our great uni-
versities as the citadels of professional schools and research centers, our
fine colleges as ¢he home of the liberal arts and of carcer preparation,
How has the two-year college been viewed during this period? As the
“junior” element in the educational -process; as the “second-chance”
institution; as the “experimenting,” “finding one’s self” opportunity; as
the first twg, years of an education to be finished somewhere else?
Whatever or however it has been regarded, it is clear now by the foot-
paths of students, by the decisions in the corporate board rooms, and
by the actions of local, state, and national government, that a part of
the two-year college system is seen distinctively as a technical training -
resource, serving individuals and firms as an “area developer” (accord-
ing o some chanibers of commeree), producing discernible economic
development advantages at a cost-benetit ratio unparalleled in Ameri-
can higher education history, '

Historically, educators have believed that orgam/atlon is a key
to successful goal attainment. So firmly has this thought been ingrained,
that eons of time have been spent devising, testing, and writing about
management organization., Educators have analyzed, -overanalyzed,

and superanalyzed organizational patterns, fine-tuning them every

Q
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few ycars or sooner, hoping to make their institutions able to respond
more effectively to student and community needs. More organizational
charts have been drawn in the last thirty years than significant works -
of art. In all of this guest for organizational utopia, I am reminded of
the sinple words of Freud who once said “and no matter what amount
of analyzing, studying, and theories evolve about the cigar — it’s simply
a cigin” Frend, 1960, p, 123). Perhaps that is where we really stand
with management and organization,

Why is nmn'lq(‘mvm organization of any importance to custom-
ized job training (CJ1)? Clearly, many colleges want to position their
internal and external resources in such a manner as to maximize their
opportunity to snceeed. The guest for this maximization leads to the
nnipulation of the college's cusrent organization or. to experimenta-
tion with new forms as a way of contributing to effectiveness.
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The Centralized Organizational Model

For the purpose of this chapter, the centralized or traditional
two-year college organizational model for the delivery of training.
and/or educational services to specific groups and organizations, includ-
ing business and industry, is featured. Again, however, it must be
stressed that the model is not presented as the universal ideal. There is
no one correct or incorrect organizational service delivery model. What
is correct is a model, with all the necessary localized modifications, that
works for the given situation.

The centralized, traditional model is. one that holds a single
office responsible for the entrepreneuring, planning, coordinating,
organizing, and, in many instances, operating and evaluating of all
continuing education, customized job training, and unique educational
courses or programs of a credit or credit-free nature, on or off campus,
that are conducted for discrete populations. These populations might
consist of current employees of the business and industrial complex,
potential employees in pre-employment training or preparatien con-
ducted by companies at their expense, unemployed individuals in a
variety of special programs, CETA/PIC (Comprehensive Educational
“I'raining Act/Private Industry Council) clients, and employees of social
service, health, and recreational organizations within the community.

This model is characterized by the presence of a key administra-
tive staff person leading the single office at the dean or director level,

“depending on institutional size, with necessary support staff in

numbers related to the volume of work produced. This lead individual
tends to be regarded as an academic generalist.

"T'kie obvious strengths of this model are its control and account-
ability features. Control in this instance is referred to in a management
rather than a psychological sense. Key information in and out of the
institution, ‘critical decisions (including the curriculuin design and pre-
sentation), along with all the other related support requirements for
specialized courses and programs, are funneled through one office and
ultimately one administrator.

At the same time, this model also has an obvious weakness — the
need for strong coordination with other offices and support centers on

“the campus.

Examining the scope of activities of a typical centralized contin-
uing education office (listed in the next section), some educators argue
that all the responsibilities required for an educationally sound pro-
gram can be handled adequately except perhaps for one—but that one
is the central one = the planning, designing, organizing, and presenting
of a unificd, customized curriculum aimed specifically at the precise
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needs of the external group, It is true that no single administrator has
the discipline range to handle this key responsibility adequately — nor
should she or he be expected to. Thus, in the centralized model, there
- is the need to involve and coordinate with the discipline “expert” on
campus or off who holds the technical expertise necessary to produce a
quality curriculum. [ submit that an academic generalist, with back-
ground and experience in curriculum development, can adequately
~ coordinate any curriculum requirements.

Lven with this limitation, the model holds distinct advantages
over the totally decentralized model in that almost all business and
industrial organizations large enough to support their own training
staft have organized themselves under the centralized model. There-
fore, when they approach a college with adjunct training or educational
needs, they find it easier to deal with a familiar organizational structure.

