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The Massachusetts Workplace Education Initiative

(MWEI) was begun in 1985 as an inter-agency effort to bring adult
basic education and English-as—a-Second-Language (ESL) instruction
directly into workplaces throughout the state. The impetus for the
proegram was a concern for large numbers of workers who did not have
the skills necessary to compete successfully for uew jobs after plant
cleosings or other layoffs. This report details what came to be known
as the "outcome study" and the "curriculum study" of the MWEI Cycle 4
Evaluation, as well as the "termination study,”™ which developed when
one company closed and another stopped its education program midway
through the outcome study. The overall evaluation goals were: (1) to
develop a process for defining and measuring meaningful outcomes, and
(2) to assess the organization, delivery, and effectiveness of
educational materials and curricula in four workplace education
programs. Information on the following siX sites are described in the
outcome and curriculum studies: Hampden Paper Company (Holyoke);
Aerovox, Inc. (New Bedford); Kennedy Die Castings (Worcester); United
Electric Controls Company (Watertown); South Cove Manor Nursing Home
(Boston); and Boston City Hospital (Boston). In addition, case
studies are reported for Friction Materials, Inc. (Lawrence) and
Spir-it, Inc. (Wwakefieid) in the termination study. Recommendations
are offered for future evaluation and technical assistance. Nearly
half the document consists of outcome study case studies, which are
appended; also appended are numerous questionnaires used in the
study. Con%ains 10 references. (LB) Adjunct ERIC Clearinghouse on
Literacy Education.
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"Deep concern over America's declining economic role in the worid might
provide an opportunity to emphasize the centrality of education to national
objectives. But this would require an end tc the widespread reluctance on
the part of firms to invest more substantially in training and to reorganize
the workplace in ways that would promote continuous learning.”

Made in America, Commission on Industrial Productivity, the Massachusetts
Institute of Technology, Cambridge, MA, 1989.

"In today’s workplaces, change is often unexpected, unavoidable and
threatening...Working together as equals, unions and employers have been
able to plan for change and reduce or eliminate its harmful effects. A
worker education strategy that inciudes workplace literacy Is frequently an
important part of that agenda for change."”

“Worker-Centered Learning: A Union Guide to Workplace Literacy”, Anthony
Sarmiento and Ann Kay, AFL-CIO Human Resources Development Institute.
Washington, D.C.:1990.

"Changes in the economy imply that the need to know how to learn -- in
other words, how to organize social and technological resources, to
transform what Is familiar into the mastered- is a process that requires
knowing how to identify the limits of one's own knowledge, how to ask
germane questions, how to penetrate poor documentation, and how to
identify sources of information.”

Sue E. Berryman: "Education and the Economy: A Diagnostic Review and
Implications for the Federal Role.”

“Increased self-confidence seems to be the most important outcome of the
workplace education program because it correlates with so much. i a
person Is self confident, he'll learn more, communicate better, and do better
work."”

Supervisor at the TIMAXX Distribution Center, Worcester, MA.

N "Being in this program has improved every part of my life. Now | like to
O learn. You can’t stop me! This means I'm doing better at work and | even
> read to my kids at night...”

QO Employee, the Beiment Home, Worcester, MA.
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Executive Summary

Introduction

in November of 1990, the Bureau of Adult Education in the Massachusetts
Department of Education contracted with Evaluation Research, an independent
consulting company, to conduct an evaluation of the fourth cycle of operation of
the Massachusetts Workplace Education Initiative (MWEI). The broad goals of
the MWEI Cycle 4 evaluation were:

1. to develop a process for defining and measuring meaningful "outcomes” in
aight workplace education programs, a process which would become the basis
for an ongoing, customized evaluation system in each program;

2. to reviaw the organization and delivery of educational materials and curricula
in four workplace education programs and to assess the overall effectiveness
of these materials and curricula.

This report describes the rationale for, and the methods and results of what came
to be known as the "outcome study” and the "curriculum study” of the MWEI Cycle
4 Evaluation. Midway through the outcome study, one company closed down
and another stopped its education program. As a result, a "termination study”
became the third part of the MWEI Cycle 4 Evaluation.

Background of this Evaluation

The Massachusetts Workplace Education Initiative was begun in 1985 as an
inter-agency effort to bring aduit basic education and English as a Second
Language (ESL) instruction directly into workplaces throughout the state. State
policy makers had at that time become concerned about the large numbers of
workers who did not have the basic skills to apply successfully for new jobs after
plant closings and other lay-offs. This concern led the former Office of Training
and Employment Policy in the Executive Office of Economic Affairs, the Bureau of
Adult Education in the Department of Education, the Executive Office of Labor
and, iater, the Commonwealth Literacy Campaign to form a partnership to
upgrade workers' skills pefore they lost their jobs. it was felt that a more-skilled
workforce would strengthen business, enhance competitiveness in a harsh
economy, and save jobs. Using state and federal funds, the MWEI partnership
has provided state (and, in some cases, federal) funding and technical assistance
to create local workplace basic skills education programs around the state. Since
the mid-1980s, the MWEI partnership has commissioned a series of evaluations
\ghich document the varied workplace education service delivery models being
eveloped.

The Outcome Study

Goals:

Building on the findings of prior evaluations, the MWEI in Cycle 4 asked the
evaluators to develop a process which workplace education programs can use 1o

I
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assess their outcomes in terms that are more specifically relevant 1o winployers’,
unions’, and learners’ goals. This process was designed so that any workplace
program could adapt it to its own evaluation needs and resources and develop its
own ongoing, customized evaluation system. Thus, this was not a traditional
“outcome study" conducted by outsiders but rather an effort combining
organizational development and outcome evaluation aclivities.

The goals of the outcome study were to:
1. Build the capacities of individual programs to conduct outcome evaluations.
2. More clearly define desired outcomes for each site and produce data which
demonstrate what in fact is being achieved.
3. Develop a "tool kit" (an evaluation planning process, data gathering
instruments, and resource persons) which other programs can use to
develop their own planning and evaluation systems.

The ten-step process used in the six sites:

In each of the participating programs, the consultants esiablished “evaluation
teams” which were made up of representatives from all areas of the program
partnership -- upper-level managers, supervisors, plant managers, human
resource development officers, workers enrolled in the program, union
representatives, and programs coordinators and teachers. Over the course of the
year, following a ten step process, the evaluation team members identified the
outcomes they believe to be important to their programs and companies;
designed instruments to best measure whether these outcomes were in fact
being achieved; collected, analyzed, and reported the data; and also evaluated
the process which they had employed to measure their outcomes - in the service
of improving that process next year.

The following is a description of the ten-step process which was employed at the
Hampden Paper Company (Holyoke): Acruvox, Inc. (New Bedford); Kennedy Die
Castings, Inc. (Worcester); United Electric Controls Company (Watertown); South
Cove Manor Nursing Home (Boston); and Boston Cily Hospital (Boston,) as well

as a general assessment of how successful the process was. !

Step 1: Evaluators famillarize themselves with tl e programs: December
1990 - February, 1991

The consultants familiarized themselves with the programs through review of
documents from previous evaluations, interviews with program coordinators, and
on-site visits at the workplaces themselves (which were concurrent with the first
on-site evaluation team meetings).

INote that the data-gathering instruments used and the findings at each site are described in
detail in the case studies contained in Appendix C, under separate cover, as well as in the
complete report of the Cycle 4 MWEI Evaluation.

2
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Step 2: Program coordinators assemble their evaluation teams: December -
January, 1990

At each site, program coordinators identified the people who would best
represent the workplace education program partnership on the evaluation team,
and brought them together for an orientation meeting.

Step 3: Teams from six Sites meet as a group: January, 1990

Representatives from all six sites met in Boston where they got o better know
their fellow team members, and where they were introduced to people
representing similar interest groups in the other workplace education programs
from around the state. The teams were challenged to work in various kinds of
group activities to begin clarifying for their respective sites answers to this
fundamental outcome evaluation question: “Who wants to know what information
for what purpose?” More specifically, this question was broken down into sub-
questions: (1) Who are the interest groups represented in your program? (2) What
information do those various interest groups want to develop in this evaluation?
(3) Why do they want to know that information?

Step 4: Each team further defines "Who Wants to Know What Information for
‘:‘Vhat Purpose and How Will that Information Be Gathered?": February -
arch, 1991

The consultants helped the teams to further define what information they wanted
to get in their study and how they would get it. They accomplished this at the first
of three or four site visits to the sites, during which thay conducted their first on-
site "evaluation team meeting.”

Step 5: Teams agree on detalls of the data-gathering activities to be used:
April - May, 1991

The consultants helped their teams finalize details of how data would be
gathered. They did this at the second team meeting, and in the preparations for it.
The program coordinators generally took the lead in their teams to finalize the
answers 1o the following questions: Which data-gathering activities will we use?
For each data-gathering activity, what will be the content and format? How will
the data be used? How will the data be collected? How will the data be
anaIyzed?and reported? What resources need {0 be committed and under what
time-line

Step S: Teams gather data: May -September, 1991

The actual gathering of data in the participating programs went more or jess
according to schedule. However, some of this data-collection was complicated
by urforeseen staff changes and interruptions of work schedules. It is inevitable
that unforeseen problems will surface. The key to continuing a successful daia
gathering process is flexibility.




Step 7: Special training provided on data analysis: June, 1991

In response to a request from some coordinators for assistance with
computerized analysis of the data, the consultants arranged a half-day training
course for any coordinators interested in learning how to use the Statistical
Program for the Social Sciences (SPSS) computer software. It was discovered
that the steps involved in using the program also help teams to clarify what the
desired program outcomes are.

Step 8: Data analyzed: June - November, 1991

From June through October, the teams tabulated and analyzed the dz*a they had
gathered in Step 6. This was done in part with input from the two consultants.
The consultants first reviewed the data which had been gathered. They tnen
gave feedback to the teams via telephone conversations with program
coordinators and in the third and fourtn on-site meetings which the consultants
held with the evaluation teams.

Step 9: Reporting of data and other follow-up action: August - October, 1991

Having summarized and analyzed the data, the six teams were faced with the
task of preparing reports for the audiences they wished to present their findings
10. The teams decided to whom they would report their findings and the formats
of those reports. This was a very important step because it resolved the question
of how the data would be used. Outcome evaluation would not be an idle
axercise, but a real effort to document program success for potential funders and
other audiences.

Step 10: Evaluation done of the outcome study process itself: September -
November, 1991

In order to clarify how effective this outcome study process was, the consultants
provided opportunities for the six evaluation teams to assess their own
experience in the project and to make recommendations for possible future
outcome study activities.

Conclusions:

i 2 4 &3 ' < =1* &l Al il -1
w ) i i rformance. The task of developing meaningtul
measures of a "convincing link” between basic skills instruction at the workplace
and improved job performance is a difficult one which requires real, ongoing
collaboration among the partners represented in a workplace education
program: employers, unions, educators, and workers themselves. One
effective vehicle for building this collaboration is an “evaluation team" in which
these interest groups together identify the outcomes which they hope their
education programs will achieve, measure what outcomes are in fact being
achieved, and demonstrate the link between the education program and
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increased productivity and other desired outcomes. The evaluation team has
also became a vehicle through which the information gathered in an evaluation
can be used to improve program services.

-
-

[he limitations of tradilional data - N
subsequent studies. Teams typically decided to produce questionnaires,
surveys and checklists, which would permit quick, non-obtrusive data gathering.
With hindsight, this reliance on "tried and true” data-gathering methods limited
the resuits of the study. There was, in the end, an abundance of learner self-
report data, and somawhat less data submitted by supervisors -- who were so
protective of their time that thiey often responded to questions about changes in
the worker/leamers in the aggregate. That is, they did not fill out a
questionnaire for each leamer in their department. Rather, they filled out one
form which described their perception of the overall change in all the learners in
their department. This was probably an inevitable limitation of the first year “try-
out” study, because the team members in general could not commit the time to
anything more than checklists and other easy-to-use instruments. In
subsequent evaluations, however, teams should be better prepared {with the
full support of upper management) to commit the time required for thoughtful
evaluation. Teams should also be given the technical assistance they need to
use more-creative and meaningful data-gathering instruments. These
preparations will result in more creative and accurate data.

. Bvalug ) : arrowlv. All the
evaluation teams were interested in identifying and measuring outcomes which
would demonstrate the link between their education programs and specific
improvements in employee job performance. These outcomes, in general,
consisted of improved abilities to apply reading, writing, oral communication,
and math in specific job functions. However, all the teams were also interested
in broader outcomes which represent a new order of skills demanded in the
changing Massachusetts (and American) workplace: for example, problem-
solving, taking initiative, and working effectively with a team. Many of the
evaluation teams were alsc interested in outcomes that focus on students'
persenal development (for example, going on to college, being able to
communicate with neighbors), on their understanding of their rights as workers
and citizens, and on their participation in their unions.

 Qutcom

-
.

All of these skills were seen as complementary and integral to ihe "whole”
learning which makes adapting to new challenges in the workplace possible.
Thus, the pool of outcomes identified by the teams refiected an undsrstanding
of how an employee’s productivity can be strengthened by helping the worker to
develop a mix of skills at the same time: immediately-job-specific skills, broader
skills transferable across a number of jobs, and "life skills" which not only
er;)hance the employee’s personal development but are transferable back to the
job.
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-- Beading production tickets accurately, a critical part of the production
process at Hampden Paper, has improved. Sixty percent of the
supervisors who responded to the supervisor questionnaire noted
improvement in workers' accuracy in reading production tickets. Eighty-
sevan percent of the students who responded to the stident questionnaire
noted improvement in reading production tickets accurately.

-- The unanticipated improvement in workers' safety-related behaviny at

Aerovox may save the company a significant amount of money by re-Jucing
the amount of worker's compensation insurance which the company must
buy. (Over 81% of the workers noted improvement in iaking safety
precautions, as did 66.7% of the supervisors.

-~ The education program at South Cove Manor is credited with

significantly increasing positive interaction betweg : and ny
assistants. For example, residents fesl they now interact positively with
91.6% of students.

-- At Kennedy Die castings, the supervisor who twice evaluated the
students noted that students, on average, improved slightly during the
period of June to Augus in their abilities to handle all of the given job
tasks, and that they showed the strongest abilities in identifying quality
defects, functioning as a company employes, and comprehending and
following direct

The Curriculum Study

The curriculum study consisted of a careful review of curriculum development at
four MWEI programs. [ts purpose was 1o evaluate curriculum, which was defined
as "the materials developed and used by program staff, the process by which
materials are put together, actual classroom practices, and the philosophy which
guides these activities.” Each curriculum was assessed against a set of
standards or norms synthesized from major adult basic education documents
which represent the MWEI partners' best thinking on program effectiveness.

The study began with a review of critical documents in order to develop the set of
standards. From this set of standards, protocols were created for document
reviews, classroom observations, and interviews. Each site was visited for at
least two days, and student/workers, teachers, coordinators, and evaluation team
members (representing management, labor and the education provider) were
interviewed. After the information was analyzed, a draft was returned to the
programs for a reviaw for accuracy, and for additional information.

Findings are reported for each of the individual programs and are compared

across the four programs. Recommendations are made for individual programs,
as well as for the state Initiative.

J



The study concludes that there are some apparent trends or pattemns across the
four MWEI programs:

1. Curriculum is holistic, participatory, created or tailored at each site, and
addresses needs of student/workers, companies, and organized labor;

2. Teachers are critical to program success, and the role requires significant
experience and talent;

3. Instructional methods and materials are varied in all the programs; but one
important mode of learning, computer-assisted instruction, is lacking in all four
programs;

4. Student/workers at all four programs participate in curriculum decision-making;

5. The curricula at all four programs are work-related, but also include other skills
and knowledge which student/workers need at work and in other parts of their
lives;

6. The programs' curricula are meeting MWEI standards;

7. Across the state Initiative, how to meet the full range of student/workers' basic
skills needs through these small programs is an unsolved problem;

8. The curricula have an impact on workplace culture; and

9. There are site-produced curriculum products and processes which could be
refined and disseminated.

Termination Study

The terminaticn study was born midway through the evaluaticn year when one
company-- Friction Materials, Inc. (FMI)-- ceased operation and another, Spir-it,
Inc. (Spir-it} became unable to sustain its education program. This study:

(1) describes and analyses how the goals of the FMI ESL program were linked to
company growth and profitability and examines why the program -- and the
company -- could not fulfill its goals;

(2) examines why Spirit, Inc. was no longer able to sustain its education program,
and addresses in particular what role basic skills education played in the
company's long term strategy to bring about needed organizational change.

The evaluator conducted a series of interviews with program staff and company
representatives at each site and then wrote case studies on each program. The
evidence and analysic presented here are intended to guide discussion about
workplace education in ways which link its success or failure to broad company,
union, and worker goals.

. \J
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Friction Materials, Inc., Lawrence

FMI was a small (100 to 300 employees), fifty-year-old manufacturer of brake
technology. Five years ago, the company was on the brink of bankruptcy, in part
due to heavy investments in new, non-asbestos based materials, and in part
because it was losing customers from a worsening reputation for poor quality.
The once successful company at that point negotiated 2 transfer of assets 10
Eckiin, inc.— a large and successful manufacturer of automotive parts. By
February 1989, when the FMI on-site ESL. program was begun, FMI had grown
from 100 to 260 employees.

The ESL program hoped 1o address some of the problems the company still
faced despite its growth: (1) poor retention of workers: (2) poor communication
between English-speaking supervisors and Spanish-speaking workers; (3)
inadequate skills which prevented many workers from participating in a company-
wide program in statistical process control: and (4) financial loss from excessive
waste in the production process, also to be addressed by the new SPC system.

In late winter/early spring 1989, with enroliment high, it seemed that the FMI
program was one of the best examples of a successful workplace education
program in the MWEL But, by late summer, over 100 workers had besn laid off
anc classes were reduced by over two-thirds. The reason given for the lay-offs
was lack of orders caused by a small recession. Much effort went into keeping
the ESL program alive during this time. Clear communication between workers
and supervisors was critical oecause (1) Ecklin began production of a more-
complicated brake which required workers to take instructions from sSupervisors;
and (2) a company-wide SPC program was being instituted that demanded good
English-language skills. However, Ecklin announced that it would shut down
operations at FMI a week before the teacher was to pilot a new quality-awareness
program. Ecklin cited fiscal reasons for closing the plant. Did the ESL program
live up 1o its promise? If so, was the program simply not enough to help save the
company? Or was the program never fully realized as par of a genuine strategy
for company change? If it was never fully realized, why wasn't it given the
apparent agreement on goals among the key players? The information collected
during the termination study attempted to answer these questions.

Conclusions

* Despite the agreement on goals among the key players, the program did not live
up to its promise. There was not enough support from upper management to
develop it fully or to carry it through hard times.

* Under pressure to meet quotas with a diminished workforce, management
seemed to pit immediate production goals against a long-term commitment to
education and organizational change. But this is more complicated in an
industry where there is no history (and no need until now) of understanding the
relationship between education and improvement.

* Management's commitment to instituting a complete quality control program was
questionable. There was even a question about the extent to which the quality

8
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program was intended to be an appeasement for one large customer as
opposed to a method which genuinely guided production and standards for all
customers.

- Because of the muddled messages being sent by management about education
and quality, the workers were not motivated to attend the ESL class.

Spir-it, Inc., Wakefield

Spir-it , Inc. is a 35-year-old company of about 125 people which produces plastic
stir-sticks, straws, picks, spears, and food markers. Purchased from the original
owner in 1988 by an investment group, the company hoped to grow over the next
two years to annual sales of $15 million. This new managernent pian, coupled
with the need to automate production to meet changing customer demands,
underscored the need for on-site instruction to workers whose basic skills and
English-language proficiency were limited.

In the spring of 1989, an ESL program was begun for 3 small group of workers.
Workers attended class on their own time after the main shift. After its first year,
the program seemed successful enough but then enroliment dropped to a
handful. When Spir-it showed a negligible profit in the second program ye =,
management decided to make the changes which they had been talking about for
some time: (1) consolidate production functions; (2) automate; and (3) institute
SPC. The Spir-it education advisory board tried 1o answer. How can the
educational services offered through the MWEI most help the company in a time
of transition? The answer included a plan to offer a pre-SPC course on company
time for all employees that would raise consciousness abou? guality and prepare
the way for SPC.

The coordinator developed the pre-SPC curriculum but, shorlly before it was to
be piloted, the program foundered on the issue of release time for line workers.
Management decidad it could not offer any program to workers during shift time
as planned because of increasing pressure to meet production quotas.
Management decided to offer the pre-SPC program to supervisors and managers
who, as salaried workers, could be asked to put the extra time into training
without pay. These people would then, in turn, teach the set-up people, line
workers and operators during their shifts. This solution did not meet with the
standards set by the state funder for proper use of workplace education funds for
basic skills education. When management further indicated to the state
coordinator that no enticement could be made to line workers to contribute their
own time 1o the education program because they might be laid off in the near
future, a fundamental problem became even clearer: The target group defined by
federal guidelines would probably no longer be employed.

Conclusions

- Although it appeared that Spir-it was developing a company-wide educational
- strategy to increase production in the long run, the company did not make a real
investment in education when production was tight. The management at Spir-it
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seems to have feit so desperate in the face of continually falling profits that they
could not entertain an alternative perspective, one which may have helped them
improve production through an investment in education.

Recommendations
Outcome Study

The following summary recommendations for the outcome study are divided into
two sets. The first set is for state-level planners and funders; the second is for the
evaluation resource people who would provide technical assistance to evaluation
tedms in the future.

In order to build on the strangths of the first year's experience and avoid the
problems encountered, state-level planners and tunders of workplace education
programs should:

v ail aelive pianning ang
ing. These teams would be

»

more than figurehead groups. They would be required to work together over
the course of the funding period to perform appropriate planning and evaluation
activities. They would need an active coordinator in charge of organizing

~ planning and evaluation activities. These activities would include ongoing
goal-setting activities and development and use of appropriate measures of
program outcomes. Program coordinators are the likely people to take on this
role.

IOW a BD-DY-S1€D Drocess

~1=1i1 ,
ect. With access to a core group

il i S Droi

of resource persons having technical expertise in the various facets of planning
and evaluation work, the evaluation teams could efficiently incorporate planning
and evaluation as a central function of their work, as they did in Cycle 4.
Already-existing teams would continue to receive technical assistance from
resource persons. The state-level partners would also organize this core group
of resource persons in Cycle 5.

g € - 14181 A1 : 21 S
across programs. The outcome evaluation this year only touched on the benefit
of this kind of cross-fertilization in the January 10th workshop. With the
exception of education staff who already enjoy regular meetings with their
counterparts from other programs, all of the participants at that workshop said
that they wanted more time with other people around the state who share their
particular interests.

In addition to what the state-level partners need to do, a good deal of activity is
needed at the level of the local workplace education partnerships. If the
paitnerships are re-organized under "planning and evaluation teams,” then the

10
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members of those teams must be educated abuut the value and technical
requirements of effective program evaluation. Specifically, to best facilitate team
based gvaluations in the second year, evaluation resource persons should:

* Provide training opportunities in which teams can develop a team identity and
negotiate goals to be achieved through collaborative program evaluation.

* Develop additional conceptual frameworks and group exercises through which
teams can clearly define desired workplace education outcomes.

* Actively address the contradiction between programs' desires to measure
meaningful outcomes and the limited amount of time they feel they can invest in
collective planning, data gathering, and analysis.

* Explore different ways to collect data beyond the checklist, survey, and
interview; develop a "menu” of methods for use across programs, including
both “direct® and "unobtrusive™ methods.

* Consult with a specialist in measurement to ensure that evaluation tools are
methodologically correct.

* Gather the teams together for more frequent sharing of information.

* Expand the computer data-analysis expertise among teams for the following

reasons. Computer analysis can:

-- help to systematize the sequence of steps in conducting an outcome study;

-- establish a system at the beginning of a study - or even a small group of
respondents -- which can be expanded and compared over time:

-- over time help to bring other data-collection procedures in the workplace into
a comparable format;

- present data in a statistical format which appeals to managers and others who
want "hard” information about how the program is working;

-- provide another way for students to become involved in their programs and
their evaluations.

A second year of planning and evaluation activity could thus combine guidelines,
funding, and technical assistance to create a new orientation and new capacities
in all workplace education programs in the state. This second year's activity
should itself be evaluated and in tumn built on in future years.

Curriculum Study

The Massachusetts Workplace Education Initiative has wisely encouraged each
of the programs to develop its own curriculum, tailored to meet its own local
needs. Howaever, at this point in the development of the Initiative, we beliave that
the programs could benefit from a more systematic approach. We recommenc
}he following actions and indicate in parentheses who might take responsibility
or them:

11 .
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1. Expand the use of evaluation team to all current and new programs, to enable
programs to define and measure program outcomes and to evaluate
programs’ diagnostic/placement and student progress assessment systems
(Evaluation Team).

2. Provide an oppontunity for programs to share, publish, and compare their
intended outcomes (State Level Partners).

3. Ask advisory committees and those responsible for curriculum development at
each site to review their curriculum and classroom assessment instruments in
terms of newly-clarified intended outcomes, and to refine (add and eliminate)
curriculum units and instructional activities to increase achievement of these
agreed-upon goals (Program Sites).

