DOCUNMENT RESLME

ED 338 86b CE 058 566

AUTHOK Brayg, Debra D.; Jacobs, James

TITLE A Conceptual Framework for Evaluating Community
College Customized Training Programs.

INSTITUTION National Center for Research in vVocational Education,

Barkeley, CA.
SPONS AGENCY Office of vocational and Adult Education (ED),
washington, DC.

PUB DATE Nov 91
CONTRACT VO51A80004~90A
NOTE 50p.

AVAILABLE FROX National Center for Research in Vocational Education
Naterials Distribution Service, Horrabin Ball 46,
Western Illinois University, NMacomd, IL 61455 (order
no. MDS-175: §4.25).

PUB TYPE Viewpoints (Opinion/Position Papers, Essays, etc.)
(120)

EDRS PRICE NFO1l Plus Postage. PC Not Available from EDRS.

DESCRIPTORS Community Characteristics; »Community Colleges;

Competence; Contracts; =Economic Development;
sEducational Opportunities; Evaluation Criteria;
Institutional Characteristics; Instructional Design;
Job Analysis; Labor Force; Negotiation Agreements;
Outcomes of Education; Participant Characteristicss
Program Administration; sProgram Evaluation; Program
Implemencation; =»School Business Relationship;
Special Needs Studentsy Training Objectives; Two Year
Colleges

IDENTIFIERS «Custonized Training

ABSTRACT

A project developed an operational definition of and
designed a conceptual framework for evaluating two-year postsecondary
educational customized training programs. The definition specifies
that customized training requires the following: (1) contracts; (2)
payments; (3) relationships to economic development strategies; (4)
the delivery of training designed to improve work force competencies;
and (5) adaptation to the needs of external clients. Four categories
further differentiate training approaches: custop-designed courses,
modification of courses, alternative delivery of courses, and courses
for special populations. The framework contains sets of variables
that describe the context for customized training. The variables
reflect characteristics 0f employees/employers, institutions,
communities, and states that provide a basis for the way customized
training is conducted. The process identifies the client needs and
proceeds through subprocesses: hegotiation, job analysis,
instructional design, implementarion, program evaluation, and
administration. It is necessary t» focus on the outcomes Of craining
and to determine how products are linked to individual outcomes. (30
references) (NLA)



5.0, OEPANTISENT OF EDUCATION “PERMISSION TO REPRODUCE THIS
DIfvce pf ECUCNOND! RIQRETCH S8 IMpIovement MATERIAL IN MICROFICNE ONLY

nmns u INFORMATION HAS BEEN GRANTED BY

mm been repsnduced B3 .
acoved oM The PEFIOR OF ORgRMIAhDN \
onpnatmng 4
1 Mnor CAENDRS Have DESN Made t0 Meprove
RMOGUCHON Quakty

® Ponts of miw OF DENHORE AETRG 1 the dOCW TO THE EDUCATIONAL RESOURCES

necesaanty apreent ol
ot m po m"" INFORMATION CENTER {ERIC).”

ED338866

A CONCEPTUAL FRAMEWORK
FOR EVALUATING
COMMUNITY COLLEGE
CUSTOMIZED TRAINING PROGRAMS

Debrs D. Bragg
University of Illinois at Urbana-Champaign

James Jacobs
Industrial Technology Institute

National Center for Research in Vocational Education
University of California at Berkeley
1995 University Avenue, Suite 375

3
%}) Berkeley, CA 94704
E

‘

Supported by
The Office of Vocational and Adult Education,

U.S. Department of Education

November, 1991 MDS-175

S5 BESTCOPY AVAILABLE R




Project Tide:
Grant Number:

Act under which

Source of Grant:

Grantee:

Percent of Total Grant
Financed by Federal Money:

Dollsr Amount of
Federal Funds for Grant:

FUNDING INFORMATION

National Center for Research in Vocational Education
VO0S51AS80004-90A

Carl D. Perkins Vocational Education Act
P.L. 98-524

The of the University of California

ll’lﬁ:&wf:keu?m;?mﬂmm
venue, Suite

Babby%

Charles S. Benson

100%

$5,675,000

This publication was to a grant with the Office of
Vocational and Aan:EE:JPn, U.S. Department of Education.
Grantees undertaking pro under government sponsorship
are encouraged t0 ﬁeelﬁh:irjndpmntinmfasimaland
technical matters. ts of view or opinions do not, therefore,
necessarily represent official U.S. Department of Education position
or policy.

Tit'e VI of the Civil Rights Act of 1964 states: "No person in the
Uni.2d States shall, on the grounds of race, color, or national origin,
t «tcluded from participation in, be denied the benefits of, or be
wm»mm?mumﬁqmm
fed-zul financial assistance.” Title IX of the Education Amendments
of 1972 states: "No person in the United States shall, on the basis
of sex, be excluded from participation in, be denied the benefit - of,
or be subjected to discrimination under any education program or
activity receiving federal financial assistance.” Therefore, the
NaﬁmalCemfm'ResemhinVomﬁmalEducaﬁonmmhg
every program or activity receiving financial assistance .
U.S.Dl:pﬂmmofEdmmm.unmbeomwdinmphmwnh
these laws.




TABLE OF CONTENTS

The Conceptual Framework for Evaluating Customized Training .........ccooneenererens 22
Systems Theory and Decision-Oriented Evaluation..........ccceerneersmennieeneeee 22

SUIMIMALY .....00eeeersesssrssssmesrssessassssssssesssssssssnnsnmsanssssasiissisentosssssiesioses 42

E
|
|
E



ACKNOWLEDGEMENTS

The authors want to thank the vommunity colleges and techuical institutes of the
Mid-America Training Group for their willingness to participate in this project. The
information provided by individuals associated with these outstanding two-year
pomduyinsﬁmﬁmwuvimlmmedcwlopmmlpmcmusedindﬁspmjeca
These individuals played an important role in helping us to conceptualize the various facets
of customized training, evaluation processes associated with it, and the linkages to
economic development.

We also wish to thank Dr. L. Allen Phelps for his early contributions and support
indesigningthemojeccmDr.Mﬂddeﬁggsforherassimncemadminismﬁngme
pmjeuuUnivasilyofnﬁnoissimdimnnandesRinﬁschbachmdMs.Debomh
Hlavna for their assistance in conducting a literature review for the project. Finally, we
wish to express our gratitude to Dr. James Leach of the University of Illinois, many
members of the staff at the Industrial Technology Institute, and other anonymous reviewers
for sharing their time and expertise in reviewing this technical report. The comments and
racommendations made by these individuals made a significant contribution.

i



INTRODUCTION

In the past ten years, two-year postsecondary educational institutions (i.e..
community, juaior, and technical colleges and institutes) have increasingly offered
pmgrammdmmmmmnm-mdpumcmmpmmmmnomicdempmm
These offerings include traditional vocational-technical education courses, non-traditional
mmmmdmhmwnsdﬁngmmdmhmbgymferassismce.
Of these products and services, customized training has become extremely important.
Customized training, also referred to as contract training, is touted by insiders and
outsiders of postsecondary education alike as playing a major role in the future human
resource development policies of the United States (Blanchard, 1990). Although
customized training appears to make a valuable contribution, little systematic evaluation
enmmuphminhnmmm,mmuniﬁucﬁen&mmemywpmmoudm
education institutions themselves.

This project extends the work of Grubb and Stem (1989) reported previously in a
National Center for Research in Vocational Education (NCRVE) document entitled
Separating the Wheat from the Chaff: The Role of Vocational Education in Economic
Development. In that report, Grubb and Stern explored the philosophical and economic
foundations for customized training and other similar vocational education programs
offered by community colleges. They also considered the strategic role two-year
mmmmmmmyedmmﬁcmmmmwumdsw. This
project focused on operationalizing selected concepts initially developed by Grubb and
SminNadaﬁniulmandmoMofcusmmimdminingdmtcoNdbemadeavailablem
vocational educators. An important goal was to provide state administrators of
postsecondary educational systems and local administratz:s of two-year postsecondary
iwﬁﬁﬂomwiﬂuomep@mdclfonvﬂuaﬁngcummimdminingfmmepurposesof
demonstrating accountability, assessing impact, and improving programs.

Purpose of the Project

This project was designed to move beyond the debate about whether two-year
postsecondary educational institutions make a valuable contribution to the economic
development of communities, states, and regions of the United States. This project



recognized the role customized training has played and continues to play in economic
development strategy by improving workforce competencies. The primary objectives of
this project were to develop an operational definition of customized training that could
provide a basis for planning, administering, and evaluating customized training; and to
design a conceptual framework for evaluating customized training programs. For the
purposes of this project, a conceptual framework was considered to be a means of
structuring sets of variables so that they could be described clearly and related to specific
outcomes (Lewis, 1990). The intent of the conceptual framework was to provide a model
for gaining a clearer understanding of customized training programs and for conducting
evaluations of them.