Needs and Responsibilitics of the Centralized Office

Setting aside, for a moment, the\\y;urriculum design and fac-
ulty resource needs of each specialized progiam, we can examine a fairly
typical listing of understandmgs skills, and abilities that the central-
ized, office needs to possess in planmng routine\courses or programs:
* The need to know the community well (The key administra:
tor of the centralized office must be 4Ct|ve in a broad range of
community activities.) R R
o A thorough knowledge of the history and current operation of
the college \
* A working acquaintanceship with community college law,
.rules and regulations, sponsorship agreements, funding, full-
time enrollment (FI'E) requirements, and so &n
o The ability to prepare accurate course and/or program
budgets and to develop pricing practices
o Planning skills, including strong one-on-one communication
strengths and group management expertise
o The ability to prepare descriptive promotional matcrlals and
to develop an advertising plan and budget
o Flexible standard setting with regard to time, place, and class
scheduling
‘s chistration and studcnt accounting  (record-keeping)
©requirements
o Tuition and fee pdylmnt pI:ms including financial dld as lec-
cssary

o Health requirements, if any \\
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o Counscling, advising, and placement services

« Insurance requirements, if appropriate

o Curriculum planning and scheduling

o Texthook procurement along with the sclection and purchase
of any related consumable supplies or capital instructional or
noninstructional equipment

e Faculty selection, appointment, payment, and evaluation

"o Maintenance of all appropriate college entrance require-

ments as well as all other related acadt‘mlc or nonacademic

policies

Classroom selection and reservation

Grant applications, as appropriate -

Letter writing and general communication requirements

Supervision and emergency procedures

Clourse or program evaluation and information dissemina-

tion

e The ability to elicit cooperatlon and cordial WOrkmg relation-
ships with other college offices.

An analysis of this fairly typical scope of responsibilities imme-

“diately exposes the major weakness of the decentralized model: Often

these functions are repeated by a number of college staff for offerings
native to specific departments or divisions, thereby introducing a time
and function inefficiency into the system. When it is realized that time
is finite and is expended in direct relationship to outcomes and income,
colleges will be far more sensitive about managing their umc outcome
ratios.

At the same time, however, many colleges of 1,500 FTEs or

more have found this list of responsibilities too extensive for a single
office to manage. Therefore, it is not atypical for certain activities,
native to all customized or external educational programs, to be sepa-
rated from the central office and assigned to one or more competent
support offices. These activitics tend to include advertising, registra-
tion, recordkecping, counseling, advising, placement, financial aid,
tuition payments, and health and insurance requirements.

Conversely, some colleges, deeply committed to the centralized
model, insist on the total turnkey arrangement regardless of their size.

The reason thesc differing approaches exist is the fact that some
colleges see many of elements of CJT as “noninstructional” and thereby
manageable by noninstructional staff. Other institutions see all the cle-
ments as instructionally related and insist on academie control. The
latter institutions tend to be those strongly ¢ ommmcd to the centralized
maodel.
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I the weightof the instructionally related requirements listed
here is insuflicient to convinee the reader of the control advantages and
time cfliciencies of the centralized model, then turning attention to the
direct insteuctional requirements of the office will bring us to the mar-
gin of diflerence hetween the two most popular organizational
use today.

wles in

Company-College Relationship: and Gentralized Organizatio

In most business and industrial firms of 500 or more cigploycees,
a training office with its attendant support staff is in plact. This office
organizes generic training programs within the firm By consulting with
appropriate nranagement and mid-managemertpersonnel in its vari-
ous departments, ‘The in-house training personnel are not seen as
vxperts inall the potential instructional fields the company may require
to meet its employees and its own growth needs. Rather, they are seen
as competent generalists who know how to conceptualize and plan an
effective educagional experience after hearing problem statements and
outcome objectives. Teaching resources eve then drawn from the com-
pany itsclf or secured externally from business consultants, commercial
training firms, or from the faculty of colleges and universities.

' ‘This system is not puzzling to the company training officer. It is
not only typical of the field but it is also expected, since it seems— for
business and industry anyway--to contribute to an efticient time-
outconte ratio. Top company managers simply do not want key unit
leadership, mid-management personnel, or product specialists serving
as training planners or organizers. They are being paid, not as edu-
cators, but as individuals whose primary attention is on marketing,
planning, designing, managing, communicating, production, quality
control,.sales, traffic, and profits. :

When a company approaches a college or a service deliverer for
proggams, courses, or training cxperiences that it cannot readily pro-
vide itself, it does so from the experience and action base just deseribed.
Finding a centralized college-based response model in place is likely to
engender an imniediate confidence level in company officials, since
they perceive that the college operates similarly to their own current
practice. Such a model is likely to lead to a satistactory result, provided
the representatives of the college and of the company see themselves as
a team responsible for program planning,

I the decentralized model (no matter how decentralized), it is
desirable for an external contact to have a “point-of-cutry” relationship
with some “one” individual from the college. Should this individual be a

Q
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curriculum content person or a generalist? Remember that the decen-
tralizationists claim that their goal is to match the appropriate institu-
tional curriculum content expert in a given field with a specialist in
business or industry who knows intimately the “customs” that need to
be taught. If the primary match is made between a college content spe-
cialist and a company specialist, both must involve additional parties in
order to manage all the instruction-related program requirements.
‘This scenario, in effect, is a transposed or inverted centralized model,
but it now involves a team of at least four, '

If the primary match is made between a college content special-
ist and a company generalist, a planning mismatch occurs and cach
side ends up confused. Hopefully, each is wise enough to recognize
what is occurring and take corrective action. The history of college con-
tent specialists working with comnpany generalists has not been a glowing
one. Companies tend to feel that their program was not “customized”’
but rather that it was “standardized” (Scharlatt, 1983, p. 42).

“Finally, if the point-of-entry contact is made between a college
generalist and company generalist, we have, in effect, the centralized
model at work, no matter what the institution’s organizational pattern
may suggest or the chief exceutive officer may think.