4. Examine intended outcomes across the initiative to determine which of these
goals are widely shared, and publish a.document listing these. Ask individual
programs to list commercial and home-grown curriculum materials which they
have found effective in helping student/workers achieve these outcomes; and
prepare, publish and distribute a matrix of these materials indexed to their
intended outcomes. This will serve three purposes: (1) it will provide a useful
self-evaluation activity for each program, as it sees for which goals it has or
doesn’t have adequate instructional materials; (2) it will provide a useful way
for programs to share materials across the Initiative; and (3) it will provide a
clear picture of where materials need to be developed across the Initiative
(gtateE lé?)vel Partners, through the System for Adult Basic Education Support
[SABES)).

5. Using the set of draft curriculum standards which we prepared for this study (or
another draft set of curriculum standards) ask representatives from all
programs in the Initiative to review, critique, and accept a set of initiative-wide
curriculum standards. Use these standards in requests for proposals, and use
them for periodic peer evaluation of workplace education programs (State
Level Partners and Program Sites).

6. Staff development is important for all workplace education teachers
and other staff. Each staff member should have an annual staff
development plan which is related to areas of the job in which this
person agrees that further knowledge, skills, or practice are needed
(State Level Pariners and Program Sites).

7. As workplace education teachers need to share their problems, solutions, and
expertise, we recommend that regional workplace education teacher-sharing
networks be created in at least two other parts of the state, the central and
western regions. They could be modslled after the successful existing
network in the Boston area sponsored by the ALRI/SABES Greater Boston
Regional Center. These networks could use the above matrix as a tool for
teachers sharing curriculum materials and for collaboration to develop new
materials across programs (State Level Partners, through SABES).

12
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8. Copies of workplace education curricula and curriculum materials developed
locally and elsewhere should continue to be collected at the ALRI/Greater
Boston SABES Regional Center library and at the State Workplace Education
Library, and lists of these materials should continue to be updated and
circulated among workplace education programs (SABES).

9. The orientation for adult basic education staff developed by Quinsigamond
Community College for its adult education teachers should be reviewed by
SABES as a possible model for orienting new workplace education teachers
regionally across the state (SABES).

10. The position of state Workplace Education Coordinator should be restored in
order o coordinate these and other state-leve! responsibilities (State Level
Partners).

11. The workplace education programs should consider the advantages of
computer-assisted instruction, and purchase computers. The state staff-
development and support system should nrovide training to workplace
education teachers in how to use computers for instructinnal purposes and as
tools for word processing, and information storage and retrieval (State Level
Pantners, Program Sites, and SABES).

12. As in many adult basic education efforts, the systematic teaching of
mathematics is weak or non-existent in these programs. Mathematics
instruction, possibly using computer-assisted instructional software, should be
made a higher priority, particularly in programs where mathematics
knowledge and skills are required to perform work tasks (Program Sites).

13. It the use of computers in workplace education programs in small-to medium-
sized companies is 1o become a reality, resources for computers and
computer-assisted instruction need to be made available 10 programs through
both public and private sources. In particular, we recommend that the Federal
Workplace Education Initiative address this problem in its guidelines and
requests for proposals.

Termination Study

* The MWEI should encourage employers and unions to think about education as
a long-term strategy for improving workers’ skills and reorganizing the
workplace. This encouragement may take the form of a workshop, seminar, or
panel presentation designed for the business community and organized labor.

* The MWEI should solicit the public support of business and union leaders who

are invested in education as a long-term strategy for change in the workplace,
and involve them in workshops and other presentations on the topic.

13
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» The MWEI should consider more deeply than it has already how ethnicity and
class influence program success. It should include these issues in discussions
and workshops about workplace education.

» The MWEI should consider first-language instruction in those settings where it is
an appropriate strategy.

14
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Introduction

in November of 1990, the Bureau of Aduit Education in the Massachusetts
Department of Education contracted with Evaluation Research, an independent
consuiting company, to conduct an evaluation of the fourth Cycle of operation of
the Massachusetts Workplace Education Initiative (MWEI). The broad goals of
the MWEI Cycle 4 evaluation were:;

1. to review the organization and delivery of educational materials and
curricula in four workplace education programs and to assess the overall
effectiveness of these materials and curricula;

2. to develop a process for defining and measuring meaningful
"outcomes"” in eight workplace education programs, a process which
would become the basis for an ongoing, customized evaluation system in
each program. '

This report describes the rationale for, and the methods and results of what
came to be known as the "curriculum study” and "outcome study" of the MWEI
Cycle 4 Evaluation. Midway through the outcome study, one company
relocated its operation to another piant and another was unable to modify its
education plan to comply with federal guidelines. As a result, Evaiuation
Research conducted termination evaluations in these two companies. The
"termination study” became the third section of the MWEI Cycle 4 Evaluation.

Background of the MWEI and the Cycle 4 Evaluation

The Massachusetts Workplace Education Initiative was begun in 1985 as an
interagency effort to bring adult basic education and English as a Second
Language (ESL) instruction directly into workplaces throughout the state. State
policy makers had at that time become concerned about the large numbers of
workers who did not have the basic skills to apply successfully for new jobs after
plant closings and other lay-offs. This concem led the former Office of Training
and Employment Policy in the Executive Office of Economic Affairs, the Bureau
of Adult Education in the Department of Education, the Executive Office of Labor
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and, later, the Commonwealth Literacy Campaign to form a partnership to
improve workers' skills before thay lost their jobs. It was felt that a more-skilled
workforce would strengthen business, enhance competitiveness in a harsh
economy, and save jobs.

As this workforce initiative got underway, it was becoming clear that
Massachusetts was not alone in its concerns about the readiness of its
workforce. Increasingly, a national alarm was being sounded in the late 1980s
about the need for American employers and union leaders to take more
responsibility for re-skilling the workforce. Prominent figures like Labor
Secretary Elizabeth Dole and Xerox CEO David Keams alerted the nation to the
education "crisis' in the workforce. "Workforce 2000: Work and Workers for the
21st Century,” the widely-cited 1987 report by the Hudson Institute, stated
unequivocally that as the American workforce grows older, includes more
women, and becomes racially and ethnically more diverse toward the year
2000, no institution in the nation can automatically depend on having an
unending stream of new workers with the right skills to match available jobs.
Further analysis of the problem and poesible solutions were oftered in
"America's Choice: High Skills or Low Wages,” the challenging report of the
National Center on Education and the Economy. The authors described the
mismatch between an aging American workforce trained in large-lot, assembly-
line manufacturing processes and the demands of a new. global, customized
manufacturing economy. They suggested that America increase its productivity
by reorganizing how we work, training workers to perform more skilled jobs, and
emphasizing quality.

Organized labor was also adding its voice to the discussion with a similar set of
arguments. Anthony Sarmiento, Assistant Director of Education for the AFL-
ClO, wrote: "If managers focus entirely on their firm's next quarter performance,
long-term investments like worker training and research and development are
ignored. How do we avoid the economic ‘cliff ahead, where the gap between
the economic ‘have's’ and ‘have nots’ will widen still further and social tensions
will deepen? Our first task is to better understand the nature of the problems we
face. We need to restructure our outdated workplace, not just expand and
improve our inadequate education and training systems. Both will require
money and patience, as well as a renewed coramitment to all workers and their
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families.” Numerous other reports, studies, and articles were also being written
by analysts from varied fields which legitimized the need for improving workers'
skills as a major component of a larger reorganization of the American
workplace.

Local business leaders took up this cause, as well. In early 1991 twenty-three
Massachussetts CEOs sent a letter to Governor William Weld urging state
support for education in the workplace. They said: "We are, all of us,
dependent upon the quality of our workforce 1o make quality products and to
delive: quality services on time. We cannot compete in today's international
markets unless we can offer the high quality goods and services our customers
demand, when they demand them. To do this we must have a workforce skilled
for the '80s; and we must have it now, not ten or twenty years from now.”

However, daspite these calls to action, information remains relatively scarce
about how education programs function optimally in the workplace, how
curricula are best developed and implemented, and what is actually being
achieved in these programs.

Eormer Evalyations
Cycle 1

In the mid-1980s, the MWEI state partnership found very little information to
guide its development of service delivery and policy in the new field of
workplace education. As a result, the partnership commissioned a series of
evaluations which documented the varied workplace education service delivery
models bsing developed around the state. With this information, the state
partnership began to systematically educate itself about this new enterprise.

In Cycle 1, the evaluation consisted of ethnographically-oriented case studies of
six workplace education programs. In order to understand how workplace
education programs might function in different settings with different worker
populations, six sites were selected which represented a cross-section of
industries and populations: a distribution center for a national discount retailer
of clothing and household goods, a hospital, a small metals manufacturing
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company, two laundries, a national communications corporation, and a
consortium of clothing manufacturers.

The case studies documented how the programs were conceived, developed,
and carried out on a day-to-day basis. They described the worker population,
the learner population, recruitment methods, curriculum, scheduling of classes,
barriers to program participation, and particular program strengths and
weaknesses. Out of these six case studies emerged the basic guidelines for
effective program development that the MWEI! has built on over the years.
These included:

« Conceive of your workplace education program as a partnership that
represents the varies interests of the partners -- upper-level management,
supervisors, union representatives, workers who are enrolled in the program,
education staff - even workers who are not enrolied in the program.

+» Do not assume that the support of upper-ievel management alone will insure
the success of a workplace education program. involving mid-management
and supervisors in program planning is also essential. These are the people
who have daily contact with the workers and who therefore support -- or do not
support -- the program in practice.

« Designate a program coordinator whose job it is to facilitate the partnership
and oversee program development and implementation.

Cycles2and 3

The Cycle 2 evaluation continued to build a data base about what was going on
in MWEI programs by preparing detailed case studies on an additional
seventeen programs. It also continued to identify the essential "building blocks”
of a successful workplace education program. But by Cycle 3 policy makers
were looking for information which focused more specifically on program
outcomes.

From the beginning, the state had seen its investment in workplace education
as a way of "seeding” programs whose costs would eventually be picked up by
the host employer and/or union. By Cycle 3 it was becoming increasingly clear
that employers wanted to know whether the programs were delivering results or
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not before they invested in them. Similarly, unions were exploring the
conditions in which they would or could support basic skills programs with
money as well as good will.

As these potential "investors” in workplace education looked more closely at
where to put their worker education resources, questions persisted about how
to define and measure success. For example, some employers and unions
began to see education as gne parn of an overall strategy to improve production,
services, and the organization of work, and believed it was misieading to
assess their educetion program apar from other changes being undertaken.
Other institutions were more tied either to traditional academic measures of
student learning (measures whose applicability in the workplace were
questionable), or to a "hard™ measure of cost saving that would guarantee return
on investment.

In response to these questions about the desired outcomes of workplace
education and how to measure those outcomes, the Cycle 3 evaluation
negotiated with seven workplace programs representing different industries and
worker groups to participate in a pilot outcome study to be conducted by an
outside evaluator. Four of these programs were in small businesses, one in a
hospital/nursing home complex, one in a high-tech manufacturer of
communications technology, and one in a distribution center for a national
discount retailer of clothing and household goods. All seven of the programs
provided ESL classes and only one provided primarily adult basic education.

This Cycle 3 pilot outcome study was the MWEI's first attempt to (1) identify and
measure site-specific outcomes, (2) analyze what outcomes are meaningful in
different business and industry contexts, and (3) build a czse for why
companies and unions should continue to suppont education beyond the
"seeding” stage.

The pilot outcome study found that:

 Outcomes are relative to the goals which are established for a program. A
workplace education program is a partnership among different interest
groups which may hold different goals for the program, including, at least:
the participating workers, union representatives, supervisors, and managers.
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Complete and fair evaluations of outcomes must therefore provide all
players opportunities 1o, first, define the outcomes to be evaiuated and then
assess what outcomes in fact are being achieved.

« Outcomes can be desired or actual. Desired outcomes are what the program
wants to bring about, especially in the long term; and actual outcomes are
what the program is in fact achieving in the present. The actual outcomes
can be anticipated, or unanticipated. Anticipated outcomes are those that
are consonant with the desired long term outcomes. Unanticipated
outcomes are surprise, unpredicted outcomes. In the case of the workplace
education programs studied in Cycle 3, unanticipated outcomes were
universally positive and shed light on how broadly defined the effects of a
workplace education program might be. For example, entry-level workers in
a nursing home reduced their absent days to aimost zero, saving the
administration thousands of dollars in fees to agencies who provide day-
replacement workers. Similarly, a small manufacturing company found that
the number of accident claims madse to the personne! office was reduced to
aimost zero.

» Desired and actual outcomes vary from program to program, even within the
same industry, and they also vary across industries. Outcomes are relative
to the type of basic skills, ESL or other educational service offered,
educational staff and materials used, the demographics of the worker
population, whether a union is involved, the type of product being produced,
management styles, and the economic conditions in which the company
competes. Workplace education program outcomes are, therafore, not fixed
entities which can be approached in a one-dimensional way. Rather,
outcomes change from program to program, and even within programs
themselves, depending on a variety of conditions.

The Cycle 3 evaluation thus helped the Partners clarify some of their concerns
about how to measure program outcomes. Wanting to build on these findings,
the MWEI was, in Cycle 4, motivated even more strongly to help programs

continue to assess their outcomes jn terms that are more specificaiiy relevant to

employers', unions'. and learners' goals. As a result, the evaluators developed
a process for defining and measuring meaningful, site-specific outcomes which

was piloted in six workplace education programs. This process would be
designed so that any workplace program could adapt it to its own evaluation
needs and resources and develop its own ongoing, customized evaluation
system. Evaluation would thereby become seen within MWEI not as something
done "to" programs by outside evaluators but as an intrinsic pan of every
program's day-to-day operations. In Cycle 4, the Partners also recognized the
need to have more-detailed information on the range of curriculum models
being developed in its programs. MWEI thus took the opportunity to review the
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organization and delivery of educational materials and curricula and to assess
the overall effectiveness of these materials and cumicula. The cumiculum study
forms the second section of this repon.

Participating Programs

The following programs participated in the Cycle 4 curriculum and outcome
studies. Tha curriculum study was conducted in four of the same programs that
hosted th3 outcome study. An asterisk indicates participation in both studies.
No asterisk indicates participation in the outcome study only. The programs at
Friction Materials in Lawrence and Spir-it, Inc. in Wakefield are described in the
termination study, section three of this repor.

Laura Sperazi conducted the termination study. She also conducted the
outcome study at the Hampden Paper Company and Aerovox, inc. Paul Jurmo
conducted the outcome study at the United Electric Controls Company,
Kennedy Die Castings, inc, South Cove Manor Nursing Home, and Boston City
Hospital. David Rosen conducted the curriculum study at the South Cove
Manor Nursing Home, Boston City Hospital, Kennedy Die Castings, Inc., and
the Hampden Papser Company.

Hampden Paper Company, Holyoke*

Hampden Paper is a small (180 workers), family-owned, paper
manufacturing company situated along the Connecticut River. As the work
at Hampden Paper becomes more skilled and more customized, greater
demands are made on workers to communicate, collaborate, problem-solvs,
innovate, perform quality control, and perform more than just one job.
Education.is seen as a primary strategy for sustaining this massive change
at Hampden Paper.

At the present time, all levels of ESL, ABE and GED instruction are offered
on an individualized, by-appointment basis in the company learning center
(classroom). In addition to the instruction currently offered, a "cerification”
program will soon be developed. This will mean that workers can become
certified to perform as many operations in the production process as they
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choose to learn through enrolling in -- and completing -- job certification
programs.

Aerovox, inc., New Bedford

Agrovox, Inc. manufactures capacitors -- conduits for electrical charges.
Aerovox is a medium-sized company {(about 700 employees) in a mature
industry faced with the chalienge to automate, down-size, develop a quality
control program, and to improve worker skills. These changes must be
made if the company hopes to compete with companies which are
preducing less expensive, equally sophisticated products outside the U.S.
As the company embraces mora sophisticated production technology, the
demand for workers to communicate and read well in English and to perform
math functions required for statistical process control increases substantially.

The thres components of the Aerovox workplace education program -- ESL,
ABE/GED, and math for SPC -- all directly address the need for improving
workers' basic skills to prepare them for new forms of work. When
management looks to where it wants the company to be six years from now,
education becomes a larger and larger part of the overall strategy 1o get it
there.

Kennedy Dle Castings, Inc., Worcester*

Kennedy Die Castings, Inc. is a forty-one year old manufacturer of metal
castings. it employs about 100 people. Like many small manufacturing
companies throughout the state, Kennedy Die Castings faces new
challenges as it: converts its production methods 1o include sophisticated,
computerized machinery; introduces the team approach to problem-solving
known as "quality circles;" and institutes statistical process control to keep
costs down and quality up.

About 65 % of the employees at Kennedy Die Castings are limited English
proficient. Most of these employees are Southeast Asian, Polish, and
Hispanic. Changes in the production process demand that these workers
adapt and upgrade their skills to accommodate increasingly sophisticated
machinery and team methods of problem-solving. The company offers one
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ESL class. Providing on-site instruction is one step toward developing a
confident, skilled and adaptable workforce.

United Electric Controls Company, Watertown

Since 1987 this successful family-owned manufacturer of industrial sensors
and temperature control devices has overhauled its management and
production technologies according to the principles of "continuous
improvement.” Motivated by severe profit losses, it abandoned traditional
"large lot" manufacturing methods in favor of techniques that stress
employee participation in the production process. In order to facilitate these
company-wide changes, management offered ESL instruction to its limited-
English-proficient workers, approximately 45 of its 350 employees.

The ESL program continues to be an integral part of the overall strategy to
continually refine the production process. Without it, old and new
employees who have limited English language skills would not be able to
participate fully in these changes.

South Cove Manor Nursing Home, Boston*

The "product” which staff produce in this one-of-a-kind nursing home for
elderly Chinese people in the Commonwealth is quality resident care.
Differences in culture and language between primarily-Chinese nurses’
aides and other entry-level workers and native-English-speaking
supervisory staff can compromise quality of resident care in serious ways.
For example, the seemingly small error of placing a salted or sugared food
item on a food tray for a resident with restricted dietary needs may cause
health problems.

The South Cove Manor ESL program facilitates communication among
English-speaking R.N.'s and M.D.'s, Chinese-speaking nurses aides and
other entry-level workers, and between nurse's aides and residents, thereby
improving the quality of resident care.

Boston City Hospital, Boston*
The main facility of this large urban medical center which serves Boston's
poor recently underwent major renovations in order to provide better care to
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more people. Like other hospitals and health care agencies, Boston City
Hospital (BCH) faces a critical shortage of trained workers at the entry, aide,
technician, and R.N. levels. Basic skills instruction and a unique study skills
course is one pan of the hospital's strategy to retain loyal workers, promote
them through the ranks, and become a quality care facility.

The BCH program is unique in two ways. First, it recruits workers from three
other affiliated health care facilities through union membership. (There are
three unions which support the BCH workplace education program:
AFSCME 148¢; SEIU 1475, and SEIU 285.) And, second, it offers two very
different levels of instruction: the ABE/PRE-ASE/ASE level and a study skills
class which prepares people for study beyond the secondary level.

These programs are described in greater detail in the case studies contained in
Appendix A, under separate cover.
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The Outcome Study

The Evaluation Team Process: How ¥ Answers Difficult Questions in
Workplace Education Program Evaluation

In a widely-cited article titied "Evaluating National Workplace Literacy
Programs,” Thomas Sticht defines the purpose of a workplace education
program evaluation. His frame of reference is programs funded through the
National Workplace Literacy Program (NWLP). He says that program
evaluation should be seen in the context of the goals of the NWLP: "The
ultimate goal of the National Workplace Literacy Program is to improve the
productivity of the workforce through the improvement of workers' literacy
abilities. For this reason, after providing convincing evidence that
improvements have taken place in literacy abilities, the workplace literacy
provider needs 1o present convincing evidence that the improvements in literacy
have led to improvements in job productivity.” (p.10) In the same article he also
says that: "...one of the goals of evaluation is to permit the improvement of
programs, not to simply decide if they work or not." (p.10)

While educators, union representatives, workers enrolled in programs, and
even some company managers might choose to define the ultimate goal of their
programs in somewhat broader terms than improving the productivity of the
workforce, the fact remains that demonstrating a "convincing” link between
worker participation in a workplace basic skills program and increased job-
related productivity is a nationa! priority. The task of developing meaningful
measures of that "convincing link™ is a difficult one which requires real, ongoing
collaboration among the partners represented in a workplace education
program: employers, unions, educators, and workers themselves. One vehicle
for building this collaboration is an "evaluation team" in which these interest
groups together identify the outcomes which they hope their education
programs will achieve, measure what outcomes are, in fact, being achieved,
and demonstrate the link between the education program and increased
productivity and other desired outcomes.

It took the Massachusetts Workplace Education Initiative four cycles of
evaluating its programs before it began to explore this process of team
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development and mutual definition and measurement of outcomes. Despite the
imperfoctions of the process -- it is new and needs considerable refinement it
took us one big step closer this year to actually forging and demonstrating a link
between basic skills instruction at the workplace and increased productivity.
Furthermore, the evaluation team has became a vehicle through which the
information gathered in the evaluation can be used to improve program
services. Thus, cvaluation becomes more than just figuring out what works or
not.- it becomes a way of using what you learn to improve what you do.

The MWE!I Outcome Evaluation: Cycle 4 Summary Results

The following is a summary of the findings of the MWEI Cycle 4 Outcome Study.
Subsequent sections of this report describe in detail the ten-step process we
employed and elaborate further on the study’s findings and future directions.

« The main finding of this study is that it is both possible and desirable to
establish a process for identifying and meast:ring workplace education
program outcomes which actively involves representatives of the entire
partnership. This requires a major commitment of time and hard work from the
company, union, education staff, and students which should be buitt into the
work-plan for the project. Outside consultants - acting as facilitators of a
team-building and planning process -- are an essential element in the
establishment of the evaluation team, especially in the beginning stages of the
evaluation.

» In this model, consultants are really training the teams in many aspects of
survey and evaluation research -- goal-setting, questionnaire construction,
data analysis, and so forth. If team members have some familiarity with the
mechanics of evaluation, the work is made easier. If team members have
limited -- or no -- familiarity with evaluation, problems will then no doubt arise
about the amount of time spent in this work, and who (the team or the
consuitant) should be doing it.

» Designing data-gathering instruments is a difficult task that requires expert
help for two reasons. First, people want instruments that take very little time
but are also a:curate. Second, the way that we typically think about data-
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gathering instruments in this setting -- questionnaires, surveys and checklists -
- might be time-saving but not the best way to measure what needs to be
measured. Simulations, indirect measures of achievement, use of existing
data sources like productivity or personnel records - these and other
measurements should be explored. Establishing a computerized data base
with a software package like Statistical Program for the Social Sciences
(SPSS) early in the evaluation can help to organize how team members think
about evaluation and helps team members to streamiine questionnaires and
surveys.

* Student self-report data are central to understanding the change that takes
place in a workplace education program, and no evaluation of a workplace
education program would be complate without them. There are even some
workplace education programs (not in the group of programs under study in
this report) which consider student self-repornts the most reliable source of
data about program impacts.

However, this year's new look at program outcomes raises old methodslogical
questions about (1) the strengths and limitations of student self-repont data,
and (2) about the disparity between students’ and supervisors’ perceptions of
change. Much of the data collected by the participating programs are student
self-repont data supplemented by supervisor reports, and, in one case, by
"customer” reports from the residents in the South Cove Manor Nursing Home.

In some cases, when student self-report data were compared with
supervisors' assessments of those same students, there turned out to be a
significant disparity between supervisors’ and students’' perceptions. This
disparity presented the consultants with a number of questions: "What does
this disparity mean?” and "Whose assessments more accurately reflect reality
-- the supervisors’ or the students'?"

Upon further reflection, the consultants identified the following factors as
possible reasons for the disparity between supervisors' and students'
assessments:
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Different expectations or standards: Students and supervisors might be
operating with different levels of expsctations about what students should

be achieving. For example, a limited-English-proficient nurse’s aide
might consider it a great achievement to simply be able to say a few
words of greeting in English to patients, while a supervisor might expect
that same aide to be much more fluent. Furthermore, the supervisor
might be looking at the employee's overall compsetency rather than
facility with the components of a learning task. For example, the student
may have learned many of the steps involved in using fractions and see
tremendous improvement in his math, but not yet be able to apply that
learning to his job.

Lack of understanding of an evaluation's terminology or "mechanics":
Some students and/or supsrvisors might not fully understand the terms
being used in, say, a questionnaire. Or perhaps they aren't familiar with
the rating scale used. If frustrated, embarrassed, or confused by these
‘technicalities,” an informant might provide inaccurate responses to the
questions asked rather than take the time -- and risk embarrassment -- to
ask for help.

Lack of trust about how responses will be used: Students might fear that,
if they give themselves a low rating on a seif-report, they - or their
teacher - might somehow be punished. Similarly, a supervisor might be
concerned that giving a student a "low” rating would jeopardize that
student's chances for promotion; that supervisor might therefore tend to
inflate students’ scores.

