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EDITGR’S NOTES

The cconomic and educational futures of our nation are growing more and
more intertwined. American businesses are facing vast technological and
demographic changes while they try to compete in the global marketplace.
Thiey have urgent needs for training to remain competitive.

Al the same time, colleges are beginning to develop the mechanisms to
respond to this urgent training need. They arc customizing cducation and
delivering it by contract to local businesscs, industrics, and government. This
customized contract education is often referred to as customized training. At
no other time in its history, except during the establishment of the county
agent system in the late 1880s, has higher education in general, and commu-
nity colleges in particular. made such a concerted cffort 1o accommadate busi-
ness and industry so directly by bringing customized cducation 1o the
doorsteps of their offices and factories.

Grubb and Stern (1989 found the amount of ferment in this arca
astounding, indicating Lath the importance of this subject and the level of cre-
atvity that educators and employers are bringing to the cffort. The recent
national study of customized training by the League for Innovation in the
Communuty College (Doucette. 1993) found that 73.2 percent of the respon-
dents (763 of the 1,042 two-year colleges responding) had programs in place
designed to deliver work foree training for employe s of business, industry.
labor, and government. This finding confirmed the emergence of community
colleges as important players in the training and retraining of Americas work
force. Not only are these colleges well positioned geographically to respond to
local business. but the development and flexibility of their customized train-
ing units promise a timely and appropriate response.

The response to exiernal signals from business 1s causing internal reflec-
ton on and expansion of the community colleges” mission. They are expand-
ing their notion of their markets to include learners who are fully employed in
the workplace. Historically, colleges were structured to deliver education to
vet-to-be-employed learners—-the future work foree. Today. demands from
outside the higher education comniunity are causing colleges 1o expand the
continuum of learners to include the fully employed learner in the workplace
Most colleges are not training faculty o teach all dong this continuum of
lcarners. Instead, they view fully employed learners as dilferent from “wradi-
tional” students and have set up nontraditional programs and systems o
dehver customized trauning These imtiatives are relatively new. According to
the League for Innovation i the Community College survey (Doucette, 1993),
the majority have come mnto bemg withm the last five years

Because programs are stidl new; thete s not vet an abundancee of hterature
about accepted practices that can help admmistrators and faculty design and
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2 CONDUCTING CUSTOMIZED WORK FORCE TRAINING

deliver customized trairing. And because the training is customized, fuiure
standard practices may be few and far between. What does exist 1s ofien ance-
dotal information (Palmer, 1990V

This volume represents a collection of information and rescarch gathered
from some of the foremost leaders and practitioners in the field. It addresses
the practical considerations, programs, and strategics that comie into play when
colleges engage in customized contract training for fully employed learners.
The first four chapters deal with managing the enterprise and the structure and
systems that expedite that process. The next five chapiers provide discussions
and examples of exemplary practices and future suggestions for customized
contract training. The final chapter lists resources on customized contract
training. It is hoped the reader will glean ideas for application as well as
policy making i customized training.

Teaching the fully employved learner in the workplace requires consider-
ations that are both similar 1o and different from those pertinent 1o teaching
the yet-to-be-emploved, or traditional, student. In Chapter One, | explore the
differences. The adjustments that faculty must make when delivering cus-
tomized contract training to fully employed learners in the workplace are also
addressed. Several examples of faculty development activities that focus on this
subject are covered. In Chapter Tvo, James Jacobs and Debra Bragg share their
insights about the conceptual framework and clements that are important
when evaluatng the outcomes of customized trainmg. In Chapter Three.
Naney Kothenbeutel and Conrad Dejardin address the impact of customized
tramng on the colleges” miernal operations. training. and pereeptions. Olien,
customized training s at the cutting edge of educauon and technology. How-
ever. m some institutions. these units are left on the edge and not fully mie-
grated into the mainstream. The authors address this 1ssue. Inorder for the
practittioners to remain at a state-of-the-art level, they need to develop evalu-
atton and training systems Keeping track of the business side of custonuzed
contract traming is critical. The management of the mformauion collected and
manipulated m customized contract raining is addressed m Chapier Fowr by
Maurcen H Ramer and Mike Snowden. They malke many practical suggestions
for sctting up an cticctive management mformation system.

The neat five chapters address specific strategies and programs In Chap-
ter Five, Julie Bender and Larry D Carter explam the collaborative efforts
reqaured of businesses They aite several examples across the country, includ-
ing the brieting center of the Aurora Econonmie Development Counal located
at therr local commumity college Chapier Sixas devoted 1o the subject of work
force Tiieracy and the new directions i which 1t 1s gomg Bob Cumming
cvplams enmvironmental hteracy and assessment I Chapter seven, Jack N
\Wismer chronicles exemplary traming for trade programs across the country
i has been developed o help local busiess as well as vaditional students
become better prepared for mrernatonal nade In Chaprer Fight Jacques
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Bernier, Nancy Jackson, and David Moore address the techriques used to con-
duct a work force environmental assessment. Individual and group interviews.
climate surveys. advisory teams. and commitments by management are some
of the key elements wiilized in the process. Chapter Nine addresses the fron-
tiers of the future, Cary A Israel takes us on a visioriary journey. o where. he
believes. customized training should be going in the future. We examine con-
sortia and rescarch roles. learn about intergenerational service programs. and
embark on a training path of modernization and virtual reality;

Finally. in Chapter Ten, David Deckelbaum provides an annotated bibli-
ography of ERIC documents on customized contract training, These sources
cover a variety of topics. including the planning. promotion. management, and
cvaluation of programs as well as the building of partnerships between colleges
and their communitics.

As the education and economic fuiures of this nation become more inter-
twined. the need for customized training continues to grew. Examples of the
extent and diversity of that customization are now being chromicled (for exam-
ple. Kantor, 1991, Community colleges that adapt to these needs will be well
positioned to provide this training. The American Society of Training and
Development reported a decade ago that 90 percent of the nations companics
did their ownin-house traming. Its 1991 survey showed that 50 pereent of all
traming of existing employees is now provided by external contractors
(Douccetie. 1993, This is an apportunity {for community colleges.

in the process ot anticipating and adapting to the expanding work forcee
training needs. community colleges will have to expand their missions to
mciude the fully employed learner in the workplace as a key market segment
This process will require not only a shift in thinking bevond the tradinonal stu-
dent but also nisk and experimentation. Customized training units can exper-
imeni by bemng incubators for innovation and catalysts for change for bath the
businesses and the higher education institutions they serve. It is my hope that
this volume provides readers and practioners with practical suggestions and
insights about how to manage the enterprise and carry out custonuzed train-
ing m an exemplary fashion.

Sherrie L Kantor
Eduor
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Teaching the fully employed learner in the workplace requires
training and instructional strategics that are different from those
for teaching the yet-to-be-emploved learner on the traditional
college campus.

Training for Customized Training:
Learning to Teach the Fully
Employed Learner in the Workplace

Sherrie L. Kantor

The boundaries are beginning to blur hetween the college’s more eraditional
nussion of educating learners who are yet 1o be employed and its expanding
mission of educatmg fully employed learners in the workplace. Enlightened
colleges have hegun to see the instructional role as a continuum with tradi-
tional students on one end and business clicnts who contract for the training,
of thew employees on the other end. Teaching across the continuum requires
traming and. at the same time, presents educators with a wonderful opportu-
nity 1o address a wider variety of subjects, settings. and audicnces. Teaching,
m work settings with fully employed learners not only can update faculty and
help keep them exposed to state-of-the-art information and technology but
also can serve as an important hink to potential jobs for the more traditional or
vet-to-be-employed learner.

There are a growmg number of faculty development programs that address
the skills needed for teachmg at one end o the conunuum. the tradrtional vet-
to-be-employed learner. However, tecent national and state studies (Kantor,
1991Y have revealed little to no hiterature that addresses traimmng for the skills
needed to teach the Tearners on the other end of the contimuum—those i
business and industry

Farthermore. the survey of the Teague for Innovauon m the Communite
College thoucetie. 1993 mdicated that one of the higgest obstadles to dehv-
ering customized contract trammg for fully emploved leamers was the Tack of
expertenced tramners The survey revealed that the majorite of tranung provided
uscd taditional methods such as lecture and discussion ather than the cmerg-
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6 CONDUCHNG CUSTOMIZED WORK FOR T TRANING

ing instructional technologies. The most common staffing pattern was 1o hire
trainers on a contract basis. While there are financial advantages 1o this pa-
tern. there are also disadvantages 1o the college. It deprives the college of state-
of-the-art information and leaves this important initiative at the periphery of
the mstitution. Participation in contract training by more permanent instruc-
tors mtegrates it mto the mainstream where it can be a catalyst in influencing
curriculum.

Internships and Hiring Practices Help Expand Faculty
Teaching Horizons to Include Customized Training

To increase participation m contract training by full-time faculty it is necessary
to reexammne the institation’s staffing patterns and remunceration svstems as
well as tts ramimg and incentive systems. For example, Red Rocks Commu-
nity College in Golden, Colorado. has experimented with faculty internships
in the customized traming department. The vice president of instruction and
the customized training director have worlied 1o make this option avaitable 1o
futl-time facuhy, and they have done w wighin the existing structure.

At Central Piedmont Community College in North Carolina. reassignment
of "regular” faculty 1o customized traming has begun. For example. they
assigned a regular business faculiy member to corporate and continumg edu-
cation for one quarter: The main task was to refine and redevelop the process
of assessment and evaluation of busimess. The development of such tools
strengthened customized training as well as the regular business curriculum.
The college 1s developmg a full-time customized faculty core with the exper-
tise to complement ther client companies’ needs and o coordinate the numer-
ous part-time faculty and consultants who participate in the training,

The Communuy College of Aurora, in Aurora. Colorado. hires {ull-time
customized tramers and managers who have the credentials to teach m both
mdustry and the traditional classroom. While the majority of work is done in
industry. these faculty also teach one course cach on the raditional end of the
contmuum. These training managers with faculty contracts are prototypes ol
future faculty who. with training and mstitational support, will be able 1o 1each
all along the continuum. This versatility is crincal m gaming mstitunional
aceeptance of the expanded misston.

Obtaining Training in Customized Training: A
Workshop in Partnership with Faculty Development

Partermg with faculty development professionals offers another method for
providmg trammg to mterested facubiv Custonized tramers a siv Colorado
commumty colleges organized a taunmg session on custonuzed trammg for an
mternattonal facubty development conference m Vil Coloradoe. m july 1003
Pattapants were full-ume Licalie and Laculie development speaaists from
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colleges within and outside the United States. This conference sparked the
interest and desire of faculty and faculty development professionals to exam-
ince how they could learn to teach along a much broader continuum.

The workshop examined the similarities and differences in teaching the
yet-to-be-employed and the fully employed learner. Participants then
moved on to implicattons and strategics that faculiy who wish to teach in
industry must consider. An active learning simulation exercise was used.
The faculty were asked to play the role of a customized trainer interview-
ing a company representative who is considering the purchase of cus-
tomized training from the college. The following arce highlights of questions
considered and implications discovered in relation to the task of teaching
fully employed learners.

Student Considerations. The motivation of fully emploved learners is
an aspect that must be addressed before implementation of training begins.
The fearners may have chosen to attend the class or they may have been told
they must attend by their employer i is highly recommended that the college
establish a traming ceuncil of representatives from across the company hefore
assessment and tramming begins. When management lets the college establish
a cross-functional team of advisers in setting up the class, there is more of a
“buy in” by all parties and it is less likely that the students will feel they “have”
to be there

Fully employed learners often know one ancther well and this can affect
the dynamics of the class. Instructors need to acknowledge and plan activitics
that consder this famitiarity, such -~ rotating scaung and small group assign-
ments frequently: In addition. encouragement of oral or written communica-
tion with the instructor on an individual basis should be strongly encuraged.
I animositics or rivalrics exist among co-warkers, written messages give the
student a chance to have a more private and authentic dialogue. The instruc-
tor must use these strategics and others to establish vust and open communi-
cation.