Need for the Project

Currently, two-year postsecondary institutions, state agencies, and other
stakeholders in the educational system use varying definitions for customized training. A
literature review conductzd early in this project supported this. Apparently, in the effort of
two-ympmyinsﬁmﬁomtobemponsivembusinessmdinmw.nnamyof
programs and services are offered as a part of customized training. Although few
quesﬁonsmmiwdnbommeuseﬁmmofthmpmgmmsinmceﬁngmencedsof
business and industry clients, concerns are sometimes raised about the adequacy of
evaluation systems for handling such individualized approaches to delivering educational
programs (Grubb & Stern, 1989).

The lack of a consistent definition of customized training may lead to confusion and
misinformation among colleges and for clients, funders, and policymakers. Further, the
lack of a common definition may hinder two-year postsecondary institutions from
uulecﬁvdydemmmehnpmdmdrmm:edminingpmgmmsonmemmnﬁc
well-being of communities, states, and regions of the country. Since economic
mmuamﬁmmmmmmmmyeﬁmemm
its impact on communities and states could jeopardize public support. Two-year
mm:hyimﬁﬁﬁmsmdﬂnmﬁminismﬁwmmmwimmemneeda
way of defining and conceptualizing customized training in a consistent way for the
pmmdwﬂnaﬁmmmmeymmamposiﬁmmdemmmmmeammmbimy
and impact of these programs.



Aqnesﬁonmybeaskedaswwheﬂmitismuymmductfmmﬂevﬂuaﬁon
of customized training programs since, frequently, customized training is viewed as a
client-driven endeavor whereby extemnal clients determine price and quality standards.
Somemymﬂmthenﬁsfachofexmnﬂcuentsismemlycﬁﬁcalfacmrmdedm
evaluate customized training. To this end, the authors concur that determination of client
uﬁmﬁonisimpamhnpedsﬂyshummﬁmdnﬁﬁngispmohlagemdgmwing
market of training products and services for business and industry. However, we believe it
is not sufficient in and of itself. This approach is troublesome in a marketplace that is
increasingly complex and competitive. In such a marketplace, it becomes imperative to
havemmﬂn@ﬂmdﬁmevalmdammambeuﬂlindmdunmmﬂnimpm
of programs as well as to contribute to their continued improvement. Grubb (1989) states,

If the purpose of customized training is to promote economic development,

as measured by employment gains in an area, earnings increases, firm

productivity, and overall production (or regional product), then it is
insufficient to know simply whether firms are pleased with the results of
vocational education and training. Over the long run it will be necessary to
devdopbeminfmmaﬁonabommeeffecuofmmmfordiffmm
mdindividml&m@myingmmﬁcmndiﬁm. (p. 23)

There are numerous specific instances when a focus solely on evaluating client
satisfaction i problematic. First, some of the training performed by two-year
postsecondary institutions involves public funds to subsidize the cost of training for
particular firms (c.g., small- and medium-sized firms) or specific target populations (e.g.,
displaced workers). In these circumstances, public funds are used to create training
expumﬁurmdivimmmbavefcwdmmaﬁveopﬁomforminingmdeducaﬁm In
mduqunaﬁtyuﬁninsmmmbemﬁdedforﬁmeaudimandfmpubﬁcmnds
to be used in ways that produce benefits (i.c., improved competencies, increased
employment rates), it is important that systematic, formal evaluation processes be applied to
custornized training. It is problematic to claim that simply because public funds are spent to
train individuals in a workforce, that beneficial economic development outcomes are
produced. Grubb and Stern (1989) have found that firm-specific education and job training
do not necessarily lead to improvements in traditional economic development measures
such as employment rates and gross national product (GNP). The question of cost and
beneﬁsisnadydmysposedwhenasaﬁcesmhascmonﬁzeduﬁningcanbepmvided
through either public or private sources.



Second, the growth of two-year postsecondary institutions in economic
development necessitates increased accountability in reaching outcomes associated with
improved workforce quality and productivity. Two-year postsecondary institutions need to
be able to demonstrate their accountability for helping business and industry to improve
their economic competitiveness. Once two-year postsecondary educational institutions
begin staking some of their reputations and energies on serving business and industry, a
need is created for continual efforts to ensure that valid and positive outcomes are

produced.

Similarly to their counterparts in the private sector, two-year postsecondary
institutions need to offer products that are market driven, high in quality, and continuously
improved. Evaluation processes are fundamental to ensuring that institutions deliver high
quﬁtycumnﬁmdminingsuvicesandmaiminmeirmuketniche. Kopecek (1984)
describes the importance of formal evaluation in a discussion about the issues surrounding
community colleges becoming involved in customized job training (CJT). He states,

Finally, the college that offers CIT should recognize that all of the factors

that hold tremendous for developing positive relationships with

business and industry have inherent in them the possibility for exactly the

opposite. Firms expend funds for training with the expectation of receiving
quality instruction and service. If these services are not delivered to the

level of satisfaction advertised and desired, dissatisfaction with the college
is bound to result and to be advertised in the commumity. (p. 15)

In the long term, formal program evaluation is important because it provides a
means of documenting the contribution of two-year postsecondary educational programs to
the human resource development policies and strategies of the United States. Customized
training does not appear to be a passing fad. Rather, it seems o be meeting a growing need
among business and industry for training and educational services. A long-term view of
mmmimdminingplmit‘vmehrgermofedumﬁmalpmmmdmiccsviw
to a continuing and fundamental commitment to workforce preparation, training, and
retraining.

Target Audiences

mpﬁmymmdicmmmmﬂlomlofﬁdahwhohavemsponsibimyfm
administering and evaluating two-year postsecondary customized training programs. Atthe
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state level, the audicnce includes those individuals who have responsibility for working
with state systems of two-year postsecondary educational institutions to administer and
evaluate customized training. Depending upon the structure of the state, these agencies
mybeunhdmmwofﬁmofhlgheredmdonwmmumh.orlmwd
elsewhere in state governmental burcaucracies. Further, the responsibilities for
administration and evaluation may be shared across these and other state agencies. For
state agency officials who often have expertise outside the fields of postsecondary
emmﬁmmmmemmmomﬁmddeﬁniﬁmmdmpmlﬁmmkm
intended to assist in conducting process and outcomes evaluation of customized training.

Anhnpmmmymgetmﬁmisedmaﬁondndminisummuﬁnm
year postsecondary institutions themselves, especially individuals who have responsibility
for planning, delivering, and evaluating customized training programs. Whereas some of
the information contained in the conceptual framework may reflect variables associated with
awmofmmmdmyimﬁmﬂmhmwiﬁqofﬁemcoﬂdbe
applied to collegiate-level programmatic activity as well. At the local level, evaluation can
be used to explore the impact of programs, to produce information for program
improvement, and to show the ways in which programs are accountable for producing
benefits for individuals, firms, communities, and states. Evaluation of customized training
can also be used to determine ways to make traditional postsecondary education programs
more useful and relevant to client needs and institutional missions.

Organization of the Publication

The four remaining sections of this report present information regarding how
customized training can be defined and conceptualized to provide a basis for evaluation.
mmtmﬂmdummmcmnwdmnndmdewbpmemﬁomldeﬁniﬁonmd
conceptual framework for evaluating customized training. Section three summarizes
mmmﬁmmmmmmmmmoﬁmwm—mmmm
institutions across the United States, This section also presents the five-part operational
definition of customized training developed through this project. Section four discusses the
pmpmufordevdopingamwepmlﬁamemmmmme&ameworkpmposedas
a result of the developmental work undertaken through this project. Finally, the last section
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pmsaammuyofmeopunﬁomldeﬁniﬁmmdconcepmd&amewmrorevaluadng
customized training.

PROCEDURES

The operational definition and conceptual framework for evaluating customized
training were developed through a four-phased developmental process. The process was
designed to integrate existing theoretical and empirical information in onder to create a
mmdm&lfmundusﬂncﬁngwmnizeduﬂninglndevalmﬁngimmhﬁonshipm
economic development. The process was conducted with a high priority for obtaining
review and feedback from local experts involved in administering customized training
programs,

The Developmental Process

The four-phased process consisted of (1) conducting a review of literature on broad
topics associated with education and economic development; (2) developing a preliminary
conceptual framework for customized training; (3) obiaining review and feedback regarding
the framework and conducting a focus group interview with expert practitioners and
administrators of customized training in the Mid-America Training Group; and (4) refining
theomomldeﬁnidonmdmmepmalﬁamwwkformmnﬁmdmining.

Literature Review Process

The theoretical and empirical literature reviewed represented several subject matter
areas associated with vocational education, customized training, economic development,
and postvecondary education. hnjectsmﬁcondmwdarmdsweepofsomccspemining
to these aveas in search of relevant information to help in creating the operational definition
and conceptual framework, Literature in these areas ranged from being quite theoretical
and abstract to being highly practical and applied. However, the presence of research
related to relationships between postsecondary vocational education programs, especially
customized training, and cconomic development was limited in scope. Therefore,

11
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additional data collection processes were used to obtain the information needed to develop
the operational definition and conceptual framework.