. , ‘o ratings | . to individual self-
assessments by students: When there are many students enrolled in a
program, witn significant numbers in each department in the host
institution, it is very time-consuming for supervisors to assess change in
students on a case-by-case basis. Consequently, in some programs,
supervisors were asked to respond to questions about change in
students’ behavior in the aggregate. That is, they considered the
students as a group rather than as individuals. While these aggregate
data give overall impressions of what changes have occurred in
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students’ performance - data which can be useful -- they ‘flatten” the
assessment of change by making it impossible to distinguish between
those students who have learned/changed considerably and those who
have learned/change less. When data from students' seif-assessments
are compared to the composite picture presented in the supervisors'
assessments, there will naturally be a disparity between the students
who rate themseives low or high and the "average” scores reflected in
the aggregate data.

It appears that student self-reports are most useful under the foliowing
conditions: (1) students are actively involved from the start in sstting program
goals and designing meaningful and "user-friendly” insiruments for gathering
data about actual progress toward those goals; (2) students have an
opportunity to practice using those instruments, so that they understand the
"mechanics” of the instruments as wall as the need for honest, thoughtful
answers; {3) there is a high degree of trust between students and others
involved in the program, so that all involved support the notion of students’
providing honest, thoughtful information, and (4) students' self-reports can be
directly compared to data from supervisors' ratings and/or other sources.

* All the teams were interested in identifying and measuring outcomes which
would demonstrate what the link was between their workplace education
program and specific improvements in employee job performance. These
outcomes, in general, consisted of improved abilities to apply reading, writing,
oral communication, and math in specific job functions. However, all the
teams were also interested in broader outcomes which represent a new order
of skills demanded in the changing Massachusetts (and American) workplace:
for example, problem-solving, taking initiative, and working effectively with a
team. Many of the evaluation teams were also interested in outcomes that
focus on students’ personal development (for example, going on to coliege,
being able to communicate with neighbors), on their understanding of their
rights as workers and citizens, and on their participation in their unions. All of
these skills were seen as complementary and integral to the "whole" learning
which makes adapting to new challenges possible. Thus, the pool of
outcomes identified by the teams reflected an understanding of how an
employee's productivity can be strengthened by helping the worker to develop
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a mix of skills at the same time: immediately-job-specific skills, broader skills
transferable across a number of jobs, and "life skills” which not only enhance
the employee’s personal development but are transferable back to the job.

« Despite the methodological limitations of this study, evaluation teams did
report change. For example, at Hampden Paper, understanding production
tickets is a critical part of the production process. These "tickets” give
instructions on how to make a particular paper product. Sixty percent of the
supervisors who responded to the supervisor questionnaire noted
improvement in workers' accuracy in reading these tickets. Eighty-soven
percent of the students who responded to the student questionnaire noted
improvement in reading accurately.

At Aerovox, an identified -- if unanticipated — improvement in workers' taking
safety precautions may save the company a significant amount of money by
reducing the amount of worker's compensation insurance which the company
needs to purchase. (Over 81% of the workers noted improvement in their
safety-related behavior, as did 66.7% of the supervisors.) While the
workplace education program may not claim all the cradit for this improvement
-- the company nurse had also begun more safety training (especially with
drivers) during the year, and reassigned injured workers to "lighter” jobs -- the
members of the evaluation team, including upper-level managers, believed
that the education program was, at least, partially responsible.

The exhaustive tabulation of the data gathered by the South Cove Manor
program coordinator provided similarly telling insights into the outcomes a
workplace education program might bring about. The education program is
credited with significantly increasing positive interaction between residents
and nursing assistants. For example, residents feel they interact positively
with 91.6% of students; residents report that 83.3% of students adequately
explain procedures; residents report that they now interact more positively
with 66.6% of students; and students feel that they now satisfactorily engage
in 57.81% of the positive interactions considered critical to quality care.

At Kennedy Die Castings, the supervisor who twice evaluated the students
noted that students, on average, improved slightly during the period of June to
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August in their abilities to handie all of the given job tasks, and that they
showaed the strongest abilities in (a) identifying quality defects, (b) functioning
as a Kennedy employee, and (c) comprehending and following directions.

Chart A: Summary of Types of Outcomes Identified in MWEI Cycle 4 Outcome Study

impact on Worker Impact on Worker impact on Worker  Impact on
Organization

Job Specific/Higher Personal Unlon Interests

Ordor Skills Development
Frogram
Hampden X X X X X
Aerovox X X X X
Kennedy X X X
UE X X X
SCM X X
BCH X X X X X




Chart B

SUMMARY OF DATA-GATHERING ACTIVITIES UNDERTAKEN IN MW.E.l. YEAR 4 OUTCOME STUDY|
SITE Sup. Q Sup. Interviews Learner Q |{Simulation|Client Interview |Flow-Sheet
Hampden 7 sups. rated 20 Ls 20 Ls
Aerovox 9 sups. roted SS Ls S51Ls
Kennedy 1 sup. reted 10 Ls (twice)} 10 Ls (twiced
UEC 4 sups. rated 14 Ls 191Ls
SCM 8 sups. rated 12 Ls 231s 19 Ls 8 clients rated 12 Ls{21 Ls
BCH 6 sups. rated 6 Ls 7 Ls
TOTALS 34 sups. rated 107 Lsi 1 sup. rated 10 Ls (twice) 134 Ls 19 Ls 8 clients rated 12 Ls|21 Ls
Abbreviations: _
Q= questionnaire
Sup. = supervisor -
Ls = learners |
Jo
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The Outcomo Study as a Ten-Step Process

The outcome study is reported here as a ten-step process that both reports on
the work of the participating programs and offers a schematic which -- with
adaptation -- can be used in other programs. Note that the data-gathering
instruments used and the findings at each site are described in greater detail in
the case studies contained in Appendix A, under separate cover.

l. Goals to be achieved:

The outcome study was designed as a combined outcome study and
organizational development project. The project attempted to achieve the
following three major goals:

1. Build the capacities of individual programs to conduct outcome
evaluations.

2. More clearly define desired outcomes for each site and produce data
which demonstrate what in fact is being achieved.

3. Develop a "ool kit” (an evaluation planning process, data gathering
instruments, and resource persons) which other programs can use to
develop their own planning and evaluation systems.

This was thus not a traditional "outcome study” conducted by outsiders but
rather an effort combining organizational development and outcome evaluation
activities. The consultants discussed these goals with the teams throughout the
course of the project, to make it clear to the teams what in fact the project was
attempting to achieve.

Il. The ten-step process used in the six sites:

The process used in the outcome study consisted of a series of:
1. mesetings between the consultants and the six evaluation teams;
2. individual discussions between the consultants and team members;
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3. independent work by individual team members -- especially the
program coordinators -- and the consultants to develop and use
evaluation instruments;

4. a special workshop on how to conduct an outcome evaluation; and

5. a special workshop on uses of computerized data-processing systems.

in the meetings between the teams and the consultants, the teams were
typically presented with a set of open-ended questions, or set of goals to be
achieved, which aimed at getting them to think through - and define for
themselves -- the central issues which need to be addressed when planning
and implementing an outcome study. In this approach, the consultants
intentionally avoided prescribing a standardized formula for ail teams to adopt.
This approach aimed instead at helping the teams to develop evaluation
systems customized to their unique needs and resources.

The consultants and teams went through the following ten-step process over the
period of late 1990 through the fall of 1991:

Step 1: Evaluators familiarize themselves with the programs: December
1980 - February 1991

The consultants familiarized themselves with the history of the programs
through review of documents from previous evaluations, interviews with
program coordinators, and through site visits to the workplaces themselves. (In
some cases, tours of the organization/program occurred during the first site
visits described in Step 4 below.)

Step 2: Program coordinators convene their evaluation teams and inform
them about the evaluation which is planned for the coming year: December
1990 - January 1991

Each program funded under the MWEI is headed by a coordinator, typically a
representative of the educational institution providing the actual education
services. The coordinators to be involved in the Cycle 4 evaluation had agreed,
in conversations with the consultants, that team members should represent the
various interest groups involved in the workplace education program
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partnership -- workers enrolled in the program, education staff, union
representatives, supervisors, and managers. To prepare for the work which the
team would undertake during the course of the year, the program coordinators
discussed the evaluation team concept with potential team members and then
invited them to a preliminary meeting. In this preliminary meeting, the
coordinators presented the goals of the evaluation, and prepared the team for
the meeting of all the teams from the participating programs to be held in Boston
on January 10th.

Step 3: Teams from six sites meet as a group: January 10, 1991

Representatives from all six sites met in Boston on January 10th. There they got
to better know their fellow team members and were introduced to people
representing similar interest groups in other workplace education programs
from around the state. This was the first time that members of the various
workplace education interest groups had the opportunity to meet with each
other across programs. The consultants gave participants an overview of the
above-described purposes of the outcome study along with a proposed
schedule of activities for the subsequent nine months.

The teams were then challenged to work in various kinds of group activities to
begin clarifying for their respective sites answers to the following fundamental
question: "Who wants to know what information for what purpose?" (This
question is central to an evaluation process developed by Professor David
Kinsey of the Center for International Education at the University of
Massachusetts at Amherst. See Kinsey in References)

More specifically, this question was broken down into sub-questions:
1. Who are the interest groups represented in your program?

2. What information do those various interast groups want to develop in
this evaluation?

3. Why do they want to know that information?
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These discussions produced the following kinds of statements:

1. "Who?": The key interest groups represented in the evaluation teams
were upper-level management, supervisory personnel, unions, adult
education staff, and employees participating in the program. Other
parties not directly involved in the teams — bu: who nonetheless might
have an interest in knowing what the program was accomplishing --
were program funders, the families of participating employees, the
communities of those employees, and workers not participating as
students in the program.

2. "What information?" Initially, team members tended to say they wanted
to know how the "self-esteem,” "communication skills,” and
*productivity” of employees were impacted by the education programs.
When encouraged to be more spscific, they were able to give some
examples of more-specific results -- particularly job-related abilities --
which they wanted to examine.

3. "Why?" The teams said that, overall, they wanted to know whether the
program was "working.” When pressed to be more specific about
*why" they wanted to know this, they cited two key reasons: (a) to
demonstrate to funders and management the value of the program,
and (b) to clarify what needs to be done to improve the program.

Step 4: Each team further defines "Who Wants to Know What Information
for What Purpose and How Will that Information Be Gathered?": February -
March 1991.

The consultants at this point took essentially the same approach to getting the
teams to further define what information they wanted to get in the study and how
they would get it. Howrver, because there was some variation in the two
consulitants' interactions with the evaluation teams, the two concultants’
activities will here be described separately.

The two consultants took slightly different approaches to their work with the
teams for the following : 2asons:
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1. Two programs had not participated in any prior MWEI evaluations.
Therefore, the amount of information aiready gathered about these
programs was limited. This made it necessary for the consulitants to take
extra tirne to develop basic understanding of the issues and players at
these sites before the work could really get underway.

2. Both consultants saw a value in making their interactions with the
evaluation teams as "natural” as possible. This meant that each
consultant was to use his or her best instincts and prior experience and
try to respond to the unique interest: and strengths of each team. It was
felt that such a "natural” process would produce a more valid picture of
how evaluation teams can work than would a team effort shaped by a
predetermined, artificial set of "rules.”

3. One consultant, as a resident of Massachusetts, had more-ready
access to the program teams than did the second consultant, based in
New Jersey. This gave the Massachusetts-based consultant a freer hand
in scheduling site visits and otherwise communicating with the teams,
thereby allowing her to be more flexible and responsive vis-a-vis the
needs of each site.

At Hampden Paper and Aerovox, the consultant structured the evaluation
activities more as a series of tasks the team had to accomplish. At South Cove
Manor, United Electric Control, Kennedy, Boston City Hospital, the consultant
structured the evaluation activities more as a series of questions the team had
to answer. The tasks to be accomplished or the questions to be answered were
comparable for each of the visits which the consultants made to the sites.
Having completed the evaluation team process with these slight variations, the
consultants agree that structuring the on-site meetings as as series of questions
helps the team to focus on the work to be done, especially when team members
are involved in evaluation work for the first time.

First Meeting with Hampden P T

Each of these programs posed special challenges to the outcome evaluation
which led the consultant to create special activities for the initial site visit at
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these two sites. Neither program had participated in a MWEI evaluation before.
Consequently, there was no base of information on which to build the outcome
study, and no prior experience for team members of working with an extemnal
evaluator or with an evaluation process that involved all the key players in the
partnership. Furthermore, the Aerovox program was less than a year old, still
developing its "sea legs™ and had been unable to send a full team to the
January 10 workshop. (Only the program coordinator and the Vice President for
Human Resources attended.)

These coaditions required the evaluator to use the first site visits to both
programs as a way of developing an understanding of who the workers are,
what/how the company produces, and how the workplace education program
fits with company needs and goals. The site visit also served to build interest
and trust in the new experience of carrying out their own outcome evaluations.
The goal of the first team meeting at each of these programs was for these
reasons threefold:

(1) to gather basic information about the programs;

(2) to increase the programs’ interest in carrying out their own outcome
evaluations; and

(3) to generate a working list of outcomes for each program and possible
methods for measuring them.

At Hampden Paper, the consultant spent day #1 inierviewing the company
president and program coordinator, touring the facility, and conducting the first
on-site meeting of the evaluation team where she reviewed the "Who,” "What
Information,” and "What Purpose” schematic which was used in the January
workshop as well as the answers to those questions which the Hampden team
had generated. The consultant also attended an advisory board meeting where
the evaluation plan was reviewed and approved.

At Aerovox, the consultant spent day #1 interviewing company managers and
the program coordinator, touring the facility, and replicating on a small scale for
the whole team the workshop described under Step 3. The Aerovox team was,
in effect, introduced to the "Who," "What Information,” and "What Purpose”
schematic during this first site visit.
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A fourth question of "How will information will be gathered?" was added at this
point in the presentation to both teams, as a way of getting them to think through
what kinds of data-gathering instruments they might develop. By asking both
teams to develop answers to these questions, the consultant helped team
members to:

(1) clarify the outcomes which are meaningful to their programs;

(2) begin to think about the instruments and processes which would best
answer their questions;

(3) begin to think about who would collect, analyze, and report the data.

In both companies the teams .brainstormed freely to identify what significant
outcomes in their programs might look like. The consultant helped the teams to
refine and narrow their definitions and recorded them.

Hampden Paper

At Hampden Paper the evaluation team identified many outcomes which were
either job-specific, of particular interest to the union, related to program
development, or related to fostering an environment of greater support for
education as a precursor to the certification program. These are the outcome
questions which the team members chose to focus on:

» Do workers readily enroll in and attend classes, and if not, why not?
(This question will have more relevance as the cenification program
gets underway. Enroliment and attendance in classes will be seen as
valuable outcomes in ihemselves. Reasons for lack of enroliment or
attendance will be critical variables for program staff.)

* Do students move up the job ladder in the company as a result of
panicipating in the education program? (This question will have more
relevance as the certification program gets underway because one
goal of the certification program is to facilitate promotion.)

* Do students read production tickets accurately?

* Do students read measuring devices accurately?

* Do students write accurate work reports?

* Do students ask more questions on the job?
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» Does accurate reading and reporting impact scrap reduction?
» Do students:

- know the benefits that are available through the union?

-- understand the grievance procedure ?

-- identify problems on shop fioor as union concems?

- understand the union contract?

-- have an interest in bacoming a steward?

- understand the union contract?

-- understand how the union supports workplace education?

Aerovox

In this introduction to program evaluation in general and outcome evaluation in
particular during the first site visit, the team at Aerovox found it somewhat
difficult to distinguish between program/process variables (like involving
supervisors in the program ) and outcomes. The consultant realized that it was
difficult for any team -- particularly a new one like that at Aerovox — to in one
mesting both learn about the fundamentals of outcome evaluation and actually
begin planning the details of such an evaluation. The consuitant therefore used
the initial Aerovox meeting as an opportunity for team members to begin
brainstorming responses to the "Who, What Information, Why, and How"
questions. In subsequent weeks the team, under the leadership of the program
coordinator, had additional time to further refine their answers. Within a few
weeks, then, the Aerovox team had become clearer about the distinction
between "process" issues and "outcome” questions. They came up with the
following job-specific outcome questions:

Can workers who are students:

* describe their jobs?

* inspect parts of their equipment?

» practice maintenance of their equipment?

» practice cleanliness of equipment/surroundings?

» take safety precautions?

« understand the purpose of having an MPI (manufacturing process
instruction)?

» follow an MPI from their own section?
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* follow MPls from other sections?
+ read graphs?

» construct a graph?

« understand SPC procedures?

* plot an SPC chart?

» understand their "right to know"?

Both teams agreed that the data should clarify how the program might be
improved and also be used to help the program argue effectively for funds from
potential funders. Neither company needed the data to demonstrate internally
whether the investment in education was worthwhile or not in order to continue
the program. Both began from the position that education is worthwhils, had
made substantial cash investments in their programs, and were planning to
continue that investment into the coming year. However, both teams were
interested in understanding the mora-than-obvious ways in which their
respective investments in education were paying off.

The teams agreed that the information should be gathered through checklists,
surveys, and interviews. These instruments would be used with supervisors,
union leaders, and, most importantly, students themselves. The teams were
concermned that the data collection not be too time-consuming. In addition, data
would be gathered from already existing sources at each site. At the conclusion
of the first team meetings at Hampden Paper and Aerovox, the consultant
agreed to draft samples of protocols which would reflect the outcomes
described above and send them back to the teams for revision.

Based on the program information developed in Steps 1 and 3, the consultant
prepared a "grid” listing "Who,” What Information,” "What Purpose,” and "How"
as it might relate to an outcome study for each of the four teams he was to work
with, The grid showed possible interest groups ("Who") to be invoived, what
type of information ("What Information”) they might want to know, "What
Purposes” would be achieved by getting that information, and what kinds of
data-gathering activities ("How") might be used to get the data. Each team
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(especially the coordinator of each team) was asked to review that team's grid,
to get a clearer idea of what the outcome study might encompass and to be
prepared 10 add or delete details from the grid to make it more relevant to the
team's situation.

In site visits during the period of February 21st to March 6th, the consultant met
for 2-3 hours with each of the four teams. Each team was asked to now *fill in
the blanks" in its grid, to define as specifically as possible the “Who," "What
Information,” "What Purpose,” and "How" for its outcome study. Teams were
challenged to come up with specific indicators of the kinds of "communication
skills” and other outcomes they wanted the education program to achieve.

The teams responded wsll to being encouraged to "be specific,” possibly
because it now gave them something concrete to hold onto as they got into this
new task of developing their own outcome evaluation. For example, the South
Cova Manor team agreed that, overall, the study should help determine whether
the education program was contributing to the nursing home's policy of
"restorative care.” To answer that larger question, information would be
gathered to answer the following related questions:

1. Has there been a decrease in provider-resident conflicts? Has there
been an increase in positive provider-resident interaction?

2. Do providers understand and report (in English) changes in resident
status? (And was appropriate follow-up action taken by the charge
nurse?)

3. Are participants using =nglish for an increasing number of work-
related and non-work-related purposes? (These uses of English
would be taken from various lists developed by students, the state
nursing association, and other sources.)

In the industrial setting of United Electric Controls, the evaluation team decided
that, overall, the study should help determine whether the education program
was contributing to the company's goals of introducing innovations like "reliable
methods,” teamwork, and cross-training. To get at that information, the following
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more-specific questions related to "reliable methods" would be some of the
focal points of the study:

1. How well can workers understand job-related documents like yearly
performance reviews, blueprints, and the X-matrix?

2. Do workers communicate effectively with ethnic groups other than their
own?

3. Do workers work more effectively together in team situations like
CEDAC groups, action centers, production work cells, and cross-
training activities?

At a meeting of the Kennedy Die Castings team on February 21, team members
first agreed to focus on a combination of job-related abilities and personal
goals, the latter of which were identified by the students as important. The team
then brainstormed numerous examples for each category of job-reiated and
personal outcomes and then decided to narrow down the list by identifying the
job-skill-areas to pay the most attention to. Some of the resulting "outcome
questions” were as follows:

1. Do students better understand and cary out existing and new

procedures in the plant, including: (* = highest priority)

-- Sequencing*

-- Trouble-shooting/problem-solving (understanding causes of
defects/problems and taking needed action)*

-- Running the machines*; ability to operate all machines

-- Communicating with supervisors and fellow employees*

-- Safety procedures (both machine-specific* and plant-wide)

-- Quality assurance procedures (SPC, quality checks...)

-- General shop rules, structure, benefits (covered in employee
handbook)

-- Math-related tasks (for production cards/tags)

2. Are students better prepared to:
-- Get new/other jobs
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- Go on to further education and training (inside or outside the plant)

3. Have students acquired personal skills needed to perform tasks
related to:

- Income tax

-- Citizenship/U.S. history

-- Health care

-- Paying bills!

In addition to providing focal points for the outcome study, the above process of
clarifying the intended outcomes of the education program was seen by the
education providers as a model of a goal-setting process which had other uses
at Kennedy and at the other worksites where the education provider operated.
Specifically, a similar goal-setting process was seen as a useful way of getting
all players in the program to give input and thereby buy into the program. At
Kennedy, the program's instructor took this process a few steps further by, first,
meeting for an hour with students to ask them to develop their own list of
outcomes to focus on in the education program. The instructor then met with
supervisors and human resources staff to get them to develop their own set of
program goals. The various lists of "outcomes” or "goals” produced in these
goal-setting sessions with the evaluation team, the students, and supervisors
and human resource staff were then synthesized and became the basis not only
for the data-gathering instruments to be used in this outcome study but fora
refinement of the curriculum itself.

The team at Boston City Hospital likewise chose to focus on a combination of
job-related and personal-development goals. Union-related outcome questions
were also identified. Examples included:

Job-related outcomes:

1. Does the nurses' aide participate more fully in staff meetings by:
-- Speaking about the topic
-- Appearing "engaged"”
-- Giving concrete suggestions for improved patient care?

1 These activities were supported directly by the employer.
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2. Does the aide appropriately use work-related documents by, for
example, demonstrating an understanding of the content of forms used
on the job?

3. Does the aide communicate appropriately with supervisors:
-- When dealing with emotionally-charged issues
-- In mesetings between supervisors and aides
-- Using conflict-resolution skills?

1. Does the aide read -- and contribute to -- the union bulletin?
2. Is the employee more willing to run for shop steward?

Personal-development outcomes:
Has the student improved his/her academic skills and gone on to further
academic training, job-training, or job-promotion, as evidenced by:

-- Has the employee earned a GED?
-- Has the employee applied for higher education or training programs,
including:
* Technical training programs for para-professionals;
* Pre-tech classes (beyond ABE)
* College
-- Has the employee been promoted (either within BCH or outside) as a
result of skills (e.g., reading, writing, oral English) gained in the program?

Thus, by early March, all four of these teams had come up with a working set of
outcomes to focus on.

In response to the question of "What Purpose” these evaluations would serve, a
common purpose cited by all four teams was to know whether the investments
made in the program were worthwhile. In turn, the teams could use this
information to strengthen their proposals to funding sources while at the same
time clarifying how to improve the program.
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in terms of "How" this information would be gathered, all four teams agreed that
some of this information could be gathered through interviews and/or
questionnaires with supervisory personnel and with students themselves. The
teams would also consider using simulations, reviews of documents, and - in
the case of South Cove Manor - interviews with residents and a simulated flow-
sheet exercise. It was agreed that the next step in the process would be for the
consultant to draft samples of these questionnaires, interview guides, and other
instruments and then send them back to the teams for revision.

As facilitator of these initial team meetings, the consultant recorded the teams’
responses on flip-charts and subsequently sent summaries of the discussions to
the respective teams. These summaries in sffect sarved as statements of
commonly-agreed-upon purposes, focal points, and data-gathering activities for
each team's outcome study.

it was at these initial site visits that the consultant also took the opportunity to
take a tour of the worksites conducted by key members of the respective teams.

Step 5: Teams agree on detalis of the data-gathering activities to be used:
April - May, 1991

As in Step 4, the two consultants followed essentially the same approach to
helping their respective teams finalize details of how data would be gathered.
For comparative purposes, the two consultants' activities are described
separately, as follows:

Second Meeting with Hampden Paper and Aerovox

« Preparing for the Second Meeting

As the consultant reviewed the data gathered during the first site visits to both
Hampden Paper and Aerovox, a similarity between the companies and their
respective education programs emerged. Although the two companies
implemented their vision in different ways, they both saw education as a [ong
term strategy for helping workers adapt to changing production methods. They
were both on the path to becoming the "high productivity™ workplaces which
produce customized, high-quality product on high-tech machinery with a flexible

o 32
ERIC )

Full Tt Provided by ERIC.



workforce. This similarity guided the development of the data-gathering
instruments at these sites.