However, most colleges utilizing the decentralized approach are
hoping to match the company’s point-of-entry person, whomever it
might be, with a highly competent content specialist whose role is likely
to be to “talk tech.” '

The company representative may well be impressed with this
commitment to specialization, and, in fact, it might work well, How-
ever, the college's point-of-entry person, if a content specialist, will not
likely end up providing or even knowing of all the instruction-related
vequirements for a quality program, thus torcing the college to add an
additional person or to involve a combination of offices to provide for
those ancillary needs with, of course, their attendant campuswide com-
munication and coordination nsks.

One retnaining point must be made on college-company rela-
tionships betors moving on to another concept. The previous para-
graphs have assumed that companies were of suflicient size to have
their own training departments. Let us consider for a moment the myr-
iadd of business organizations too small t have such an oftice. The
Department of Labor has predicted that by the year 2000, 85 pereent of
all companies will be in the “small business” category with less than 500
cmployees. This category, incidentally, showed the Targest current
national training budget increase in 1983 (Zemke, Budgets. . .,\" 1983).
How e these companies organizing themselves today for training
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purposes? “The current model is for a high-ranking management officer
or for the person handling personnel and contract functions to manage
the external training effort. Matching a college content specialist with a
tompany executive or a personnel type is likely to be a mismatch, This
~leaves the institution with the question of who shall relate to a company
generalist—an academic generalist or a content specialist? The former
may have the skills to state the training problems and identify and
confirm what is needed, while the latter may provide too heavy an
academic view, being unable to separate degree-level education froni
company training needs. : »

Looking at the issue from prior two-year college practice further
supports the centralized model. Hardly any institution from the com-
munity college sector has deviated from the central vice-president-for-
academic-affairs or dean-of-instruction mode of organization with
respect to acadenic administration. These position holders, while
grounded in at least one academic discipline, fill the role of the aca-
demic generalist for the entire institution. We have almost been reli-
gious in our insistence on maintaining the control and accountability
features of centralized academic leadership for the college, but we seem
to be willing to experiment with the use of the decentralized model to
serve such an important new and potentially mission-changing client
market as the training and retraining needs of the American business
and industrial complex, -

The time-proven aspects of the centralized model, as illustrated
at any institutional and organizational level where it is utilized, are its
strong planning, control, and accountability features, While it might
be argued that more external service can be provided through a cadre
of academic entreprencurs operating like a sales force throughout a col-
lege'’s service arca, it is likely that the apparent immediate numerical
success of this method could lead to a decline in repeat service if the fea-
tures of centralization are not ensured. Most educators have learned
that there is no quick, overnight, Federal Express or telephone market-
ing for quality instruction; however, the field continues. to attract new
professionals who must learn this truth only after the experience of
unfulfilled goals. _

At the same time, it is odd that representatives of business and
industry —especially those who have had the experience of planning
and operating in-house or plant-focused educational programs— would
themselves not he skeptical of the decentralized, quickly established
cducational expericnce. Business and industrial trainers have tended to
report that such an approach has not worked for them (Smith, 1982).

Q 4.3
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Although business and industry are approaching the two-year college
for important training needs, some are doing so with caution or with,
at best, a “let’s try one program and sce” approach, Why jeopardize this
potential major new educational rclati()mhip by responding with an

“administrative organizational structure that is atypical in terms of his-

tory and practice and onc that has as its weakness a communication
and coordination clement that places almost all the potential for break-
down on the college side? In fact, the major strength of the decentral-
ized model—speed providing direct instructional service —is the very
feature that tends to activate its major weakness. In other words, the
faster the service that is committed by a college staff person (who is not
required to plan and conduct all related program or course require-
ments), the greater the strain on the communication, coordination,
and delivery essentials that other staff must provide to ensure a quality
cducational experience, and the greater the threat to company satis-
faction. ' '

Organizational Structure and Program Evaluation

b B
. (N

It has been stated tenfold and a hundred that no well-conceived
cducational experience ends without an- effectively designed evaluation
instrument. In the decentralized model, who is responsible for program
or course evaluation? Is it the content specialist who, inall likelihood,
had a role in content preparation, the outcome objectives, and the rec-
ommendation for faculty employment? How might this individual,
who was so closely involved in the program itself, view the evaluation

process? Should the evaluation be conducted by a campus generalist?

Is an individual who provided some or all of the instruction-related
requirements a likely candidate, or should a supcrqcnmdlm having
little direct contact with the program draw this assignment? 1f these
questions are even pondered on the college campus, then it would
appear that organizational structure is an issue that needs resolution,
‘T'he question of who shall evaluate is really a question of who is
in charge or, better.yet, of who is accountable. There are no such dichot-
omous questiofis when it comes to who is responsible for cvaluating
campus-hased degree programs or certificate instruction, 1t is the chief
academic officer who traditionally and rightfully meets this requirement.
The accountability issuc is perhaps the key element to consider
when weighing the pros and cons of the use of a centralized or decentral-
ized administrative organizational model to respond to external serviee
needs, Viewing the-evaluation requirement in isolation from all the other
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instruction- lcl.m ‘ requirements should point up its critical importance
in confirming program strengths and in identifying weaknesses that re-
quire action. The institution's response to the weaknesses represents
the single most crucial element in the process—the neud to identify
honestly prograinareas requiring redress and then take those actions
decisively that bolster external confidence and connote to the external
‘markets that the institution will not replicate a less-than-quality expe-
rience. These kinds of administrative behaviors will surely tend to
“build confidence, solidify the relationship, and engender repeat con-
tacts with the external organization,