Client Considerations. Another difference in teachimg this populaiion is
the presence of two clients: the employees as a collective and the employer.
Agan, the company training counctl can go a long way in establishing train-
ing on which all agree as well as procedures 1o be used in the delivery of train-
mg. For example, it should be made clear that privacy act laws prevent the
mstructor from posting grades or giving scores to anyone other than the sw-
dent. so the employer cannot have such information without student permis-
ston. Complamts about the class by students must be directed toward the
instructor and not the employer. It a complant cannot be resolved. the train-
ing council. which contains a college representative. should be notified. The
callege needs to be part of the loop when any problems are detected College
representatives should also be notthed if mstructors have complamts. Tt needs
to be very clear to instructors that the company s a chient of the college and
nat of an mdtdual instructor. With good traming and customized state-ol-
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the-art subject matter. the instructor should be aware of the dual audience and
able to satisfy both employees and employers.

Subject Matter Considerations. The subject matler in customized train-
ing, by its very nature. is based on what the audicnce "needs to know.” This
point is important. All effort should be made 1o design instruction to ccincide
with a formal or informal assessment of the work foree and the workplace. This
customization often includes examples and case studics or demonstrations
from the workplace. Relevance 1s kev: Application of theory is key: And adap-
tation to the industry is key.

The outcomes must be measurable and what these outcomes entail
should be agreed on at the nception of the program. In addition, upper man-
agement and college personnel should agree on and commit to the expected
outcomes

The material must be customized to maximize the effectiveness of the
training and its relevance to the company that is purchasing the training, This
customizatton requires car>ful esumation of the cost of the instructional design
or chorcography. a term coined by Israel (this volume). Such preparation must
be built into the price of the contract.

In addition. the mstruction and delivery should be adapted o the icarn-
ing styles of the mdividual and the company culture. Again. the use of the
tramming council along with learnming style assessments vall help reveal this
mformanon.

Time and Place Considerations. The delivery of instruction must also
adapt to the work force schedule. This means that instructors must be willing
to dehver training at odd times o accommodate shifts and company prioritics.
The college’s project manager must also be willing to drop in at these odd times
to support the efforts. This support is critical. All oo often college adminis-
trators whose colleges work around the clock do not accommodate their own
schedules to acknowledge and support those who work other than the hours

“of nme to hive. Their presence at a five o'clock in the morming shift speaks vol-

umes to company officials and employees as well as 1o the faculty.

Company schedules may require material to be concentrated. compressed,
videotaped. individualized, and delivered in a manner other than that of a ten-
or fificen-week model. A vanety of instructional medes may be employed.
such as day-long workshops, fiber optic networks, virtual reality simulations,
one-to-one consultations, or interactive television. This approach requires fac-
ulty who are trained or are willing 1 be trained 1o deliver education using,
these technologles.

Sometimes, development and delivery require a rapid reznonse. Instrue-
tors will need to be flexible, knowledgeable. and capable of designing courses
m ashort period of ime They may be asked to participate in preemployment
tramimg where the college conducts sereening for start-up or existing training
like that done at Pucblo Community College (Zeiss, 1089). Adnumistrators
st be willing o cut red tape so that they can proceed withow burecaucrate
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bog-downs Policies and systems may have to be reevaluated and changed so
that they are relevant. expeciient, and timely and still accomphsh academic
mtegrity: Anthony Zeiss, president of Central Picdmont Community College,
advises, "If the system gets in the way. change the system!” (personal commu-
nication, August 31, 19933

Instructional resources must be readily available to accommodate cus-
tonuzation in a relatively short pertod of time: This may require assigning a
substitute to allow the classtoom teacher with the expertise the time to research
and design a class. The payvback can be great for both traditional and nontra-
ditional classrooms. Resourees must also be available to purchase state-of-the-
art materials to deliver just-in-time customized education. Again. the payoff
works to the advantage of education and business.

Because 50 pereent of most custonuzed training is conducted on sie
Doucette. 1993), modifications 1o the setting may be needed. The training
may require ingenuity and flexiblity from the mstructor Makeshift Qlip charts
may be needed. A conference room or shop floor may hecore a classroom,
or aseldom-used warchouse cormner may sufhee for a much needed demon-
stration. While flexibility is important, balanee is also required. The mstruc-
tor must balance the quality of mstruction with the accommodation I there
15 too much visual obstruction or the noise level is too high, the instructor
will need o inform officials and explain how the site o greatly compromises
the expertence. The same is true of ume. Asking students 1o learn too much
too fast, 1osit o long, or to forego assessment can jeopardize effectiveness,
The instructor and college need to be forthright about therr desire to deliver
a quality product that will result in the desired, successiul outcome for the
company

Company space offers opportumties as well ftexposes faculty to state-of-
the-art technology and information not alwavs avattable mi such an applicd
way. [t contributes o faculty and student transfer of theory o practice Tis
relevance and application should be built into the instrucuional design.

Other Training Possibilitics and Suggestions

shadowing of custonuzed trainers by full-time faculty and mentoring by cus-
tomized tramers are two more ways to increase full-ume faculivs awareness of
and exposure to this work  The shadowing and mentornng should go both
wavs. Custonuzed trainers could shadow full-time faculty as well.

Team teachmg 1s another strategy that could be tned. For example. the com-
himation of « full-time faculty member in communications with a customized
tramer domg a tean exercise for abusmess would offer both insights

Partnerships with individuals esponsible for faculty development pro-
grams can be of great assistance The approval and buy-in by this group can
he extremely valuable fhis strategy ensues that faculty can be tramed o teach
Al along the mstictional contmuum i asystematie fashion
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Similarities with On-Campus Instruction

All of the training chiaracteristics and suggestions mentioned above distinguish
customized training from more tradinonal settings. situations. and delivery
styles. While these differences. and sirategies for accommodating them. have
been addressed. what have not been addressed are the similarities between cus-
tomized training of fully emploved learners and teaching of vet-to-be-
emploved learners. There are far more similantes than differences. Students
in both kinds of settings are_atier all, learners, and learning theores that max-
mmize adult learning experiences apply to all of these students. The principles
for designing instruction apply to both kinds of settings. In all sitwations., spa-
tial considerations are patt of the planning. The handling of interaction with
and inguiry by students inside and owside of the classroom still, ot course.
aceurs for both, as does the rewarding experience of watching students mas-
ter something new. Faculty need not be intimidated by the differences. With
tammg, whether through mentonng, wterning, or a more formal workshop.
interested mstructors can join w this exciting work. Carcful attenuon to the
constderations, implications, and strategies can help case the transition into
custonuzed training experiences  If policies encourage it administrators cre-
ate structures that allow i, and training systems develop o facilitate w. more
faculty will be able to broaden the continuum along which they teach.

Conclusion

As the mission ol community colleges expands to educate learners all along
the continuum, including those who are fully empioyed. the colleges will need
1o prepare their work foree 1o accommodate that nussion: The extent 1o which
& higher education institution engages n trainmng, its work foree 1o work in cus-
tomized tramimg and to expand faculty ability to teach all along a continuum
will depend en the msutunons commitment to work foree training. From com-
mitment will come the resowrees, creativity, and mativation needed o tram the
work foree within as well as owside the college. This commuument s crutical
o careving out the expanded nussion of cconomic development. Clearly, the
traming will have to be customized 1o accommodate cach college: i is hoped
that this chapter provides insights abow the need for this training and strate-
ares that mught be considered by those who atempt to pursue it
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The conceptual framework described here provides a schema to
categorize variables and elements to conduct systematic program
evaluation and maintain records that demonstrate the accountabil-
ity of the two-vear postsecondary institution’s customized training
programs.

The Evaluation of Customized
Training

James Jacobs, Debra Bragg

The purpose of this chapter is to present a new conceptual model for evalua-
tion of customized traming. By now. most community colleges are performing
some type of customized training activity. Yet, for all of this activity. the
attempts o evaluate. as opposcd to describe. the area of customized activity
are sull not well developed 1t is critical that mstitwions involved in customized
training develop tools for assessing how this actuivity contributes to their over-
all missions.

Overview of the Framework

The conceprual framework was developed o describe the key components ol
customized traming. The framework provides a schema lor categorizing scts
of variables and elements that can be used o (1) conduct systematic program
evaluation of customized training. with the goals of improving programs and
assessing impact and (2) develop and maintain records that demonstrate the
accountability of the two-year postsecondary insututions customized trammg
programs.

Hhe conceptual Iramew ork contams sets of vartables associated with con-
text, process. and outcomes, The level and scope of detail of information
needed 1o collect data for cach set of variables depend on the nature of the cus-
tomized traiming program and the purpose ol that evaluation. The sets of van-
ables are broken down mto llustrative elements to help provide a com-
prehensive description of nformation that can be collected 1o describe the
nature. extent. and mmpact of customized trammyg Figuie 21 provides an
overview of the major categortes of variables designated as contest. process.
and outcomes m the concepnal framework
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Context for Cristomized Training

Context reflects the characteristics of states, connnunities, institutions, and
clients that nfluence the way i which customized traming processes are car-
ried ot (see Table 2.1 Further, the sets of variables associated with context
help describe the environment for customized training as well as give per-
spective to understanding the outcomes that acerue 1o individuals, firms and
agencics. and chents: o twe-year postsccondary nstitutions as service
providers: and to society as a whole as a result of customized training. This
part of the conceptual framework helps us to understand the array of charac-
teristics within the environment of and the context for customized traming.

The context for customized training is viewed as composed of three cate-
gories of variables: cconomic environment, educational institwtions and sys-
tems. and emplovee and employver characteristics. Each of these sets of
contextual variables consists of elements that describe the environment in
which customized trainmg is conducted

Economic Environment. Feonomie environment is the first sct ol con-
textual varables. Economic environment idenufies the past. current, and pro-
jecied futwre conditions of the international, natonal. state, and local
ceonomies. This set of variabics provides a description of the eccononue setung
m which customized tramg is conducted. The conceptual framework pro-
poses that four sets of Hlustrative elements related to cconomic environment
he evaluated. The first set consists of indwators of mternational, national, state,
and local cconomie conditions, such as internatonal, national, state and local
unemployment rates: trends m gross national product; local business votume:
and national, state, and local average come levels.

Table 2.1. Contextual Variables for Evaluation of Customized Training

Contentual Vanables Hhustvative Flemenis

fcononie cnviorient dicators of mtesmatonal, natonal state, and local
coonomic conditions
Government ccononue development polices and pro
Qrans
State chatactenstes
Communty chatactensties

1 ducational mstitatiens and 1 ducation system pohicies, programs and practices
sustens fwo vear mstitutonal policies, programs, and prictices
¢ ustonmzed traning unit adminstrative organizational
structiire, pohicies, programs, and practices
Fmplovee and emploven Churaaenstes of organzavonal cemplovern chents
charaaensues Characiensues ol mdivadual cemplovee chents
Relatonslips hetw en two vear mstitations and <hents
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16 CONDUCTING CUSTOMIZED WORK FORCF TRAINING

Government policies and programs in the arca of economic development
are the second set of clements related to the economic environment. This cat-
egory of clements provides information about the specific federal. state, and
local policies and programs employed to stimulate the cconomy. job training
programs funded at the federal or state level, such as the Job Training Part-
nership Act or its state-level equivalents, are examples of programs designed
to stimulate economic development through improvements in work foree com-
petence. When collectng information regarding government economic devel-
opment policies and programs. it is important to identify the purpose and
scope of cach of the various strategics used. It is also critical to deicrmine in
what ways the strategies may be competing or conflicting, thereby impeding
opportunities for cconomic development. For example. a strategy 1o attract
new busitess for an area may conflict with the policies to retain present firms.

The third and fourth sets of clements identified in association with the cco-
nomic environment are characteristics of the state and local community. Sim-
tlar information needs to be colleeted in relationship to these two entitics. This
information includes the demographic characteristics of the populations, types
of dommant businesses and industries. labor supply, and work force skill lev-
els Jtis important to examine trends in these data o determime how the eco-
nomic environment of specific states and communities has changed over
previous vears and is likely to change in the future.