In its 1988 report, "Workplace Basics: the Skills Employars Want,” the American
Society for Training and Development (ASTD) suggested that there are seven
groups of skills in which workers in the high productivity workplace must excel.
They underscore that effective workplace education is more than the traditional
three R's adapted to the workplace, and also more than narrowly-defined job-
specific training. The skill groups which workplace education should now focus
on are:

(1) foundation -knowing how to learn

(2) communication - listening and oral communication

(3) adaptability - creative thinking and problem solving

(4) personal management - self esteem, goal setting, motivation, and
personal and career development

(5) group effectiveness - interpersonal skills, negotiation, and teamwork

(6) influence - organizational effectiveness and leadership

(7) competence - reading, writing, and computation

The evaluation teams at both sites had agreed that these very skills were
essential compunents of the change their programs want to achieve. But it was
not clear how to define or measure these skills. Between the first and second
site visits, the consultant had several conversations with the program
coordinators about the importance of capturing these outcomas in addition to
the job-specific outcomes which the teams had identified. As a result of these
coriversations, the consuitant dc veloped a draft questionnaire using the ASTD
skills areas as a framework, and adapted the draft to each company's needs.

The consultant identified three or four behaviors for each of the "foundation,”
"communication,” "adaptability,” "personal management ,” "group effectiveness,"
and "influence” skill groups. The following examples of behaviors which
correspond to the ASTD skill areas are taken from the draft "worker self-reports”
which the consultant submitted to the evaluation teams at Hampden Paper and
Aerovox. (The phrasing differs for the supervisors' reports where a supervisor is
asked to comment on someone eise’s behavior.)
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« "Foundation” was broken down into: °1 like to learn,” "l am not afraid to ask
questions about something | don't know," and "I know where to go for
information to answer my questions (to a book, a person, etc.).”

- "Communication” was broken down into: *l understand directions;" "l listen to
my co-workers' questions;” *| listen to my family members: spouse, children,
other family, friends;" "I ask questions clearly;” and "I need less translation
from my native language into English.”

« *Adaptability” was demonstrated by: "l don't wait for someone else to tell me
what to do. | figure it out for myself;” "1 think about new/better ways to do things
at work:" and "1 discover and apply new/better ways to do things at work.”

» "Parsonal management® was broken down into: "l value my opinions and
contributions;" "l offer my opinions to others;" "l plan ahead;"” "l am comfortable
working alone;" and "I am a more active member of my community -- my union,
church, community center, citizenship group, other.”

« "Group effectiveness " was demonstrated by: "I work well with my co-workers;”
*| have a sense of team work and team identity;” "I negotiate my needs and the
needs of my group with my supervisor;” "I am supportive of others’ efforts to
increase their skills;" and "I am supportive of others’ learning efforts at home --
my spousse, children, other family, friends.”

* "Influence” was demonstrated by: "I understand the importance of quality
awareness in the company's sirategy to improve production and sales;” "l
understand what SPC is;" "l understand the role that SPC plays in the
company's strategy to improve production and sales;” "I understand the
relationship between the parts of the work process | perform and the whole
production process;" "I understand the long term goals of (company name)
and the essential role that education plays in making these joals a reality;”
and "l understand that it is possible for me to advance in the company as |
increase my skills.”

- "Competency” was broken down into the reading, writing, and math
competencies that the teachers define for each of the classes they teach.

o 34 ..
,EC Jx

Full Tt Provided by ERIC.



(This means that competencies differ for ESL, ABE, SPC math, and computer
training courses.)

Thus, this second set of outcomes was added to the job-specific outcomes
which the teams had identified as important to measure during their first
evaluation team meetings. This second set of outcomes came to be known
simply as the "ASTD categories.” Although the competencies are technically a
part of the ASTD framework, in the cases of Hampden Paper and Aerovox, they
formed a third section of the sample questionnaires.

Thus, the sample questionnaires which the consuitant drafted and submitted to
the evaluation team members at Hampden Paper and Aerovox for review prior
to the second team meetings consisted of three parts: (1) the job specific skills
identified in the first meeting; (2) the "ASTD categories” described above; and
(3) competencies in reading, writing, and math defined class-by-class.

The instruments were designed to collect information on similarly-defined
variables in similar formats from different respondents, thereby providing a
system of checks and balances on the data. Workers and supervisors would be
the main respondent groups for the variables listed above in both companies.

In addition, Hampden Paper is unionized and union leadership made it clear in
the first team meeting that it was interested in understanding the impact of the
education program on union-related issues. As a result, the consuitant drafted
a union checklist which assesses worker perception of program impact on:

-- Awareness of the range of benefits offered through the union

-- ldentifying problems on the shop floor as union concemns

-- Understanding the grievance procedure

-- Interest in becoming a steward or union officer

-- Desire to negotiate benefits on union contracts

-- Understanding the union role in creating and supporting your
workplace education program

-- Understanding the terms of your union contract (as reflected in the
curriculum or from other sources)
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Team members were asked to revise these drafts in preparation for the second
meeting.

* Go

The goals of the second meeting were to:
(1) finalize the outcomes to be measured;
(2) agree on the data-collection formats;
(3) designate who will collect the Gata;
(4) decide who will analyze and report the data under what time line;
(5) clarify how the data will be used (how can it lead to some usetul
action)

+ Besults of the Second Meeting
The teams at Hampden Paper and Aerovox achieved similar goals in their
second meetings. These include:

1. The teams finalized their list of outcomes:

At Hampden Paper the team agreed to put aside its initial interest in
enroliment, attendance, and promotion as indicators of program success.
These indicators are more linked with the new, soon-to-be-implemanted
certification program than they are with the current program. These
outcomes can be explored once the new program is underway. At Aerovox,
the coordinator, with input from all the team members, presented a working
list of job-specific outcomes which would become the basis of the worker
and department head questionnaires.

2. The teams agreed on a questionnaire format:

-- The questionnaire format in both programs was limited to multiple-choice
questionnaires, supplemented by a few open-ended questions for
supervisors. Although the language varied for the two programs, the
questions essentially asked whether the respondents had "stayed the
same,” "improved a little,” or "improved a lot." This format permitted the
greatest amount of data collection in the least amount of time. The
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amount of time required to collect data was a real concern for both teams,
especially the amount of time required of the supervisors. Students still
enrolied in a program could be asked to complete a questionnaire as part
of a class session. Students not currently enrolled posed a problem
similar to the supervisors -- how much time could the evaluation project
legitimately ask of them?

-- Both teams agreed to have:

(1) a student self-report to be completed by as many students as possible,
those formerly and currently enrolied;

(2) a supervisor questionnaire to be completed by any supervisors or
department heads having students in their charge. The teams agreed that
the supervisor questionnaire would cover essentially the same areas as
the student seif-report but would not include questions on educational
competencies or on areas of leaming that impact a student's life outside of
work, on family or community. it would, however, include additional
questions on suprvisors' attitudes toward the education program in
general. Both teams agreed that the supervisors would respond in the
aggregate and not for each individual in their charge. It was decided that
responding for each individual in their charge would be too demanding at
this time. The process of develc, '..g the supervisor questionnaires was
genuinely collaborative. A supervisor at Hampden Paper took great
interest in the supervisor checklist , and revised it substantially before
submitting it to the team for review. Similarly, at Aerovox, the coordinator
shortened the questionnaire for department heads with input from team
members. The coordinator at Aerovox also had the added benefit of
reviewing the Hampden Paper revised supervisor questionnaire befora
finalizing the Asrovox questionnaire. Thus, in this phase of the
evaluation, there was collaboration between programs as well as within
them.

(3) at Hampden Paper all workers would also complete the union
checklist.

3. The teams agreed to try to generate statistical data:
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It was agreed at this time that the kind of data that the two programs would
be generating and the amount of it -- from an estimated eighty students and
eight department heads at Aerovox, and twenty students and seven
supervisors at Hampden Paper -- would make statistical analysis a
particularly suitable option. Such analysis could produce useful information
through cross tabulation by student age, gender, department, job title,
language spoken at home, ethnicity, time in company, time in U.S,,
education history, and reasons for entering a workplace education program.
The teams agreed that basic statistical data ~ frequencies, cross tabulations,
and simple tests of significance -- would make the data more appealing in
the eyes of potential funders, whether the funder is the company itself or an
outside agency. The computer training described in Step 7 below prepared
the program coordinators to think about and work toward long-term
systematic data collection and analysis.

The coordinators took on the main responsibility for collecting, programming,
and analyzing the data, with help at Hampden Paper from a student in the
program who is particularly interested in computers. Data collection and
analysis were scheduled to be completed by mid to late summer.

4. The teams discussed how the findings would be reported:

it was not clear how the data could/would be reported or used until they

were available for analysis. Both teams were concerned about
confidentiality and agreed to code their protocols so that only the coordinator
would know the identity of the rrspondents.

in the month that followed his first visit to the above four programs, the
consultant drew up drafts of the questionnaires, interview guides, and
simulations which the four teams had agreed to develop. These drafts were
circulated to team members for their review, and then during the period of April
9th to 11th each team met again to decide how these and other data-gathering
instruments would be used.
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In these mestings, the consultant again served as facilitator of two-hour
meetings for each group. Team members were walked through 2 series of
questions aimed at getting the teams to think through and comriit themseives to
acticns which the data-gathering process would require. Thuse questions and
discussions were as follows:

Question #1: Which data-gathering activiies will we use?

In most cases, the teams agreed to gather data through a combination of
questionnaires (or interviews) aimed at participating workers and their
supearvisors. These instruments were selected in part because it was felt that
they -- in contrast to observation of workers on the job or other data-gathering
techniques -- could elicit data without requiring a large amount of time of either
the informants or the data gatherers.

South Cove Manor also decided to use classroom simulations in which
students would be posed with a problem situation taken from their jobs and then
asked to demonstrate how they would soive that problem. Although this method
was more time-consuming for those involved, it was feit that it would elicit richer
data while also, in effect, serving as an educational activity for students. South
Cove Manor also decided to develop a flow sheet exercise in which students
would be asked to complete a sample flow sheet to demonstrate their ability to
record patient status on a particular day. And the South Cove team also agreed
to interview selected English-speaking residents at the nursing home, to ask
them to assess how well the ESL students use English in their interactions with
the residents. At United Electric Controls, the human resources officer said he
might want to look at the “Valued Ideas” suggestions submitted by workers to
see if there had been any increase in the quantity or quality of ideas submitted
by ESL students. (This data-gathering method was later shelved by the UEC
team as priority was given to questionnaires for students and supervisors.)

Each team reviewed the drafts of questionnaires, interview guides, and
simulations which the consultant had circulated to team members prior to this
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meeting. Team members now took the opportunity to make suggestions — in
some cases minor changes and in some cases major revisions -- about what
the questions should focus on (that is, the "content™) and how the gathering of
the data should be organized or “formatted” (for example, layout of
questionnaires, steps for the simulations).

The content generally focused on the kinds of outcomes identified in Step 4
above. However, as the teams got further into the work of designing data-
gathering instruments, they began to realize that their time was limited and they
would have o limit the amount of data to be collected. For this reason, the
teams tended to narrow down their focus to job-related outcomes rather than
outcomes related more to leamers’ personal development.

Question #3: How will the data be used?

This question aimed at getting the teams to decide on such issues as
confidentiality, whether the results would be reported in aggregate or by
individual, and whether data would be categorized in any special way (such as
how long the student had been in the program, or the students’ place of origin,
educational background, or job category).

On the question of confidentiality, all teams agreed that the identity of students
would be kept confidential. Only the program coordinators and teachers would
know which student received which score. This was done with full approval of
the company managers who said that they just wanted to know how well the
program was working rather than know how any one student was doing. It was
agreed that this would encourage the stucents and supervisors involved in the
study to be more frank in their answers. The teams agreed to make this clear
when explaining the study to the participants.

It was also agreed that, by allowing the relatively "neutral” coordinators and
instructors to know the students’ scores, the education staff could counsel the
students and revise the curricula to help meet student needs identified in the
data. This arrangement would also allow the education staff to track student
performance over time.



In terms of categorizing results by students' job, background, and so forth, most
teams agreed io merely consider the question and wait until the data wers
gathered before deciding whether any particular categorizations would be
useful. One team said that it wanted to avoid any hint of ethnic or racial
discrimination and thus would avoid categorizing resuits by ethnic criteria. At
South Cove Manor, the team thought that it might be useful to compare the
performance of, say, mainland Chinese workers and Hong Kong- or Taiwan-
born employees. SCM said it might also consider comparing the results of
students with fimited formal education with those of more-highly-educated
workers.

Question #4: How will the data be collected?

The teams generally agreed to now work with the consuitant to do last-minute
revisions to the drafts of the agreed-upon instruments before field-testing them
with a sample of informants. If necessary -- and if time permitted -- the teams
would then again fine-tune the instruments and then use the instruments to
gather the first round of data by approximately mid-May.

Once the data were in hand, the teams would circulate the data among team
members to allow them to study the data before analysis and reporting of the
data were carried out.

The teams generally agreed to leave the "dirty work" of tabulating and
summarizing the raw data in the hands of one or two key people on the team,
usually the coordinator and/or instructor. The teams seemed to feel that these
people had the most time to devote to the process and perhaps the best day-to-
day knowledge of both the students and the process of assessing their skills.

The coordinators seemed willing to take on this extra job because they saw
value in producing a clearer picture of what their programs were accomplishing.
They were often concerned, however, about the additional time that would be
required of them. They also expressed some concem that they might lack the
technical skills required to properly interpret and present the data.
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It was in responsae to this question about the coordinators' technical skills that
the consultants organized a special training workshop for four of the
coordinators. (See Step 7, "Special Training Provided on Data Analysis,”
below.)

At this point it was agreed that, until the data were actually in hand, it would be
difficult to be certain about how the data would be analyzed and reported. The
teams thus agreed to wait until after the data werse collected to decide exactly
how the information would be used.

The teams agreed that the primary resources required for the above data-
collection and analysis would be the staff time of those involved and some
additional computer and clerical resources. It was hoped that the first round of
data could be gathered by mid-May and then analyzed by mid-June.
Preparation of reports would come by the end of June.

Step 6: Teams gather data: May - September 1991

The actual gathering of data in the six programs went more or less according to
the schedule agreed on above. However, some of this data-collection was
complicated by unforeseen staff changes and interruptions of work schedules.
Specifically, the coordinator of the Boston City Hospital program left his job
before the data could be collected, leaving that task in the hands of cther team
members who had to quickly organize themselves to take on the responsibility
of distributing, gathering, and analyzing questionnaires. These BCH team
members also had to deal with the fact that the hospital was laying off and
transferring workers and supervisors, thus making the task of tracking down
these informants and distributing the questionnaires to them that much more
difficult.

Similar temporary layoffs and schedule changes around this time affected a
number of other sites. The primary result of these disruptions was a reduction in
the numbers of questionnaires distributed and, thus, a reduction in the
representativeness of the data actually gathered. Closing down or slowing
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down some programs for summer, the scheduling of the computer training in
Juns, and workers taking vacations also slowed down the data-gathering
process.

The following describes the data-collection processes at each of the sites.

Hampden Paper

The three questionnaires which the Hampden Paper evaluation team agreed to
use in its outcome study were ready in late June, after classes ended for the
summer. The three questionnaires were: (1) the student seif report (three
slightly-different versions of which were developed to make them relevant to the
three classes which Hampden Paper offers -- combined ESL/ABE; GED; and
computer training); (2) the supervisor report ; and (3) the union member report.
All students are union members. Those who completed a self report aiso
completed a union report. The content of these questionnaires is described in
Steps 4 & 5, above.

The coordinator asked individual students to complete their questionnaires
when she sought them out at their work stations, or when she saw them
elsewhere in the plant. Students completed the questionnaires in the
classroom at their convenience, with the help of the teacher/coordinator if they
needed it. Data collection with the students continued slowly with a total of
twenty completing questionnaires. Supervisors were given their questionnaires
by the supervisor member of the evaluation team. Responses were received
from all seven supervisors who had students in their departments. The student
self-report covered three areas: job- specific skills; "ASTD categories”, and
educational competencies. The supervisor questionnaire covered job-specific
skills and other areas related to supervisors' understanding of and support for
their education programs.

A student in the computer class at Hampden Paper who was not a member of
the evaluation team helped the coordinator develop the computer program on a
Hampden Paper database which would be used to analyze the evaluation data.
He also punched in and analyzed the data with the coordinator. This was done
with the full support of the company president who encouraged worker
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participation in the evaluation project, especially because it was seen as
developing skills which are relavant to the workplace. Involving students more
fully in evaluation activities like this was seen as one way to take the burden of
the evaluation work off the coordinator and build worker investment in the
program. This student had military duty for two weeks in July, however, and this
contributed to a slow-down of the data-gathering process. Data were collected
until the middie of August.

Aerovox

The Aerovox outcome evaluation consisted of two questionnaires — the student
self-report questionnaire and the department head questionnaire. The student
self-report varied slightly for students enrolied in different classes: ESL, ABE,
GED, or SPC math. The student self-report covered three areas: job- specific
skills; "ASTD categories,” and educational competencies. The department
head questionnaire covered job-specific skills and other areas related to
department heads' understanding of and suppon for their education programs.
The content of these questionnaires is described in Steps 4 & 5, above.

The education program shut down, along with the company, for the first two
weeks in July. When workers and program staff returned, the coordinator
finalized the questionnaires and soon began data collection on students who
had already complsted a class — about sixty-five people. She waited until the
end of August to coliect data from another twelve workers currently enrolled in a
class so they would have the benefit of a full class cycle before they responded.
Students who had completed a class filled out their self-reports at their
convenience in the classroom with the coordinator's help if they needed it.
Students currently enrolled in class filled out their self-reports at the end of a
class period. Nine department heads were given their questionnaires at the
same time as the enrolled students. Department heads were to fill out their
questionnaires at their convenience. As of mid-September only two department
heads had completed their questionnaires, most likely because the company
was under extreme pressure 10 keep up with production while the workforce
was cut back to a four-day work week. With some prodding by the program
coordinator, and additional explanation of why the evaluation was important,
the department heads finally completed their questionnaires.
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South Cove Manor
in May, the South Cove Manor team gathered its data in the following activities:

Supervisors and licensed staff who had to rely on English as their means
of communicating with other empioyees answered sixteen questions
about their interactions with students. The questions focused on the
communications involved in students' reporting of changes in patient
condition and supervisors' responses 10 those reports. Eight supervisory
staff completed evaluations for twelve students, with each student being
assessed by at least two different supervisory personnel.

-- Self-assessment questionnaires for students: Students completed a
Chinese-language questionnaire in which they rated their own abilities to

perform sixteen tasks required for effective interaction with residents in
English. They were also asked to describe areas where
misunderstandings occur between them and English-speaking residents.
A third set of questions focused on how well the students can repornt
changes in patient condition to their English-speaking supervisors and
charge nurses as well as how well these supervisory staff respond to the
students’ reports. Students also assessed how much the ESL program
had helped them accomplish personal goals like "making new friends,"
"understanding American culture,” and "getting more education.”
Twenty-three students completed these questionnaires.

-- Interviews with residents: Eight English-speaking residents were
interviewed about their interactions with the ESL students. This interview
was a short one, with only a half-dozen questions. Residents were
asked, for example, whether a particular student speaks English when
helping with bathing, dressing, and other daily activities. Twelve
students were assessed through these interviews.

-- Simulations: Nineteen of twent-two students participated in classroom
simulations organized as follows: First, instructors explained the
situation in Chinese, telling the student to perform a simulated tesk
requiring the use of English. (For example, in one case the student was
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told to interact with an English-speaking patient while shaving him and
then report the patient's status to the charge nurse.) In this cass, the
~patient” (played by a staft member) meanwhile had his own instructions
to say things in English about "a skin rash” and other issues which the
student had to respond to. The student was rated on his/her ability to
perform 30 differant tasks on a scale of "1" (unacceptable), "2"
(incomplete), or "3" (acceptable).

-- Flow sheet exercisa: Twenty-one students were p:vsented with a
typical situation in which they were to heip an elderly patient groom
herself, use the bathroom, and take a walk. The students were then
asked to fill out -- in written English -- a daily flow sheet for that patient,
using a code to describe what the patient did and how well she did it.
The students were then rated on how accurately and clearly they
completed their respective flow sheets.

Kennedy Die Castings

At Kennedy Die Castings, data were gathered from one supervisor and ten
students at two points -- June and August - in one of the education program
cycles.

Due 1o staffing changes within the company, only one supervisor was available
to be interviewed, and he twice provided ratings for ten students' abilities to
perform seven job tasks. (The team decided to use an interview format for the
supervisor rather than distribute questionnaires, because previous attempts to
get supervisors to respond to questionnaires about the sducation program had
produced a meager response from supervisors.) This time, the supervisor fully
understood the purpose of the interview and gave it full, careful attention. He in
fact helped the instructor to field-test two different versions of the interview -- a
longer version and a shorter one - before it was deci.'ed that the shorter one be
used. In the interview, the supervisor used a scale of 0-7 to rate workers’
abilities to “interact with work peers,” "recognize and identify quality defects,”
*participate in group problem-solving on the floor," “participate in training
programs,” and "comprehend and follow directions.” His two sets of responses
provided data which could be used to identify changes in students' abilities
between June and August.
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Ten students were twice asked to complete a questionnaire to assess their
abilities in the same job-task areas covered in the supervisor interview. When
the questionnaire was first distributed in June, the instructor wanted to assure
learners of confidentiality and thus told the students not to put their names on
the questionnaire. When the same questionnaire was distributed in August,
however, the students said they didn't mind putting their names on the
document and did so. The data from the two uses of the student self-
assessments could thus be used for comparative purposes only in aggregate
form and not on a student-by-student basis .

The ten students compieted their questionnaires during class time. These
students represented a mix of English-language skill levels. Students were
ancouraged to be honest in their self-assessments. For each skill-area,
students could choose from "l don't do it at all,” "l can do it a little,” "l do it very
often,” or "l do : all the time.” The instructor encouraged more-advanced-
English-speakers to work with thair less-advanced compatriots to explain terms
used in the questionnaires.

The instructor also tried -- with the help of the supervisor -- 0 use a simulation
exercise as another means of gathering data about students’ skills. (The
supervisor even served as a guest instructor in some classas in an attempt to
prepare the students for the tasks they would be assessed on in the simulation.)
However, this attempt at using a simulation showed that the complex nature of
the skills to be assessed was difficult to capture in a simulation, so the
simulation idea was shelved until a future time when more attention could be
given to designing a more-meaningful version. (See the Kennedy section
under Step 8 below for further discussion of this attempt to use a simulation
activity.)

United Electric Controls

In the period of July to September, four United Electric supervisors completed
questionnaires in which they assessed the abilities of a total of fourteen
employees. The questions focused on how well students were using English-
language communication skills to participate in several innovations recently
introduced by the company to shift decision-making into shop-floor employees’
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hands. Several of the questions dealt with problem-solving team activities like
"action centers,” "production work ceils,” and "CEDAC groups.” Other questions
asked how fully the students participated in cross-training activities, the "Valued
Ideas Program"” (in which ail employees are encouraged to submit suggestions
for improving the workplace), and "ergonomics” (a system for making best use
of workers' body mechanics). The supervisors checked how well the student
performed the given tasks, with choices ranging from "Employee can't do this at
all.” to "Employee does this well."

Nineteen students were able to complete self-assessment questionnaires, with
an additional student unable to do so due to limited literacy skills. The
questiorinaires focused on essentially the same job-related skill areas covered
in the supervisor's questionnaire. Students chose from answers ranging from "l
can't do this at all.” to "I do it well.”

Boston City Hospital

Due to personnel changes occurring throughout the Boston City Hospital
system at the time the data were to be collected, and because the program
coordinator left at the same time, it was difficuit for the evaluation team to pull
together the students and supervisors for whom questionnaires had been
designed.,

Despite these logistical limitations, a total of seven students completed self-
assessment questionnaires. They assessed how well they could perform a
dozen or so job tasks like "handling emergencies and conflicts,”
"communicating with supervisors,” "filling out records,” and "anticipating needs
ana taking initiative.” They also assessed how well they could deal with three
union-related tasks: "reading the union bulletin,” "writing an article for the
bulletin,” and "speaking about the education program at union meetings." They
also described where they currently stood in terms of achieving personal goails
like pursuing further education, training, and jeb-promotions.

A total of six supservisors completed questionnaires assessing the skills of six
different students. These supervisors assessed the abilities of students to
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handle essentially the same dozen job tasks covered in the student
questionnaire.

Step 7: Special training provided on data analysls: June 1991

In April, the coordinator of the South Cove Manor program asked whether the
consuitants could in some way help him develop a computerized system for
tabulating and analyzing the data his team was about to gather. in response to
this request, and in response to the emerging need for computerized analysis of
the data at Hampden Paper and Aerovox, the consultants arranged to have a
special half-day training course set up for any coordinators interested in
learning how to use the Statistical Program for the Social Sciences (SPSS)
computer software. This workshop was conducted by Alice Oberfield, a
statistics specialist, on June 18, 1991.

Coordinators from the South Cove Manor, Kennedy Die Castings, Aerovox, and
Hampden Paper programs participated in this training which was tailored to the
outcome study needs of the programs represented. Participants were led
through a series of activities in a four-hour period which familiarized them with
the uses of the SPSS system, how to code their outcome data and use
frequencies, cross tabulations, and Chi-Square tests of significance on them.,
They left the workshop with some basic skills they would need to further explore
and use the SPSS system to analyze the data they were gathering back home.