Initial Development of the Framework

The project staff examined various decision-oriented evaluation models such as the
Context, Input, Process, Product (CIPP) Evaluation Model of Stufflebeam (1983). In
mmmmmmmemdMSymeidmﬁfya
means of conceptualizing the evaluation of customized training. Project staff further
reviewed the results of a project conducted by Campbell and Panzano (1985) on indicators
of program quality for vocational education. Each of these resources identified an approach
that was useful in developing the operational definition and conceptual framework.
Anﬂyﬁsofﬁesc&wueﬁcﬂmdevalmﬁmmodmmm“ysmfmmgoﬁﬁngm
variabies and examining relationships among sets of variables (i.e., inputs, processes,
outputs) to ascertain the nature and value of customized training.

The Initial Review and Focus Group Interview

Many local experts involved in two-year postsecondary customized training
contributed to this developmental process. These individuals represented fifteen two-year
postsecondary educational institutions that are members of a consortium called the Mid-
America Training Group. The institutions involved in this group pooled resources in 1985
mfmmmupnwmdedicnwdwoﬁuingnﬁningmhmcmwmﬁonsalmmﬁplesites
in the Midwest. Each member is committed to enhancing its capacity to provide customized
training and technical assistance to business and industry. The following institutions make
up the Mid-America Training Group:
. Cuyahoga Community College, Ohio
. Des Moines Area Community College, lowa
. Eastern Iowa Community College District, Jowa
. Grand Rapids Junior College, Michigan
’ Kellogg Community College, Micaigan
. Lorain Community College, Ohio
. Macomb Comnumity College, Michigan
. Milwaukee Technical Institute, Wisconsin
. Morine Valley Community College, Jllinois
. North Central Technical College, Wisconsin

12
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. Rochester Community College, Ohio

. Rock Valley College, llinois

. Sinclair Community College, Ohio

’ St. Louis Community College, wiissouri
’ Triton College, Nlinois

The presidents and business and industry training directors from each of the
institutions participated in the various developmental phases of this project. These
individusals provided feedback and recommendations regarding the validity and utility of the
operational definition and conceptual framework. Some of the feedback was provided by
teams of customized training unit staffs from the Mid-America Group institutions; others
reacted individually based on their own experiences with and knowledge of customized
training.

The Focns Group Interview

Building upon the initial review process, a focus group session was conducted with
the business and industry training directors of the Mid-America Training Group on July 12,
1990. The session was approximately three hours in length. The procedure used followed
the methodology recommended by Krueger (1988). This approach er.ails a group
interview conducted by a skilled interviewer or intervicwers in a permissive,
nonthreatening environment. Krueger advises that the group discussion occur in such a
wayasmalloweomfombleandenjoyabhpntdcipationfmmaﬂmembers. Krueger
recommends the use of a structured interview guide to provide a general questioning route
throughout the session.

An interview guide was developed by the project staff prior to conducting the focus
group. The genemal questioning route for the focus group session is as follows:

1. What kinds of programs and services does your community college or technical
institute offer as part of customized training?

2. How does your college or institute administer, develop, and deliver customized
training?

3. How does your college or institute evaluate customized training programs?

13
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4. What recommendations do you have for improving the proposed operational
definition of customized training?

5. What recommendations do you have for improving the proposed conceptual
framework for evaluating customized training?

Following the focus group session, the information obtained from the group was
inmponmdimomeopcmﬂomhhﬁniﬁonmdmpnmlframewodc. Then, this version
of the definition and framewotk was circulated again to the Mid-America Training Group
participants for another round of review and feedback.

Later Developmental Processes

From August throngh December, the project staff concentrated on further
development of the operational definition and conceptual framework. A version was
compmhnﬁd-Ocmberandm’xeMbymcMid-AmaicaGmupexpmsandom who
specialize in administration, research, and evaluation of customized training programs.
Comments obtained from these reviewers expanded the operational definition to include
additional criteria and provided further evidence about ways to clarify and expand the

conceptual framework.

Limitations of the Procedures

This project represents an initial effort to develop an evaluation approach for
customized training delivered by two-year postsecondary educational institutions. The
mmmemm&Wdammmme
a foundation for later development of program evaluation strategies and tools. The project
dhecmmmemdwopemﬁonﬂizemecomptsmsenwdinmismponand
wholeheartedly endorse the efforts of individuals who would further this effort and begin
tommeﬁ'amml:&abasisforsm-andlocal-levelevaluaﬁonofmtonﬁudtraining.

In addition, the conceptual framework is likely to reflect the experiences and
expertise of project staff and individuals representing the Mid-America Training Group.
Whﬂmthmexpeﬁzmmmonghtmbepemwmcmmizedminingpmgmms
throughout the United States, additional review and feedback is needed by experts across
the United States to ascertain the validity and utility of the conceptual framework for
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evaluation purposes. Further, review and feedback from state policymakers such as state-
level vocational education directors would also contribute to improving the meaningfulness
of the conceptual framework for use by vocational educators.

AN OPERATIONAL DEFINITION OF CUSTOMIZED TRAINING

Customized training programs have emerged over the past two decades as two-year
postsecondary institutions have increasingly served business and industry. This section
provides a brief description of how the customized training phenomenon has evolved in the
United States. The nature of customized training programs existing today is also provided.
In addition, this section provides an overview of the relationships between customized
training and economic development by pointing out the ways in which this type of training
is seen as enhancing particular economic development strategies. Finally, the operational
definition of customized training is provided as a basis for subsequent discussions about
the evaluation of customized training. '

The Status of Customized Training

Customized training is not a new concept for community colleges. In the late
1960s, many community colleges in the South offered specialized training for specific
firms as part of an economic development strategy to lure frostbeit firms to warmer climates
(Jacobs & Koehler, 1987). Southern states provided job training for firms at local
community colleges or technical institutes when industries were willing to relocate. For
mhhmmmmmmﬁmmmmkdevﬂopmmisﬁm
as their foundation opposed to a transfer mission. The training programs were typically
short term, with the states paying for instruction delivered at either colleges or employer
sites. During the 1970s, employees were often paid by state or federal Comprehensive
Education and Training Act (CETA) funds (Warmbrod & Faddis, 1983).

Many questions were raised about these early shori-term training programs.
Individuals criticized the efforts because they felt that local governments were absorbing the
real training costs for companies (Pincus, 1985). In most cases, however, the training
mmmmwmmmmmmmm
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strategies of state policymakers. These customized training programs usually involved
educators along with state economic development authorities. The programs were targeted
pﬁmrﬂyamn-andmedinmﬁudﬁnmmatmnmwhaveaﬁordedﬁablenﬁning
options for their workforces without assistance from the community college training

programs.

Later, the economic problems of the 1980s led many two-year postsecondary
insﬁmﬁmmmughmnﬂmUniwdSmmfoﬂowm:mdialMOfeouegummm
states. Stateshard-hitbymcmsioninmemanufacminseoommybeganmseetwo-
yearpostsemMaryinsﬁmﬁomasawnymmuainhid-oﬁwakmandaMneWplm:s.
Business increasingly viewed colleges as convenient places to purchase firm-specific
training programs. With fiscal crises and shrinking budgets facing most public education,
mo-yearpommgqinsﬁmﬁonswmmpomiwmeffmmmmmeworkfom.

The development of customized training in the Midwest was prompted by the
economy's downturn in the early 1980s. Three stratcgies were implemented in Michigan
that were illustrative of efforts initiated in the Midwest to facilitate two-year postsecondary
education's involvement in economic development. First, the Michigan community college
association developed a policy statement specifying the role of the colleges in economic
development. Second, an economic development network was established to promote the
relationship between the colleges and the state economic development efforts. Third,
colleges began to take more systematic approaches to development of ties with local
business and industry.

An early examination of the involvement of the Michigan community colleges in
economic development revealed that in 1980-1981 about twenty-five hundred employers
paidforthhxymousandoftheiremploymmmkejobhnpmvememaasminthccolleg&s
(Packwood, 1982). Later, from 1984-1987, while the numb-r of students in traditional
vmﬁmm&mmmdecﬁmdbyeigmwinmchigmamyofmmnﬁmd
training units indicated a fifty-six percent increase in enrollment (Jacobs & Kochler, 1987).
Mmoughemmmmmmmgmmwﬂabhmamﬁonwidebm&
dats from this Midwest state illustrates the growth that has occurred in demand for
customized training courses in the United States since the carly 1980s.