Educational Institutions and Systems. The sccond set of variables iden-
tified as part of the context for customized training is the area of educational
institutions and systems. This set of variables describes the past. current. and
future state of educational systems and the characteristics of Iwo-vear post-
sccondary institutions and customized training units within them. This cate-
gory of variables examines the scope and purposc of the various educational
mstitutions and systems in relatonship 1o cconomic development and cus-
tomized training,

Fhe firstset of illustrative elements idenufied as part of educational nsti-
tutions and systems is described as the policies. programs. and pracuces of
cducational systems. The category of educational systems refers to the federal-.
state-, and local-level systems of public or private educational organizations at
the secondary and postsecondary levels. Examples of the mformation that
needs to be analyzed m the area of educational systems and cconomice devel-
opment include the mussions, philosophical perspectives. historical mvolve-
ment. adnmustrative structures, leadership commument, and span of control
of the cducational systems n relatienship to cconomic development and.
more speaifically, customized trammg. 1t useful 1o examine the ways m
which the missions and goals of educational systems confhet or compete in
meeting ccononue development goals.

The second set of elements assocrated with educational institutions and
systems s charactenstics of the two-yvear postsecondary educational mstu-
ttons” policies. programs, and praciices Examples of mlormation that needs 1o
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be collected abow two-year postsecondary institutions are the level of leader-
ship commitment 10 customized training within the institwtion; the nature of
decision-making processes concerning customized training (for example, cen-
trahized. decentralized. or integrated); the level of support for customized traun-
ing from departments across the college (for example, hroad-based or narrow-
based support): the nature of mission statcments, including focus on cconomic
development; and the Jevel ol institutional flexibiluy cnabling custonzed
training programs to he responsive to the needs of external clients,

The third set of clements describes the customized training unu. Exam-
ples of information thay is needed to help describe context in this arca are the
administrative and organizational structure of the customized training unn:
leadership commument (o mectung cconomic development objectives; and the
responsiveness of the units internal policies, practices. an programs in meet-
ing client needs. It is also important to determine a unigs internal organiza-
tional structure and processes (for example, design, development, and
mplementation) in order (o understand the ways in which external client
needs are identified and addressed.

Employce and Employer Characteristics. The third set of contextual
variables concerns information about employvees and their employers as exter-
nal clients of customized training programs. This set of variables consututes
the characteristics of individuals, private sector organizations. public sector
agenaes, and other types of mstitutions tha receive customized training prod-

" ucts and services in exchange for payments 1o the twWo-year postsecondary

institwions.

The first set of clemens associted with employee and employer charac-
teristies 1s the charactensues of ndwvidual cliems (that s, emplovees). This car-
cgory ol tllustrative elemengs provides an overall description of the nature of
mdividual emplovees who are typically served in customized trauning pro-
grams. Examples of informanon needed m relation 1o employees are age. edu-
cational level, and occupational level. n addition 1o ths mlormation, 1 is
Important to obtain an understanding of the general nawure of the job perfor-
mance deficiencies of employees n order 1o destan a relevan raining program.

The second set of illustragve clements related 1o employee and employer
characteristics is the characteristics of organizational clicnts (tha js. employ-
ers). This sct of clements provides a description of public and private organi-
avons that have historcally sought and are currently secking customized
traimng. Examples of the type of information that would be collected in refa-
tonship o this set of elements melude the wypes of businesses, mdustries. or
public agencies: the size of firms or agencies: the tvpes of accupations
employed m the work force. the types of technologies utilized: the level of
mvalvement of fabor unions: ang the general nature of work lorce skill requre-
ments

Fiallvathied <ot of lustragve clements is the relwonship between 1y o
Yedr pestsecondary mstitutions and external chents. 10 important 1o bt
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information about both the historical and the present nature of relationships
that exist between institwtions and clients m the delivery of any training or
cducatton services, especially customzed traming. Within this set of clements,
it1s also important 1o discern the scope and nature of these prior and current
partnerships. Examples of the mformation that s needed include descriptions
of partnerships that have occurred. assessments of the quality and effective-
ness of previeus partnevshups, and the level of cooperation and coordination
associated with previous and current partnerships. Without doubt, the his-
tory of the parmerships alfects current and futare customized training pro-
grams.

Customized Training Process

The customized traming provess mvolves the entire scope of administratve
and operational subprocesses mvolved in producing and delivering the van-
ous customized raming approaches (see Table 2 2). Through the subprocesses
or example. designing, developmg, and evaluating), custonuzed tramimg pro-
grams cvolve fUis necessary to understand these subprocesses o determine
theiv mportanee in producing customized traimng programs and to assess the
velationship of process 1o outcomes The customized traiming process in s
most rudimentary form s composed of three sets of varables that form the
components of the custonuzed traming process

Client Needs Assessment. The first variable identihies chent needs as the
tarting poutt for the custonmized truning process. Chent necds may be iden-
ulicd by the employer or through a formal needs assessment acuvity. Ofen.
clients do not know the extent and nature of the trainmg needs of thar
emplovees and rely heavily an the nstitutions to dentfy and design cus-

Table 2.2. Process Variables for Evaluation of Customized Training

rocess Varables Hhustiative Flements

¢lient necds assessmient Needs assessment o adentily acadenie knowledge ad
skills techmcal knowledge and <lalls and managenal
knowledge and skills
Custemisad tramng \'\_ylt\ll.llll\ll and contra nng
subprocesses Joh analysis
Destpneand developient
Iimplememation
Lyaluwation
Adnmsitation

Customsed wmauming and Cliem diven custom designed tramimg, conees
cdncatnion approaches Modiication of nammg or cducanen comses
Altcinative dehiveny of timmng, counses
Lramumg cotses for speatal populatons
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tomized traimng programs that will enabic them to reach desired goals ke
increased productivity and profits. The intent of identifying client needs is to
recognize employee performance deficiencies that require remediation through
an education or training program (see Cumming, this voltume; Bernier, Jack-
son, and Moore. this volume, for more on assessment).

Customized Training Subprocesses. The second set of process vanables
identifies the phases of development of customized traiming, defined in this
conceptual framework as the customized traiming subprocesses. 1t is impor-
tant to obtain an understanding of the way in which these subprocesses are
executed to produce particulrr approaches to customized training. These sub-
processes are negotiation and contracting. job analysis. design and develop-
ment. implementation, evaluation, and administrauon.

It is important to collect information related to the velevance, efficiency.
and cost of execution of the various subprocesses. Through data collection
activities, institutions can identify ways in which subprocesses produce cus-
tomized training, programs that result n specific outcomes for individual
cmployees, employers. educational msututions. and society: These data can
also help two-year institutions structure internal organizational and adminis-
trative processes to factlitue efficient delivery of customuzed training programs.

Customized Training and Education Approaches. The third sct of
process variables meludes the customized traming and education approaches
that evolve from the six subprocesses. These approaches are grouped into four
categorics: client-drven and custom-designed training courses. nodification
of traming or education courses, alternative delivery of training courses, and
taning courses for special populations. They can be used independently or
jointy 1o describe many activities idenufied as part of customized tramning,

When obtaining information about the various customized training and
cducation approaches, 1t is important to establish a set of criteria that can be
used Lo determine the overall quality of the programs from the perspective of
the stakeholders. in this case. the external client, as well as the two-year post-
sccondary institutions Criterta that can be used to determine the qualiy of
customized traiming include onginality, appropriatencess. job relevance. speci-
hrerty, comprehensiveness, flexibility, responsiveness, accuracy. umeliness, and
cost benelus.

Outcomes of Customized Training

Finally, outcomes are associated with the varous target groups for custonnzed
traing {see Table 2.3 The framewark dentifies the specilic types of out-
comes that are likely 1o oceur for mdnaduals, firms and agencies, educational
INSUULIONS oF systems, and sociely as aconsequence of high-quality cus-
tonnzed traming programs. Ganing a better understanding of the wayvs n
which customized traming miluences these outcomes 1= important The sets of
outcomes vattables e categonzed as follows,
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Table 2.3. Outcomes Variables for Evaluation of Customized Training

Outcomes Varables Hhustrative Elements

tndividual emplovee Competence developnient
oulcomes Finanaal rewar
Carcer development or advancement
Job satisfaction
Enplover outcomes Productuviy and profits
Stabthiy
Expansion
Adaptabihiy
Emplovee morale
Industry outcomes spillover benehis among stimilar firms i produciivny
and profits, stabnliy. expansion, adaptability, and
emplovee morale
Lducational isitution o1 Proin
SVSIChI Ouicomes Change m two-yvear mstitution programs. polictes. and
pracuces
Change m relatonships hetween two-vear institutions
and chents
societal outcomes Economic development
Qualuy of hite

Individual Employee Outcomes. The first set of outcomes variables is
described as individual employee outcomes. These outcomes variables may
oceur for individual employees as a result of their partcipation in custamized
traiming, programs. The lirst set of ilustratve elements within employee out-
comes is in the arca of competence development. including competencies in
academic. technical, and managerial areas. The second set of iltustrative ele-
ments describes mdividual employee outcomes i terms of fimancial reward.,
including higher wages and better benelits

The third set of clements relates to emplovees” opportunitics far carcer
development or advancement and alternative or improved employment oppar-
tunities as a result of nvolvement in customized training programs. Finally,
the fourth set of clements relates 1o jub satisfaction. Information collected
about job sausfaction can provide a means of determinimg the ways in which
customized trammg, fluences individual employee sausfaction with a job or
overall employment siwanon Custonuzed traming may also merease the dhil-
iy of the two-vear mstitution to act as an arm of government to respond o the
interests of busimess and thereby respond to major constituencies m the com-
munty: In s way, customized training can become a component n the over-
all human resources strategy of government

Emplover Outcomes. The sceond set of outcome vaniables 1s associied
with the employer Fraluaton mlormanon is needed regarding, this sceond ¢+
cgory ol outcomes vattables to obtan an understandimg, of the benelits tha
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accrue to private firms, public agencies, and other client organizations as a
result of customized training programs. The first set of elements relates to the
arca of enhanced productivity and profits for the organization. It is important
to deternmine the ways in which customized training contributes to productiv-
1y and profits. including the ways in which the collecuze improvement of
employee competence and productivity influence production levels, the ways
mternal training costs are lowered by using two-year institutions to deliver cus-
tomized training, and the changes in competitive position resulting from cus-
tomized raining programs.

Another important clement of emplover outcomes is the stability of
employer orgamzations within particular communties. states, or regions of the
country. Information abouat changes i the competence of the work loree,
turnover rates. or productivity levels related to customized traiming programs
is important. A third element associated with employer outcomes 1s expanston
ol business and industry: This element identifies the extent to which cconomic
growth for particular firms or agencies can be related to customized training.

Stmilarly. the fourth element idenufies the arca of adaptability. including
the ability of a firm or ageney to meet the needs of its identilied client groups.
[t s inportant to deternune the extent to wh -h fums and agencies have
mereased fexibiliy to dehver different products and services as a vesult of their
employees” participation in customized traming, The filth clement associated
with emplover outconies is employee morale. This element provides evidence
of the coliective attitudes of employees toward the emplover and the overall
work environment. Any changes in employee morale. such as reductions in
complamts or adversities. that result from customized trainmg programs are
mmportant to wdenufy o better understand employer outcomes.

Industry Outcomes. Thus third set of outcomes s associated with busi-
nesses and mdustries that are grouped due to their proximity, sinilarty n pur-
pose. or partnership relationships. Small business supplier relanonships that
exst with larger industrial firms are an example of the natwie of the organiza-
tons addressed watls this set of outcomes. Generally, the set of elements asso-
cated with employer outcomes—productivity and profits, stability. expansion.
adaptability. and morale—provide a means of deseribing the outcomes for
groups of busimess and mdustral firms as well

Educational Institution or System Outcomes. The fourth set of out-
comes varables relates to changes i the two-year postsecondary educauonal
Iston or system as as result of the mvolvement m offermg customized
training to external chents The first st of clements that describes the educa-
tonal mstunons or systems 1s assoctated wath profit. specifically. the revenues
that msttutions recerve trom subsidized or nonsubsidized prograns.