Step 8: Data analyzed: June - November 1991

From June through November, the teams tabulated and analyzed the data they
had gathared in Step 6. This was done in part with input from the two
consultants who first reviewed the data which had been gathersd and then
gave feedback to the teams. The consultants provided this feedback via
telephone conversations with program coordinators and in the third set of on-
site meetings the consultants held with each evaluation team. (Two teams --
Hampden Paper and Aerovox -- required a fourth meeting as well.) The
following is a description of the data gathered by each team and how it was
interpreted by the team:
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Hampden Paper

By late September, the coordinator at Hampden Paper had a sample of her
data analyzed on a database software program commonly used in the company
for a variety of purposes. The coordinator had been advised by the company's
compufer specialist that this database program would readily serve the outcoms
study’s need to compute frequencies and cross tabulations. In fact, the program
turned out to be cumbersome. Given the other option of starting over again from
scratch on SPSS at this point in time, the coordinator chose to labor with the
paper-heavy database program, and to complete her analysis of the data by the
end of October.

The preliminary results of the Hampden Paper outcome study showed that both
workers and supervisors observe significant improverment among students on
selected skills, that workers tend to report higher rates of improvement than
supervisors in those skill areas, and that participation in the program has
improved the "labor consciousness" of workers. (Improvement is here noted as
the total percentage of "changed a little” and "changed a lot." ) The consultant
met with the coordinator alone during the third on-site visit and helped to
interpret the preliminary data. The complete results were reported to the
evaluation team at the fourth and final team meeting. The coordinator then met
with the company president (who also served as a member of the team) to
discuss any items of interest that may not have been covered during the fourth
visit. The coordinator then wrote the final report.

At Hampden Paper, twenty students and seven supervisors completed
questionnaires. Nine of the workers are enrolled in the ABE program, five are
enrolled in the GED program, and six are enrolled in the computer skills course.
The final data analysis included cross tabulations by class as well as by
department. The questionnaire which was given to students gave them the
option to chose as answers: "pre” (that is, had the skill coming into the class);
improved a little; improved a lot; stayed the same. The findings of the outcome
study at Hampden Paper are summarized below. (The complete report of the
progrzain coordinator is contained in Appendix A, under separate cover.)
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In general, the Hampden Paper students reported consistent and noteworthy
improvement in job-specific skills and in the ASTD categories, and
demonstrated a noteworthy increase in "labor consclousness” in the responses
to the union questionnaire. Supervisors noted change, t0o, although less of it
than did the students. The differences between the student and supervisor
responses in most categories were small enough to see that there is substantial
agreement about what the program is achieving. Reasons for discrepancies
between suparvisors’ and students’ responses are discussed in a previous
section ot this report . (See pages 16-18.) But in the Hampden Paper cass,
there is an additional methodological reason for the discrepancies. While
studants had the option to answer "pre”, that is, had the skill already coming into
class, supervisors were not given the same choice. Thus, if a supervisor did not
note change, it might be because the students already had the skill, not
because the students did not learn. Taking this into account, the following
figures, taken from ihe coordinator's report, for a sample of the most important
job-specific skills studied, demonstrate more congruence between supervisors'
and students’ responses than not. The sorting of the data by department and
class provides insights into the effectiveness of the program.

It is interesting to note that, in her analyses, the program coordinator chose to
include some variables from the ASTD category of skills in the job-specific
category. This indicates a change in thinking about what job-specific means.

Job-Specific Skills:

- : 42.9% of supervisors noted improvement in
students' understanding directions. 71.4% of ABE students noted
improvement while only 1 GED and 1 computer student noted any
improvement, the others showing a prior skill. It is to be expected that
GED and computer students will have better cornmunication skills than
the ABE students, a group which includes ESL students.

-- Beading production tickets: 60% of responding supervisors noted
some improvement in 2ozuracy. 87.5% of ABE students who did not
already have this skill coming into the class noted improvement. (62.5%
noted a lot of improvement) This is an important outcome because
reading production tickets accurately is an essential par of doing the job
right.
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-- Writing accurate reports: 28% of all supervisors noted some
improvement. 66.6% of ABE students noted improvement, with 44.4%

noting "a lot" of improvement. None of the students indicated "pre.”
These data indicate that writing accurate reports and reading production
tickets are skills that students believe they need to work on, despite the
fact that all students have said, during conferences with the teacher, that
they have no trouble with production tickets.
-- Communicating needs to supervisors: 50% of responding supervisors
noted some improvement, with 1, or 16.6% noting “a lot" of improvement.
This is the only time a supervisor answered "a lot" in this survey. 85.7%
of all students noted improvement, 28.6% " a lot" and 66.6% "a little.”
ABE students noted no prior skill, whereas 40% of GED students and
66.6% of computer students indicated a prior skill. This is
understandable as the self-confidence of people in these latter groups is
likely to be higher.
-- Asking questions clearly: 40% of the supervisors noted impmvemem
as did 75% of all students who did not already have this skill coming into
the class.
-- Offering opinions and ideas: 28.6% of supervisors and 85.7% of
students noted improvement. Only 33.3% of the students said they
improved "a lot"-- lower than for other categories. "Pre" responses were
low, but increased with skill level. This would seem to be an area to
focus on with all students in the program.

-- Working well with others: 28.6% of supervisors noted improvement.
83.3% of students who did not already have this skill coming into the
class noted improvement.

Note: the Receiving/Power Wind Department noted a large improvement
in the way workais .ommunicate their needs on the job. Receiving/
Power Wind aiso noted the greatest overall improvement of any
department. The question of why this department notes such
improvement as compared to others remains to be answered.

ASTD Categories:
-- Like 0 learn: 85.7% of students who did not already have this skill
coming into the class noted improvement.
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-- Know where 1o get information: 85.7% of students who did not already
have this skill coming into the class indicated improvement. This is to be

expected with the independent leaming environment which has been
created in the classroom.

-- Yalue your opinions and contributions: 91.6% of students who did not
already have this skill coming into the class noted improvement.

-- Try better ways to do things at work: 92.3% of all students noted
improvement, 61.5% "a lot." This, again, can be understood considering
the independencs fostered in the classroom. This has an effect on self-
esteem and initiative.

-- Support family's and friends’ efforts to learm: 81.3% of students who did

not already have this skill coming into the class noted improvement.

- Understand long-term goals of Hampdan Paper. 87.5% of students

noted improvement.

Union Issues:

(The answer-options on this questionnaire were: "decreased,”
"increased,” "stayed the same.”)

-- Awareness of ynion benefits: 55.% of the union-member students
noted improvement. This increase was the same in most departments,
except for Colar/Coating where it was slightly higher.

-- Understanding the terms of the union contract: 81.8% of students who
did not already have this skill coming into the class noted increased
understanding.

-- Interest in becoming a union officer; 20% of the total responding to this
question said that their interest decreased -- perhaps because of the
constraints that participating in the education program puts on them.
10% reported an increase.

-- Desire to negotiate benefits on union contracts: 50% had an increased
interest. This included 100% of the Shipping/Embossing Department,
57% of the Fancy Depantment, and 66% of computer students. This
would perhaps be higher, at the end of a contract period -- like now --
when workers are anticipating new negotiations.

The evaluation team identified scrap reduction as a desirable outcome of their
workplace education program, but there was no way to track scrap
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production/reduction this year. As the company continues to install
computerized equipment, systems for measuring scrap will also be developsd.
This means that tracking scrap production may be an important part of an
ongoing outcome evaluation at Hampden Paper.

Aerovox

By late September, the coordinator at Aerovox had a small sample of responses
from twelve students who had just completed an ABE class. Data from forty-
three other students was collected and analyzed by mid-November, bringing
the total number of students to fifty-five. (Eighty-three questionnaires were
distributed, and fifty five were returned completed and judged to be useable.)
Data from nine department heads was also collected by late November. The
lag between September to November is chiefly the result of the amount of time it
took to simply collect the data, coupled with the difficulty of mastering the SPSS
program, and the fact that the coordinator took a vacation during this time. The
coordinator also decided fairly early on that she would solicit help from a
student at the University of Massachusetts in D-tmouth, host institution to the
education staff, to input the data and run the SPSS program. This university
student was not available until the end of September, and then became ill,
leaving much of the work to the program coordinator.

Students were drawn from five different classes. The classes and numbers of

students from each class are as follows:

1. English for Special Purposes (ESL classes with emphasis on job related
language). Responses from twenty students.

2. Adult Education 1 (Adult Basic Education). Responses from twelve students.

3. Adult Education 2 (Pre- Adult Secondary Eclucation and Adult Secondary
Education). Responses from five students.

4. GED. Responses from nine students.

5. Pre-SPC (Statistical Process Control ) Math workshops. Responses from 9
students.

Students completed the Work-Related Skills questionnaire, the ASTD
questionnaire, and the Competencies questionnaire (reading writing and
computation, especially for use by teachers and program coordinator.)
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Department heads completed a Work-Related Skills questionnaire and
commented on their attitudes about the literacy program. The department head
V/ork-Related Skills responses were cross tabulated with worker/student
responses and by department. Student responses were cross tabulated by
department and classes.

The coordinator considers the responses from the tweive ABE students to be
the "cleanest” of her data. This is because the students who answered these
questionnaires were still in class when they did so, and because these students
completed the questionnaires with the help of a teacher (if they needed it) in a
classroom at the end of a class period. The chances of these students taking
the questions lightly, misunderstanding them, or exarqerating their answers
seemed less than for other groups who had not been 1. the classroom for four
months. In general, the data on job-related tasks for these twelve students are
very positive. Students report significant improvement on all the tasks,
especially ones related to quality awareness, SPC, reading graphs, and
following their manufacturing process instructions (MPIs). One safety-related
result deserves special attention.

This summary report of the Aerovox outcome evaluation takes the form of a list
of job-related skills with percentage of reported improvement by the twelve ABE
students, followed by percentage of reported improvement by the iglal worker
group of fifty-five, and by the nine department heads. (Improvement is here
noted as the total percentage of "changed a little" and "changed a lot.." In the
coordinator's repont , percentages for "changed a little” and "changed a lot" are
raported separately. The complete report of the program coordinator is
contained in Appendix A, under separate cover.)

It is interesting to note that the percentage of reported improvement by the
twelve students does not vary significantly from the data for the total worker
group, except in the case of learning about manufacturing process instructions
(MPIs). The twelve students focused a lot of attention on MPIs in their ABE
class. Thaeir self reports of significant improvement are consonant with the
amount of time spent on MPIs in class. This is not the case for the total student
group where, for example, students in the SPC math class did not focus on
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MPIs. Therefore, the lower percentage of improvement on MPls for the total
student group reflects the fact that not all students focused on MPI's in class.

Job Specific Skills:
— Can describe my job. 77% of the ABE students noted improvement.;
83% of the total noted improvement; and 66.8% of the department heads

noted improvemsnt.

) 3 Qvers apacitors, 62% of the
ABE students noted improvement 87% of the total noted improvement;
and 22.2% of the department heads noted improvement. Obviously, the
students report understanding something that the supervisors do not see.
(Reasons for discrepancies between supervisors' and students’
responses are discussed in a previous section of this report. See pages
16-18.)

-- Inspact pants of my equipment. 54% of the ABE students noted
improvement; 65.5% of the total noted improvement; and 55.6% of the
department heads noted improvement. Some students come into class
already knowing how to inspect their equipment, so the percentage of
students reporting improvement is somewhat lower for this task than for
others.

-- Practice maintenance of my equipment. 61% of the ABE students
noted improvement; 67.3% of the total noted improvement; and 44.4% of
the department heads noted improvement. Some students come into
class already knowing how to maintain their equipment, so the
percentage of students reporting improvement is somewhat lower for this
task than for others.

-- Practice cleanliness of my equipment/surroundings. 76% of the ABE
students noted improvement; 76.3% of the total noted improvement; and
22.2% of the department heads noted improvement.

-- Take safety precautions. 85% of the ABE students noted improvement;
81.9% of the total noted improvement; and 6€ % of the department
heads noted improvement. The number of voik. ‘s compensation
claims has been reduced so significantly in the last year that the Vice
President for Human Resources is considering a change in the
company's insurance policy that could save the company around
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$150,000 next year. (See page 19, and the coordinator's report in

Appendix A.)

-- Understand the need for Quality Control, 93% of the ABE students
noted improvement; 87% of the total noted improvement; and 44.4% of

the department heads noted improvement. From the perspective of
management, quality control is the heart of what workers need to learn in
their workplace education classes. Aerovox can compete with its major
competitor only on the basis of superior product and short delivery time.
A 93% improvement response is especially heartening to management.
- Understand the purpose of having an MPL. 77% of the ABE students
noted improvement; 56.3% of the total noted improvement; and 55.6% of
the department heads noted improvement.

-- Can follow my MPL. 85% of the ABE students noted improvement;
49.1% of the total noted improvement; and 55.6% of the department
heads nuted improvement. This is one area where supervisors note
more improvement than the total group. it is likely that they are
responding to the dramatic improvement reported by -- and presumably
demonstrated on the floor by -- a smaller numbaer of students.

-- Can follow MPis from other sections. 85% of the ABE students noted
improvement; 43.7% of the total noted improvement; and 33.3% of the
department heads noted improvement.

-- Can read graphs around the plant. 93% of the ABE students noted
improvement; 41.8% of the total noted improvement; and 33.3% of the
department heads noted improvement. This is clearly one area where
the focus on reading qraphs in the ABE curmiculum had an impact on
siudent/worker behavior.

-- Lcan construct a graph. 93% of the ABE students noted improvement;
38.2% of the total noted improvement; and 11.1% of the department
heads noted improvement. Same analysis as above.

-- Can understand SPC procedures in the plant. 100% of the ABE
students noted improvement; 49.1% of the total noted improvement; and
44.4% of the department heads noted improvement. This is the only skill
that 100% of the ABE students say they have improved in. It is an
important one for the same reasons described above under "need for
Quality Control.” Other students may have entered their classes with
more knowledge of SPC than their ABE counterparts, sot heir learning
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curve is not so large. Also, as explained previously, students in classes
other than ABE may not have focused as much on SPC in class.

— Could take partin SPC if asked to do s0. 85% of the ABE students
noted improvement; 41.8% of the total noted improvement; and 44.4% of

the department heads noted improvement.

— Understand my "Rioht to Know". 85% of the ABE students noted
improvement; 61.8% of the total noted improvement, and 55.6% of the
department heads noted improvement.

South Cove Manor

The educational staff on the SCM team did an exhaustive tabulation of the data
they had gathered and summarized the key findings as follows:

—~ Mastery of skills critical to bigh-quality care: St.dents on average have
attained 71.35% of the key competencies aimed at by the program.

--_Increased positive interaction between residents and nursing
assistants:

+ Residents feel they interact positively with 91.6% of students.
+ Residents report that 83.3% of students adequately explain
procedures.
+ Residents report that they now interact more positively with
66.6% of students.
+ Students feel that they now satisfactorily engage in 57.81% of
- the positive interactions considered critical to quality care.

-- Reduced misynderstandings:

+ Residents report that they adequately understand 91.6% of the
students.

+ Residents report that 75% of the students adequately
understand the residents themselves.

+ Students report that no misunderstandings take place in 66.6%
of their interactions with residents.

+ 66.6 %of students report that the number of misunderstandings
with residents has decreased.
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-- Bapoding changes in resident condition:
+ Residents report that 66.6 %of students adequately relay their
messages or report changes in the residents' condition.
+ Supervisory staff report that 66.6 %of students adequately give
reports to their English-speaking supervisors.

-- Elliing out docyments:
+ All students can fill out at least 70 % of necessary information on
an English-only flow sheet.

+ Students report that 50 % of English-speaking supervisors now
pay more attention to students’ reports.

+ The reports submitted by 66.6 % of students have enabled the
Director of Nursing to make necessary adjustments in patient
care plans.

+ The reports submitted by 50 % of student s have enabled
English-speaking licensed staff to make necessary adjustments.

+ The reports submitted by 91.6 % of students have enabled
bilingual supervisors to make necessary adjustments.

+66.6% of students feel that English-speaklng staff no longer
need an interpreter to communicate with them.

+ The Director of Nursing has become less dependent on
interpreting when interacting with 41.6 % of students.

+ English-speaking nurses feel they have become less dependent
on interpreting when interacting with 66.6 % of students.

+ The Director of Nursing feels she does not need an interpreter
for 50 % of students.

+ English-speaking nurses say they don't need an interpreter
when interacting with 66.6 % of students.

+ Bilingual supervisors say they interpret less for 91.6 % of
students and that they depend less on interpreting to give
instruction for 58.3 % of students.
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-- Non-job-related benafits: The general proficiency (as measured by
the standardized BEST test) of ALL participants has developed

considerably.

Whan these findings were reported at a team meeting on July 25th, it was
agreed that the data wers "valuable," the kind of "quantitative data™ which the
team had asked for at the beginning of the study. A management

representative noted, however, that the process of planning and carrying out the
data-gathering and -analysis was very time-consuming and that future
evaluations would require a less-demanding system. This same manager said
that future evaluations should look not only at more-experienced students but
also at participants newer to the program.

United Electric Controls

By late September, a total of four supervisors had completed questionnaires,
assessing the skills of fourteen students. The consultant entered the data from
these supervisor questionnaires into an Excel computer database system and
produced a grid showing the average "scores” for each student, as well as the
average "scores” for each of the eleven questions asked on the questionnaire.
(See the United Electric Controls case study in Appendix A for a copy of this
grid.) In the process of tabulating the data in this way, the consultant found that
the multiple choices offered for each skill area were not as clear as they should
be and did not readily lend themselves to numerical analysis. The consultant
and program coordinator agreed that future such supervisor questionnaires
should be revised to deal with this problem.

Another design-related problem was the fact that some students were not
normally expected to perform certain functions in their day-to-day jobs. It was
thus not fair -- nor particularly useful -- for them to be assessed on these
particular skills by their supervisors. The consuitant and coordinator agreed
that future such questionnaires should focus only on the skills most reievant for
each student.

The consultant and coordinator agreed that, despite these design-related
problems, the data which were produced by the supervisor questionnaires
TV,
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could provide rough indicators of how well students are performing particular
job tasks. As the coordinator put it: "While we still can't present results in terms
of a graph or a Charles Atlas before/after picture, we should at lsast be able to
digest results to show program relevance to company goals.”

The coordinator felt that "Workplace outcomes for students at UE have not been
promotions or big pay increases. They have been (1) success in adapting to
constant change, and {(2) contributions to company success through individual
initiative.” This view was corroborated at a July23rd team meeting where the
first quastionnaires completed by a supervisor were discussed. At this meeting,
the company manager said that he felt that this one supervisor's responses,
along with the students’ responses and other evidence, indicated that the
program has been reasonably successful in getting employees more invoived.
The team agreed, however, that the employees' English-language abilities are
only one of many factors determining how involved workers are. Other factors
cited at the team included the employee’s "personality” and how management
makes use of the worker's skills.

In the consultant's view and that of the coordinator, the information which was
gathered could be used by the instructor to further tailor instruction to each
student’s needs. The data also showed which job tasks students were not
expected to perform at present and which tasks were commonly expected of
students. The coordinator also noted that the process used to design and
implement the evaluation "brought us back into contact with supervisor opinion
and provided stronger insights into specific results (or non-results) of classroom
projects.”

Boston City Hospital

By August, the data from the questionnaires completed by seven students and
six supervisors were in. The results produced a somewhat cloudy picture of
what the impact the program had had on the students. In some cases (for
example, communicating with supervisors, doing high-quality work,
communicating with other staff and patients), both students and supervisors
rated the students as doing well. In several other areas (such as taking initiative
in staff meetings, handling stressful situations, filling out forms, anticipating
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special needs, and thorough knowledge of their jobs) students’ seif-
assessments and the ratings given by their supervisors tended to differ. it was
also found that two students consistently were rated low by their supervisors
even though these two students gave themselves "high marks.”

In a meeting on July 23rd, it was agreed that the fuzziness of these findings
suggested that the instruments needed to be revised if they were to be used in
the future. They might, for example, be edited 1o focus primarily on just a few,
highest-priority areas such as communication skills, handling conficts, and
dealing with emergencies. It was also agreed that future evaluations also
incorporate data from more-traditional measures such as scores on classroom
tests. Future evaluation work would, in any case, require a restructured team,
with more representatives and a new program coordinator.

Kennedy Die Castings

The data from the June and August supervisor interviews and student self-
assessment questionnaires were tabulated by the consultant who used an
Excel computerized database program. The raw data and the corresponding
supervisor interview guide and student questionnaire are included in the
Kennedy case study in Appendix A.

In his two assessments of the students' job-related abilities, the supervisor
indicated the following:

-- On average, students fall in the "medium” range of ability.

-- They on average improved slightly during the period of June to August
in their abilities to handle all of the given job tasks.

-- The students showed the strongest abilities in (a) identifying quality
defects, (b) functioning as a KDC employee, and (c) comprehending
and following directions.

-- The students were rated lowest in their abilities to {a) communicate in
general and (b) actively participate in KDC training programs.

-- The data could be organized to provide a "ranking” of students. This
could bs used by instructors to identify which students needed more
help and the skills areas which needed particular attention.
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In their own self-assessments in August, the students tended to rate themsslvas
on the high end. They seemed particularly confident in their abilities to
understand their supervisors’ directions, tell someone that they don't
understand something, tell their supetvisors they have a problem, and spot
defects.

When the above data were discussed at the third meeting of tha Kennedy team
on October 1, the senior company manager said that the single sheet of paper
containing the data from the supervisor interviews was padicularly useful to him.
He felt that, when it came time to make decisions abou! whether to continue
putting ccmpany money into the program, he could rresent this information to
his general managor to demonstrate that students were in fact improving their
job skills as a resuit o) participating in the program. Similarly, the manager felt
he could show such daia to his customers wiio were especially concemad that
their suppliers’ (in this case, Kennedy's) workforce be able to produce quality
geods within a given timaline. Such data were, he felt, more compelling than
rasults fron a standardized test.

The manager also notea that, apart from the data produced by the supervisor
inierview, the data-gathering nrucess had had the added benefit of getting
supervisors and other company personnel to pay more attention to the kinds of
goals aimed at in the education program. This was corroborated by the
supervisor who participated in the interview; he said that going through the
interviews helped him focus on what Is going on in class and how he can build
on what the students are learning. He has seen, for example, how employees
on his shift are more productive because they now communicate more
effectively in a team atmosphere. He feels that the class provides a convenient
forum for communicating important information to a number of workers at one
time, and so he plans to continue participating as an occasional instructor in the
class.

Another team member -- the human rasources officer -- similarly said that going
over the data has made her pay micre attention to the communication skills of
the students with whom she interacts around personnel matters. The senior
manager suggested that, given such benefits of involving supervisory-level
employees in assessments of workers' skills, questionnaires containing similar
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questions might now be disseminated to all supervisors at the end of each
education program cycle. He cautioned, however, that future evaiuation
activities not be overwhelming in terms of the amount of data produced and time
needed to make sense of the data. As he put it: "Don't paralyze by analyzing.”

The senior manager felt that the supervisor's assessments of the education
program's impacts were more meaningful than an evaluation done by an
outside evaluator. The supervisor was seen as being "close” to the actual
workplace Situation in a way that an outsider could not be. The supervisor also
has a personal investment in sesing that the education program in fact
improves his workers' skills and thus approaches his assessment of the workers
with a critical eye. (Another team member — the program instructor -- had made
the same point before the meeting began. She said that supervisors at
Kennedy now have more authority than they had had previously and that
supervisors now tended to be more thoughtful and involved vis-a-vis what
happened on the shop floor. By going through this goal-setting and evaluation
process, the supervisor's sense of ownership for the work process was, she felt,
reinforced.)

In addition to the above comments from company representatives, the instructor
who gathered the data felt that the evaluation process was instructive in the
following ways:

(1) The feedback provided by the supervisor in the interviews tended to
confirm the teacher's understanding of the students' abllities, but not
in all cases. The instructor was able to see how a student might
perform well in the classroom but not be transferring that ability to the
worksite - or vice versa. This enabled the instructor to clarify where
students’ skill gaps were and to change the curriculum accordingly.
(For example, the results suggested to her that she might divide the
students into beginning-level and more-advanced-leve: groupings,
so that beginners could get the extra help they appeared to need and
so that the more-advanced students wouldn't be "held back.”) The
supsrvisor's assessments also raised questions about other factors
unrelated {o the education program which might be impacting the
students’ use of the newly-acquired skills on the job. Such variables
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might include personality conflicts with the supervisor, a work
environment so noisy that it inhibits clear communication, and social
pressure for an employese to "appear” to understand even when he
doesn'.