The opposite is almost predictable in the i institution that has not'
clearly identified a single responsible office to be held accountable for
all customized job training. In an organizational structure that has
become so decentralized that accountability is vague, the office that .
draws the assignment to evaluate program out(()mcs is the very one
that is likely to be the lcast ObJ(.(llVC

Conclusion

‘ It this chapter, the appropriateness of the traditional adminis-
trative organizational model as a response mechanism to requests from
business and industry for training and educational services has been
presented. The eritical need for effective results, so that the town-and-
gown cooperation in cconomic development—only in its infancy stage —
rcaches full maturity to the bcneht of industry, colleges, and souvty,
has been stressed. _

The arguments and the rationale for the traditiona! model have
been drawn almost purely from the academic perspective., As a rein-
forcement to the position developed in this chapter, the view of business
and industry can serve as an appropriate conclusion,

Ina 1981 study of forty-cight of Galifornia’s largest corporations,
conducted by Curtis R, Hungerford, professor of educational adminis-
tration at Brigham Young University, industry leadership identified five
problems they pereeive in developing cooperative training and educa-
tion programs with higher education (Schleyer, 1982). Hungerford
reported that one of the five was that industry training leaders “appar-
cntly distrust academic types” (p. 28). Industry trainers matched with
high academicians for curricular content discussions were left with the -
nupression that the educational institution could not meet industry’s
“real-world” needs, What a shame that industry was given a view of aca
demie perspective, environment, and response that is not typical, Once
again it appears clear thatif business and industry are going to approach
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colleges and universitics with generally but broadly prepared training
officers, personnel managers, or senior management types, the colleges

- side, if it wants to serve effectively, must respond with its best academic
gencralists who are well founded in curriculum planning, design, and
organization and who, at the same time, have a strong pragmatic view
of the marketplace, the community, and society at large.
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A unique approach to customized training which takes into
account issues related to traditional labor-management
problems, the need to reflect a broad-based and grassrools
{involvement of largeted groups, and the need to base the
training method and content upon identified, job-related
competencies is described..

Déveldpi_ng C ustomized Progmms
for Steel and Other
Heavy Industries

P/zilz'p_ R. Day, Jr. -

The “Put America Back to Work” project sponsored by the American
Association of Community and Junior Colleges (AACJC) emphasizes
the need for a concerted national effort to ensure that a well-trained
work force is available to operate the businesses and industries of the
future. Without this effort, the road to a healthier, more productive,

- competitive, and technologically up-to-date private sector will be far

more difficult (Ellison and others, 1983). The nation’s 1,234 commu-
nity and technical colleges are the cornerstone of this emerging eco-
nomic and human resource development stragety. Located within easy
commuting distance of most individuals in the United States, they rep-
resent a tremendous capital investment, and they are now providing
high-quality, modestly priced, custom-designed training for American
businesses and industry. Because of the magnitude of the problems,
however, more needs to be done to reduce the widening schism between
the “haves” and “have nots,” to put America back to work, and to assist
the country in maintaining its traditional industrial and manufacturing
leadership.

R Kopecek, B Clarke (Falo ) Customeed Job Training for Business and I[ndurtry
New Directane ot Cotamnaty Colleges. no. 48 Sau Franosto: Jossey-Bass, December 1984, 41
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a
Dundalk Coonmunity College, located in the southeastern
corner of Baltimore Gounty, is situated, like other such institutions,
within a heavily industrialized sector of our country. The college oper-

. ates its programs and services in the shadows of such giants as General

Motors, Western Flectric, Bethlchem Steel shipyard, and the largest
cinployer of them all, Bethlehem Steel (Sparrows Point plant). Unlike
most community colleges who have attempted to offer a range of ser- _
vices and training programs to support both the training needs of the
“working adults” and the large employers and have been frustrated or
discouraged in their efforts, Dundalk has been successful in implement-
ing a unique approach to customized training. The approach takes into
account issucs related to traditional labor-management problems, the
need to reflect a broad-based and grass-roots involvement of targeted
groups, and the need to base the training method and content upon
idemtified, job-related competencies, thereby ensuring its suceess,

Training Issues

Carnavale and Goldstin (1983) in their book, Employee Training:
Its Changing Role and Analysis of New Data, illustrate underinvestment in
human resources, particularly in the current work force. Twenty-six per-
cent of American working adults are functionally illiterate. Nearly 6 per-
cent of the civilian work force suffers from alcoholism, costing the econ-
oty more than $28 billion a year in lost production. A large number of
workers who possess clerical or technological skills are retiring and
- replacements are not being trained. The annual turnover rate in the
manufacturing labor force involves one-third of all workers, significantly
reducing productivity, Public incentives favor overwhelmingly capital
and technological investiients over worker training as a way to improve
productivity. In reality, this phenomenon reflects the need of the
inclustries to upgrade their capital equipment inventories and to bring on
“high-technology and automated manufacturing systems in an attempt
to keep pace with the world inarkets. However, the problems associated
with the industry’s current inability to keep up with these changes,
“particularly those related to providing timely and relevant training
opportunities to the current work force, further complicate some of the
problems that we in two-year college education are going to have to be
aware of and, more importantly, develop strategies to acconmmodate.