16
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Types of Customized Training Programs

The stated goals of customized training initiatives usually focus on employers'
needs. Customized training as defined by Grubb and Sterm (1989) is "relatively firm-
specific skill training for individual firms, and therefore, a form of training which is more
specifically responsive to a firm's requirements than are general vocational programs” (p.
31). Firms use customized training as an incentive to attract or retain employees or to
create new ventures within communities, states, or regions of the country (Flynn, 1987;
Grubb & Stern, 1989). To be effective, customized training products and services must
reflect the diversity of employers' needs.

Employers and their employees seek customized training because it is specifically
targeted to their needs and designed to be applied immediately to employees' jobs. Many
individuals who participate in customized training already possess specific skills to carry
out jobs in the workforce. Their involvement in customized training is to gain skills and
knowledge to update, retrain, or advance in occupations. In these cases, customized
training draws education and business and industry more closely together for the purpose
of economic development than do other forms of postsecondary education, including
traditional vocational-technical education.

Even though customized training within industrial firms invariably deals with new
technologies, rarely does a firm or its workforce need only technical training. Basic skills
education and management training are frequently needed by a workforce and can be
delivered through the customized training programs of two-year postsecondary institutions.
This is especially true in small- and medium-sized firms that lack the resources to provide
comprehensive internal training options. Two-year postsecondary institutions can provide
content designed to improve the basic academic skills of smployees in the workforce.

Nearly a decade ago, David Pierce (1983), then Executive Director of the Illinois
Community College Board, described a key role of community colleges in economic
development as one of providing basic skills development for the workforce. He pointed
out that business and industry simply could not be highly productive without workers who
possessed the competencies to perform basic computations and read basic instructions and
directions. Basic skill development represents an often overlooked component of
customized training; however, it is of critical importance in providing employees with a
foundation for the specific technical skills training necessary for many of today’s jobs.

17
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Customized Training and Economic Development

Economic development is the process of expanding productive capacity and
immvingthsqnaﬁtyoflifeinammunity.mmoruegion(&em 1983). Ithas
two important components: (1) economic growth (i.c., increasing employment and
eamings), and (2) community development (i.e., improving the quality of life). Economic
development is viewed as the process of creating and retaining wealth and jobs by
mobinzingapmpﬂmmmmexpmdmemarkemblepmdnmmdsewimofa
community. The three major goals of economic development may be defined as human
development, job development, and community development (Leach, 1987). The
devdopamtofhmmnmmmﬂnmghe&mﬁonmdminingnptmmsoncmm of
increasing the capacity of communities to export goods and services, thereby increasing
their productivity and wealth.

Vocnﬁomledmaﬁon.pmﬂcuhﬂycusmnﬂmdminhm.canphyanimpommmin
emmﬁcdevdopMsinceithasdwpomﬁalmdimdygndqtﬁcklymhanceworkfom
productivity. Customized training can have the potential for increasing the supply of gocds
and services produced with given resources and for increasing GNP without increasing
prices or inflation (Grubb & Stem, 1989). It is a means of stimulating growth by assisting
specific firms in particular segments of the economy. When state subsidies are doubly
levmged(i.e.,ﬁnnsarerequiredtomamhsmemnuibuﬁonswimcnshorwa“n-kind
services) forspedﬂimdtﬂning.moﬁcbmﬁtsaccmtoﬂw states (Bailey, 1990).
Baileyalsopoimsmxta'mckle-down'effectwhenlargeﬁnnsmquiretheirsuppliersm .
participate in customized training. The benefits of training, in these cases, accrue to an
enﬁmgronpofﬁrmsinvolvedinsinmarsectorsofﬂ\elabormm In turn, customized
training can play a role as a "border scout” for traditional postsecondary programs.
Lessons leamed through customized training can aid in driving curriculum changes and
sometimes developing new curricular programs. In a sense, customized training programs
mbenmhtmbﬁfwvmﬁonﬂedtmﬁmmﬁnganmsfmmnﬁdngmdenmimo

By using customized training to retrain workers, firms can obtain a relatively
impcnsiwmeﬂmdofpmvidinsmekwmmwmﬂnskiﬂsmdmwbdgerequimdw
be more productive in their jobs. Further, customized training with the purpose of
mnainingmﬂmdyexpeﬁmeedwmkfmhasmeadvmgeofkeepingcomdownsimc
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it is relatively less expensive to frain experienced workers than to train inexperienced or
unskilled individuals. Further, this resource in community colleges allows firms,
especially smaller firms, to concentrate their energies and creativity on their primary
missions as opposed to getting involved in the education business.

Economic Development Strategies
The following three strategies can be empioyed to reach the goal of stimulating
economic growth in a community (Goetsch, 1989; Grubb & Stem, 1989):
. Recruiting business and industry from other regions
. Retaining, expanding, or revitalizing existing business and industry
. Developing new business and industry

Customized training can play an important role in each of these strategies by enhancing the
capabilities of business and industry to produce products and services and bring greater
wealth into a community, state, or region.

Recruitment of Business and Industry from Other Regions

This strategy occurs when costs are lowered as a means of attracting business and
industry (particularly smail- and medium-sized firms) into states and communitics, when
training is subsidized for firms moving into a state or locality to reduce training-related
relocation costs, or when state-funded job training programs are made available through
such programs as customized training (Grubb & Stern, 1989). Empirical results indicate
that these recruitment strategies can be effective ways to attract business and industry.
Plaut and Pluta (1983) found that states that spent more money on education also
experienced higher economic growth rates. New industry has a multiplier effect on the
local economy in that jobs are created, which causes wages to be paid to workers, who, in
mspmmmmgufmmminmemmy.mmsﬁmulaﬁngmesen&cem.
Manufacturing firms are considered to be value-added to the community since products are
pmdwedmdexpoﬂedtobﬁngdollarsbackimoﬂwcomunity.

Retention, Expansion, or Revitalization of Existing Business and Industry
This second major strategy is designed largely to prevent job loss. It has the

advantage of preventing the high cost of dislocation. Customi:ed training is used to either

retrain or upgrade the skills of employees of an existing firm Jr it is designed to rapidly
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enable new employees to play a role in an expanding enterprise. While this strategy can be
methdye&cﬂvenmsofbeﬁngﬁminaoommmhy.iﬂypicaﬂypmdmfew
new jobs. The importance of job retention must not be underestimated. For example, the
lossofaplantofﬁvcﬂmmdenmloyeesisofgreatcrimpacuhanthecreaﬁonofaﬁve
hundred installation.

Development of New Business and Industry

The third major strategy is employment creation through the deveiopment of new
business and industry. A high quality educational system, including two-year
postsecondary educational institutions, can play an important role in stimulating
entreprencurial activity in a community. Two-year postsecondary institutions often operate
small business development centers and offer services for local entrepreneurs. Many times
customized training is packaged with these services in such a way as to stimulate new
business development (ICCB, 1987).

A Search for a Definition of Customized Training

Across the United States and within regions and states, customized training offered
by two-year postsecondary educational institutions has different missions and goals;
funding sources; clients; administrative structures within two-year institutions; staffing
arrangements; and processes of marketing, development, implementation, and evaluation.
The following definition from the ICCB (1988) illustrates the breadth of programs and
services that are considered a part of customized training in Illinois:

Wmﬁwmmwﬁmmmmﬂyﬁnﬁndof
training the firm : whatever the subject matter, the college can design
or broker a training program to fit the bill. The schedule and duration of the

are totally up to the business. Most customized training is
conducted on site at the company’s facilities, but training also can be
conducted on campus or at any off-campus site. The instructors are
specially chosen depending on the company's needs. Most frequently,
iummsmexpmmﬁﬁom&mnmeﬁeldwbompmvideﬂmacnm

experience.

Such training is provided under contract to train new employees and
upgmhakmsofu’mﬁnsemplomtomaimainormmﬁnbﬂny. In
mymudﬁnsismﬁ&dinmdumnsistwithaplmtlocaﬁonor
expansion in Illinois. Community colleges regularly assist businesses
seﬁnguﬁxﬁngmmvnﬁousmpmmasweuasm%bmelob



Training Act (JTPA) where the vast majority of the training is
paid for by the company itself. (p. 3)

The Illinois report continues by outlining the types of diverse economic
development activities in which its community colleges participate, with one section
dedicated to customized training. This section identified the following types of activities:

. Cooperating with economic development institutions.

. Assisting with economic development efforts at the local level.

. Participating in or leading industrial retention, expansion, and attraction efforts.
. Training both on- and off-site.

» Training new employees and upgrading skills of existing employees.

. Assisting businesses seeking funding for training.

A recent study of customized training in Illinois confirmed the wide range of
training and educational services delivered by Illinois community colleges (Bragg, 1990).
Through a survey, representatives of the Ilinois colleges described many different types of
customized education and training, ranging from standard credit-generating college courses
to non-credit technical and managerial training. The respondents also indicated that they
selected either college faculty or consultants to deliver training and that the training was
offered on campus or at employers’ locations, depending upon employers’ needs.