The second <et of elements surrounds the area of charge n two-year post-
seconlary cducational mstiations” or systems” policies, programs. or practices
in relatonship to therr mvolvement m castonuzed trannng, Examples ol mfor
matiein needed relared tothis setof elements ate changes mstabhng, careala
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enrollments. job placement services for graduates. institwtional missions.
respanstveness lo community needs. and relationships to private and public
organizations within communities, states. and regions of the country.

A third set of elements associated with educational institution and system
outcomes is related to the changes that occur in the relationships between two-
year postsecondary institutions and external clients. 1t is important to deter-
mine whether customized traming stimulates improvements in the types of
partnerships that occur between institutions and clients involved in the pro-
grams. Examples of information that could be used 1o identify positive changes
i relationships include evidence of increased enrollment of cmployees of
external client organizations in other, traditional programs offered by two-year
mstitutions; heightened involvement of employees of external client siganiza-
tions in curriculum development and improvement efforts: priomy hiring for
graduates of two-ycar postsecondary programs: increases in internships or
apprenuceships for two-year postsecondary students: and increases in cquip-
ment donations.

Societal Outcomes. The first set of outcomes variables examines the hen-
cfit of customized training to society as a whole. The intent of this set of out-
comes is to identify outcomes pertinent to individual cinzens. communitics,
and states. Within the area of socictal outcomes. it is important 1o dentify ele-
ments of cconomic conditions of the community and state that may be influ-
enced by the customized training programs provided by two-vear institutions.
Information collected in relationship to cconomic condition can be used to
describe changes in the local, state. or regional cconomy that can potentially
be attributed 10 customized training programs. Examples of these clements are
property values, community support for education, economic growth. cco-
nonic stability. employment rates, local busmess volume. tax rates., average
salary levels. percentage of the community hving on public assistance, and ser-
vices provided for specific companices (that is. inducement programs).

Finally. a second set of clements related 10 soctetal outcomes describes
information related 10 changes in the quality of life for citizens in a particular
community or state where customized training 1~ conducted Although these
clements are difficult to measure. they are important to examine in order 10 gain
an understanding of the mpact of customized training on society as a whole.
Examples of information that could he collected 1o assist in describing qualuny
of life are the changes that oceur in social climate, poliical stability, environ-
mental services, government services. law enforcement. infrastructures. school
systems. and overall enhancement of the skilled work foree in the community

Conclusion: Toward a National Role
for Customized Training

I the ongimal formulation of the above model. there was It le role for evalu-
aven of customized trammg as part ol a natonal progran for work foree

<
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development. However, with the advent of President Chnton's administra-
non. there appears to be a new interest in the federal agenda for communuy
colleges. A document prepared by the transition team for the admistration
miroduced the concept of a natienal associate’s degree. At the Nationai Insti-
tute of Standards and Technology, there is increasing recogniton of the role
of community colleges in the formation of the Manufacturing Extension Pro-
gram. a federal attempt to modernize small- and medium-size firms. Finally,
in the legislation callimg lor the development of national skill standards. there
15 language relating to the role of community colleges m the development of
these standards (for a discussion of these developments, see Dervaries,
1993y,

These activities raise an important new peispective lor community college
practitioners. Where once success was measured by the work within one
industry, or. even more minuiely, with one firm, now the measwrement must
he how well the aggregate traming olfered through the community colleges
serves to mamtain and strengthen the hase of American industry.

At this rme. we have no easy way 1o perform this type of evaluation. How-
ever, a few general points can be made regarding the performance of the com-
muniy colleges: (1Y Successful community colleges will be those that can work
together with other work foree development insttutions 1o aid their clients.
2 Successiul community colleges will be those that can work with other com-
munity colleges m offermg asystem of services 1o firms. (3) Suceessful com-
munity colleges will be those that recognize that the dehvery of classroom
traming 1s only one aspect of work foree development from a national per-
spective

I large part. raming must be embedded mn the general process of firm
modernization. This means that community colleges need to engage in assess-

and contribute o many other arcas that heretotore have not been part of the
activities of these colleges. It also means that some of the skalled training and
development is best pe {formed on-site by the workers themselves. The role ol
the community college will be the hub of the learning process, wherever u
oceurs

Fhese are only beginning stages as the federal agenda begims to develop.
Thev assume that customized trainmng will remain a lunction of the commu-
niy colleges as part ol tharr sell-definiton. They also asswue that the colleges
a5 a4 group have a role today in the national agendi. This 1s not a closed ques-
ton Communiy colleges are products of local conditions, typreally run In
local boards of trustees who see therr communities” needs as paramount, o
community colleges to be successtul i the national arena, they need 1o take
sertously the nattonal issue of work force development and determme how as
dJsvstem they can best mtervene Then this acuvity, cierging out of the work
over the past fifteen sears, will become the opening tor areal natonal agenda
of the commumiy colleges m then evolutaon as instutions
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Although customized training programs are often at the cutting
edge of education and technology. customized training units are
not alwavs fully integrated into the mainstream of the colleges’
internal operations.

Contract Training: Avoiding the
Rodney Dangerfield Syndrome by
Practicing Good Internal Marketing

Nancy Kothenbeutel, Conrad Dejardin

From our perspectives. Rodney Dangerfields =T don't get no respeet”™ theme
applies to the community services and continuing education function of the
community college as much as, from the perspective of others, 1t applics to the
custonuzed training function, or what can be called contract training or cco-
nomic development Furthermore, there are a number of arguments presented
m this volume o support our belief that the contract training function belongs
in the community services and continuing education unit of the community
college. S0 while this volume is intended to address the contract training lunc-
tion, we address internal relationships from a broader perspective.

The assigned topie of our chapter surprised us. When we sat down to dis-
cuss how we would approach the topic, we kept asking cach other, Why, after
all this time. is the matter of respect for adult and community education still
an issue? A comprehensive community college consists ol three divisions:
community services and continuing education. arts and sciences, and voca-
tonal technical education: Fither we as professionals believe m the compre-
frensive commumity college or we do not. 1 we do. then we must acknowledge
that all divisions of the community cotlege have value. If we do not, then we
should reevaluate our commument to the philosophy ol the communiy
college.

It 15 our contention that the issue of respect as professionals s a far greater
1ssue miernally than externally, Qur external customers assume we are proles-
stonals Busimess and mdustny are lar more concerned about veceiving top-
quahity casily aceessible educauon and tramimg at a price they can aftord than
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they are about our status within our institutions. Qur more traditional students
want the same thing. Why then are community services and continwng edu-
cation administrators more consciots of how they are pereeved internally than
arc other administrators of major divisions within the college?

ircland. Smydra. and Tucker (1988) crted a 1987 national survey of com-
munity services and continuing cducation administrators and presidents in
noting that, "Over the last few vears the status of the community services and
continung cducation function, in terms of prominence and impact. had
mereased in 694% of the mstitwtions and was mamtained in another 2 1% of the
responding colleges™ (pp. 2-3). It sometimes seems as though we fal o heheve
what we are told. Could 1t he that we are our own worst enemies? Perhaps it
is time o ask ourselves, “ls it them, or s it us?”

History and Mission of Community Services and
Continuing Education

I "A Policy Statement of the Navonal Council on Communuy Services and
Continuing Education.” treland. smydra. and Tacker (1988, pp 5-6) defined
community services and conunuing education as follows:

Hhar commumiy college lunction that aoes bevond tradhitional tanster, vocanonal,
and general cducation o effeat hfelong learming of the general Guzeny
Commumi services and contimung education has as s mujor components (i
lteracy s work foree oainmy and revaming. caltural enrchment. and communin
1esouree development: A courses, programs and activities provided o mple.
ment the vinens componeiits have as ther ebjecive imparting knowledse, devel-
opmg skills o cludving vadues The approach or delivery mode s one that
enubles the cez iy touceess quahity programs and needed competencies am
tmeany placeand madorma thae hlends educanon with work and lesure time
pursits throughout e Tmplementation s achicoved throngh espenmentanon
and commumne collaboration i the broadst sense of communty witlun and
outside the wisutution

Also 1 1988, the Commussion on the Future of Community Colleges owlined
acadenne goals for community colleges throughout the naton One of those
godls s that “the community cellege should make avalable o adulis a rich
array of short term and contmuwag, education courses to encourage lifelong
learming and help stdents meet therr soaal. avic, and career obligations”
tCommission on the Future of Commumity Colleges, TU88. p 15 In addition,
the Commussion stated that “every: commumity college should work with
emplovers to develop a program of recurrent education to keep the worll foree
np-to-date and well-educated such astiategy shonld become an integral pan

Y
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The community services and continuing education professional has been
involved in training. retraming. and upgrading the work force {or many years.
The two aforementioned documents helped reinforce the idea that contract
traming 1s a legitimate community college function. They gave new credence
to the activity of contracting with a particular industry 1o provide training o
meet specific company goals and objectives. as opposed to more general learn-
ing for the "public good.” This legitimacy was further reinforced by Maiuri
(1993, p. 7 "A well educated and trained workforee can assist a community
m its ability 1o attract new business and. more important. can assist in the
retention and expansion of existing business and industry:™ That many states
have enacted legislation w support economic development through job train-
mg has supported increased acuvity in the area of contract training through
the community college.
> Provision of contract tratning is not enough. The services must be effec-
tve. The Towa Department of Education (1991 studied the impact of cus-
tomized trauning within the state of Towa and found that the busmesses and
mndustries that utihzed contract training services provided through the com-
munity colleges were overwhelmingly pleased with the gquality of these ser-
vices. That same study concluded. “The continuing education programs offered
through lowas community colleges have had a significant impact on economic
development strategies and the overall quality of hife currently enjoved by Towa
auzens” (p. 8L

Contract Training and Organizational Structure

As professionals i the field. our place in the orgamizational hierarchy impacts
both our pereeptions of ourselves and the pereeptions of our colleagues about
us No other division widhin the community college svstem has had such an
mpact, cither for better or worse, on the image of the college withm the com-
munity. Business and industry, both large and small. spend thousands of dol-
fars on upgrading the skills of their work forees. They expect, and deserve, to
recenve the ghest qualiny education for the dollars they spend. A pesitive rela-
uonship with the businesses and mdustries who spend therr training dollars
with the communiy college can pay nch dividends. Tt can enhance the per-
ception of the college in general and perhaps even generate credit enrollments,
A ncegauve relatonship can be difficult i notimpossible, 1o overcome

A 1993 study conducted by the Feague for Innovation m the Community
College 1denufied obstacles laced by those responsible tor contract traaming
within the community college svsiem (Doucette. 19931 Lack of fimancaial sup-
port was the most commonly ctied magor ohstacle m providimg work force
tammg Another obstacle. identified as nunor. was the lack of recognition and
support mnternally partcularly from the facelne Teis owr contentton tha these
obstacles can be overcome by offering contract truming scrvices throngh an
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28 CONDUCTING CUSTOMIZED WORK FORCE TRAINING

existing division within the college. By offering this training through an exist-
ing division, the function is enhanced by the fact that there is an organizationai
structure in place to provide adequate support. both human and fiscal.

In addition. by placing the contract training function within an existing
unit. the rest of the institution is better able 1o understand how this training
function is arganized. funded. implemented. and evaluated. A lack of under-
standing in this arca may lead others within the institution to question the
quality of the contract training. It may also lead to the perception that contract
training diverts scarce resources {rom the rest of the institution. This percep-
tion can prove disastrous to internal marketing cfforts.