Dundalk’s Scrvice Region —- Problems and Outlook

All of these problems have had an impact on Dundalk Commu-
nity College's service region, The area has been hit by inordinately
high rates of uncrployment. While state and regional figures continue
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to case down sllglllly Ilm‘tf&thc all-time high of over 10 percent, the
figures of the greater l)unﬂulk wlvuc region hover between 22 and 25
percent. “This situation is in large measure due to the decline in
cinployment potential at three of the major industrial facilities: General
Motors, the Bethlehem Steel plant (Sparrows Point), and the Bethle-
hem Steel shipyard. Total empl()ymcnt for these firms has gone from a
level in 1978 of 29 039 1o 16,689 in 1982 (Hoffman and Schwartz,
1982).

For the steel in(lustry, developiments locally are merely a reflec-
tion of what has happened on a national level. Steel production in the
United States has been declining since 1974, From 1975 to 1980, capac-
ity utilization remained at about 80 percent before plunging in 1981
and 1982. Similarly, total employment in the steel in-lustry nationally
dmpp(d from about 500,000 in 1974 to 400,000 in 1980 ~nd 1981, and
it declined sharply in the first half of 1982 to just over 300,( 00 (Iron and
Steel Institute, 1982).

Steel ecconomists and mdusuy spokespersons prcu that the 1982
recession will cause eight to seventeen million tons of industrial capac-
ity to disappear, representing about six plants and 50,000 jobs. Some of
the capacity can be made up by upgrading other plants, but the jobs
are a permanent loss to the industry (Chavez, 1982). In the spring of
1982, 50 percent of capacity was the average for the American steel
industry and for the Sparrows Point plant. By Junc 1982, the industry

~slashed production to only 43 percent of capacity, the lowest level since
the second Roosevelt administration, and 106,000 workers were on
layofls and another 28,000 were working short weeks. Production |
dropped further to 40 pereent by September 1982, Sparrows Point con- |
tinues to equal the national average (Hoffman and Schwartz, 1982),

On July 30, 1981, Bethlchem Steel's chairrean, Donald H.
‘I'tautlein, announced plans calling for a $750 million investment an(l
modernization prograin, About half of this sum will be spent at Sp.m—
rows Point (Irautlein, 1981). Modernization of the plate mills at the
Sparrows Point plant was one of three projects to begin immediately,
and engineering was announced as underway on installation of a con-
timious slab caster and on modernization of the sixty-eight-inch hot-
strip mill, both at Sparrows Point. In addition, Mr. Trautlein noted
that Bethlchem Steel was nearing completion of a $170 million coke
oven battery at Sparrows Point. ‘T'he Sparrows Point $225 million “1.”
blast furnace began operation in 1978, and it is the largest iron-making
facility in the Western Hemisphere, Ttis an automated facility that dai-
Iy exceeds its rated capacity of 8,000 tons of iron,

It is important to understand that even with the future moderni-
zation and investiment plans targeted for Sparvows Point, the expected
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recovery will not mean that the employment outlook for the plant will
ever approximate previous levels, Hoffman and Schwartz (1982) fore-

_cast both a high and a low employment outlook for the Sparrows Point

plant as well as other major industries. At best, the total employment

- level is not expected to be in excess of 10,000, The worst-case scenario

calls for an employment level at or near 5,000,

Sparrows Point’s Operational Maintenance Initiative

‘The Maintenance Management System-that Sparrows Point
worked with from 1973 to 1984 proved to be very beneficial in mills
where everyone made a good effort to use it. Even in areas where it was
only partially used, it provided some degree of benefit. This system did

* not answer all needs completely, but it did point out that the mainte-

nance labor force was not being fully utilized and was not flexible
cnough. Still, even with good participation by operating and mainte-
nance supervisors, the system’s inflexibility could not generate enough
forces for good repair turnaround. The levels of supervision employed
at the time insulated middle -and top management from the hourly
forces and did not utilize the best creative resources of the hourly ranks
(Bethlehem Steel, 1982). .

The systcm allowed only a few of the hOUl ly personnel to partic-
ipate in the maintenance planning effort and, in fact, discouraged the

_ideas of hourly people. Communications among the different layers of

management personnel clearly demonstrated that, except in a few
cases, the hourly ranks had only physical input to the maintenance
cftort. Since hourly workers did not feel they were a real part of thc
cffort, they lacked commitment to the system.

"The Bethlehein firm has made a strong commitment to adapt to
a new concept of maintenance. The concept evolved froin a series’of
visits to Japanese steel plants— Nippon Steel, Nippon Kokan, and
Sumitomo Metal —all of which had in place an operational mainte-
nance program noted for its efficiency and direct hourly worker partici-
pation. This style of maintenance is new to the American stecel
industry, but it has been employed in Japan, and a similar system has
heen used in Furope, for ten years. When the plan was first introduced
to the maintenance departments at Sparrows Point, there were many
concerns about how to structure the work force and get operator
involvement in the design and implementation of the concept (Bethle-
hem Steel, 1982).