At least two other states have studied the customized training programs offered by
their two-year institutions. The results of studies conducted in California and Michigan
confirm the disparity in the ways colleges in these two states define and operate customized
training. A study conducted by Young and Company (1986) reported that community
wﬂegmin&ﬁfwnhopaawdcmmﬂeducaﬁonverydiﬁmmyﬁomoneammer.
They found that the courses offered as customized training could be based on existing
college courses or modifications of college courses. Further, the clieats of customized
training were business- or management-related firms rather than manufacturing-related as
was often espoused by many of the customized training units.

A statewide study in Michigan (Jacobs, 1989) ran into problems determining the
level of customized training activity offered by its community colleges because of a lack of
records regarding non-credit offerings. Without this type of data, Jacobs was unable to
document the full scope of the Michigan colleges’ customized training activities. At the
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heart of the problem was that Michigan colleges lacked a common definition, record
maintenance, and reporting procedures for customized training.

These studies do confirm the wide range of education and training programs that
constitute customized training. They also point out a number of questions that remain
unanswered. What services fall into the domain of customized training? Can off-the-shelf
training legitimately be considered customized training? What information should be
collected to document the full scope and impact of customized training? Answers to these
questions are needed to clearly describe the contributions of two-year postsecondary
institutions to economic development.

The Operational Definition of Customized Training

Oneaspectofcustonﬁmdmininginwhichmemmmmbeagwemntisme
necessity for contracts between two-year postsecondary institutions and their clients.
Ymmsdeompany(lM)deﬁnedmmnﬁmduﬂnm;asmnmﬂeducaﬁonianng
mﬂegcpamdwhopmvidespeciﬂcminingfwmivmmpmiesmmhmgefmnfee
paid to the college. Fadale and Winter (1988) defined customized training as synonymous
with contract courses. They indicate that two-year institutions contract with businesses,
unions, and non-profit organizations to receive state aid on a full-time equivalent (FTE)
basis for designing and delivering firm-specific training. Jacobs and Koehler (1987)
mmmmmghmmmofnmmmmemucpmdm
client. Similarly, the Ohio State Council on Vocational Education (1987) indicated that
schools enter into this form of school-business relationship when they "enter into
contractual arrangements with a particular business (or group of businesses) for specialized
training services" (p. 11).

This point of agreement about the necessity for contracts provides a starting place
for an operational definition of customized training. Clearly, the development of formal
contracts differentiates customized training from the many other educational services of
two-year postsecondary institutions. The five-part definition developed in this project
begins with the concept of a contract and adds four other important dimensions. The
mmmﬁummwmmgmmmefoum;
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1. Contracts—either written or verbal—between two-year postsecondary educational
institutions and external clieats to secure development and delivery of customived
training. The contracts may give exclusive rights to external clients to the
information produced and delivered in customized training programs.

. postseemgryimﬁnﬁonsfas;iiﬂcd ‘Mp::gcor_pﬁ The cos yay

services. payments may

come directly from indjviduals or clients or through pubiic funds on
behalf of other individuals or organizational clients.

w

Relationships to economic development strategies whereby the intended
mawm% e initial training or retraining as a means of
retaining, expanding, or business and industry; attracting new business
and industry; or creating new business and industry.

4. The delivery of training that is designed to improve workforce

competencies of target populations associated with extemal clients.

5. Adaptation to the needs of external clients whereby two-year
institutions deliver training or educational products and services that

ve modification to meet the particular needs of the extemal client. The extent

of adaptation is based on needs assessment and instructional design methodologies.

This five-part definition also provides the foundation for components of the customized
training process described in the conceptual framework later in this document.

Contracts

An essential component of customized training is that it is initiated through a
contract between two-year postsecondary institutions and an extemal client (e.g., private
firms, labor unions, public agencies). Often, contractual arrangements make information
delivered in customized training programs the property of external clients. Individuals
associated with two-year institutions act on behalf of the clients to assist in the development
and delivery of the proprietary information. When this information becomes the exclusive
right of the client, community colleges cannot incorporate the information into their
traditional educational programs.

The goals of customized training programs are negotiated through a process that is
typically far more complex than a simple handshake agreement. Contracts identify the
nature of the process to be used to develop and deliver customized training. These formal
agreements typically contain many of the following items:

N
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. Length of involvement in the partnership

. Dates and tinoes of training course |

. Pricing and funding strategics

. Equipment, laboratories, or facilities to be used

. Credit hours, experiential leaming credits, certificates, or degrees to be provided

. Descriptions of the objectives of the customized training program

* Descriptions of the tasks to be accomplished through the customized training
program

. Number of trainees

. Evaluation methods

. Instructor qualifications and selection procedures
. Mechanisms for both parties to agree to new or adjusted conditions to the contract

Payments
Paymnumdebyclimtsmblemo-ywmﬁmﬁomwmoverexpendmm for
administering, developing, and delivering customized training. If no public funds are
involved, the most common approach to determining the price of customized training is to
amnﬁneanmﬁdpawddimm:ndauimﬁmmwonﬂwmoﬁnsﬁmﬁoml
overhead (Clark, 1984). Direct costs for customized training often include the following

charges:

. Hours of instruction

. Student services

. Books and materials

. Facilities and equipment usage

’ Marketing

. Instruction and materials development

. Pre-employment screening, counseling, or assessment
. On-the-job training

. Contracted services with professional consultants
. Adult basic education

. Workforce assessment

The prices set by two-year institutions for customized training generally fall below
the prices charged by private vendors for similar types of training. Two-year
pomndsqinsﬁnxﬁommcapableofddiveringmeuﬁning at lower prices than private
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training vendors or internal training units because they can utilize their existing resources
(.e., faculty, curriculum, facilities, equipment) to deliver the programs. Further, many
training programs are subsidized by public funds enabling firms to benefit from additional
public dollars utilized to reduce the overall cost of training the workforce.

Relationships to Economic Developmeat Strategies

Customized training programs are designed and delivered as part of a well-devised
economic development policy for a particular community, state, or region. There is a clear
mission involved with the training that links it to a larger goal of economic development
and as part of a broader governmental policy to foster economic growth. A two-year
postsecondary institution can become an ambassador on behalf of the community, state, or
region. The two-year postsecondary institution assists the private-sector firm in its quest to
fulfill its goals and, in tum, the two-ye=r institution’s link to governmental agencies
provides a newource for improving the understanding of challenges facing the private sector.

Delivery of Training and Education to Improve Workforce Competencies

Customized training offers a variety of programs and services that aid an external
client's organization in reaching its economic potential. Customized training is designed to
improve the capabilities of a client's organization to produce goods and services in an
efficient manner. This can occur through improving employee’s basic academic.
managerial, or technical competencies. The product or service delivered through
customized training is designed with maximum attention paid to producing these outcomes.
In doing so, the customized training unit is an extension of the two-year postsecondary
institution’s educational programs and services. The institution's involvement with a client
maybeforcusmimdminingudmmmmwncaﬁonmdmﬁningpmdmm
services such as technology transfer. This enables two-year postsecondary educational
institutions to provide a range of products and services to meet clients' needs.

Adaptation to the Needs of External Clients

The five-part operational definition of customized training allows for a broad range
of services as part of customized training, including both credit and non-credit training and
education courses. Further, the definition allows for a diverse set of activities to account
for customization, ranging from conducting needs assessment to designing entirely new
curricula to offering standard credit-generating collegiate-level courses at employers' sites.
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To further differentiate the range of training and education approaches that are
Mamammmmfmmmamm

. Client-driven custom-designed training courses
. Modification of training courses

. Altemative delivery of training courses

. Training courses for special populations

Clignt-Driven Custom-Designed Training Courses

m&ﬂappomhmcummimdmninsinvolmuﬁningpmductsmdseﬂices
wawemnﬂcﬂemwpicaﬂyminguedsmmnhumﬁmdd«esign,
training delivery (e.g., classroom instruction), and evaluation. The product or service
mmmmmﬁmﬂ&dgnnnddeﬁmmsisoﬁginﬂandoﬁenm
the proper’; f the client.

Modification of Training Courses

Ammmhmmmmmmmwhmeﬁsﬁugcumnﬁmdmim
courses or standard two-year collegiate courses are adapted to suit a particular client's
needs. Typhlly,modiﬁedminingpmductsnndseﬂicesmkelessﬁmcmdevelopman
amm-dedpeduainhgmm.hnsﬁnmﬁdccom:faidyspedfwmmeneedsofa
particular client. Often, academic or basic skills development courses fall into this category
of approaches to customized training.

Alternative Delivery of Training Courses

A third approach occurs when standard collegiate courses or existing customized
tminingwoductsandservieesaremvidedthmughdelivuy methods other than those
typically used in a traditional collegiate course. Examples of altemative delivery training is
educational coursework provided at a client’s location, on weekends, through altemative
instructional methodologies (e.g., teleconferencing, apprenticeships), or through restricted
access to the general public.