(2) The process demonstrated to the instructor just how compiex her job
is. Ata time when the entire production process is placing greater
demands on individual workers, she is being asked to customize
instruction to a number of job-related tasks with which she has no
direct experience. This has led her to conclude that she needs more
technical input from the company if she is to effectively tailor the
program to the company's interests within the limited amount of
instructional time available. But it is difficult to get that input at a time
when the supervisory-level personnel who might give that input are
being replaced and also being expected to take on other new
responsibilities beyond those required by the education program.
(This point about the zompiex nature of what she has to teach was
made particularly clear when she tried -- unsuccessfully - to set up a
simulation activity as one way of assessing students’ avilities to
handie particular job tasks. She had thought that the problem to be
solved in the simulation was relatively straightforward, but soon
learned that even seemingly-simple tasks could be solved in a
number of ways depending on details which she could not foresee
when designing the simulation problem. )

(3) The goal-setting process used in the initial steps of planning this
evaluation was very useful for the instructor. The extra attention paid
to setting clear goals this time has shown her that, by setting clear
goals, she can more effectively monitor progress toward those goals.

Step 9: Reporting of data and other follow-up action (August - November
1991) '

Now that they had summarized and analyzed the data, the six teams were faced
with the task of preparing reports for the audiences they wished to present their
findings to. In consultation with the consultants, the teams dacided to whom
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they would report their findings and the formats of those reports. These
audiences, the form the reports were to take, and other follow-up action varied
from program to program, as follows:

Hampdan Paper

The coordinator presented a written summary report to the members of the
Hampdan Paper evaluation team prior to the fourth and final meeting of the
team. That report generated discussion in the fourth team meeting, and was the
*skeleton" of the final report which the program coordinator then completed in
Novamber. The final report will be distributed to supervisors and other
managers at Hampden Paper in order to share information about the education
program and to generate support for it.

Aerovox

In the third site visit meseting in mid-September, the team agreed that it should
present a summary repor to three or four Aerovox vice presidents, especially
the vice president for quality control. The vice president for human resources, a
member of the evaluation team, suggested that selected findings could aiso be
included in the Aerovox Annual Report as well as in the Aerovox newsletter. He
took responsibility for making this happen. The coordinator invited the other
VPs to the fourth and final team meeting in late October, and presented them
with a summary report.

When the team members reported their preliminary findings to the vice
president for quality control at the fourth site visit meeting, they found a
surprisingly sympathetic ear. Recently returned from a visit to another company
which had embraced the "high productivity” model (team-based work, building-
to-order, total commitment to quality, and worker involvement in the work
process, etc), he was especially interested in workers' reports that participation
in the Aerovox education program helped them to develop a sense of team
work and team identity. (This is included in the ASTD categories: 71.9% of the
total reported improvement; 55.5% of the department heads reported
improvement.)
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He suggested that future education programs might focus more on skills like
team-building and on changing the organization of the company in general
(with significantly more emphasis on valuing the ideas of workers), as well as
on more-traditional basic skills. The evaluation team mesting provided the
venue for the vice president for quality control to discuss this new idea with
other key people in the company and to begin to plan how these new ideas
might be camied out.

The final report of the Aerovox evaluation, which the coordinator completed in
late November, will be distributed to the other vice presidents and to other
interested parties as a way of promoting support for workplace education.

South Cove Manor

In a meeting with the consultant on July 25, the team agreed that the above
findings would be presented -- in a combination of oral form and written
summaries -- to the following audiences: the SCM board, the board of the
Chinese American Civic Association (the education service provider), students
in the SCM ESL class, and the state office which provided funds to the program.
(Note: Subsequent to the July 25th meeting, SCM decided to terminate its
contract with CACA and close the ESL program. It was thus not clear at the time
when this report was written whether the program would make further use of the
data gathered, the instrumenis used, or the team structure which had been
developed. However, CACA was actively planning to use a similar planning
and evaluation process in the workplace education programs it was setting up
with other area employers.)

K v Die Cast

At its third meeting on October 1, team members agreed that they would
summarize the data and conclusions described under Step 8 above in the
following ways: The senior manager would combine the above findings with
additional comments of his own and from his human resources officer. This
report would then be available when management decides what amourt to
invest in the education program in the future. The education providers likewise
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will incorporate the study's findings into the final reports they submit internatly to
their own supervisors and externally to their funders.

These same educators (who are based at Quinsigamond Community College)
are also moving to transfer the experience gained in this year's outcome study
to their work in other workplace education programs in the Worcester area. For
example, because the program for workers at the T.J. Maxx warehouse is now
becoming increasingly work-related, the Quinsigamond educators hope to
implement a goal-setting process which will help T.J. Maxx to clarify just which
job-related goals it wants the curriculum to focus on. Similarly, the Norton
Company is using its new education program as a way of instituting a more
participatory work format. The company is thus interested in using the "team”
goal-setting and planning approach which the Quinsigamond educators are
developing. The Quinsigamond staff will use information about the process
used in the Kennedy project in their communications with these and other
employers.

United Electrical Controls

When the data from the four UEC supervisors and nineteen students were
analyzed as described under Step 8 above, the coordinator agreed that, with
design revisions, the questionnaires might be used again for additional
eval':ations at UE. The coordinator said that he would like to combine these
types of questionnaires with other instruments he had previously deveicped or
considered at UE and other programs. (These other instrume.its could include
multiple-choice job-related tests fur students and roundtable discussions in
which supervisors assessed what was happening in the program.) When
organized in a "battery” or "portfolio,” these data-gathering instruments would
provide a program coordinator with a set of evaluation tools to adapt for use in
any workplace program. In the meantime, 1.:e coordinator agreed to provide a
copy of the "¢-id" of supervisor responses to the team's human resource
manager. This grid could serve both as ar; indication of the rough findings of
the superviso: questi.anaire and as a medel for how similar data could be
organized in the witure.
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Boston City Hospital

At their July 23rd meeting, representatives of the BCH team agreed that they
would summarize what data were available from the two questionnaires and
student test scores and present them to senior management. This would be
done to (1) increase management's support for the program in general and (2)
get senior management more involved in the team. The latter involvement by
senior managers was seen as important because management needs to have
input into program goal-setting, coordination of the basic skills program with
other human resource programs, and other key activities.

The team suffered further attrition in September, to the point where only one
representative from the original team was actively attending to educational
issues. This "sole survivor® (the union representative) said in a letter to the
consultant that , despite the damage done to the team by staff reductions, she
"would continue to push for more commitment to workplace education...and
suggest that we use some of the tools that you have left us with in terms of goals
setting and evaluation.”

Step 10: Evaluation done of the outcome study process itself: September -
November 1991

In order to clarify how effective this outcome study process was, the consultants
provided opportunities for the six evaluation teams to assess their own
experience in the project and to make recommendations for possible future
outcome study activities. The consuliants informally asked various evaluation
team members how effective they thought the evaluation process had been and
where there was room for improvement. in addition, the consultants constructed
a brief questionnaire which asked the team members to assess the
effectiveness of the avaluation process and make recommendations for
improvement. A copy of this questionnaire is included in Appendix B, under
separate cover.

The consultants’' conversations with team members and the written evaluations
indicated that, in general, the process of establishing an evaluation team which
represents the partnership and together defines appropriate outcomes is very
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valuable. These evaluations also indicated that more work needs to be done in
defining outcomes, designing the best measurements for these outcomes, and
in balancing the need for effective evaluation with the demands it places on
everyona's time. This feedback has been incorporated into the analysis
."ascribed in Section 1ll below.

il. Looking Back and Looking Ahead: An Assessment of the Project and its
Implications for the Future

Because this project was framed by its planners as experimental in nature, it is
important now at its closure to assess what in fact was achieved in the project.
From this self-examination, we can get a clearer picture of how the workplace
education field might build on the experience provided by the project.

This section first assesses how well the project met its stated goals. It
concludes with a set of recommendations for the various parties which might
have an interest in building on the project's experience in the future. This
discussion incorporates feedback received from the evaluation teams along
with the consultants’ observations.

What the Project Achieved:

As stated at the beginning of this report, the MWEI Cycle 4 evaluation was
originally set forth as "a combined outcome study and organizational
development project,” with the following three major goals:

1. Build the capacities of individual programs to conduct outcome
evaluations.

2. More clearly define desired outcomes for each site and produce data
which demonstrate what in fact is being achieved.

3. Develop a "tool kit" (an evaluation planning process, data-gathering
instruments, and resource persons) which other programs can use to
develop their own planning and evaluation systems.
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What follows are assessments by evaluation team members and the
consultants of how fully each of these goals was achieved:

Goal #1: Build the capacities of individual programs to conduct outcome
evaluations.

Achieving this goal was key to the success of the entire project. In general, the
goal was achieved, although the level of achievement varied from site to site,
and even within individual sites.

The six teams carried out the planning, instrument-design, data-gathering and
analysis, and reporting activities described in Section |l above. in the procsss,
most of them emerged with a clearer team identity and an understanding of how
they might not only assess what is being achieved in their programs but -- from
the start --build their education programs around clear goals reflecting the
diverse interests represented in each program. Team meetings gave
supsrvisors, managers, workers, union representatives, and education staff the
opportunity to meet regularly, focus on a common purpose, and draw on the
strengths of their different roles. Often the evaluation team meeting was the
only time that representatives from these different groups gathered together to
discuss the education program. This means that issues which needed to be
discussed but had no other place in which to be discussed were reviewed and
resolved.

* For example, at Hampden Paper the union representative had the
opportunity to query the company president about the effects of an
educational certification program on seniority, and a supervisor reported
candidly to the president about the critical attitudes of other supervisors
toward the education program. These issues were highly relevant to an
effective evaluation but also to effective program development and
implementation. Without the evaluation tearn meetings, this important
information would not have been shared in a timely way -- and maybe
not shared at all.

+ Similarly, at Kennedy, the team meeting triggered goal-setting meetings
with other supervisory staff. Rather than just rely on outcomes defined in
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the evaluation team, the coordinator decided to query other interested
parties, too, and to involve them in a goal-setting/feedback process. The
purposes of these goal-setting activities were to develop the curriculum
as well as o0 enhance the evaluation.

» The process of defining outcomes for the education program helped a
manager at United Electric Controls to see to see how the standards set
for workers in the ESL program aiso apply to other workers. The team
process thus informed the larger human resource development system
which the company was introducing and helped it to flesh out standards
which all workers should be measured against.

For the last three years, the MWEI has required that each funded program be
overseen by nn advisory board which represents the diverse groups in the
program partnership. These groups typically consist of management, labor, and
the education providar. While these advisory boards were originally intended to
provide opportunities for open exchange, they have ofton become forums only
for upper-level managers to be kept informed about program details. Real
discussion in most of the existing advisory boards is limited, especially by the
roles that govern relationships in the workplace. In the new evaluation teams
created for this year's outcome study, however, the difference in roles and
perspectives was valued and actively elicited by the consultant. In contrast, the
mestings of the older advisory boards have not been facilitated by an outside
evaluator whose aim is to include all perspectives in the discussion.

Other positive results of the team-building effort were (1) the development
among some team members of new skills and self-confidence vis-a-vis program
evaluation and (2) clarification for students about how evaluations can be used
and resulting increased willingness among students to participate in similar
evaluations in the future.

The teams' abilities to make maximum use of their new identities and
knowledge, however, were limited by obstacles which were both built into the
evaluation plan and which were the result of organizational problems or
changes in the companies. These obstacles were as follows:
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1. The evaluation plan required the consultants to simultaneously
develop the team and use the team to perform the required work. None
of the teams had worked together as such before the January 10th
meeting. While there was good will and desire to work, teams do not
become teams because someone telis them they are a team. Rather, the
team builds an identity over time, through planning their work and then
working together. The time constraints of the evaluation, and the limited
number of site visits which the consultants could make to each program,
overly compressed the work to be done.

2. Team members who did not understand the importance and value of
working as a team could not take ownership of the evaluation in a way
that insured their mavimum participation.

3. Some team members had a traditional mindset vis-a-vis "evaluation,”
seeing it as something done by outside experts rather than by program
participants themsaives.

4. Some team members had limited experience of this type of
collaborative evaluation, felt they did not have the skills to do the work,
and were sometimes confused by what they were asked to do.

5. Team members often found it difficult to come up with mutually-
convenient times when they could work together.

6. Some programs were operating within organizations experiencing
consideiable pressure due to budget cuts and staff cutbacks, leading
team members to question the value of the evaluation.

7. The two consultants had only limited iime to help the programs deal
with these limiting factors as they emerged -- often unpredictably --
during the course of the project.

Goal #2: More clearly define desired outcomes for each site and produce data

which demonstrate what in fact is being achieved
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The teams made real strides in nine months toward, first, identifying meaningful
goals for the program and, then, designing and using appropriate instruments to
measure progress toward those goals. However, the data which resuited from
these efforts were of varied quality and usefulness.

Most members of the teams went into this project believing that, yes, good
things were happening in their education programs and that they simply
needed to find an appropriate, meaningful way of documenting these positive
results. This proved to be much easier said than done, for two reasons. in part,
putting together a sound study was hindered by the "obstacles"” cited under the
discussion of "Goal #1* above. But this study of outcomes was also difficult
because ~ even under the best of circumstances - It is difficult to make tangible
the impact of an education program on a particular worker's behavior on the
job. These difficulties stem from the fact that employee behavior is determined
by so many factors bey ond the education program, standards for worker
performance are not clear, and other variables. (See Sticht in References.)

The best-quality data gave the clearest, best-balanced picture of how fully the
learners were currently performing certain agreed-upon functions. The teams
recognized early on that they would have to rely primarily on the assessments
of people invoived with workers on the job -- supervisors and "customers” -- and
on workers' own self reports. The reliance on these assessments stemmed
from the relative ease with which they could be designed and completed.
These assessments had a built-in degree of subjectivity to them. The teams
attempted to deal constructively with this subjectivity by following principles of
social science research, particularly that of triangulation: (1) setting clear terms
and standards for the abilities being measured and (2) relying on a number of
informants' perspectives to inform the evaluation rather than on, for example,
just one supervisor's assessment or just the students’ self-assessments. The
"simulations” developed by the South Cove Manor evaluation team were an
attempt to identify more objective measures of student progress. While
simulations might not be appropriate in all work settings, most teams realize the
importance of establishing more-objective measures of student progress which
complement the worker self- reports and reports by supervisors and customers.
What "more-objective measures” means in each program needs to be defined
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carefully by each evaluation team, without discounting the value of soliciting
perceptions of change from the players invoived.

Despite these honest attempts to grapple with issues of subjectivity, the quality
of the data which came back were often of limited scope. For instance, one
team could, due to staffing changes, come up with only one supervisor who
could give informed feedback on learners' behavior and that single supervisor
had interacted with the learners only recently rather than over the full life of the
program. Also, much of the data produced gave only an indication of where
particular students stood at present, and there was thus only a limited basis for
comparing their current abilities to their skill levels when they entered the
program, apart from perceptions of change reported after the students had
already gone through the program. (Kennedy Die Castings was the only
program which collected something like longitudinal data by having a
supervisor assess workers' abilities twice over a three-month period.)

In such cases, the data which came back had to be viewed as a base line
against which future similar data could be compared. This initial stab at
gathering data is viewed positively as a pilot effort from which the teams couid
get a clearer picture of which outcomes to focus on and the most effective ways
of gathering information pertinent to those ou.comes, and then revise their
existing instruments and perhaps develop new ones.

In the best cases, teams focused on a carefully-selected set of outcomes and
then were able to gather a sufficient amount of data about a significant portion
of the student body from a number of sources. The resulting data, in tum,
provided a sufficient body of reliable evidence to draw conclusions from.
Coming up with such extensive data required much hard work by committed,
thoughtful team members who went the extra mile in tracking down sources,
testing and revising instruments, and developing a systematic way of recording
and analyzing results.

In both the stronger and less-strong efforts, the data which were gathered had --
at a minimum -~ the potential for getting team members to be clearer about the
goals their programs should be aiming at, even if the teams had not yet
developed smooth mechanisms for assessing progress toward those goals.
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Goal #3: Develop a *tool kit" (an evaluation process, data-gathenng
instruments, and resource persons ) which other programs can use to develop
their own planning and evaluation systems.

As stated in the discussion of Goal #2 above, the stronger teams were fairly
successful in developing a process, instruments, and a pool of resource
persons which they could use to carry out similar outcome studies in the future
and to teach others how to conduct similar studies . (There has emerged a
multiplier effect beyond the scope of this project. For example, The Chinese
American Civic Association is now interested in using the SPSS program to
computerize evaluation data on all the other education services it provides in
the Chinese community. Quinsigamond Community College is now adapting
key elements of this year's project — goal-setting and other planning and
evaluation activities -- to its work with other area employers.) These processes
and instruments were not perfect, however, and they would require additional
supports 1o take the next step of strengthening the fledgling evaluation systems
they had begun to develop. These supports would include "internal” ones like
paid time for team members to devote to evaluation work as well as active
participation and commitment from all other team members. Support would
also have to come in the form of "external” assistance such as workshops which
focused on the specific technical needs of team members. (For example, many
teams could likely benefit from guidance on new approaches to data-gathering
which go beyond the traditional questionnaire and checklist.)

How the positive experience of these teams could be built on within the six pilot
programs and by other workplace education efforts is discussed in the following
Section.

The following recommendations are divided into two sets. The first set is for
state-level planners and funders; the second is for the evaluation resource
people who would provide technical assistance to workplace planning and
evaluation teams.
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y : 2 8l planners and funders: As stated previously,
this years outcoms evaluation project has demonstrated that efforts targeted at
the project's three goals can produce significant benefits for workplace
education programs. Benefits include strengthened planning and evaluation
capacities for individual workplace education programs as well as clearer data
about what is in fact being accomplished in the programs. This year's project
showed that, to be successful, future efforts should build on this years
experience. A future statewide effort would focus on putting the key elements of
successful on-site program evaiuation in place while dealing constructively with
the obstacles which block successful evaluation team efforts.

In order to build on the strengths of this year's experience and avoid the
problems encountered, state-level planners and funders of workplace
education programs should:

These teams would be more than figurehead groups. They would be
required to work together over the course of the funding period to
perform appropriate planning and evaluation activities. They would
need an active coordinator in charge of organizing planning and
evaluation activities. These activities would include ongoing goal-
setling activities and development and use of appropriate measures of
program outcomes. Program coordinators are the likely people to take
on this role. They have been responsible for evaluation activities in the
past and actively panticipated in the teams this year, taking the lead in
organizing teams and collecting data. In subsequent years, this work
should be integrated into the responsibilities the coordinators are
expected to carry, rather than be seen as extra work.

. I lanning ion
process similar to that developed in this first year's project. With proper
training of key team members, as well as access to a core group of
resource persons with technical expertise in the vanous facets of
planning and evaluation work, the teams could efficiently incorporate
planning and evaluation as a central function of their work. Already-
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existing teams would continue to receive technical assistance from
resource persons.

mwmm_mnsnm.tm& The state-level partners
would thus not only write such a new emphasis on planning and
evaluation activities into funding guidelines, but would also organize
the core group of resource persons referred to abovs. These resource
persons would hold formal training sessions in evaluation for
workplace educators from around the state and also be available for
on-site consultation and informal telephone feedback sessions. Print
and other resources -- like this report, copies of sample instruments
developed this year, and by others, relevant reports and videos from
around the nation, and annotated bibliographies-- might also be made
available.directly through the resource people, the MWEI Coordinator,
and the System for Adult Education Support (SABES).

m:as:_gmups_agmss_mgmms. The outcome evaluation this year
only touched on the benefit of this kind of cross-fertilization in the

January 10th workshop. With the exception of education staff who
already enjoy regular meetings with their counterpans from other
programs, all of the participants at that workshop said that they wanted
more time with their interest groups.

RBecommendations for evaluation resource persons: in addition to what the
state-level partners need to do, a good deal of activity is needed at the level of
the local workplace education partnerships. If the partnerships are re-
organized under "planning and evaluation teams,"” then the members of those
teams must be educated about the value and technical requirements of effective
program evaluation. Team membership should be limited to those who have
the desire and time to work. Teams should be discouraged from "dumping”
planning and evaluation activities onto one or two team members' laps. The
resource persons should help team members to see the required activities as
the responsibility of all team members. Evaluation resource persons shouid
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encourage team members to see that each of them represents an important set
of interests in the program, and to use well-supported planning and evaluation
activities to insure that the program serves their respective interasts.

For the planning and evaluation teams to work, all team members need to take
on ownership for the process. Then they need to commit the time and effort
necessary to figure out what an effective planning and svaluation process
requires, and see that it gets done.

Specifically, to best facilitate team-based evaluations in the second year,
evaluation resource persons should:

* Provide training/organizational-development opportunities in which
teams can develop a team identity and negotiate goals to be achieved
through collaborative program evaluation.

* Develop exercises in which teams can clearly define desired workplace
education outcomes.

» Actively address the contradiction between programs' desires to
measure meaningful outcomes and the limited amount of time they feel
they can invest in collective planning, data gathering, and analysis.

* Explore different ways to collect data beyond the checklist, survey, and
interview; develop a "menu” of methods for use across programs,
including both "direct” and "unobtrusive™ methods.

+ Consult with a specialist in measurement to ensure that evaluation tools
are methodologically correct.

» Gather all the teams together for more frequent sharing of information.

+ Expand the computer data-analysis expertise among teams for the
following reasons. Computer analysis can:
-- help to systematize the sequence of steps in conducting an
outcome study;
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-- gstablish a system at the beginning of a study - for even a small
group of respondents -- that can be expanded and compared over
time;

-- over time help to bring other data-collection procedures in the
workplace into a comparable format;

-- present data in a statistical format which appeals to managers and
others who want "hard” information about how the program is
working;

-- provide another way for students to become involved in their
programs and their evaluations.

A second year of planning and evaluation activity could thus combine
guidelines, funding, and technical assistance to create a new orientation and
new capacities in all workplace education programs in the state. This second
year's activity should itself be evaluated and in tumn built on in future years.
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Curriculum Study

I. Introduction: Why the Curriculum Study was Requested

In the fall of 1990, as part of the fourth year evaluation, the Massachusetts
Workplace Education Initiative state level partners requested a study of the
curricula at a sample of workplace education programs. Through this study they

hoped to:

« Better understand curriculum, and the process and state of the art of
curriculum development, as they exist in the Initiative (see pages 83-91);

» See what curriculum features appeared to be effective, and what curriculum
practices were most promising (pages 122-127);

» See the range of similarities and differences in curriculum across the
programs (these are addressed throughout this report);

» Better understand what skills, knowledge, and experience workplace
education teachers need, and what their jobs require (pages 118-122); and

* Receive recommendations on how cumiculum might be improved at individual
sites and across the initiative (pages 131-137).

They also wanted to know:

« What philosophies and educational approaches were being used (pages 83-
21);

* Whether or not programs had curriculum objectives, and if so, if the objectives
were being measured (addressed in outcome study);

* Whether the curricula addressed workers' needs or only employer needs
(throughout this repont, it is clear both are addressed);
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» Whether or not learner-centered curricula were being used (throughout the
report there is evidence that to varying degrees the curricula are learner-
centered); and

» If workers were able to participate more fully in the workplace because of the
curricula (throughout the report there is evidence that they are, although to
varying degrees).

Finally, they wondered how these programs would compare to an emerging set
of norms articulated in such documents as the Massachusetts Department of
Education's most recent request for proposals, the Massachusetts Interagency
Literacy Group's "Principles for Effective Literacy and Basic Skills Programs,”
and the Workplace Education Initiative Guidebook and Request for Proposals.

. Curriculum Evaluation Methodology: How the Study was Carried Out

In the Fall of 1990, we developed a set of norms from the documents which had
been identified by the state level partners. (See Appendix C, under separate
cover, for "Workplace Education Initiative Curriculum Standards.”)

From these norms, we developed data collection instruments: a general
information questionnaire, administered prior to the site visits; a format for
review of curriculum materials; and a set of group and individual interview
protocols for gathering information from coordinators, teachers, evaluation team
members and students. (See Appendix C for copies of the protocols and other
data gathering instruments)

We visited four programs, each for at least two days, in the winter and spring ot
1991 in order to observe classes; interview students, teachers, coordinators,
evaluation tean1 members and others; and to review additional curriculum
materials.

After completing all the site visits we analyzed the information from these
interviews and summarized our findings in this repon.
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The workplace education programs studied here, like fast rivers, are dynamic,
changing entities. This curriculum study was an opportunity to jump into these
rivers and float with them each for a brief period. By the time we were writing the
draft of this repont, just months after our data collection, we were aiready aware
of significant changes being made in the programs and their cumicula. This
repornt should be viewed as a collection of snapshots of the Workplace
Education Initiative program curricula at a time when the programs were young,
and growing fast.

. Findings

A. The Meaning of "Curriculum” at the State Level and at the Individual
Program Level

"Curriculum” in this study, as defined by the state partners, means "The
materials developed and used by program staff, the process by which materials
are put together, actual classroom practices, and the philosophy which guides
these activities." This was a definition agreed upon by the partners at the
study's outset. Assessment is not included in this definition and is only touched
upon in this study. it is an important area for program evaluation, but was both
beyond the scope and resources available this year.