A separate unit, even if it reports directly to the chiel executive officer
(CEOY. may lack both financial as well as faculty support. It may also lack the
support ol other administrators within the institution. Finally, the positioning
of contract training services as part of an existing units operation lessens the
impact of the possﬂ)l\ tenuous nature of that particular type of programming
cffort. For example. the management-by-objectives movenient was very strong,
anumber of years ago. yetit is not at all in vogue today: The same concept may
apply to the current C{le]ll} movement and the te rmlnoloE} that applics to it.
No one would question the quality movement. the need for quality in business
and industry (or education for that matter). However, some of that terminal-
ogy may exist for a period of time and then fade away in favor of some more
popular concept. terminology. or movement. Contract training should be posi-
toned i such a way that it becomes an integral and ongoing part of the ser-
vices offered by the community college and thus less subject to the ehh and
flow of social fads.

The community services and continuing education program. the arts and
sciences program. and the vocational technical program that make up the pri-
mary divisions of the community college system provide stability for the con-
tract traming function. It behooves us o attach o those existing units new
cducational programs that result from our ¢fforts to respond to community
needs. 1Uis clear that contract training services for business and industry
should be attached to the existing unit that has the most expertence i work-
mg directly with business and industry. and that 1s most flexible in its ability
to respond. That umt is the community services and continuing education
unit. Most community colleges appear 1o recogmze that fact. The aloremen-
tioned study by the League for Innovation in the Community College found
that over 90 percent (Doucette. 1993 poavy ol the customized traming pro-
grams operating in the community colleges surveyed were admmistered by the
dean or director of commumity services and conunuing education

At Fastern fowa Community College Mistrict, contract training began in
carnest m 1985, The responsibility for this traming was assumed by those mdi-
viduals within the commanity services and contimumg education diviston who,
priot to that tiue. had been responstble for noncredit offerings 1o the general
public m the areas of business. trade and industry, and management: The Buar-
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ness and Industry Center was established as a separate department within the
community scrvices and continuing education division. This division reports
1o an cxecutive director. who reports to the CEQ.

At Bastern lowa Community College District. contract training is expected
to be financially sclf-sufficient. which is defined as the capability of covering
all the direct costs of instructors and materials as well as the mdirect costs of
professional staff who coordinate and implement the program. support staff,
office supplics. and marketing. This self-sufficieney 1s achieved through fees
for service: Any dollars generated in excess of these base expenses are returned
to the genceral fund for use by the institution as a whole.

Contract training at Eastern lowa Community College District is evaluated
in a number of ways. Every student has the opportunity to evaluate both
course content and the instructors at the conclusion of any program of study.
The results of these evaluations are taken very seriously by program coordi-
nators and influence the content of future courses as well as instructor selec-
tion. In addition. program coordinators work closely with the contracting
mndustry m curriculum development to ensure that there is mutual agreement
between Eastern lowa Community College District and the industry on course
goals and objectives. Contact is maintained with the contracting industry
throughouwt the training program. Eastern lowa Community College District
contract traiming staff want to know whether or not behavioral changes are
observed on the job. In other words. are program participants using what they
learned? Follow-up is done on an mformal basis alter the traming, concludes
to gauge the lasting effects of the training,

Finally, ar Eastern lowa Community College District. close attention 1s paid
to repeat busimess  Customers who feel positve about the services they
received come back

Another example of how a training program for busmess and indusiry can
develop through the community services and corwmnumg education unit of the
community college ocaured at Towa Valley Community College District. When
amgjor manufacturing company announced its mtention to consolidate two
of its plants ether in Marshalltown. lowa, site of its Plant A, or another ¢y in
another nudwestern state where 1t operated Plant B, or possibly m a different
location altogether. the mayvor of Marshalltown created a task foree to work on
devising wavs to encourage the company to select Marshalltown as the sie.
The selection would mean the addition of five hundred to six hundred jobs to
the Marshalltown work force. and certainly a major hoost to the cconomy of
this central lowa community of twenty-five thousand.

[he mayor asked the commumiy college vice president for commumity
services and conunuimg education to serve on this task force. knowing that the
new workers would require extensive training. and knowing that any conpany
making a decision on relocation would certamly review the guality of educa-
ton at that new location Fhe communuy services and contimumg, education
record of commumty imvolvement demonstrated responsiveness and expert:
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ence in providing education and training programs for business and industry,
and the well-being of the community in general was certainly a factor in this
appomtment.

Fifteen to twenty community leaders worked cooperatively 1o develop an
cconomic incennive package that obviously. in the end. helped 1o persuade the
company officials 1o select Marshalltown as the site fov their consolidation. The
community colleges community services and continuing education part of this
package included a $3 million training program funded through the lowa
Industrial New jobs Traming Program.

The vice president of community services and continuing education called
on the colleges business development center and the associate dean for busi-
ness assistance services to develop the actual training program. Working with
the manufacturing company’s CEQ and human resources director, a complete
training program was developed. which will be conducted over a three-year
petiod. Approximately one-half of the project will include on-the-job training.
and the other half will be what is referred to as hard training (in the classroom
or laboratory, at the college. or on-site). Individual training plans will he devel-
oped for cach new employee. The college will add the position of coordinator-
instructor to work specifically on this project, and this individual will work
with the companys hunman resources and training divector 1o help hring the
resources of the college 1o bear on fulfilling the company’s traming needs and
thus enhance the training program over the duration of the Industrial New
Jobs Traming Program and bhevond.

Clearly. this training project should give the company an edge among its
competuors. Quality and productivity will be enhanced. The companys oppor-
tunity for success is significantly enhanced. The communuy college is fulfill-
mg its role of being close to the community; of providing qualiy education and
raming. and of doing all of this in partnership with the company and the com-
munity.

Interest of the CEO

The importance of the communuy services and conuntung education division
and the visibihty of the contract traming function are sufhicient 1o warrant hav-
ing the division head report directly o the CEO of the institunion. This sends
amessage to the rest of the msttunon that the division s asigmificant part of
the community college.

Internal Marketing

Communny services and continuing educaton prolessionals want good miter-
nal relationships But these relanionships should not be a primary geal The
overtidimg goal should be to provide quality educattonai expenierces at ablond-
ahle prices That 1> valuable to the customer and valuable 1o the mstitution
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Contract training has internal customers and external customers. The
external customers are the mdustries served and the internal customers are the
other divistons in the colleges that provide services to us, and vice versa. Inter-
nal customers should maintain an awareness of one another’s needs and try 1o
meet those needs in a professional way.

IUis important for the community services and contimwng education
admmistrator of contract training 1o market the programs mternally 1o the
extent that all employees of the communiy college perceive them as a neces-
sary service that is provided in a quality manner. One cannot expect people
from outside the commumity college 1o see those programs as quality if they
are not so pereeived mternally.

Contract traiming is a unigue function within the institwtion, and. as such,
communication is more important in this arca than in the more traditional
divisions of the college. The CEO and others within the institution are often
very active in the communuy. It s essenuial o imform the other division heads
and the CEO about the training, projects under way m the division. This prac-
tice prevents them from heing caught off-guard and embarrassed. No one likes
to meet someone from industry only to have them discuss a training program
that the college emplovee knows nothing about.

[t1s also important 1o take advantage of opportunities 1o link contract
training activities with the rest of the insttution. This means going heyond ser-
vice on committees and willingness 1o help other divisions with stalting and
so oL Community services and contnumg education admuoustrators must he

ready to allow contract training to be used as a means ol revitalizing the credit

faculty by unlizing them as mstructors where appropriate. Department chairs
should be invited into the contract training classes 10 present mlormation
about other opportunitics available through the communny college

If our colleagues are to value and appreciate community services and con-
tnuing ceducation and the contract tratning funcuion. they must he wld not
oniy what we do but why it is done. To say 1t is a part of the mission 1s not
enough. particularly m atume of scarce resources. The admimistraior must take
the time 1o explain how contract traming lits with the more tradinonal aspects
of the college, that 1s, the vocational techiical progranms and the arts and sci-
ences programs. The educanon and tramning options. includmg contract tram-
mg. avatlable through the community services and contmwng education
divistont allow adults to find emplovment. seek better jobs. or mamtain their
current Jobs. Faculty must understand that trainimg, retraming. and upgrad-
mg ol worker skills through techmeal traming, development of basie skalls, and
development of critical thimking and problemi-solving skills increase worker
productivine improve the quality of hife within the communny. and buld a bet-
ter economic base for the communiny

I the tramng provided helps business and mdustny compete mare e -
cossfully mea global cconomi. then this part of the commuiiy college mission
has heen fullidled oo woskaing dieatly wath business and mdustry. or ather
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types of service agencies. the community services and continuing education
diviston maintains close contact with the external community. Significant and
effective linkages of local community enuties (businesses, industries. local edu-
cational agencies. and so onY are developed in an effort 1o expand the divisions
programming basc. This cxpansion 1s valuable for both the community and
the college. The businesses and mdustrics have better-tramed workers who are
more productive, which improves profitability and stabihzes the cconomic base
of the local community: At the same time. the communty college increases its
awareness of new mdustrial procedures and practices. When this mformation
is communicated 1o the rest of the college. program development efforts can
be enhanced, instructors can more easily maintaim an awarcness of current
practices in their ficlds. and. finally. ideas can be tested prior to their intro-
duction into the credit cauricwlum. The planning process for the college as a
whole 1s also facilitated

Internal marketing of customized taming programs is not a great deal dif-
ferent from the marketing of any other aspect of the education enterprise. From
a broad standpoint, the community college would be most efiective if all
employees were kept informed, 1o the greatest extent passible, about all of the
aivities of the callege. This is patacutarly true for the successful activities on
which people can build pride by recognizing both the importance of the acuiv-
tties and therr part in them. People need 1o have the feeling of ownership. They
need 1o have the feching of belonging. They need o understand the s and
outs of the decision-making process. and they need to have a role in making
those decisions.

The need for mternal marketing of the custonnzed trainig program
should not be overemphasized at the expense of other programs. However,
community services and continuing educanion professionals are invariably
gty of locusing so ntensely on getting ajob done that they forget to tell col-
leagues about it Community services and continuing education professionals
need 1o ensure that people understand that work done i mdustry and the
relationships that are built have a positive impact on the college as a whotle, A
community college graduate applying to an mdustry for a positon is more
likely 1o be received m a posiive manner if the industry has had positive expe-
ricnces with the contract traming unit of the college. The converse of this sit-
uation could also happen. and that must be recogmzed as well.

Communuty services and contmuing education adninmistrators need to he
persistent m therr eflorts to mform others within the insutution of the acuvi-
Hes, suceesses. and extent of mvolvement with business and industry in con-
tact trammg - Fhere are tmes when it appears that this mformaton s not
getting across People are m thewr own worlds and have their own arcas of
responsibihiy 10as the responsibiliy of the communiny services and continu-
mg cducation admnustiators o encotrage others o think outside ol therr own
boundaies and to consider the broadest range of services of the communy
college Toachieve this poal, these adnmuimistrators must persist m thews corts
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and lake every opportunity to talk with faculty or other units of the institu-
tion. The same holds true for the president and the dean of instruction or vice
presicdent of mstruction, who need to accept their responsibilities and engage
in this witernal marketing effort as well. The communication process may
change depending on the internal customer. For example, community services
and continuing education administrators can provide lists of those busimesses
and mdustries that have developed contract traming relattonships with the col-
lege 1o college-internal customers, such as the head of the foundation or the
head of alumni, before these heads proceed with [undrasing cltorts. A posi-
tive, supportive relationship may already have been established wuh the col-
icge through contract training programs., which college fundraisers can exploit.

Faculty members need 1o understand that the relationship with industry
15 more than twice-a-year advisory committee meetings. Rather, the relation-
ship entails ongoing daily contact and in-depth analysis of the processes that
arc used in the mdustrial environment. Through sharing with faculty, programs
can be updated 1o maintain currency:

An aspect of the community college that we need to continue o exolait s
its community-based nature. Many observers have written that the community
services and continuing, education unit provides that community-hased char-
actenstic to the community college. Community services and continuing cdu-
cation professionals need to guard agamst the ehism that comes from thinking
of the college as separate from, or above. the commumity: That can be done
through contmuing cfforts 1o make invalvement with business and industry a
high priority:

This prioriy 1s consistent with a report of the Nauonal Center on Educa-
ton and the Economy (1990, which, m its concluston, expressed concern for
the practice of continumg to define educational success as “ume m the seat”
rather than developmg a new system that focuses on the demonstrated achieve-
ment of lugh standards. As the United States struggles to mamtain its status as
aworld leader and enhance tts ability to compete with other countries whose
cducational eflorts may be substantially greater than owrs, communuty colleges
have an essentidd role to play through trammg and retrammg programs that
serve the work foree through business and mdustry. The concept of lifelong
learnmg must continue 1o be apphed. Adults as well as chuldren are continu-
ally i the learming process. We must recognize that not evervone will com-
plete tour years of college” People need to be tramed tor emplovment. and they
will need to continue 1o be tramed and retramed at ther places of work if they
are to mamtam the skills required of 1odavs high-technology businesses and
mdustries.