The fact that many of the hourly employees were fearful of addi-
tional job losses and were generally suspicious about any new proposals
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offered by management did not make for an casy beginning, However,
the company made a major commitment to involve hourly, salaried,
and supervisory personnel who were potentially impacted by this new
concept on several planning committees and task forces responsible for
developing the overall implementation strategies for the “Point.” One of
the main concerns of the operators (that is, the hourly personnel) was
the pari of the concept that gives the operator the control of all operat-
ing support fungtions that are not related to the repair effort; under the
“old” maintenance effort, these functions were performed by other per-
sonnel. Everyone recognized that the transfer of these functions would
require a great deal of input and cooperation among all parties.

One very important part of the operational maintenance plan
was to provide technical training to maintenance personnel and oper-

“ators, as needed, to ensure that work can be done well. A key person in

this maintenance concept would be the hourly inspector-planner coor-
dinator. This person would inspect, plan repairs, procure necessary
parts and tools, schedule the work, request the necessary manpower,
and monitor the repairs on returns, Obviously, the person would have
to be well trained in vrder for the system to work. This position was to
have a new classification for Bethlehem and, as such, individuals would
have to be selected from the current work force and “retrained” to fulfill
the position’s responsibilities. Estimates on the total number of posi-
tions varied, but the range fell between 200 and 350 personnel.

Dundalk Commﬁnity College’s Response

Dundalk Coinmunity College and Bethlehem Steel had previ-
ously worked on several less elaborate programs leading to an arts asso-
ciate (A.A.) degree'in millwright technology and electrical technology.
Previous programs had always involved voluntary training and skill
upgrading on the part of the Bethlchem employees. Program and cur-
riculurn development efforts essentially followed traditional paths and
were a result of efforts of individual faculty operating in isolation with
some level of input from advisory committees or using the survey-
interview approach that has been the cornerstone of most program-
matic development efforts in carcer training.

Since the new training program was characterized by full-time
required involvement, coupled with general fear and anxiety and a lack
of trust on the part of potential participants, a tailored process was sug-
gested by college officials as the method for developing the program. If
the program was to succecd, emphasis needed to be placed on analyz-
ing projected and specitiec finctions and competencies associated with
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this new position, getting direct grass-rosts involvement in the process,
and fially, getting concurrence from both hourly and salaried person-
nel, mangigement, and the union—not an cusy task. :
The DACUM:  Identifying  Competencies (Miller-Beach, 1980)
madel of curriculunt development was chosen. I had utilized the pro-
cess with considerable success in other institutions and was ki.owledge-
able of the suceess that others had with the model. 1o date, over 400
curriculum programs have been developed utilizing this approach. 1
felt that the model was well suited for application in this casc. ‘

The DACUM Customized Approach

For developers of « ompetency-based instructional programs,
DACUM (Developing a Curriculum) is a relatively quick and inexpen-
sive method for determining which competencies should be included in
a curriculum. Created and first used by the Experimental Projects
Branch, Canada Department of Regional Economic Expansion, and
the General Learning Corporation of New York, DACUM is based on
three assuniptions: (1) Expert workers can define and desevibe their
Jobs more accurately than anyone clse; (2) any job can be cffectively
deseribed in terms of the tasks that successful workers in- that occupa-
tion perform; and (3) all tasks, in order to be performed correctly,
demand certain knowledge and attitudes from workers, '

“The process requires a panel of expert workers and supervisors
from the occupation being analyzed, a qualified facilitator in Dundalk’s
case ( Jack Harris, director of staff and program development, Stark
‘Technical College, Ganton, Ohio), and a recorder. In three days the
pancl develops a profile chart of the skills required in the occupation. A
DACUM chart serves both as a curriculum plan and as an instrument
for assesing training needs and student achievement (Adams, 1975).

The five-step process (Miller-Beach, 1980) is outlined here:

L. Panel members identily the general areas of competency
required, '

2. Focusing on only one area at a time, the panel specifies the
skills required in cach of the categories. Each skill staterment is recorded
on i card and posted beside the appropriate category, Eventually, the
category statement, together with the skill statement, form a “compe-
teney hand™ on the chart, It is imperative that cach statement contain
precise action terms, such as “detect and diagnose engine faults.”

3.0 After the skills required in cach category have been iden-
tihed. panelists make sure that cach skill statement is explicit and
accurate,

o Skill statements arcBpmpetured into a learning sequence.
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Panclists decide which skills an entry-level worker should learn and

+ apply first on the job. The statements are then arranged in order.

5. The facilitator solicits the panelists’ consensus regarding the
accuracy of the chart. They should agree that it correctly reflects the
skills fequired in that occupation.

In the l)ACUM workshop conducted for Bethlehem Steel, since
the posmon was a “new job,” we selected panelists who had at least
some expericnce with the different aspects of this new position. Four-
teen hourly employes and first-line supervisors spent two days at the
college identifying the. competencies needed for the Inspector-Planner
Program. The facilitator’s role was to hammer out the final competency-
based chart.