This definition represents the anticipated diversity of the curriculum definitions
and approaches used by the programs in the Initiative. One of our purposes
was to better understand what each of the programs meant by "curriculum® and
how diverse, in fact, these definitions were.

ment

The philosophy or approach which undergirds ESL curriculum development at
the Kennedy Die Castings, Inc. program, is described in the words of its
Coordinator, Kathy Rentsch, and Head Teacher/Curriculum Developer, Kathy
Soderstrom, as: "a multi-faceted process that develops all language areas
simultaneously using the strengths students have, and building upon them in a
natural, holistic manner. It is based on the belief that communication is
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composed of the elements of speaking, listening, reading, and writing, and that
they should be developed naturally and together.”

~Students are encouraged 10 use language that is familiar to them. Lessons are
student-centered and always taught.in a natural language context, not in
isolated drills. The processes are taught as a whole, not as sub-skills. The
workplace and lts specific situations -- machinery, processes, personnel, rules
and regulations provide the necessary background knowledge.” (From
"Introduction to Kennedy Die Castings, Inc. Curriculum™) The uitimate goals of
such an approach -- for student/workers -- are increasing their self-confidence;
helping them to function effectively in the workplace and outside; and "enabling
and empowering” learners through improved English language skills to
articulate their views, read, write, compute, participate and work in groups, and
solve problems, especially job-related problems.

In this program, "curriculum” refers to the units and materials developed or
adapted, and the work tasks and daily living tasks from which the language
lessons are drawn. It is also the instructional process which tailors the learning
to the variety of backgrounds, experiences, skills, knowledge, and leaming
styles of student/workers. Thus, the line that is sometimes drawn in education
between curriculum and instruction is here deliberately blurred to avoid
fragmentation and to assure that the curriculum is learner-centered.

There are 29 work-based curriculum units, in various stages of refinement,
derived from student language, work, and life skill needs as articulated by
company representatives and by workers. They include topic areas such as:
health and safety; quality assurance; the process, tools, and equipment of
aluminum die casting; reading signs at work; and communication skills. The
curriculum units are intended to guide, aid, and assist teachers as they use and
adapt them to facilitate learner-centered, contextual activities in the classroom.
The curriculum development process used by the Worcester Workplace
Education Collaborative, which includes Kennedy Die Castings, Inc. as one of
its sites, is as follows:
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1. The curriculum developer observes what leamers do at work, takes
photographs, and collects "realia” such as notices, signs, and written
instructions which are parn of work tasks or the work environment;

2. She facilitates a collaborative goal-setting session with learners and with
supervisors to determine overall interests and goais;

3. From these, she develops themes which address worker language skills,
neseds and interests such as: signs in the workplace; health in the workplace;
quality assurance; and work process and product control;

4. These are reviewed by teachers, and by the site teams, which include
representation from the company, including supervisors. Curriculum is not
reviewed formally by students.

The curriculum units are tailored ty the instructor in the classroom using such
co-operative learning techniques as peer grouping, role playing, discussion,
experience charting, picture stories (using site-specific photographs), problem-
solving, and student-written booklets such as A Day on the Job of...." or "The
machines and Processes at...."

The curriculum is organized by theme (work-related or other contextually-
related theme such as: health and safety; quality assurance; communications;
aluminum die casting; casting defects; tools, equipment and gauges; signs at
the workplace, etc.) instead of by a sequence of language skills or life skills.
Language skills, however, are included; they are embedded in the themes.
"Theme," as we understand its use in this program, means a contextual topic, or
an area of student concerns, problems or issues.

Classroom activities, however, are not limited to the content of these curriculum
units. Instructors also draw upon students’ immediate language needs from
work and from their lives outside work which students, the instructor, or
supervisors may identify.

Although curriculum revision is an ongoing process, in the summer of 1990
there was a major revision of the curriculum. The former curriculum separated
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*work-related" learning from "ESL" learning. The new curriculum integrates
these, and is used at all three companies in the Worcester Workplace Education
Collaborative. It consists of curriculum units and a teacher's guide, and is
photocopied and given to students to take home.

Curriculum and Curriculum Development at Boston City Hospital

Boston City Hospital has two adult basic education courses with quite different
aims and curricula: the basic academic skills (ABE) course and the pre-
technical science and study skills course. The curriculum for the basic
academic skills course is a set of competency areas and specific competencies
or "performance indicators". It has two sections: "Healthcare Workplace Skills,”
and "Academic Skills.” The first section is largely workplace-specific basic
skills, the second a continuum of basic skills leading to the goal of passing the
high school equivalency diploma (GED) exams. :

The first section of the basic academic skills course, "Healthcare Workplace
Skills,” includes such competency areas as: telephone communications, e.g.
taking and giving messages in hospital units/floors and in outpatient clinics, or
responding to an emergency; forms, e.g. accurately completing applications,
surveys, health information forms, and incident reports, and filing a grievance
with one's union; Job Management Skills, 6.g. understanding the purpose of
one's department, balancing resources, cultural sensitivity issues, and others.

The second section, "Academic Skills,” includes: mathematics, reading, writing,
science and test-taking skills. Basic math skills range from addition and
subtraction of whole numbers through algebra, and include some life skills such
as map reading and household budgeting. Reading skills range from word
recognition through inferential comprehension, critical reading skills and
interpretation of literature. Writing skills include work-related writing, e.g.
charting medical records, as well as GED test essay writing skills. Science
topics are both GED preparatory and health-related. This class and its
curriculum are intended to cover a wide range of skill levels from functional
iliteracy through secondary school level skills.
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The pre-technical science and study skills course and curriculum is intended for
workers going on (or back) for further academic and career training. Itis a "next
step” course for those who have secondary level skills but do not have the study
skills and/or the science knowledge to enrol in or do well in post-secondary
training courses.

Study skills such as: how to listen to a lecture, or how to use the 'PQRST
method of study, and test-taking skills are taught and practiced. The content of
lectures, textbooks and handouts is from the health sciences: basic anatomy;
basic physiological chemistry; chemistry, matter and life; basic organic
chemistry and cellular biology; tissues, glands and membranes; disease and
disease-producing organisms; and the various body systems. A last saection
prepares students for writing a college-level research paper and includes the
mechanics of organizing research data and writing a research paper through at
least two drafts. Because this is a college preparatory course students must
also pass a written final examination as one of their competencies.

Despite what appears to be a rather set syilabus for each course, when asked
what the education program's philosophy or instructional approach was, the
program'’s Teacher/Counselor/Coordinator, Paul Guldenzoph, said that he tries
to identify employee learning needs from the perspectives of students and
supervisors and to "make a flexible attempt to meet their needs.” Where
perceptions of these needs differ, he said, he tries to strike a balance.

At Hampden Paper Company “curriculum” includes a syllabus of competencies,
the sequencing of that syllabus, learning activities, materials and, and other
parts of the content in the classroom. The syllabus consists of two sets of
competencies: a "skills checklist", a relatively new basic set of learner
compstencies which the teacher/coordinator derived from assessing student
needs from the point of view of both students and supervisors; and a
competency-based GED preparation curriculum which was developed by Jobs
For Youth-Boston, Inc.
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The Fall, 1990 version of the checklist includes reading, writing, math and three
job-specific competencies. The six math skill areas include: the four basic
operations, simple percentages, simple fractions, 7eading a ruler, and using
liquid measures. Reading includes: a formula ticket, graphs, charls, political
maps, road maps, classified ads, and understanding main idea of a selection at
a cenain grade level. Writ'ng skills include: filling out forms, completing formula
tickets, using the word processor, and writing a paragraph and an essay. Job-
specific competencies include: giving and following oral and written directions,
and explaining one's machine and one's job.

The GED competencies include those required on the five GED tests: literature
and the arts; mathematics, science, social studies, and writing skills,

Another way in which the program looks at "curriculum”, and one emphasized
by Teacher/Coordinator, Janice Rogers, is that because each individual student
has his or her own curriculum, created for that person from individual student
conferences, and also incorporating competencies tailored from the program
syllabus, it also makes sense to refer to the program as having many curricula,
one for each student.

Unlike the other three programs in the curriculum study, the Hampden Paper
Company workplace education program is open-entry, open-exit, and
individually-paced. Student/workers arrange appointments for study time in the
learning center (classroom). Their learning is supervised by a teacher who is
available to provide each student with individual instruction. Because there is
great interest in meeting individual student needs, especially those which arise
from work tasks, we saw many instances where a curriculum had been
developed for each individual student from that person’s articulated needs in a
conference with the teacher. The "Chemical Mixer Formula Ticket,” which will be
described later, is an excellent example of this.

In this program, especially, the notion of "curriculum,” as well as the content is
evolving. The introduction of computers in the classroom this year, for example,
appears to have generated some new curriculum dimensions: for example,
word processing, simple database filing programs, and the use of
spreadsheets. As planning in the company moves forward, and employees are
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encouraged to prepare for and demonstrate new work area competencies, no
doubt the focus of the curriculum will grow and/or change again.

Initially the education staff at South Cove Manor deveioped a competency-
based curriculum. Halfway through the first year of the program, in mid-1989,
they radically modified their approach to curriculum development. Johan Uvin,
the On-site Coordinator/instructor, has written extensively about why this
change was needed, and about the process for curriculum development they
now use (Caldwell/Chang/Uvin, 1991). Some of the infornation in this section
is based on his writing, some on our interviews.

To understand "curriculum® at South Cove Manor, requires some understanding
of the original curriculum, the needs which led to the adoption of a new
meaning and process for curriculum development, and that process itself. At
the cost of oversimplifying, we will briefly attempt to do this here.

At the Chinese American Civic Association, the education partner for this
program, the tradition of curriculum development is competency-based models.
When this program was first funded through the state and federal Workplace
Education Initiatives, it was assumed that a teacher-developed, competency-
based curriculum would best meet the needs of students in this situation. It was
organized around language and work task needs, as determined by teachers,
and was also organized by "Student Performance Levels”, "Literacy” levels and
"arithmetic Computation” within each curriculum unit.

For example, in a section of the original curriculum called "Things Nursing
Assistants Need To Know How To Do For Their Job" is the competency area
"Provide For Safety, Privacy, Comfort, and Well-being." This includes six
competencies, such as "answer call lights and call bells", "respond to
behavioral problems,” and "relate to visitors and family." And each of these is
broken down into very specific competency statements (usually English
language competency) such as: SPL 1 "to ask for clarification by asking simple
yes/no questions” or SPL 4: "to identify and explain patient rights, abuse,
mistreatment and neglect using the patient bill of rights as a reference."
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As the curriculum was being written, Johan Uvin and his teaching colieagues,
Marianne Caidwell and Hsiao Chang found many shortcomings in this
approach:

1. Soon after they were written, whole sections became obsolete, because in
this work environment job descriptions change very rapidly. Like many
dynamic work environments, changes are driven by up or down-turning
economics and labor force supply and demand, new policies, new forms,
and diminishing or expanding sources of education program funding. The
competency-based curriculum, they felt, could not quickly enough absorb
and respond to these changes;

2. The logic of the competency-based curriculum, organized in performance
levels, did not correspond to the reality of the classes, which were multi-
level;

3. The stucent/workers had a very wide range of healthcare skills; some had
acquired and practiced medicine in China. And they had a wide range ot
ditfering interests, needs and goals. Furthermore, with each new class of
students, the needs and interests of the groups changed dramatically. A
curriculum which in theory attempted to predict the needs and goals of
learners in advance of a given class proved not to be useful in reality;

4. Throughout the competency-based curriculum, the reference point was the
skills to be learned. While both teachers and students agreed that skills
were important, they felt that the issues and problems faced by students in
their lives at work and elsewhere was a better starting point. They felt that a
curriculum based only or primarily on de-contextualized skills was too
narrow for this setting. (It is interesting to note that the program at Kennedy
Die Castings, Inc. had come to the same conclusion.)

From these needs, a curriculum-as-process approach was used; curriculum
was built in the classroom, from learners’ needs and organized around themes,
or "commonalities in the experience of the leamers.” (This is described in more
detail in section C.)
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In this definition, "curriculum” has a more European meaning. It is not only a set
of competencies or skills, aithough these are part of it. It consists of these, and
instruction, and teachers, and students, and the classroom; the curriculum is the
program and the process through which learners learn. Also, the definition of
"curriculum™ and every other aspect of the program is touched by a "leamer-
centered” or "participatory” philosophy, which Johan Uvin summed up when he
said that one of the program’s goals was to "exhaust the level of worker
participation, given the constraints of the grant and the nursing home.”

Summary ot Curriculum and Curriculum Development Across the Four
Programs

The range of curriculum definitions and models represented by these four
programs is great. At Hampden Paper Company and South Cove Manor
Nursing Home, curriculum is more often created in the classroom in response to
student-articulated needs. In both programs, however, this requires a great
deal of advance naeds assessment and planning. At Boston City Hospital and
Kennedy Die Castings, Inc. a set of written competencies is developed, taught,
and revised on an ongoing basis. Of course, these are adapted to particular
learners in particular classes.

In all four models, in different ways, both student/workers’ needs, as determined
by students, and the need for better-skilled workers, as determined by
management (and labor) are addressed in one way or another. In no case are
either student or employer needs ignored in the curriculum or curriculum
development model. And in cases where organized labor is a partner, at
Boston City Hospital and Hampden Paper Company for example, their
perception of needs is also included.

B. Curriculum Goals: Range and "Central Tendency"

We asked coordinators, teachers, evaluation teams and, where possible,
students what the goals of the program curriculum were. We attempted to
determine how clear various participants were about the curriculum goals, and
if there were any curriculum goals which were held by several programs.
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We found that there were several goals which all four programs held; they
wanted their cumriculum to help workers:

1. Perform their jobs better;

2. Communicate better with supervisors, patients/residents, and/or co-workers
in English; and

3. Gain new opportunities to advance up the career ladder.

We also found that there was a very great range of goals, some of which were
unique to a program. For example, at Boston City Hospital, one curriculum goal
was to provide the hospital management with people who are read;’ to be
trained as technicians in order to address a labor shortage. At South Cove
Manor Nursing Home one curriculum goal was to help student/workers better
prepare to respond to federal requirements for certification for nursing
assistants. Another goal of this program, as well as the Kennedy Die Castings,
Inc. program, is improved safety. At Hampden Paper Company a goal of the
curriculum (which although not articulated, also might be shared by other
programs) was to increase decision-making capacity for workers so that they
could use skills which in the past were left to management. At Boston City
Hospital and at Hampden Paper Company GED attainment was a curriculum
goal for student/workers. Two programs, Kennedy and South Cove Manor, aiso
had as a goal that the curriculum and program should increase employee
loyalty and/or retention.

C. Curriculum Development Processes at the Four Programs

In section A we touched upon the process of curriculum development used at
each program. It will be described more completely in this section.

All four programs have ongoing curriculum development processes. In some
cases, for example at Kennedy Die Castings and Hampden Paper Company
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the summer is a time for major curriculum work. There are many reasons why
frequant curriculum revisions are necessary:

1. The workplace is dynamic. As work needs change and job tasks and
descriptions change, a responsive workplace education program must
change to meet these needs. Workplaces undergoing changes in
technology, especially computerization, or workplaces affected by economic
forces may experience major changes, and the curriculum for such a
workplace education program may need frequent major overhaul;

2. These programs are new, and the curricula which were created or adapted
for a specific site, are often rough and need to be refined,;

3. All of these programs want to be responsive to a wide range of student
needs. While some needs are currently addressed by parts of their
curriculum, other needs are not. Also, although usually one person usually
has the greatest responsibility for curriculum development at each program,
other teachers, supervisors, advisory board members, and students are
invoived to varying degrees in the process at all of the programs.

Kennedy Die Castings. Inc,

The Worcester Workplace Education Collaborative has structured the time of
Kathy Soderstrom, the full-time Head Teacher/Curriculum Developer, so that a
major part of her job is curriculum development, up to 10-15 hours a week.
Other teachers in the collaborative spend up to an average of two hours per
week. This time is not a luxury; it is a necessity if the cutriculum is to be tailored
to student and company needs. Some of it is spent in direct observation on the
shop floor, some in writing, revising, and trying out new materials.

To varying degrees student/workers, teachers, the company Vice President, and
supervisors all contribute to curriculum development. Student/workers do goal-
setting in class. Supervisors review and add to these goais in the classroom,
and informally discuss workers' language needs one-on-one with the teachers.
Robert Kennedy, the Company Vice President, has been involved to represent
company needs; for example, to see that the curriculum addresses basic skills
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needed for the new quality assurance process. Ken Carson, the former
Management Representative on the advisory committee, was closely involved
in identifying needs, and from time to time, in presenting information to classes.

H Curr gvelc
The current curriculum, created by Paul Guldenzoph, is the "daughter” of a
curriculum written by Merle Coughlin and Mary Jane Schmitt who were
teachers at the Community Learning Center in Cambridge. This curriculum
seemed especially germane as it had been designed to prepare minorities for
allied health careers.

Other sources of curriculum change were a City Roots (a GED preparation
program for Boston school dropouts) curriculum, and materials suggested by
the librarian at the Adult Literacy Resource Institute, James McCullough. In
previous years, Paul said he had also been able to spend some time in the
student/employees' work environment, and collected actual documents they
needed to use at work, for example the Patient Care Conference form. Also,
over time, Boston City Hospital teachers added to materials and competencies.
In the first two years (when the program had other teachers) there were monthly
meetings at which the curriculum would be reviewed, but Paul feit that more
productive changes occurred as a result of a teacher pointing out a particular
problem a student/employee was having. For example, the "Managing Your
Manager” series in the curriculum resulted from such an informal needs
assessment.

Although in past years the curriculum was reviewed by the workplace education
program advisory committee, neither this committee nor the evaluation team
had input into curriculum development this past year.

When the program started, according to company President, Robert Fowler,
they deliberately kept job-specific skills out of the curriculum. They wanted
workers 1o see the program as providing life skills which would meet their own
needs; but it soon became clear that employee participants wanted to have job-
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related skills; they wanted the workplace education program to be relevant to
their basic skills needs at work as well as their other basic skills needs. As a
result, the curriculum includes such diverse areas as “reading a road map,”,
"getting a GED," "learning accounting math to use in keeping books for a small
business," "reading a grid or political map,” and "chemical mixing.”

The process for curriculum development is evolving, and has several different
parts. Most of the cumriculum development is in three areas: the "skills
checklist,” (i.e. the format students use to select competencies for their
individual learning plan); job bidding (e.g. formula ticket preparation); and
computer tools learning. All three areas evoive from needs determined by
student/workers and supervisors. Curriculum development is done primarily by
the Teacher/Coordinator, Janice Rogers and with assistance from the Program
. Director, Alexis Johnson, and input from the Advisory Committee.

Curricula are also adopted (and adapted) from other sources, e.g. the Jobs For
Youth-Boston GED preparation curriculum, a math curriculum developed by
Mary Jane Schmitt, and a process writing curriculum.

An exciting aspect of curriculum development at Hampden Paper Company is
the tailor-made lessons which grow from supervisor and student-defined needs.
Don Mirable, a supervisor who sits on the evaluation team, commented that he
felt that tailor-made curriculum development (e.g. the chemical mixing formula
ticket preparation) especially opens doors for employee advancement. This will
be discussed further in section |I.

South Cove Manor Curriculum Process

As described earlier, the curriculum development process at South Cove Manor
Nursing Home was changed dramatically. The following describes the current
collaborative model which was in place during the curriculum study.

Everyone affected by the workplace edur: ation program at South Cove Manor is
invoived in a remarkably collaborative curriculum development process: views
are sought on the needs of leamers from learners themselves, from their
teachers, from the nursing home residents who receive their services, from
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those who are responsible for training and supervising learmners, and from those
who are responsible for the overall management of the nursing home. Much of
this takes place through individual and small group meetings.

Johan Uvin, the On-site Coordinator/instructor, and his colleagues assume that
student/workers have the potential to identify what they need, and to go about
meeting their needs, that with help from teachers they can facilitate their own
needs assessment, set goals, and be involved in making their own decisions
about how to learn.

Working from this assumption, needs of learners are elicited in classes as
learners participate in "decid(ing) what need(s) to be learned, how, and why,
and in choosing ways to document leaming as it (takes) place”
(Caldwell/Change/Uvin, 91, Chapter 4). Yet, if teachers ask too directly "What
do you want to learn?" or "How do you want to learn?” students often can not
answer with much sophistication. Instead, teachers help students to research
their learning needs, methods and styles. This process often begins with
questions such as: "What are you doing in your work? Where are you using
English? What problems are you having that you could solve if you knew more
English?" In the one-on-one planning sessions with students, these questions
are the starting point for their research.

Answers to these questions are discussed in class and experiences are shared.
There is an effort to determine if other student/workers have had a particular
experience at work, if others share a particular problem, issue, or concern. With
this information, teachers look for commonalities, for themes which grow from
learners' experiences, themes which can be analyzed, and which will lead to
new skills in language learning, new cultural and cross-cultural knowledge and
attitudes, and learning about the work environment. The teachers encourage
students to discuss their individual experiences, to learn if other students have
experienced this, and have similar concerns or issues.

Once it is clear that a certain set of experiences and issues are common {o
students in a class, the theme is named, and specific examples of the theme,
from the context of students’ experiences are described.
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From the examples, which are rooted in the shared experiences and concerns
of the learners, specific learning activities are designed: role-plays, dialogues,
and others. These address the theme , but also include spacific language skills
to be leamned, and often cuitural and work-related knowledge and skills.

Students engage in these learning activities in the classroom, and as they are
learning new--and contextualized--language skills, they are also formulating
answers to their questions about the social, political, and cultural contexts in
which they are working, and to problems at work and in their lives outside work.

The last and perhaps most difficult step of the process, is documenting the
learning outcomes from the activities in relation to the overall articulated
program goals.

This process is not linear or deductive. It can be entered at any of these steps.
For example, often the starting point for a lesson is a problematic incident at
work described in class or in a meeting between a student and a teacher,
supervisor or administrator. Once the process is entered, however, the cycle or
spiral of steps is usually followed.

D. Where Curriculum Objectives and Contents Come from

One would expect the contents of a workplace education program curriculum to
come from needs at work, but the Workplace Education Initiative state partners
also expressed interest in knowing to what degree curriculum content is derived
from student needs outside work.

We broke down the various sources of curriculum objectives and content into
these two categories: 1) leaming needs from the work environment; and 2)
learning needs from outside work. These were further broken down into the
sub-categories which appear below. From our interviews and from direct
observation, we found that nearly all the programs had curricula which
attempted to meet the needs in most of these sub-categories, and that all
programs addressed both work-related basic skills needs and learning needs
from other parts of student/workers' lives.
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Sources of Curriculum Goals and Content

Following each sub-category below, we indicate how many programs have
curriculum content which addresses needs from that category.

1. Learning Needs from the Work Environment Which Are Addressed in the
Curriculum

a. Language/Grammar Needs at Work: All programs
b. Other Basic Skills at Work: All programs

Examples of basic skills content in the curriculum which come from the
work environment included: reading; writing; oral communication skills;
math (measurement, and math for quality control procedures); cross-
cultural skills and understanding; note-taking, decision-making,
analytical thinking in English, organizing one's learning; and
understanding patients' rights and workers rights.

c. Issues at Work: All programs

Examples of kinds of issues included: dealing with supervisors and co-
workers; changes in the company; work slowdowns; quality circles and
self-inspecting; getting along with people from other cultures; child care;
and conflict resolution.

d. Labor/Union Issues: Three programs

Because Kennedy Die Castings, Inc, does not have a union, they did not
identify union/iabor issues. At South Cove Manor, however, Johan Uvin
felt that the curriculum included labor issues even though the workplace
is not unionized. Boston City Hospital and Hampden Paper Company
included labor/union issues such as: reading the contract; reading and
writing grievances; and speaking up at meetings.
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e. Student/Worker Empowerment: All programs

As might be expected, "empowerment” was defined in different ways by
different programs. At Kennedy Die Castings, Inc., for example, it was
defined as being effective, speaking up, having self-confidence, soiving
problems, and increasing one's personal power.

2. Leaming Needs From Outside Work Which Are Addressed in the Curriculum

a. Basic Skills Needs in Workers' Lives Qutside Work: All programs to
varying degrees

We gave somse examples of this: reading and helping with children's’
schoolwork; writing notes to a child's teacher; reading to children;
reading the Bible; and doing income taxes. Kennedy Die Castings, Inc.
education staff said that for their program this kind of learning was not
emphasized, and was done on an ad hoc basic. At South Cove Manor,
non work-related basic skills are more likely to be addressed in tutoring
sessions, but they may also be addressed in class as students bring their
needs to class. One example of this was a student who brought an
official-looking letter to class which he had received from what he thought
was a government agency. He needed to know what this letter was, and
what response was required. (it was actually an unsolicited letter from a
singles matching servicel) Ariother example was a class field trip of
beginning ESL student/workers to the Boston public library to get
children's’ books in English and books in Chinese for adults to read.

b. Language/Grammar Needs Outside Work: Three programs

c. Life Skills: All programs, at least to some extent, often integrated with
work-related skills

d. Individual Growth: Three programs

South Cove Manor includes this in individual conferences, and Kennedy
Die Castings, Inc. and Hampden Paper Company interpret this as part of
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the confidence- and self-esteem building that is woven into the learning
activities in their programs.

e. Family Issues: All programs

This meant different things in each of the programs. For example, at
South Cove Manor, family planning has been a major theme. At
Kennedy Die Castings, inc., holidays and customs, setting up a doctor's
appointment, and immigration issues have been included.

f. Community Issues: All programs

Here, 100, the issues varied in the four programs, but included:
developing a community resource guide; neighborhood safety; children
and child care issues; and registering to vote; among others.

g. Other Issues Mentioned

At Boston City Hospital career and educational planning are issues that
are addressed in the curriculum in a formal way. This issue is addressed
at other programs in various ways..