Conclusion

Daces the community services and contmumg educanon adnnmistrator market
mternally m ditferent wav irom other college admmistrators? To some extent,
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ves, but not oo differently. As professionals in a community college environ-
ment. we have an obhigation 1o inform our colleagues of what 1s being done
and why: Others should be treated with dignity and respect—just as we want
to be treated. If community services and contmuing education administrators
concentrate on doing their job well, perhaps this 1ssue will cease 1o be an issuc
at all.
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Ancideal information system for contract education program
managers is proposed and a current model is described that
enables a program operator to measure the impact of the program,
provide summary data, and communicate with other providers.

Using a Management Information
System Effectively for Contract
Education Programs

Muauwrcen H. Ramer. Mike Snowden

As program managers. are we able to develop an annual busiess plan as a
result of data from the previous vears performance? Are we able 1o manage the
financial aspeats of our operation? Are we able o wenufy the elfective pro-
grams and the factors leading 1o that effectivencss?

At one time or another. we may have found ourselves m suuations simlar
to the followimg scenartos Our local governing hoard has just challenged the
college president regarding the worth of our contract educatio. program: How
dowe know compantes are benefiumg from this eflort and what has the col-
lege gained from this program? Can we respond quickly to these questions?

As the managers of a contract education program. we just recerved a call
from the state ageney wanting to know how many students and employees our
progrant served last vears wypes, sizes. and numbers of busmesses served. and
the dollars generated Can we respond quuckly and accurately?

A major emplover with astrong prescnce i our state has just contacted
us and requested that we submit a bid for traiming services at a site near our
college We know that they have worked with communiy colleges before and
are very particular about the approaches used Do we have anv “mside track’
communcation mechanismy for determinmg whicv cotleges they have worked
with and. more impottant. wha approdaches and pricimg were successtul?

Hoowr answer was no o amy of these gquestions then 1t is tme o either
develop amanagement mformatton svstem (IS lor owr progiam or naprove
ot curtent sestem i tus enob scarce msttatonal resonces, we need s
tem that can provide this Tind ot mformation quicklv and caqaly In s
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chapter, we present the rationale for such a system. depict an ideal informa-
tion system. and describe a svstem currently in place in one state. California.

Framework for a Contract Education Management
Information System

The system that is developed should be structured so that information is
obtamable and not just data. One of the definttions of information in Websters
New World Dictionary (1986) is a "person or ageney answering guestions as a
service 1o others.”™ in contrast to data. which are a “collection of facts and fig-
urcs” where the analyst must have knowledge 1o draw conclusions. The infor-
matton retrieved should have relevance and purpose and should be timely.
accessible. and empowering to the user (Prucker, 1989).

Typrcally: the contract education program manager will ind that 1if the col-
lege MIS is used. the mformation recewved is incomplete for his or her needs.
The college system is student-focused in that it provides data on the demo-
graphics of the studentis enrolled in the classes (for example, number of stu-
dents. ethnicity. and gender) and the final grades received. No information is
provided about the employer (for exanmiple. type and size of the business) or
the size of the invarced contract, nor s there a summary of past business and
potential for future business with this employer. or tracking of any contribu-
tions that have come to the college as a result of the relationship with this
employer.

In addition. contract education managers need financial tracking capabil-
ities. much like small busmess operators. These program managers find that
they are often a “school within a school.” They need a sysiem that enables them
to generate payroll documents. accounts payable and receivables. or at least 1o
notify the appropnate college office that such needs to be done

The system should be able to evaluate the effectivencess of the training at
& higher level than just customer satisfaction. This evaluation model should be
multifaceted m that it measures the instructors” and program participants’ per-
formances. Tis also desirable to measure the employees” performance in rela-
tionship to improved work performance and productivity: In order to evaluate
the improvement in work performance. a careful assessment has to be done,
prior to the start of raming. to determme which mdicators 1o use and how
mmprovement will be measured (Kirkpatrick, 1976). The mformauon gathered
at this step drives the course content as well as the measurement tools.

The mtormation received from this type of evaluation not only helps the
cmployer (customer) to Justify traamng costs for current and future traning
programs hut also enables the college manager to quanuty the benefus of a
contract education program to emplovers. The program manager should be
able to answer the guestion “\What difference did the trmnmg program make?”
The abihty 1o answer this question becomes a powerful proactuive means by
which tovalidate the contract education program

Q 4 1

PAFullToxt Provided by ERIC




USING A MANAGEMENT INFORMATION SYSTEM 37

The MIS of the local coliege should be standardized with sysiems used by
other colleges in the state so that mformation can be collected that describes
programs and their impact in an aggregate fashion. There is a growing aware-
Ness among state policymakers that customized training conducted by com-
munity colleges benefus both the communities and the individuals trained.
Practinoners need 1o agree on a means of measuring suceessful implementa-
tien and, then. communicate the results to state policymakers (Jacobs. 1992).

Finally, contract education providers need 1o seriously consider the bene-
fits of hecoming part of an “expert neawork™ that would enable them 1o aceess
other professionals like themselves for information-sharing purposes. Contract
education providers need to reahize that they are in a compeutive environment
and are brokers regarding the latest trends and techniques in work force devel-
opment. Expert networks represent a new dimenston. an clectronice societal
and organizational dimension. that did not exist prior to the development of
computer-aided communication (Peters, 10023 1t is through the use of an
expert actwork that contract education program managers can identify solu-
tions. people, and resources for their work force development challenges sim-
ilar to those described m the mroductory scenarios of this chapter.

Outlook for the Role of Management Information Systems

An exammation of exemplary business performers of the last two decades
reveals that M1Ss are a key component of suceess. Computer networks that
serve as an informational infrastructure and control system contmue to play a
major role in organizations worldwide. This extensive technology is being uti-
hzed by organizations large and small. in part resulting from advances in com-
puter technology: Hardware and operating systems have been developed that
allow ofhice automation power that would have been unattainable as recently
as a decade ago.

Commensurate with this techmeal sophisticauon. there has been an
important shift in management methods. There is a strong movement that rou-
tmely subseribes to emplovee empowerment and a belief that workers. where
appropriate. should contribute 1o and share m the organization’s most basic
functions as well as s nission. As part of this employee empowerment, work-
crs need aceess o information within the organization in order to make the
right deaisions. The use of computer technology is fundamental m this new
organizational 2pproach.

1L 1s essential that workers have tools at thar disposal to maxumally effect
organizational productivity. competinveness, and customer TCSPONSIVENCss,
This approach is hest expressed in the prmeiple of mformation responsibility
tDrucker. 1989Y. The people who are respansible for carryimg ot the actual
work are. i fact, the best qualified to shape and carry forward therr contribu-
tons Lo the organization’s nission: Recogmtion of the mdividual as part of
team dynamies is expressed by imvestment m personal development and by
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provision ol appropriate tools and resources. 1t is in this manner that organi-
zations become increasingly aware of themselves and the competition. The
organizations will then know what business they are in. their key strengths.
operational paramcters, and informational measurement tools.

A Network Primer

When discussing an ideal MIS {or any enterprise. 1t 1s helpful o first consider
three broad categories of computer technology: applications. networks, and
operating systems. Appheations are programs that provide an interface to the
user so that he or she can indirectly aceess and manipulate the computers
resources. Examples of these programs are the various word-processing,
spreadshect. and data base programs with which most people are familiar. We
can think of an application as a vehicle to get us 1o a specitic destination.

simply put. networks are computers that are connected together and have
some level of commonatity so they can “talk™ to one another. This tatking is
termed protocol. To extend this analogy. a network is like a road that conuects
one location to another Protocols, then. are the rules of the road. Newworks
allow for two basic services: resource sharing (working in groups) and com-
puter-racdiated communication (communicaung with a work group). Together,
these scrvices allow users to aceess remote devices and programs. as well as to
participate in clectronic mail. conferencing, and bulletn boards.

Operating systems constitute the set of mstructions that the computer
needs to operate wself and its various input and outpui devices. Operatng sys-
tems may be thought of as the drivers manual for operaung a particular
vehicle.

The three categories above, when taken as a whole. allow the magie 1o
happen. This integration of systems comprises the basic binding technology
essential to doing business today. Indeed. in a sctting of global competitive-
ness, wherein the hugh-technology, customer-focused. quality-control-oriented
players are the survivors, information capability is imperative.

Of the two basie services provided by networks. resource sharing 1s con-
stdered the most vital to business. Resource sharing was the irapetus behind
the development of distributed computer networks (Quarterman, 1990Y. The
henetits are many- Equipment and users can be geographically dispersed. costs
can be shared across the enterpiise, management layers can often be reduced.
aggregate information can he compounded from detaled data, and meremen-
tal expanston and redundancy are made easier. However. the irony is that it
can take considerable resources to partake of resource sharing!

Computer networks can be cantankerous beasts. They require clever
destgn and thoughtful management by skitled techmicians if their benehits are
to be realized Morcover. network operating systems. dedicated hnkages. host
cquipment. and routing devices are not cheap. Apphcations that are meant for
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network implementations have to be programmed differently from those
mtended for solated compuers.

Even so.we believe that some degree of computer networking 1s essential
to conducting business i the next decade. Communuy colleges need to real-
1ze the value and efficiency of being part of an expert network. The power of
leveraging information to improve business decisions will make a major dif-
ference in the marketplace. Just the ability 1o take different views of the mfor-
mation. looking atall of it or using the apphcation to filter it, lends vitality and
immedracy 1o the information. This ability is often lacking when the same data
are presented by tradional upward veporting protocols. Viewing the output
of adata base scarch that has limited its scope parameters is very different from
reading a “sanitized” financial report. All levels of management have access 1o
the original data withowt someone summarizing or mterpretng the dava.
Access to nformation has hecome. and rightly so. more of a security than a
political issuc. Decision makers and policymakers are now hetter able to hase
theiractions i reality with a view o where the business is actually being car-
ricd out.

[y

Reality and a Contract Education Management
Information System Model

What then 1s the reality for most contract education providers within a public

higher education system? 1t is a time of unrest in lugher education. Nowhere
ts this more true than in contract education. Contract education is one of the
pivotal pomts around which the paradigm of public education delivery is shift-
ing. The training requirements of Americas work force are demanding alter-
native methods of curriculum development. class schedulmg and location, cost
accounting, and receuitmg, Community colleges are becoming market-driven,

Contrast this characterization with the traditional structure, wherein col-
leges are reimbursed on the basis of course offerings that have been sanctioned
through burcaucranic channels. We stress this difference not 1o pass judgment
on cither structure but rather to explan why current MISs are more accom-
modating of the tradwonal delivery modalities associated with credit currie-
ula and students Because the main sources of revenuce are outside of the
contract education enterprise, the support systems are outside oo This situ-
anon 1s well and good for the general computing needs of the college. but
it often feaves the contract education practitioner out of the information-
processing activities

Our goal 1s to arm contract education pracutioners with the basic knowl-
edge needed o articulate their needs m a manner that 1s understandable o
MIS personnel. This wali alfow them o enhist sufficient assistance and support
from thewr local or central MIS depacanent to carry through an mmative 1o the
appropriate deaston-making bodies The mtent s 1o help the contract educa-
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tion practitioners who are relatively naive abowt computer networks and data
bases grasp the essennal elements necessary to build a case for the estabhshi-
ment of a contract education MIS of some type in their organization.,

fdeally. this system would be integrated with the existing campus MIS.
However, most college systems are currently large main{rame-based installa-
tions. Unfortunately, these systems, though powerful. are often problematic.
Mamntenance and redesign are expensive. They may be already operating at
capacity and are often remotely located in the data-processing department.