Training Courses for Special Populations
The fourth approach involves training products and services developed and
delivered for special population groups. Thesc programs are frequently sponsored by
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governmental units such as Job Training Partnership Act (JTPA) programs or state-level
economic development governmental agencies. This approach typically targets displaced
workers and other individuals with special needs for training to obtain or retain

employment.

THE CONCEPTUAL FRAMEWORK
FOR EVALUATING CUSTOMIZED TRAINING

The conceptual framework provides a means of structuring sets of variables that
could be used to describe and evaluate specific outcomes related to customized training. It
also provides the sets of variables (i.e., economic environment, customized training
mmmﬂommm)mmdemmmdmmum
to evaluate customized training.

Systems Theory and Decision-Oriented Evaluation

Thcmmptualﬁmwmkforevalmﬁngcuswmizedminingevolvedoutofmm
theoretical models for organizing or evaluating complex systems. Systems theory provided
acmdnn&lfmvhwingmemmwmduﬁningphmmnaucomplexsym
with inputs, processes, and outputs. Checkland (1972) defined systems theory as the
'commmwmmbdngsmdmdﬁmfwwhicbmtmovmuobjecﬁw”
(p. 91). Jacobs (1987) further defined a system as "characterized by inputs,
mmmmmmdamkchmnelmmmmmewmmmm
a signal to control the input of the process” (p. 2). This perspective provided a way of
thinﬁngabom“smnﬂmdminingasasymmthatcximwidﬁnapaxﬁcularcontext(e.g..
economic environment), with specific inputs (e.g., workforce competency deficiencies),
processes (e.g., training delivery), and outcomes (€.g., employer outcomes).

Using systems theory as a foundation, Stufflebeam (1983) developed the Context,
Input, Process, and Product (CIPP) Evaluation Model for use by educational decision
makers. Stufflebeam viewed the four components of the model as discrete areas in which
educational decisions are made, which led to four types of evaluation as part of the CIPP
model. mm&dauuﬁﬂexmﬂeofamofmmcommmeemm
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ofnmwuakmﬁonﬂpmmmhucustmnimdminingbecmseitmusmme
typesofdaﬁmdevduaﬁonmdmesmatmmmwimmminpuum
and product evaluation. For example, Stufflebeam des.ribed the characteristics of
institutions and target populations as part of context. He identified procedural design and
implementation as consistent with processes. Further, Stuffiebeam viewed outcomes as
mﬁdhmﬂmdm&nﬂ.whaebywmmxﬂmdbmkmmmLMpm.
and process information. msmyoforganiﬁnsinfmﬁmabmtacomplexedmaﬁom
mmm“mmmmmﬁngmmmpmmmNMdbeewuawdpmvided
information useful in designing the conceptu: « framework for this project.

Finally, Campbell and Panzano (1985) developed a conceptual framework for
evaluation of vocational program quality based largely on systems theory and the CIPP
Evaluation Model. Cambell and Panzano developed a conceptual framework organized
around three major categorics identified as context, educational experience, and vocational
outcomes. Within the context category, the sets of variables included individual
characteristics, community settings, and labor market conditions. The educational
meym@cﬁbedinmofmcschodconmxtmdschoolpm.
Finally, in relationship to vocational outcomes, individual and societal outcomes were
identified. ThemmpmlfmneWWkMpedbyCampbeumdPamnoalsoimpacwd
the ideas that have evolved throughout this project. Similaily to the framework developed
by Campbell nnd?amo.thiscomepmalframworkforcvnluaﬁngcusmmiwdmining
evolved with context, educational experience (i.e., the customized training proce::), and
outcomes as central themes.

Overview of the Framework

Based on the operational definition, a conceptual framework was developed to
describe the key components of customized training. The conceptual framework provides a
schema for categorizing sets of variables and elements that can be used to conduct
systematic program cvaluation of customized training with the goals of improving
programs, assessing impact, and developing and mainwmining records that demonstrate the
accountability of the two-year postsecondary institution's customized training programs.
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The conceptual framework contains sets of variables associated with context,
process, and outcomes. The level and scope of detail of information needed to collect data
for each set of variables depends upon the nature of the customized training program and
the purpose of that evaluation. The sets of variables are broken down into illustrative
elements to help provide a comprehensive description of information that can be collected to
describe the nature, extent, and impact of customized training. Figure 1 provides an
overview of the major categories of variables designated as context, process, and outcomes
in the conceptual framework.

The Context for Customized Training

First, context refiects the characteristics of states, communities, institutions, and
ciients that influence the way customized training processes are carried out (Figure 2).
Further, the sets of variables associated with context help describe the environment for
customized training as well as give perspective to understanding the outcomes that accrue to
individuals and finns/agencies as clients, to two-year postsecondary institutions themselves
as service providers, and to society as a whole as a result of customized training. This
part of the conceptual framework helps create an understanding about the amay of
characteristics within the environment, both inside and outside of two-year postsecondary
institutions, and the context for customized training.

The context for customized training is viewed as being composed of three
categories of contextual variables:

. Economic environment
. Educational institutions and systems
. Bmployee and employer characteristics

Each of these sets of contextual variables consists of elements that describe the environment
in which customized training is conducted.

Economic Environment
Economic environment is the first set of contextual variables. Economic

mmmmmmcmcmmnmmmm&mofmclmkmmonﬂ.
and international economy. This set of variables provides a description of the economic
setting in which customized training is conducted. The conceptual framework proposes
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that four sets of illustrative elements related to economic environment be evaluated. The
first set of elements is identified as indicators of local, state, national, and intemational
economic conditions. This set of variables provides trends in the economy ranging from
the community level to the global marketplace. Examr' s of indicators of the international,
national, state, and local economic condition are Jocal, state, and national unemployment
rates: trends in GNP; local business volume; and local, state, and national average income
levels,

Govunmmlpoliduandpmgmmsinmeamofmnomicdcvelopmemamme
srcond set of elements related to the economic environment. This category provides
infmmﬁmabommcspxiﬁcfeduaksmmdlocalpdidmmdpmmanployedto
stimulate the economy. Job training programs funded at the federal- or state-level such as
JTPA or its state-level equivalents are examples of programs with a goal of stimulating
economic development through improvements in workforce competency. When collecting
infomaﬁonmgndinstMsepouciesandpmmm,itisimpommmidenﬁfynmpnmose
and scope of the various strategies used. It is also critical to determine in what ways the
strategies may be competing or conflicting, thereby impeding opportunities for economic
development.

The third and fourth sets of elements identified are characteristics of the local and
state community. Similar information needs to be measured in relationship to these two
entities. This information includes the demographic characteristics of the populations,
types of dominant businesses and industries, labor supply, and workforce skill levels. It is
impomnttoenmincmdsinthisdatatodeterminehowtheeconomicenvimnmentof
speciﬁcmandeonnmmiﬁesmayclmngeoverpmviousyearsmdislikelytochangein
the future.

Educational Institutions and Systems

The second set of variables is the area of educational institutions and systems. This
setofvuiablesdwcnbesmepasncmaandﬁmmsmmofedmﬁonalsystemsandme
characteristics of two-year postsecondary institutions and customized training units within
them. MMOfmiscmmyofvaﬁabluismexamimthcscopeandpmposeofme
various educational institutions and systems in relationship to economic development and
customized training.
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The first set of illustrative elements identified as part of educational institutions and
systems is described as the policies, programs, and practices of educational systems. The
category of educational systems refers to the local-, state-, and federal-level systems of
public or private educational organizations at the secondary and postsecondary levels.
Some examples of the information that needs to be analyzed include the mission,
philosophical perspectives, historical involvement, administrative structures, leadership
commitment, and span of control of the educational systems in relationship to economic
development and, more specifically, customized training. It is useful to examine the ways
in which the mission and goals of educational systems conflict or compete in meeting
economic developmont goals.

The second set of elements is characteristic of the two-year postsecondary
institution's policies, programs, and practices. Some examples of information that needs to
be collected are the level of leadership commitment to customized training within the
institution; the nature of decision-making processes concemning customized training (e.g.,
centralized, decentralized, or integrated); the level of support for customized training from
dqnmmmmemum(a&,m-hmdwnmwly-bmdm):memnneof
mission statements including focuses on economic development; and the level of
institational flexibility enabling customized training programs to be responsive to the needs
of external clients. These elements illustrate the type of information that needs to be
collected within two-year institutions to determine the internal environmental context for
customized training programs.

The third set of elements describes the customized training unit itself. Examples of
information that is needed are the administrative and organizational structure of the
customized training unit; leadership commitment to meeting economic development
objecﬁm;andﬁnmpomymmofmemirsmmﬂmﬁd&s,pmﬁces.mdpmgmmsm
meeting client needs. It is also important to determine the general ways in which a unit’s
internal organizational structure and processes (e.g., design, development, implementation)
are conducted to understand the ways external client needs are identified and addressed.