The Kennedy Die Castings, Inc. program staff pointed out that because of
federal funding requirements, they do not formally include non work-
related learning in their curriculum, that these needs are addressed, but
informally and not nearly to the extent of work-related needs. The
Administrator at South Cove Manor expressed a strong concern that
everything in the curriculum in their program must be work-related, a
view which was not shared to the same extent by the program staff
interviewed. The Vice President at Kennedy, Inc. said that the curriculum
must be work-related, but that this must not be defined too narrowly. He
said that teaching an employee to read so he could read his medical bills
and pay stubs, and teaching him to speak English well enough to deal
with the staff at a medical health plan were both work-related as far as he
was concerned. Of all four programs, Hampden Paper Company
seemed least constrained in their attempts to address non work-related
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learning; but because both management and workers preferred it, they
were moving to include more, not less, work-related basic skilis learning.

E. Skills Addressed in the Curriculum

We wanted to know what basic and other skills were addressed in the curricula
of the four programs. We found a great deal of consistency across the four
programs. Table A in the Appendix: "Skills Addressed in the Curriculum®, gives
a detailed program-by-program breakdown of the information summarized
below.

The following basic English language skills were included in the curricula of all
four programs: listening, speaking, reading, and writing. (Speaking was
included, but not a priority at Hampden Paper Company and writing was
included, but not a priority in the curriculum at South Cove Manor.) All four
programs included grammar in the curriculum, and especially in the two ESL
programs, grammar was integrated into the topics and themes.

All four programs included some computation skills, but as far as we could see,
no program had a comprehensive, systematic approach. At Kennedy Die
Castings, Inc. and at South Cove Manor Nursing home, computation skills were
not identified as a need to be addressed.

All four programs included life skills learning, but these were not a priority at
Kennedy Die Castings, Inc. , at South Cove Manor Nursing Home or at Boston
City Hospital.

All four programs included: the ability to work independently; critical thinking
and problem solving skills; and learning about others’ cultures.

Teamwork/cooperation was included in the curriculum at Kennedy and Boston
City Hospital

Management skills were included to some extent in two programs: Kennedy
and Boston City Hospital
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Secondary level subject areas were included only at Hampden Paper
Company and Boston City Hospital, where students can prepare for the GED.

In response to a question about other skills which the curricula included, we
received the following answers:

Kennedy: Co-operative learning skills

South Cove Manor: Metacognitive skills, such as learning what kind of learner
one is, by being exposed to different kinds of learning activities and reflecting
on their efficacy.

Boston City Hospital: Note-taking skills, test-taking skills, and career and life
planning skills.

F. Participants in Curriculum Decision Making: Students, Supervisors,and
Others

Who participates in curriculum decisions, and how, varies across the four
programs.

Kennedy Die Castings. inc,

There is no formal process here for students, as a group, to paricipate in
curriculum decision making; but collaborative student goal-setting in class has
resulted in curriculum changes. And students who we interviewed felt that they
had had an opportunity to set goals in the classroom, individually and as a

group.

Supervisors participated in the class goal-setting process, too, when they
attended a class early in the spring cycle to comment on, critique and add to the
learning goals students had generated. Below are the results of that goal-
setting session:
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The two questions which prompted the list of goals below were: "Why do we
need English?" and "What do you need to learn to do your job better?* The
following were some of the students' responses and supervisors' additions.
(Those with an * were added by supervisors.)

* Drive to work (read signs)
* (Get U.S.) citizenship
« Speak with supervisor, co-workers, nurse, Ken Carson (Human Resources
person)
« Understand paycheck
» (Talk with) doctors and hospital (personnel)
» Read and write on forms, (do) "paperwork”
« * (attend, understand, benefit from) training programs at Kennedy
» identify quality defects:
-- Identify actual defects and complete the paperwork to record these
(reading and writing)
a. What are they?
b. Tell the supervisor/quality control. Speak and understand English.
¢. Speak with co-workers.
» Safety
-- read signs
-- give warnings
-- heed warnings
- Understand your supervisor
* *Problem solving
* "Understand simple directions (especially in cross training)

The list of goals which was produced by students was not significantly changed
by supervisors; perhaps this is because quality assurance changes in the
company were driving this list for both workers and supervisors.

Robert Kennedy, the company Vice President, has reviewed curriculum, and
given it overall direction. He pointed out that Ken Carson, the management
representative on the advisory group, has been involved in developing some
curriculum units (e.g. "Aluminum Die Casting at Kennedy"), and the guest
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speaker component. Robert Kennedy, too, occasionally teaches a class on die
casting principles and defects, and he has narrated a slide show for the class.

From Robert Kennedy's point of view, the needs of the curriculum come in large
part from the needs of the company, and the company must be responsive to
the changing needs and demands of customers and the industry. Curriculum
decision-making is affected by these. For example, now the vompany requires
statistical process sheets as part of quality assurance; these require writing
skills. Machine operators are now responsible for quality, not a quality control
inspector; in order to do this they have to be able to write in English to fill out
tags. And, as Robert Kennedy put it, " Increasingly workers have to understand
the process as well as complete the task.” These changing demands create
needed changes in the curriculum.

Boston City Hospital

There is no formal involvement of students in curriculum decision making at
Boston City Hospital, but Paul Guldenzoph says that the problems they present
to him in class, and in individual meetings, are the sources of changes he
makes in the curriculum. Paul also pointed out that their annual evaluation of
the courses leads to curriculum changes. Paul said that supervisors are
involved informally, without necessarily knowing that their comments have been
a source of curriculum change.

South Cove Manor Nursing Home

By cctrast, at South Cove Manor Nursing Home, students have a great deal of
choice, both individually and as a group. The curriculum is formed from their
articulated needs for English language skills in work and other life contexts.
Most of the needs they bring appear to be work-related, although students
mentioned language needs related to greeting and interacting with American
friends, cooking, asking for directions on the street, and using the subway as
examples of non work-related language needs.
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Hampden Paper Company

At Hampden Paper, individual students determine what they will study. With the
exception of the GED curriculum {which has its own set of objectives because it
is designed to prepare students for a prescribed test), an individual curriculum
is generated for each student. For example, students can work on comparison
shopping, tax forms, balancing checkbooks, writing letters, as well as preparing
for job bids, and leaming to do word processing for work-related or other needs.

Students also have a great deal of say about what learning materials they use:
books, workbooks, formula tickets, regular and adult new reader newspapers,
the computer, maps, etc.

At Hampden Paper Company supervisors complete a feedback form,
sometimes orally, sometime in writing, on program attendees from their
departments. Sometimes this information has an impact on the curriculum.
Supervisors also participated in the development of the recent skills checklist,
as did the advisory committes.

G. The Instructional Setting

The sections on instructional methods, activities and materials which follow can
be better understood in the context of each of the four different physical
instructional settings. For this reason, these settings are briefly described below.

Kennedy Die Castings. Inc.

if you visited the beginning level Workplace ESL class at Kennedy Die
Castings, Inc. you might see a predominantly male group of 8-10 Southeast
Asian, Hispanic and Polish student/workers in the company lunchroom known
as the cafeteria. A few employees who were not students might come in and
out to rest, uze the food vending machines, or to learn by watching and listening
from the sidelines. You would hear the occasional noise of the vending
machines, and the constant background noise of machines on the shop floor
outside. You would see tables and chairs arranged in a "U” shape in a
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comfortably large space, facing a felt board and perhaps teacher, Kathy
Soderstrom. Although the room doesn't establish a sense of belonging to the
class, it is functional, cheerful, comfortable enough, and makes the program
seem very much a part of the work environment.

The day we visited the class we observed Kathy doing a learning experience
chart on weather, saw the class reading a weather forecast from the Worcester
Telegram and Gazetts, listened to questions (from Kathy) and answers {from
students) about holidays and days of the week. We also saw diads of students
asking and answering weather-related questionc, and Kathy circulating to help
them. There was some writing activity—filling in the blanks-- followed by reading
out loud, and conversation about weather pattern language. The lesson
included embedded language skills on the use of the present, past, and future
of the verb “to be.”

Boston City Hospital

Classes are held in comfortable, well-iit, spacious college-style classrooms in
Boston City Hospitars training wing. The classroom has a teacher's desk up
front, and plenty of chalkboard space to write on. In the pre-technical science
and study skills class size there were 12 students enrolled, with 8 attending the
day we visited. In the ABE class only 4 students attended when we observed
the class. The classroom, used by both classes, was admirable in every way
except its temperature. During one visit it was too warm; during the other much
too cold.

The day we visited the Science/study skills class, we saw group instruction,
primarily lecture, delivered college-style from lecture notes, with chalkboard
diagrams, and discussion. Students were practicing taking notes, and
occasionally referring to textbooks. There were few teacher-prepared handouts
in this class. As the purpose of this class is to prepare student/workers for post-
secondary training programs, where there will be lecture, note-taking and
textbook reading, perhaps what we saw accurately simulated what they will
experience; however, the teacher, Paul Guldenzoph, saw his purpose as
helping to reveal the mystery of this learning model by breaking down new

106 ilv



information into small, digestible pieces, and by encouraging and respectfully
answering questions, a style rarely found at the coliege level.

In addition to the classroom, Paul Guldenzoph has a two-room office space
nearby where he can tutor and counsel students and store instructional
materials and supplies.

Hampden Paper Company

Hampden Paper is proud of the space it has made available in the factory for its
classroom. In this comfortable, quiet space, tables and chairs are arranged so
that students can work independently, under teacher supervision, or work one-
on-one with a teacher or colleague. There are two computers, plenty of wall
space for maps, charts, and other instructional media, and there is adequate
space for keeping instructional materials. Unfortunately, there is no private
space for counseling, but the audio-visual room next to the classroom can be
used for this purpose.

Student/workers attend the center by appointment as their schedules permit,
usually up to 5 hours weekly. Since the fall of 1990, each student has had a
"skills checklist”, a sort of individual education plan. This list serves as a
planning tool, but also as a way to record what students are studying and what
they have learned. Students doing GED preparation use the student record
included in the Jobs For Youth GED curriculum. There is a very wide range of
skill levels in the center: of the 11 students who visited while we observed, 2
were ESI, 3 ABE, 4 GED prep., and 2 Post-GED.

South Cove Manor Nursing Home

South Cove Manor has two rooms available for classas: a small, well-lighted
physical therapy room and an administrative conference room. The conference
room, on the first floor is quiet, but very public; its glass walls face the street and
the nursing home reception area Both rooms are rather small, especially for a
class of ten students.
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The physical theraoy :com offers privacy, has a storage cabinet for leamning
materials, and a small, portable, erasable marker board. (At one time it also had
a chalkboard.) It is reasonably quiet, but some noise drifts in from the haliway
where rasidents or staff play music, sing, or converse. During both visits we
found this room rather warm, but no one eise seemed uncomfortable.

H. Instructional Msthods and Activities

We wanted to know what instructional methods and activities were used in the
classrooms at the four programs, and how consistent this was across programs.
We also wanted to know if a variety of methods and activities was used at each
program. We interviewed teachers and/or teacher coordinators and students,
and we observed classes at each program. The information from our
observations was consistent with the interviews. For Breakdowns of these data
by program see Table B: "Instructional Methods and Activities" in the appendix.
Surprisingly, only three methods or activities were used at all four programs:
vocabulary developed from on-site responsibilities; case studies; and drill and
practice.

However, several methods/activities were used at three of the four programs,
including: discussion (Hampden Paper formerly used discussion when students
met in groups); simulations or role-plays; teacher modelling of skills for the
class; tutoring; and viewing videotapes.

A few methods/activities were used at half of the programs: co-operative
learning activities; dialog journals; and picture stories.

The following were used by at least one program: presentation/lecture (a major
method at Boston City Hospital); reading comprehension derived from family
stories; choral work; games; reading articles, charts, etc. from newspapers;
discussing tools and defective part samples; language experience charts;
computer tools, such as word processing and spreadsheets; and workbooks.

Each of the four programs used a variety of methods and activities. From
observation of a class, and from the curriculum, it was clear that the Kennedy
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Die Castings Program uses a very wide variety. Although the two classes we
saw at South Cove Manor did not show evidence of it, it was clear from |
curriculum materials we saw, and from interviews, that South Cove, 100, uses a
very wide variety of methods and activities.

I. Instructional Materials

We waere interested to know if teachers used both *home-grown” and
commercial materials, and both print and non-ptint (including tactile) materials.
We were also interested to see the quality of teacher-made materials. And we
wanted to know how commercial materials were screened and by whom.

In all four programs both teacher-made (or teacher-adapted) and commercial
materials were used, although the degree varied greatly in the four programs.
And in all four programs both print and non-print materials were in evidence.
Non-print materials which we saw in the classroom or were told about included:
drawings, diagrams, cuisenaire rods, charts and graphs from newspapers,
computers, slide shows (the Kennedy company tour slide show) videotapes,
computer software, work tools, safety equipment, and defective products.

Wae did not get a clear picture of how commercial materials are screened. As far
as we could determine no program had a formal screening process, but left this

to the education program staff on an ad hoc basis. Yet, the materials we looked
at seemad free of notable cultural, racial, and gender bias, and were written for

adults, not children. Screening does not appear to us to be a problem.

At Kennedy Die Castings, teacher-made (actually curriculum developer and
teacher-made) materials are extensive, and are well documented. Many are
inspired by "English at Work -- A Toolkit," a model which emphasizes using
realia from the workplace and themes of student interest and concern. A
relatively complete workplace English curriculum was specifically designed
from scratch for Kennedy Die Castings. It is a remarkable, if not yet refined,
curriculum product, and a model for other programs in the initiative to emulate.
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At South Cove Manor, 100, most of the instructional materials are teacher-made.
Two curriculum products have been produced: a competency-based resource
manual: and, in collaboration with the Continuing Education Institute, of
Needham, a curriculum guide for nursing assistants, which will be published
later this year.

Hampden Paper Company

A very creative and successful "chemical mixer formula ticket" curricuium unit
was developed at Hampden Paper by substitute teacher, Margaret Lobenstine.
The process and the product are together an exciting example of an original
and significant curriculum materials development effort. This kind of work, we
must note however, requires a significant amount of a teacher's time. Below is
a brief description of the process Margaret Lobenstine used to develop this unit.
Copies of some of the materials are also included in Appendix C.

The Formula Ticket Lessons:

A set of "Chemical Mixer Formula Ticket” lessons was developed for one
student/worker, a person with limited English proficiency, who wanted 10 be
able to successfully read and correctly carry out the procedures for mixing
certain chemicals.

The information a worker needs in order to perform this chemical mixing task is
contained on a single-page "Formula ticket". {See Appendix C for example).
The information is succinct and contained within various areas of the form in an
order which apparently makes sense to the chemists who make out the formula
tickets, but which is not the order in which the steps of the process are carried
out by a production worker. Because it assumes thorough knowledge of the
process, and is a set of job specifications rather than a sat of instructions for
carrying out the process, the Formula Ticket is difficuit to read, even for a native
speaker of English. For someone who has no knowledge of the process to
which it refers, it would make little or no sense.

The process used to develop this "mini-curriculum™ on the Chemical
Mixer Formula Ticket was as follows:
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1. The teacher visited the work area, got a copy of the "Formula Ticket" and did
a step-by-step analysis of the chemical mixing task. The task analysis was
reviewed for accuracy by the work supervisor.

2. The teacher interviewed the student to determine if there was an area of his
experience which was analogous to chemical mixing. In this cass, there
was. The student was an experienced wine-maker, and wine making is a
process which requires that certain steps be done in a prescribed order and
with relative precision in mixing amounts. The teacher asked the student to
explain to her, to teach her, how to make wine. Together, teacher and
student broke into small steps the directions he gave her. They also
discussed what the consequences would be if he didn't pay attention to
exact amounts.

3. Then the teacher listed the steps in following a Chemical Mixer Formula
Ticket, and as she went over them, with an actual formula ticket in hand, she
drew upon the analogy of his experience with wine-making. As they did this,
they focused on the logic of the procedure, the critical understanding of the
process, not rote memorization of procedures. She asked, for example,
"What would happen if you let the mix sit for half an hour before filling in the
temperature/viscosity ticket instead of after?” Also, she introduced new
vocabulary words as they were used in the process.

J. Staffing, Staff Orientation and Staff Development

Staffing:

Staffing patterns at the four programs differ greatly. This is based in part on
whether the program is a single site or part of a multi-site program, how many
classes are offered, and funding levels, among other factors.

Kennedy Die Castings. Inc,

The Worcester Workplace Education Collaborative has several workplace
education sites. There is a Project Coordinator for the Collaborative, and
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instructors at each site. At Kennedy, the instructor is also the Head
Teacher/Curriculum Developer for all the sites.

Boston City Hospital

BCH has one paid, full-time staff person; he is the Teacher/Counselor and
Program Coordinator. His responsibilities include administration, teaching,
curriculum development, counseling, coordinating and acting as a liaison
between employees, supervisors, and upper level administrators. There is also
a part-time volunteer math tutor.

Hampden Paper Company

Hampden Paper has two staff people, the Program Coordinator from
International Language Institute of Massachusetts (4 hours per week), and a
Teacher/Coordinator on site (25 hours per week). (During the period of this
evaluation, because Janice Rogers, the Teacher/Coordinator had been on
leave, we also interviewed her substitute, Margaret Lobenstine.) The
Teacher/Coordinator is on site from 12-5 PM, every week day.

The Teacher/Coordinator teaches, assasses (with TABE pre- and post-tests as
well as ongoing assessment), and develops the curriculum and instructional
materials (which often involves starting from scratch and drawing on what's
available to meet student-articulated needs).

South Cove Manor Nursing Home

South Cove Manor has three staff: a Project Coordinator (3.5 hours/week), a
full-time On-site Coordinator/instructor, and a part-time Instructor (30
hours/week). This staffing level allows 5 classes per week as compared, for
example, with one class per week at Kennedy Die Castings, Inc. It also allows
for needed curriculum development time.
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Staff Orientation and Staff Development:

We asked about staff orientation and staff development activities at two of the
programs we visited. From these interviews and from written materials we
learned the following:

Kennedy Die Castings. Inc,

At Kennedy, teachers are oriented using the Quinsigamond Community College
Adult basic sducation teacher orientation, followed by more specific orientation
activities for workplace education teachers, including: a visit to the workplace;
and from photographs of the workplace, students describing their jobs and the
workplace to the new teacher.

Most staff development activities are not planned out, but are available as
opportunities arise. 20 paid hours a year per instructor slot are available for
outside professional development. This is used primarily for SABES (Mass.
System for Adult Basic Education Support) staff development activities, and
conferences, and is part of the teacher’s contract. In addition, orientation and
summer staff curriculum development are also paid staff development time, and
staff are encouraged to network with staff from other adult education programs.

Teachers are paid for two hours per week of staff preparation time and they are
paid for required mestings. One- or two-hour staff meetings are held each
month to review curriculum, discuss workplace education issues, network,
problem solve, share ideas, and collaborate to write curriculum.

Hampden Paper

Staff preparation time is paid for and curriculum development time is included in
this.

There is no formal process for staff orientation. When Janice Rogers, the on-site
Teacher/Coordinator, was hired there were orientation meetings and a
company tour at her request. When a long-term substitute teacher was needed,
for example, there was a 2-3 week overlap so she could learn the ropes with
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Janice's assistance. Also, There is paid staff development time to attend in-state
and out-of-state professional conferences, in-houss (International Language
Institute) workshops and SABES workshops.

South Cove Manor Nursing Home

The most developed staft orientation and development plan of the four
programs is that at South Cove Manor. The 12 hours of Staff orientation there
includes: an orientation to and tour of the facility; working one eight-hour shift;
meeting informally with program participants; learning about the goals, structure
and patient care defivery processes; learning about the history, philosophy, and
goals of the program and the relationship to South Cove Manor goals and to the
agenda of the National Workplace Literacy Movement.

Following orientation, staff participate in 6 hours cf training for the job. Training
includes an introduction to the functional context approach; an introduction to
the program's initial and current approaches to curriculum development as well
as other approaches; information about human, physical, and materials
resources, work-related policies, and record-keeping and curriculum
documentation procedures. They also have 10 hours of on-the-job training
including: mesting with and observing a peer teacher, team teaching, meeting
with supervisory/licensed staff, taking the national nursing assistant
examination, and other activities.

In addition, teachers participate in a number of ongoing development activities,
including: feedback sessions, advisory committee meetings, mestings with
nursing home personnel, monthly peer observation, mentor coaching, monthly
observation by the coordinator, weekly mestings of all program staff, monthly
workplace education teacher sharing sessions at the Adult Literacy Resource
Institute, professional development projects, conferences and workshops, and
other activities.
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K. Iimpact of the Curriculum on the Workplace Culture

We were interasted to know if participants felt that the curriculum had an impact
on the company culture , its practices, policies, and/or priorities. This is very
difficuit to know pracisely, but in response to our questions we received a
generally positive response, indicating that most of the local level partners felt,
at least, that there was such an impact.

At Kennedy Die Castings, for example, Ken Carson, a member of the evaluation
team, pointed out that the curriculum has had an impact on safety. As an
example, he suggested that if six years ago they had asked workers to wear
earplugs, the workers wouldn't have understood. Now, he said, this can be
explained in English.

Company Vice President, Robert Kennedy, said that the company lunchroom
used to be segregated. Joking took place only in employees' native languages.
Now, he says, there is more comraderia.in English, across cultures. The
Vietnamese sit with the ltalians; men with women. Now people look at what
they have in common. There is more social, non work-related use of English.
He attributes this to the program and its curriculum,

The evaluation team members feit that because the class is held in the
cafeteria, a very public place, it is well-known, and is seen as part of the
company culture, helping workers and helping the company.

All members of the evaluation team felt that worker seif-confidence in using
English had increased as a result of classes. Of course, it is hard to know what
part the curriculum has played in this.

The education staff at Kennedy Die Castings, Inc. program pointed out that
workplace education fits well with company goals, especially for increased
interactivity among employees, that company culture is being affected in a
direction in which the company administration wished it to move. They believe
that the curriculum has also helped to change majority culture employees'
perceptions of linguistic minorities, that it has resulted in increased sensitivity to
the difficulties of immigrants who do not have sufficient English language skills



needed {0 solve problems; they believe the curriculum (as part of the program )
helps to break stereotypes. They also believe that workers' perceptions of each
others' cultures have been changed as a resuit of the curricuium.

At Boston City Hospital, evaluation team members suggested that there is
evidence of improvement in work-related skills on the units. For examples,
employees better understand medical terms on the "Activities of Daily Living”
sheets. They aiso thought that there was a change in employees’ attitudes
toward their education. Education (classes) is now part of the workplace, not an
exceptiun. (The SNAP program, they thought, has also helped to achieve this
change.)

At South Cove Manor Nursing Home, some evaluation team members
observed that there is now less need to translate basic instructions such as how
to take a temperature; that health workers have less difficulty filling out basic
forms in English; and that there is increased social interaction between aides
and residents, a friendlier atmosphere.

L. The Multi-Level Classroom

The multi-level classroom presents difficult problems for instruction, especially
group instruction. We wanted to know if a program could offer classes at
different levels and we discovered that there are several obstacles: 1) small
programs often don't have enough worker/students for each level to warrant a
single-level class, and they lack resources to provide enough teachers/teaching
time to accommodate this; 2) if classes are offered during work time, it is often
difficult to free up enough worker/students who need the class at a certain level
at the same time; and 3) many worksites do not have enough physical space to
offer more than one class at a time, further constraining the number of levels
which could be offered.

If the multi-level classroom is a given, and it probably is for most small
workplace education programs, then we wondered what can be done to
address individual students’ needs within the multi-level classroom?
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At Kennedy Die Castings, Inc., classes are multi-level and the curriculum is
structured t0 accommodate this. For example, activities lend themselves 10
different levels, and within the activities students are often grouped according to
ability, with the teacher, not the "curriculum” doing the levelling. Activities are
more open-ended, not too structured, not too prescriptive, and can be easily
adapted a varied to suit a particular class.

At Boston City Hospital, there are two classes. One is at the post-secondary
preparation level; the other is a multi-level class ranging from very basic literacy
up through the GED. Tutoring is amply avallable outside of class, and this is
especially useful for students reading and writing at the most basic level, and for
others who need additional help.

At Hampden Paper Company, one teacher addresses ESL (all levels), ABE (all
levels), GED prep, and computer literacy. Everything is individually designed
except the JFY GED curriculum. This is a huge cha