Fortunately, a starter system for contract education does not require the
soplustication of the system needed by the rest of the campus. Also. there are
many possible levels of networking. Most contract education offices have at
least one or two computer workstauons at their disposal. These may be con-
nected to cach other. These may be connected with other computers on-
campus, which, in turn, may be connected to other computers off-campus.
and so on While isolated computers are useful, integrated computer networks
are the ideal. However, where resources do not permu the implementation of
a full-blown enterprisewide network, it is quute feasible wtilizmg certam appli-
cation development technigues and simplified telecommunication technology
to achieve, in effect, the same thing,

There are basically two ways of networking over a wide geographical arca.
One is resource-intensive and the other is refatvely casy to attain. The first sce-
nario involves connecting computers via a wide arca network (WAN) A WAN
requires dedicated cabhng hinks hetween nodes. which allow for high-speed

transmission across a wide band of frequencies. Special operating systems and
hardware must be used for this type of configuration to function. This type of
network technology, though powertul. s beyond the reach of all but the most
successtul contract education offices. Where it is feasible. however. remote
uscrs can take advantage of true mteractive applications on shared resources
Data bases that comply with this design are termed on-line real-time systems. or
batch update systems. Apart from the obvious advantage of continually fresh-
ened data. their mam advaniage is case of management due to resource shar-
ing. All uscrs. no matter what therr locations, are using the same standardized
svstem Lo aceess a single related data base: A fanuliar example of this type of
network s an airlime reservations nformation system The data base is con-
stantly being updated by remote users throughout the entire network.

The sccond scenario 1s an alternative strategy that gets a contract educa-
ton affice mro the game for considerably less money: Although. strictly speak-
mg. these are not true networks, these “virtwal” an computerese. that tieans
protend) systems can take different forms. These solutions are varnously
reflerred o as distributed data collection nenworks, file-transfer-capable bulletin
boards. and. most commaonly: sneaker nets Implemented with a wide range of
sophistication, they are not real e or mteractive, but they are atfordable.
Basically, these systems unihize @ central data base {lanked by several other
neatly idennical data base strucnnes that are distibuted to the practitioners
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the field. The central data base is then updated periodically via floppy disk.
file transfer from a bulleun board, or dial-in modem ports. Thus, the field-
based systems are essentially distributed data collection points. while the cen-
tral system s a global report generator.

California’s Contract Education Data Inventory System

This latter type of system has been uulized by the California Communuy Col-
leges Economic Development Network (ED>Net). In 1991, EDsNet began the
development of an MIS 1o underiake a statewide inventory of contract educa-
tion activity: The name of the system is the Contract Education Data Inventory
system (CEDIS). The purpose of CEDIS is Lo provide information 1o the local
managet, as well as aggregate information on regional and state levels, about
the scope and breadth of contract education programs. Working closely with
a statewide committee of contract education practitioners, stalf at EDsNet
developed CEDIS. In 1992-1993, the system was pilot-tested by 13 colleges.
Bascd on the results of the pilot. CEDIS was revised and distrtbuted 1o all 107
community colleges in Califorma in Fall 1993, Figure 4.1 depiets the basic
architecture used to implement CEDIS,

The approach described here was used for several reasons One is afford-
ability. Another is the unlikely prospect of bringing an entire education sysiem
up to a networking technology level sufficient o use an on-line system, such
as connecting computers via a WAN. Morcover. a relatively low-technology
approach is ofien beuer accepted by casual users. Toward this end. a system
was devised that would be casy to learn and use. It would provide some local
site management capability for those who had no awtomated systems in place.
Efforts were made 1o keep the system simple, limitng recorded clements 1o the
bare essentials.

Generally. system design starts with an examination of the work processes
of the mlormation unit (n this case. the contract education office). Onee the
dynamics are understood, asketeh of the essential data elements can be drawn.
Lhis leads eventually to a data structure to contam the elements, a set of rela-
tons among the elements. assignment o appropriate program objects. and so
on—1n short. a detatled system design.

The mutial design for CEDIS 1s contract-driven The system tracks at the
level of the emplover and not the mdividual tramee When field-based users
lirst enter the CEDIS system. they are awtomaucally routed 1o an arca of the
program that requires them to supply informaton about therr contract educa-
ton programs This s how cach distributed system s nutialized. so that the
central system can keep Provider A data separate from Providers Bs. Keep in
mind that all distntbuted applications ma sneaker net ave wentical m all
respects exeept for the mformation they contam. n other words. the same hot-
te can hold any kind of wine

Acontract s entered under the organization that holds the conttact The
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Figure 4.1. CEDIS Architecture Flowchart
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system automatically assigns a unigue idenuficr (contract identilication num-
her) 1o each contract. so cross-references can be made 1o ather data bases as
needed. Users are constrained to a limited number of choices for certain data
clements. This ensures accuracy and standardization of measurement 1t also
speeds data entry:

Onee the program has been initalized. data regardg a contract are input.
Windows are utilized for case of entering data. ediumg. deletng, and so on. To
add amew contract. the appropriate window 1s highlighted. This brings up a
blank contract information screen. Tlie fields are blank and get filled in by the
user. Similar procedures are followed 1o edit or delete a record.

A completed contract informatton screen 1s illustrated in Figure 4.2, In the
completed contract information dialogue box is all the necessary information
about this contract between one of the Catiforma community colleges and the
California Highway Patrol. A closer look at the specific contract clements
shows that groupings may occur based on Standard Industrial Classilication
codes. public versus private ageney. company size. and other relevant attri-
butes. Each clement provides a window inio adding. editmg, o deleting
records mn cach of us associated data bases. 1o which 1t s linked.

Oncee the contract s entered. it takes its place in the contract browse win-
dow. This window 1s actually a powerful program object that can be searched.
filtered. and otherwise manipulated by the user. In the contract browse win-

Figurc 4.2. Completed Contract Information Screen
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dow is a list of contracts by this college as well as the program and scrvices
delivered for cach contract.

Synchronized with the contract windows are the program information
windows. These windows are where the use: »rovides the information about
specific programs and services, which are then linked to a specific contract. In
CEDIS. the user is guided through this process in a manner that builds a stan-
dardized program code. This enables measurement of activities within any par-
tcular program. A list of codes has been developed that enables all courses and
services to be dlassified.

Once all of the data for the collection period have been entered. the user
mvokes a unlity pull-down mienu for export 1o ED>Net. This produces a com-
pressed file of all data structures needed by the cenral system. Having accom-
plished this, the user can then use one of the three methods illustrated in
Figure 4.1, The user could use mail or courter. modem via a bulletin board sys-
tem (BBSY, or file transfer protocol on Internet. Upon recept. the file 15
imported mto the central system so that global reports may then be produced
based on the enure user base.

The heart of the system is shown in Figure 4.3, the CEDIS master pro-
gram. There are three windows on this screen. enabling a wriple browse:
provider data base browse, associated contracts or contractor browse, and asso-
clated program browse. By highlighting elements in any one of these three win-
dows, the user can more fully explore the mformation or data behind these
clements.

Figure +.3. CEDIS Master Program
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An additional important feature of this system is the ¢uery module. The
query module enables the user to explore the data base and gencrate reports
as needed unlizing the data m a useful format. For example. if the user wants
the report 1o contain only information on contract amounts greater than
$5.000 in the fiscal year 199394, he or she can construct the appropriate fil-
ter. which 1s then passed 1o the program to build the report accordingly: Thas
interface thus alleviates the user from the task of having to construct a rela-
tvely arcane computer mstruction such as inv_amount > “5.000" and fis_yr =
0394 This has been simplificd considerably to illustrate a point because the
actual program code required to achieve this functionahty 15 more than one
hundred lines fong.

Onee filters have been developed for reports in prior sessions, they can be
saved for future use. This is very helpful if one has 1o prepare reports for dif-
ferent audiences utilizing the same mformation. In this manner, the same
report could he utilized for senior management. boards of trustees. faculty
groups. and so on. Each group recciving the report can decide for themselves
the Tevel of detail they require of the entire information set.

This system is but one state’s imtial step toward building an information
network for contract education providers and others in the arena of commu-
nity college work force development. The development and adoption of this
system have been at a relatively modest cost. The capabihty of this system
would be enhanced considerably if there were actual dedicated links among
the users.

The development and adoption of technology continue to progress. The
CEDIS model presented here has been revised and updated. To enhance s
ellectiveness as a local site management tool. inancial tracking has been added.
Also. i appears that ED>Net and the Cahformia community colleges will be
Imked with Internet Interuet 1s a network of computer networks. More than
ten mullion people use this worldwide web of eleven thousand mterconnected
computer networks to exchange electronie mail. transfer computer files. scarch
data hases. and electronically commumcate m real time with other users.

As the California community colleges Hnk up to Internet. we are enthusi-
astic about the expansion possibilities that will be provided for CEDIS. the
expert networks that contract education providers will be able o aceess. and
the overall mprovements in communicatons We look forward 1o being able
to electronicatly communicate with contract education providers natonwide
as technology becomes more widely unihzed.
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In order for a community to be successful in recruiting businesses.
a variety of partners must be involved. A true collaborative cffort
must be scen by potential business clients.

Recruitment Practices: A Community
Partnership

Julie Bender; Larry D. Carter

In this chapter. we outhne the activities and partnerships that are 1y pically a
part of a community s effort to attract new business and industry A key factor
in the recruitment process is community partnevships. A community must
comvinee prospective business clients that relocanion o a new arca, which s
an expensive venture for any company: 1s worth the costs. Competition among,
the regions. states, and even tocalines is fierce and, therefore, demands thaall
ol the resources available through communiy partnerships be brought o bear
i the recruntment process.

iU is important for the local community college to be a player m the
reeruitment effort. This myvolvement of the college can range trom a mimornty
partnership mn the process o leadership in contacung recrwiters and relocat-
g clients

The primary role of the commumity college s typrcally o facihtate and
broker traming. In some cases. this 15 @ major meentive i a company’s evalu-
auon of a community s attractiveness [ other cases, issues such as quality of
hle and wcentives offered by the local commumty ave more important than the
trainng ssue The community college must. therefore. have abalanced view
ol its role in the communuy partnerships that are vial to success when recrat-
g business and mdustry

Partners in the Recruitment Process

Both the direat and the mdiect roles that commumty colleges play m recrut-
mg new busmess and mdustry are important. Commuuuty college othaals need
to understand how they can support e.onomie development councils. cities

+7
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and countics. chambers of commerce., local elementary and secondary school
districts, and other agencies in attracting new business and industry to their
locale.

Economic Development Council. 1f a local county or municipaluy has
an cconomic development council or corporation. that body is typically the
lead player in recruiting. soliching. offering incentives. and following through
on cfforts o relocate business and industry to the region. A strong ¢conomic
development counatl can focus the efforts of the other enuities » volved m
order to maximize the community’s image and effectiveness m auracting, busi-
NCSSCS

Local economie development councils can be stand-alone entities funded
solely from private sowrces. In some cases. the cconomic development body 1s
a private-pubiic partnership: m other cases. 1t 1s an extension of the Jocal cham-
her of commerce or a consortium of chambers of commerce: m still others, 1t
is an actual arm of the ciy or county government The involvement of the
community college m the cconomie development council 1s essential 1f edu-
cation and trammg needs are evidenced by chents. The college should be rep-
resented on the economic development board and should be able o broker or
respond 1o education or training requests as they arise.