Historically, the relations between steel unions and manage-
ment have not been good. Consequently, there was a healthy dose of
mutual distrust at the beginning of the process. Gradually this distrust
was replaced with an esprit de corps brought about by the shared goal
and the -consensus building inherent to DACUM. At the end of the
two-day period, the group had identified 126 different competencies for
the Inspector-Planner Program.

- Utilization of the DACUM process ensured that all of the train-
ing would be job related because now the college had a clear means of
documenting the origin of the training program. A concomitant benefit
was the positive attitude that developed on the part of the hourly
employees and the first-line supervisors who had participated in this
new training program. '

While the DACUM group was meeting, several faculty and
Bethlehem Steel staff members met to get acquainted with the broad
objectives of the program. Additionally, in-service training was con-
ducted to help faculty and “Point” personnel understand the competency-
based approach and the integration of identified competencies into
curriculum development efforts. This effort was directed by Curtis
Miles, dean of education resource development, Piedmont Technical
College, South Carolina. Once objectives were identified, the DACUM
pancl members and the curriculum development group met to make sure
that the faculty understood the competencies that had béen identified
(see Figure 1 for a selected listing). Using these competencies, the fac-
ulty, “Point” pcuplc, and sclected members of the panel developed a
thirty-week, full-time curriculum that was job related.

With these competenc ics as a basis for the curriculum develop-
ment effort, both the faculty and the company employces found this to
be a challenging and rewarding process, since both groups had to test
their ideas in an unfamiliar atmosphere. The faculty was intrigued
with the opportunity to take educational theory and apply it to a.real-
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Figure 1. DACHM Matrix of Occupational Competencies — Dundalk Community College

INSPECTOR-PLANNER

N

: § Select and -}
1 Foitow com 2 Fallow 0SHA, 3. Use emergency 4 Select and use appropniate 6 Use specia'ived ; Reat Job 8. Use signs
A PRACTICE SAFETY pany salety MOSHA. Federat numbers and use appropnste satety equipment tools 1 ¢, spark ! S!II % atvses - «and warning
program and state calling tite axtingushers te, personal prool. insulated atety Analy devices
fegulativng proceduires equiDment,
e T SRV S siretchers, etc i
' <L | 11 Oemonsteate 12 Oemonstrate 13. Demanstrate 14 Oemaonsteate ' 15. Bemonsteate
90 ales 10.0 proper ©igging, shut down ' pruduluu of proper use of good house ~ 16. £ oflow heat
basic hrst contined Infting and and slart up puttable plattorms “keeping pro alest procedures
ad techmqus, space procedures controd procedures equipmen: e, and scaftotding cedures {and hynothermal
I S - techrtgques e b ughuing, vents
taunn. pumping
B DEMONSTRATE 3. Demonstiate 4 Demonstrate
KNOWLEQGE OF 1 Oemonstrate ? D'"w"“'""' rnowledge of xnowledge of 5 Demonstrate 6 ::l"": ‘:‘“
HAZ/EKHDOUS knowlegge of :l""‘:m;:g:: hiratils and‘ hazards and' awareness uld it
MATER'ALS AND $ [HTH propenties n properties ol special hazards
CONOI TIONS N wipropeite fest equipment chemicals mlecels re_ radiation, disposal
PCB's
R »
Damongirate
C DEMONSTRATE (Electncat and 2 burming and 4 basc 5. geatn 6. tigand
0B PROFICIENCY i‘,‘,’,;‘,,:;,"q";; Mechanicat) 1 beanngs . welding 3 alignment metatlurgy geatng cichance
7 layout and 9 electrical/ 10 physics and 11 rgging 12 d 14 refnigeration
e, 8 hydraulics and dlectronic inechasucal prnciples ! 12 mstrurentanon andar
watinn ‘ pneumalics lundamentals phinciples yhn condibianing
16 turbines, . 18 mechanial/ A e
15 steam and blowers, 17 thermodynamics electrical 19 adhenves 20 fasteners tnnveyo! 22. wrecope.
pressure and fans infertacking end sealants ystems and reeving
sequenge -
28 wear resistant
23 diwes and 5 f,‘:‘::"m“m" 27 sesls and and protective 29. pepe hitting
Wansmissions 24 tools ! 26 hoses packing {Mechanicai) Jiners (tanks and whing
couphings bins, and chutes)
2
30 AL/DC 32 conductors, 34 high voltage 35 prnciples
33 eletlncal princip
muotor theo 3. 1anstormer insulatnry swilth gear f batteries
{Electnicall and geneu!'ovu thenty and condurl tegutalors i o [
: -

NBAUE T B

"L\nb o

[y

SRLY LRENIT ™
. -
wa




E

O

RIC

Aruitoxt provided by Eic:

! Demonstrate

2. Demonstrate

4 pomommle

D. DEMONSTRATE abiity to sbility to 3 Dent ate ge of 5. Demonstrate 6. Demunstrate 1. Demonstrate
COMMUNICATION communcate communitate interparsonal organizational baskc writing leadership positive 2mn 8 Demonstrate
ABILITY techaical with othes 1elationships and depart skalls abilinies forcement patience
\nformatan depertments mental resourcos atyilttres
——— S e —~t—  plfectively < and duties o SUU . e e
9 Demonstrate
shility to 10 Demonstrate 11 Demonstrate
tollow abiity to abitity to .
instructions histen sohcit inpot
_ - — —t SN U — S 1
€ DEMONSTRATE 2 Estahiish 6. Demonstrate
UNDERSTANDING ! Embh‘xh preventive 3. Estabinsh 4. Denonstrate 5 Estabtish Sesic under
OF INSPECTION popaction maintenance inspection diagnustic and mantan stending of 1 Wrde ub 8 Schedule
TECHNIQUES AND ;num an r0utss and procedures procedures equipment planning raquests work
PLANNING requenciey trequencies Mstortes technigues
9.0 10.0 t
basic under basic under 1. Utlize at 12 Praer o 13. Use date 4. Demonstrate
standing of standing of tesources app anuiate processing batic typing
saquencing cost elfec paper work
work lveness
5 - SihAli R
1 Demunsteste 2. Evtablish =
F. gysgrPEAMR s bu-cdundclv ind m'lmllm 3. Utihize CRY : :::?‘My 5. Conlirm patts 6 E"(d:"my 1. Receve and 8 m,’.‘:m :,?‘
standing o cnitica! pacts avalabit .
L supply process hit needsd Y parts 1nspect parts parts
9. Arrange for 10. Arsange for 11. Return unused 12. Report part
rebuilding moditying ‘parts to in usage to
parts parts ventory nventory
conteol
G HEAD AND 5. Raad end 6. Arrange tos
INTERPRE T 1 Demonstate 2. Rwed oad 3 Avad and 4. Read end intatpret update and
ENGINEERING ability to interpret interpret nterpret catalogs changing of
DRAWINGS sketth sthematics blugprints exploded end tech sngineenng
disgrams meal manuals drawngs
3. Demonsteate 4. Demonstrate 6 Demonstrate . Demonsirate
H USE YESTING AND 1 dentuy 2 §|':|°. ""’L"‘:"" abibity 10 use use of size’ 5. Demonsteate use of tem 1 Demomstiate basic under
MEASURING DEVICES #Guipment ot equpmant stectrics messunng use ul vibration peraturs test use of sonic standnq of
svailable q testing measur tquipment test quipment test squipnient matersal hard
fng devices ness testing




i

Figure 1. DACUM Matrix of Occupational Competencies — Dundalk Community College (continued)
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world situation, Equally, the company representatives found it intrigu-
ing to take actual job knowledge and relate it to the educational process.
Both groups had to, take time out to explain company or educational

jargon to one another, and both groups derived pleasure from being

able to adopt quickly the other’s jargon.

After two days of learning the DACUM approach and concep-
tualizing the needs of the Inspector-Planner Program, the group spent
two additional days of intensive work assigning the 126 competencies to
a group of courses. In some cases, these courses already existed at the
college and were utilized with minor modifications. Most of the courses
(approximately 90 pereent), however, were developed spectfically for
the program. Utilization of a more traditional curriculum development
format probably would have taken an entire semester. This approach,
from competency identification to identification of the course of study,
took one weck —one very intensive week (Bruns, 1983)!

Using these competencies, the college’s Counseling and Testing
Division determined the math and reading levels required for the pro-
gram, Special assessment instruments were designed so that they only
measured items that were related to the job. Employees not passing the
initial preassessment could sign up for a two-week brush-up course and
take the assessment a second time. This provision was made because
the program involved many employees who had been out of school for
as many as twenty-five years. After taking the first assessment, the
cmployces identified as needing more than a brush-up were offered the
opportunity to take semester-long remedial courses to upgrade their
skills tor future training sessions.

Anxicty among the workers applying for the program was
extremely high, since rumors had circulated that the test was designed
to keep most of the eligible employees out of the Inspector-Planner Pro-
gram. Once the actual test had been given, the anxiety level was
reduced as it hecame apparent that the test was not designed to be a
sclection tool but merely to provide a cutoft for the skill level needed for
success in the college program, The college also met with union officials
from hoth the local and the international union to explain the reason
tor the test and what the tests were designed to do.

Since the community college has become the work station for
Bethlehem Steel employees, several other problens have developed.
While both the faculty and the company are committed to turning out
the highest caliber of trained employees, the company’s expenditure of
considerable sums of money created a need onits part for some carly
termination procedures. Since the faculty have an ongoing conimit-
ment to doing whatever is possible to help studonts achieve, regardless
of time or cost, those procedures were an anathema, This problem
Gdong with others) was solved simply by allowing the faculty, com-
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pany, and union representatives to discuss it and determine how all
sides could effectively deal with it. The ability to work together is one of
the outstanding benefits of a program of this type, and the cooperation
has extended into new areas where it previously had not occurred. Fac-
tulty, for the first time, were able to obtain the cooperation of a major
corporation in providing equipment, technology, and, most of all, the
information that is needed to enhance existing courses. Working with
this innovative program greatly enhanced faculty morale.

Since selection for the program is based upon seniority, once the
criteria_had been met successfully, the first twenty-five inspector-
planners to-arrive at Dundalk Community College had an average of B
thirty years with the company. Consequently, the college realized that
the transition from steel mill to college student for these workers would
be a major one. The comp