Employee and Employer Characteristics
The third set of contextual variables identifies information about employees and
their employers as external clients of customized training programs. This set of variables
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CUSTOMIZED
CONTEXT TRAINING PROCESS OUTCOMES
Client Individual
(Employee & Employer) Employee Outcomes
Needs
State/Regional
Environment
Employer Outcomes
Customized Training
Sub~processes
Educational Negotiation & Contracting
Institution/System Industry Outcomes
N Environment Job Analysis
Design & Development
Implementation Educat ional
Institution/System
Evaluation Outcomes
Employee/Employer
Characteristics Administration
Societal Outcomes
Customized
Training/Education
Approaches
Figure 1. The Conceptual Framework for Evaluating Customized Training 13
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Contextual
Variables Illustrative Elements
Economic » Indicators of international, national, state, and local conditions.
Environment » Governmental economic development policies and prograrus.
» State characteristics.
»  Community characteristics.
Educational » Educational system policies, programs, and practices.
Institutions and » Two-year instimational policies, programs, and practices.
Systems » Customized training unit administrative organizational
leadership, structure, policies, programs, and practices.
Employee and » Characteristics of organizational (employer) clients.
Employer + Characteristics of individual (employee) clients.
Characteristics

 Relationships between two-year institutions and clients.

Figure 2. Contextual Variables for the Evaluation of Customized Training
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constitutes the characteristics of individuals, private-sector organizations, public-sector
agmch&andoﬂulypesofimﬁmﬁonsmntmeivecusmmizedminingpmductsand
services in exchange for payments to the two-year postsecondary educational institutions.

The first set of elements associated with employee and employer characteristics is
described as the characteristics of individual clients (i.e., employees). This category
mﬁ&momﬂ&sdﬁonﬁembymmeﬁmﬂyWhmm@deg
programs. Some examples of information needed are gender, race, ethnicity, age,
educational level, and occupational level. In addition to this information, it is important t
obtain an understanding of the general nature of the job performance deficiencies of
employees in ordex to design a relevant training program.

The second set of illustrative elements is identified as the characteristics of
organizational clients (i.e., employers). This set of elements provides a description of
public and private organizations that have historically sought and are currently seeking
customized training. Some examples of the type of information that would be collected
Wmmdmmwmﬁampubmmmesmoﬁmmagmdm
metypesofmpmimsemployedinmeworkfome;thetypesofmchmlogics utilized; the
jevel of involvement of labor unions; and the general nature of workforce skill
requirements. Similarly to the previous sets of elements, more information can be
identified and collected to provide an understanding about the specific environmental

Finally, a third set is the relationship between two-year postsecondary institutions
and external clients. It is important to obtain information about the historical and present
nature of relationships that exist between institutions and clients in the delivery of any
training or education services, especially customized training. Within this set of elements,
itisimpmmmmdimﬂwsmpeandnanneofpﬁorandcmmtparmmhips between the
educational institutions and external clients. Some of the information that is needed
includes descriptions of partnerships that have occurred, assessments of the quality and
effectiveness of previous partnerships, and the level of ccoperation and coordination
associated with previous and current partnerships. Without doubt, the history of the
parmerships between educational institutions and external clients creates different
environmental forces on current and future customized training programs.

-
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The Customized Training Process

Second, the customized training process involves the entire scope of administrative
and operational subprocesses involved in producing and delivering the various customized
training approaches (Figure 3). Through the subprocesses (e.g., design, development,
evaluation), customized training programs evolve. It is necessary to understand these
subprocesses to deteymine their importance in producing customized training programs and
to assess the relationship of process to outcomes.

The customized training process in its most rudimentary form is composed of the
following three sets of variables:
. Client needs assessment
. Customized training subprocesses
. Customized training/education approaches

Client Needs Assessment

The first variable identifies client needs as the starting point for the customized
training process. Client needs may be identified by the employer before the initial contact
bythetwo-ywposmwmdaxyinsﬁmﬁomommmo-yurposmndmy institutions
identify needs through a formal peeds assessment activity. Often, clients do not know the
extent and nature of the training needs of their employees and rely heavily on the
institutions to identify and design customized training programs that enable them to reach
desired goals (i.c.. increased productivity and profits).

The intent of identifying client needs is to recognize employee performance
deficiencies that require remediation through an education or training program. This
wmedlwimﬁcammemnmofminingMisnMwimpmvcindivimmlpeﬁommnce
and overall organizational productivity and profit. It is important to document the nature
mﬂmpeofmmpmmusedmidenﬁfyhﬂiﬁduﬂmployeeneeds.

Job performance needs may be associated with the three areas of academic,
technical, or managerial knowledge and skills. Academic knowledge and skills relate to
such areas as math, science, and communications. Technical knowledge and skills are
associated with executing job-specific tasks, especially those involved with the use of
technological information, materials, and equipment. Managerial knowledge and skills are
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used to function effectively and efficiently within the workplace, including competency
&wlmhﬂwmofsdf-mm&&ciﬁmmﬁng,mdmmblmsdving.
It is important to specify accurately the nature of client needs in order to ensure that
appmp!iatec\mnimduainingappmechmmdevelopedmddeﬂvmd.

Customized Training Subprocesses
The second set of process variables is the customized training subprocesses. It is

impomnttoobninanmdustandingofthewayinwhichthe following subprocesses are
mmdmprmpuﬁmdumommcusmnﬁmdmining:

’ Negotiation and contracting

’ Job analysis

. Design and development
» Implementation

» Evaluation

. Administration

Two-yurposmcondaryinsﬁmﬁonsnwdtodocumemmemmmandmpeofmc
subprocesses in relationship to the various customized training approaches and subsequent
outcomes. It is also necessary to collect information related to the relevance, efficiency,
and cost of execution of the various subprocesses. Through data collection activities,
insﬁnrﬁmumidmﬁfymysinwﬁchsubmswspmducecusmuﬁmdmhﬁng programs
that result in specific outcomes for individual employees, employers, educational
institutions, and society. This data can also help two-year institutions structure internal
organizational and administrative processes to facilitate efficient delivery of customized

training programs.

Customized Training/Education Approaches
The third set of process variables includes the customized training approaches that
evolve from the six subprocesses. These approaches are grouped into four categories:
’ Client-driven/custom-designed training courses
. Modification of training/educati~n courses
d Alternative delivery of training courses
. Training courses for special populations
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Each of these approaches was described previously. They can be used independently or
jointly to describe many activities identified as part of customized training.

When obtaining information about the various customized training approaches, it is
important to establish a set of criteria that can be used to determine the overall quality of the
programs from the perspective of the stakeholders, in this case the external client, as well
as the two-year postsecondary institutions. Some criteria that can be used to determine the
quality of customized training include the following:

. Originality

» Appropriateness

. Job relevance

. Specificity -

. Comprehensiveness
. Flexibility

. Responsiveness

. Accuracy

. Timeliness

» Cost/benefit

The Outcomes of Customized Training

Finally, outcomes are associated with the various target groups for customized
training (Figure 4). The framework identifies the specific types of outcomes that are likely
to occur for individuals, firms/agencies, educational institutions/systems, and society as 2
consequence of high quality customized training programs. Gaining a better understanding
of the ways customized training influences these outcomes is important. The sets of
outcomes variables are categorized as follows:
» Individual employee outcomes
. Emnlyyer outcomes
. Industry outcomes
. Educational institution/system outcomes
. Societal outcomes
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Process
Variables Illustrative Elements
Client Needs assessment to identify
Needs » Academic knowledge and skills
Assessment » Technical knowledge and skills

» Managerial knowledge and skills
Customized » Negotiation and contracting
Training s Job analysis
Subprocesses » Design and development

+ Impl~mentarion

e Evaluation

»  Administration
Customized » Client-driven custom-designed training courses
Training/ » Modification of training or education courses
Education » Altemative delivery of training courses
Approaches « Training courses for special populations

Figure 3. Process Variables for Evaluaton of Customized Training
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Individual Employse Ouicomes

The first set of outcome variables is described as individual employee outcomes.
These variables may occur for individual employees as a resuit of their participation in
customized training programs. The first set of illustrative elements is in the area of
competency development, including competencies in academic, technical, and managerial
areas. A second set of illustrative elements describes individual employee outcomes in
terms of financial reward, including higher wages and better benefits.

A third set of elements relates to employees' oOpportunities for career development
or advancement and alternative or improved employment opportunities as a result of
involvement in customized training programs. Finally, the fourth set of elements is
identificd as the area of job satisfaction. Information collected about job satisfaction can
provide a means of determining the ways customized training influences individual
employee satisfaction with a job or overall employment situation. Customized training may
also increase the ability of the two-year institution to act as an arm of government to
respond to the interests of business, thereby providing responsiveness t0 major
constituencies in the community. In this way, customized training can become a

component in the overall human resource strategy of government.

Employer Outcomes

The second set of ouscome variables is associated with the employer. Evaluative
information is needed to obtain an understanding of the benefits that accrue to private firms,
publicagmcie&andothﬁclien!organimﬁomasamunofcustouﬁzcdmining programs,
The first set of elements relates to the area of enhanced productivity and profits for the
organization, It is important to determine the ways in which customized training
contributes to productivity and profits, including determining the ways in which the
collective improvement of employee competency and productivity influence production
jevels, the ways intemal training costs are lowered by using two-year institutions to deliver
customized training, and the changes in competitive position resulting from customized
training programs.

Another important element is the stability of employer organizations within
particular communities, states, or regions of the country. Information about changes in the
competence of the workforce, tumover rates, or productivity levels related 1o customized

- - - - - - - - ‘ | “ 4 | | - . - | E

$0)

©

ERIC .



training programs arc important to understand. A third element associated with employer
outcomes is expansion of business and industry. This element identifies the extent to
which economic growth for particular firms or agencies can be related to customized

training.

Similarly, the fourth element identifies the area of adaptability, including the ability
of a firm or agency to be responsive to meeting the needs of its identified client groups. It
is important to determine the extent to which firms and agencies have increased flexibility to
deliver different products and services as a result of their employees participating in
customized training. The fifth element is the area of employee morale. This element
pmﬂdesevidemeofmecouecﬁvenﬁmduofemphyeesmwuﬂmeemploycrandthe
overall work environment. Any changes in employee morale that result from customized
training programs are important to identify to better understand employer outcomes.

Industry Ouilcomes

This third set of outcomes is associated with businesses and industries that are
grouped due to their proximity, similarity in purpose, or partnership relationships. For
example, small business supplier relationships that exist with larger industrial firms are an
examp!eofthcnamofmeorganimﬁonsbeingaddmssedwiththissetofoutcomes.
Generally, a similar set of elements needs to be described in relationship to industry
outcomes as was described previously for employers. The clements associated with
industry outcomes (i.e., productivity, stability, expansion, adaptability, morale) provide a
mmofdewﬁbhgmemwommrgmupsofbminessmdimsuialﬁmasweu.

Educational Institution/System Outcomes

The fourth set of outcome variables are educational institution and system
outcomes. This set of outcomes relates to changes in the two-year postsecondary
e&mﬁmﬂmmwywimﬁnsﬁmumdmasamm:ofMinMWmmin
offering customized training to extemal clients, The first set of elements is associated with
profit, specifically the revenues institutions receive from subsidized or nonsubsidized

programs.

The second set of elements surrounds the area of change in policies, programs, or
practices in relationship to their involvement in customized training. Some examples of
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Institution/System

Outcome
Variables Mustrative Elements
Individual » Competency development
Employee » Financial reward
Outcomes » Career advancement

» Job satisfaction
Employer * Productivity
Outcomes »  Swbility

» Expansion

»  Adaptahility

» Employee morale
Industry Spill-over benefits among similar firms in

»  Productivity

»  Stability

» Expansion

» Adaptability

* Employee morale
Educational » Profit

Change in two-year institution programs, policies, and practices
Change in relationships between two-year institutions and clients

Economic development
Quality of life

|

Figure 4. Outcomes Variables for Evaluation of Customized Training
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mfmmﬁmmeded.mminmfﬁns;mmmmmmmjobphwmsewms
WMWMMWmWWM;Mmmmm
mprivmandpubﬁcorganinﬁmswithinomumnﬁnﬁ.mmdmgions of the country.

A third set of elements is the changes that occur in the relationships between two-
year postsecondary institutions and external clients. It is important to determine whether
cusmmﬂduainingsﬁmlnamimpmvemenminthetypesofpamzmhipsthatoccm
between institutions and clients involved in the programs. Some examples that could be
used to identify positive changes in relationships include evidence of increased enrollment
of employees of external client organizations in other traditional educational programs
offered by two-year institutions; heightened involvement of employees of external client
organizations in curriculum development and improvement efforts; priority hiring for
graduates of two-year postsecondary programs; increased internships or apprenticeships
for two-year postsecondary students; and increased equipment donations.

Societal Outcomes

The first set of outcome variables examines the benefits of customized training to
society as a whole. The intent is 1o identify outcomes pertinent to individual citizens,
communities, and states. Within this area, it is important to identify the economic
conditions of the community and state that may be influenced by the customized training
programs provided by two-year institutions. Information collected in relationship to
economic condition can be used to describe changes in the local, state, or regional economy
that could potentially be attributed to customized training programs. Exampies of these
elements are the following:

. Property values

. Community support for education

. Economic growth

. Economic stability

. Employment rates

. Local business volume

’ Tax rates g

. Average salary levels

. Percentage of the community living on public assistance

. Services provided for specific companies (i.c., inducement programs)
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Finally, a second set of elements describes information related to change that occurs
in the quality of life for citizens in a particular community or state where customized
training is conducted. Although these elements are difficult to measure, they are important
to begin to examine in order to gain an understanding of the impact of customized training
on society as a whole. Examples of information that could be collected are the following:

» Social climate

. Political stability

. Environmental services

. Governmental sexrvices

. Law enforcement

. Infrastructures

. School systems

» Overall enhancement of skilled workforce in the community

SUMMARY

Enormous growth has occurred in the customized training conducted by two-year
postsecondary educational institutions. Although customized training agpears to make a
contribution to the range of educational products and services offered by two-year
Myhﬁmmmwﬂmﬁmuimmexpkinmhmmcm
communities, states, or the institutions themselves. This project was designed to create an
omﬁmﬂ&ﬁﬁﬁmomemﬁnngMebpamwpmﬂmwkfm
evaluating its impact and effectiveness. The primary target audiences for the project are the
state-level administrative agencies and two-year postsecondary institutions responsible for
evaluating the contributions of customized training to economic development in
communities and states.

An Operational Definition of Customized Training

The lack of common meaning for customized training leads to misinformation
ammgcoueges.dienn.ﬁmdem.andpolicymm”cumnﬁmdmningisplannei
delivered, and evalnated across the country. Since economic development is a primary
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force behind customized training, sketchy or subjective evidence about its effectiveness in
stimulating employment in communitics or states may limit future public support.

Oneaspectofcustonﬁzedmininginwhichmemmmbeammemisthe
necessity for formal contracts between colleges and their clients (Young & Company,
1986; Jacobs & Kochler, 1987; Fadale & Winter, 1988). This point of agreement provides
astuﬁnzphceforanopunﬁmldeﬁniﬁmofcustonﬁmdtm’ming. The five-part definition
developed in this project begins with the concept of a contract and adds four other
important dimensions:

1. Contracts—either written or verbal—between colleges and external parties.
2. Payments between colleges and external parties—either public or private—for

pmdncﬂandservimfmidenﬁﬁedmrgetpopmaﬁonsassocmwdwimmeexmmal

3. A relationship to economic development sirategies.

4. An objective of improving the knowledge and/or skills of identified target
populations associated with external parties.

5. Specificity to the needs of identified target populations associated with external

The Conceptual Framework

Given this definition of customized training, a conceptual framework was
&vebpedmwmibemckeycompommofcusmxmmdmningmdmemﬁmsmm
among the components. mmwmwmmmofvmmesmgoﬁmd
in terms of context, process, or outcomes. It provides a basis for identifying elements
needed to describe the nature, extent, and impact of customized training. By using the
WMMW&SMWMMMMSWMW&M@
mmmevﬂmﬁmmobmdpmcumfordemniningmeimpamofmmmiwdmning
on the economic well-being of communities and states.

First, the conceptual framework contains sets of variables that can be used to
describe the context for customized training. These sets of variables reflect the
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characteristics of employees/employers, institutions, communities, and states that provide
the basis for the way customized training is conducted. The variables associated with
context characterize the state and regional economy; the educational institutions and related

edncational systems; and the employees and employers as clieats.

Second, the customized training process involves the entire scope of administrative
and operational subprocesses associated with producing and delivering customized
training. Typicaily the customized training process begins by identifying the needs of an
external client audience and then proceeds through various subprocesses: negotiation/
contracting, job analysis, instructional design and development, implementation (i.c.,
training delivery), program evaluation, and administration. The customized training
approaches that result from the subprocesses are listed below:

. Client-driven custom-designed training products/services
. Modified training or education sources

. Alternative delivery training products courses

. Training courses for special populations

Finally, it is necessary to focus on the outcomes of customized training to
understand how customized training relates to economic development. It is also important
to determine how customized training products are linked to outcomes for individuals;
ﬁmdagmdes;gronpsofﬂmslagmciuthatmakeupmeindumialmdcommcmial
economic bases of communities, regions, and states; two-year institutions themselves as
providers of customized training; and the society as a whole.
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