In most cases. the board of directors of the cconomic development coun-
alis a combmaton of a private-public partership and. as such. has the best
opportunity to coordmate packages that may be offered 1o potential clients o
factlitate relocanon

Cities and Counties. Cities and countics are typrcally key elements in
ccononue development for them areas. Where large sums of money are nat
avatlable for direct ncentives to potental chients. aties and counties can offer
avariety of noncash incentives. including up-front agreements with potential
chients with respect to various infrastructures such as roads. water. sewer sys-
tems, and unihties: Some clhients are meerested m a reduction of mital reloca-
ton expenses. which can be olfset by a long-term commument to the ¢y or
county This commument is evidenced by trade-ofls that produce future jobs
and tax incame for the Jocal municipaliy in exchange for up-front assistance
Thus. the ciy or county 1~ in a strategie postion to provide various mira-
structure items - exchange for long-term revenues from the client that
relocates.

Because ime 1= money and relocation 1s @ lengthy process. ciies and coun-
ties can also offer meenuves such as reduced twrnaround ume m permits and
special assistance monterpretmg and meeting codes and ordinances that night
otherwise be undulv restrictive on the chents abiliy o relocate

Chamber of Commerce. The local chamber of commerce tradmonally
has o strong 1ole i the ceconomie development of the community Very often
s role s to serve as an ombudsman for small busines ses m the local commu-
iy i relatien e ay and county polictes. zone codes,and soon \Many cham-

bers of commerce have cvolved mto the cconomic devdlopmant arena as 1he
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local revresentatives for recruiting large businesses and industry. This new role
generally requires a different set of procedures for dealing extensively with
businesses outside the community. The advent of economic development bed-
1es separate from the chamber of commerce was in part a result of this need.
Although this role 1s generally filled by the cconomic development council or
corporation, the chamber of commerce still has a strong role to play in the
parirership.

‘the chamber of commercee still represents the “favor™ of its commuiuty.
This lavor may take the form of quality of hie, business friendliness by the city
or county, and the general tax structure of the state and the city. The chamber
has the ability to promote the community in conjunction with the economic
development counal. The chamber is seen as an accurate veflection of how
business is done in that community, and thus. in terms of integnty. the cham-
ber affects how the community s viewed by the client.

School Districts. When chiel executive officers (CEQsY of companics
who are facing business relocation look for a barometer of quality of hife in
the community. one of the first indicators they examine is the local school sys-
tem. Company exceutives who make relocation decisions are very much con-
cerned about whether their emplovees” chitdren will have qualiy schools o
attend.

The school districts are often seen to reflect the quahity of the work force
available in hiring new emplovees. Some companes look at pereentage of high
school graduates, pereentage of those who continued their education, as well
as the percentage of college graduates as indicators of the availability and gual-
iy ol the labor force: Sirong school systems generally have strong community
support. These commumtics are generatly good places to ive in that commu-
niy support s multidirectional. encompassmg other activities i the com-
munity:

Postsecondary Education. The commumity college should be na prime
position to serve as a broker tor avariety of trammg and education needs. The
needs ol chients from business and mdustry may exceed the capabily of the
local community college. However, that does not preclude the communuy col-
lege from facilitating the role of the umversity: vocational school. or private
trainers that can be of assistance

\Very often mdue tries prefer one-stop shopping and like to deal with one
pont of contact If the communuy college postiions iselt m this manner. itcan
stll assess the need for trammg. develop the castomized traming package for
the particular business. and then assist m making the appropriate contacts that
can dehver the necessary services I this way, the communny college main-
tams 1s visthiliny and contact with the mdusury and performs the funcuon of
lacthiator

Another advantage of the Laalitator role s that the evaluanon of the train-
my program s accomphished by one enuy and the commumy coltege 1s
pliced m the addional role of evaluator of tramimg programs - These 1> AN
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should be evaluated in terms of hew well they met the needs identitficd dur-
ing asscssment.

Other Agencies. The broker model described in the previous section can
be used 1o aceess other agencies that are part of the training network. The com-
munity college as deliverer should be familier with the federal and state pro-
grams that arc available in support of training needs in business and industry.
The proper agency to be used 1s generally determined by the size and nature
of the business or industry. the products they produce, and the type of labor
force they employ:

The Job Training Partnership Act JTPA). implemented through local
employment and traming offices. provides training funds for specific indus-
tries if the individuals trained are in at least one of the disadvantaged or disto-
cated worker categories in which JTPA programs specialize. These programs
vary from summer youth programs. basic skills programs, and reteaining for
new oceupations to carcer education programs for dislocated workers. In addi-
tion, some JTPA funds flow through state coordinating agencies, which pro-
vide direct grants to community colleges for certain kinds of training programs.

The LS. Department of Labor is also in the business of trainmg and 1s a
possible source of funds for such actvities. Labor unions are also n the tram-
ing business, largely through apprenticeships A state’s departnient of labor is
typically a good contact for information regarding union programs and U $
Department of Labor funding.

For companies that have fewer than five hundred empiovees. the US.
Small Business Adminstration provides direct training 10 small businesses as
well as grants for agencies that are mterested in assisting such busmesses. In
most states. the Small Busmess Administration funds small business develop-
ment centers that exist for the sole purpose of providing counseling and start-
up business assistance for small businesses. In addiion 1o such initial assistance.
many chambers of commerce, cities. and community colleges provide contin-
umg assistance lor small businesses.

Recruiting the Client

Busmess recruument s a lighly compenive activiy across the Unned
states Hundreds of communmities are competng for a imued number of
hack-offtce Tocations. new manufacturing plants. and new distribution
facthuies Communiues, 1o be competinve. must take a team approach to
cconomie development.

[o be an cliective member of this team, communuy colleges and voca-
tonal schools should view their vole with companies as long-term and mar-
ket-driven Recrwtimg a company is only the first step i the process of
developing a trammg partnership with the emplover The goal should be 1o
estabhishva long-term relanonship that results m bottont-hne cost and e sav-
mgs to the emplover The traming provider must design programs weih the

g
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user in mind rather than tey to make the users needs conform to existing insti-
tational programs.

This scction answers three questions for the training provider: (1Y "How
can [ most effectively package and market my training programs to business
and industry?” (2) "What are the typical steps in recruiting a new company to
the community 77 (3) "What role do incentives, particularly traming incentives.
plavin a company’s site selection decision?”

Marketing. Communities vary in thew economic development efforts.
Some econonue development groups are parts of chambers of commerce. oth-
crs are government agencies, and sull others are public-private partnerships.
In some states. the state organization plays a lead role in economic develop-
ment. whereas in other states. a support role. Whatever the configuration of a
community’s program, the training provider should approach econonuce devel-
opment with the following directives in mind:

Be o member of the network. To he a part of the cconomic development
network, the plan and the players must be known. The state. regional, and
local economie development agencies should have strategic plans. The train-
ing providers and cconomic development agency’s plans should reinforee
cach other It is also necessary 1o know how the arcas cconomic devel-
opnient organizations are structured and who the key plavers are in these
organizations.

Be a part of the local partnership. Every communuty should have a business
recruntment team that is coordinated by the local economic development
agency. This team should mvolve the top busimess and government leadership
in the community. As experts mndustry trainng, community colleges and
vacaitonal schoals should play an important role on this team. Wuth the grow-
mg mmportance given to woik foree development issues by companics. partic-
ipation by the community’s trainig providers is essential.

Involve top institutional leadership in the program. The president of the com-
munty college or vocational school should be a member of this team. His or
her imvolvement makes a statement to prospects and o the communty that
cconomic development is a top institutional priority.

Make the program a top prionity. In addition o the president’s wvolvement.
a high-level stalf person should be designated to serve as the college’s repre-
sentative to busmess on a dav-to-day level. This person should be responsible
for coordmaung the tramming providers” services o industry, The college or
school representative should be able to speak mdustrys “language™ and. most
mmportant. be able o dehver services to clients.

Be ready 1o hit the ground rwiming: To become part of the busmess recruat-
ment team, the college or school representative should be tramed i working
with prospects and should have professional marketing matenals and a stong
presentation The local cconomic development agency can provide “ambas-
sador” trammy so that the college contacts are fanmihar with the communies
averall presentation The college or school should have a presentation to chents
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that answers these questions: “What customized lraining services can you
dehver?™ and “What is your track record?” (Incorporate success storics.) In
preparing the materials and presentation, keep in mind that quality is as
important as content in creating the right business image for the institution
and for the community.

Steps in Recruiting. The process of recrwiting a company o a commu-
nity begins with lead generation and ends with the company cstablishing a
facility in the local community. Here are the typical steps i business recruit-
ment:

L Generate prospect leads. Leads are gencrated through the economic
development agency’s business recruitment program. The goal of the program
is 10 generate leads in businesses and industries that the community has ar-
geted for their growth potenual and fit with the region’ assets.

The local economic development entity should focus its lead generation
efforts on relationship marketing, Adventising, dircet mail, and media relations
should be used 1o create awareness of the community and 1o position it in the
marketplace. Do not. however, rely on advertising 10 generate bona fide
prospects. Instead, focus on the referral network. By and large. cconomic
development prospects are generated through relaionships. Referrals most
commonly come from the development industry treal estate, construction.
engineenng, and architectural firms). professional service firms (aw and
accounting, pnmarily), the fimancial industry. and contacts in the companies.
Relocating a company is a big decision. Decision makers start the process by
talking to people they know,

2. Qualify the prospect. The job of the cconomic developer is to quahfy the
prospect. Carclul screening of prospects 1s important so that the econonue
developers ime s spent on the nght projects. On a very basic level, a poten-
tal clients responses 1o the following guestions can help the deveioper iden-
aly legimate projects: Type of contact (for example, consultant, manufacturer,
distributor, provider of busimess serviees, real estate developer, real estate bro-
ker or agent?? Number of employees? Expansion or relocation? Possible or in
progress? Headguarters or branch operation? Age of company? Type of infor-
mation or services most helptul to company at this nme (for example, site
sclection services, cconontie or demographic profile, housing and quality-of-
hite nformauon, personal telephone call)?

Fconomie development staff typreally sift through large numbers of
meuries to quahify an active prospeet. To illustrate this pomnt, the Metro Den-
ver Network (a regronal economic development orgamzation) tracked prospect
activiy from January 1991 to July 1992, During that time, the network han-
dled 664 mquiries for information - Of the 664 inquunies, 73 became active
Prospects

3 Make the il comtact Lvery active prospect should have an assigned
account exeeutive who coordinates all mformation 1o the client The account
exceutive serves as the smgle pomt of contact lor the chient and ensures that

ol
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the client is given consistent information. An assigned account exceutive 13
essential for delivering exceptional customer service to prospects. The quality
of customer service can be as important as the community’s other features in
the clients site selection decision

[n initiating contact with the agency, the client may call on its own behalf
or may usc a contact in the community: Larger companies may use site selec-
tion consultants to represent them.

The mitial package that is sent to the client should respond 1o the clients’
request without a proliferation of unrequested material and should be received
by the client as soon as possible. Demonstrating an ability 1o respond quickly
may be as important as the actual contents of the package.

The initial package to the client should contain overall community infor-
mation as well as background on customized training. The package inferma-
ton may cover available land and facilities, local business climate and labor
supply access 1o supplics and services, level of public services, transportanon
and dustribution facilities, environmental ssues. wtility avatlabilitv and cost,
and well as training programs.

+. Host the site visit. Through follow-up with a client, the cconomic devel-
oper further qualifies the chent. Onee the developer establishes the project’s
fegitimacy: the goal should be 1o get the client to visit the local arca. A site visit
is a must if the community is ultimately going to secure the project. The pros-
pects site selection team may consist of one or several people. In some cases,
the company sends an advance person. who will plan a sue visit for a larger
team. Some companies send a real estate team (physical site issues), a human
resources team (labor guality, cost. and supply). and a quality-of-hic 1cam
tschoals, housing, and culiural and recreational amenities).

Larger compantes may have corporate real estate exccutives in charge of
therr site scarches. Increasingly. companics are making the human resources
director an important member of the sie selection team.

The cconomic developer must determime who within the company will
make the site selection recommendations and the decision. Knowmg the dedi-
ston makers “hot buttons™ 15 critical The economice developers job is 1o coor-
dinate the communitys business recruitment team and 10 work with the
company in establishing a schedule of mectings and 1ours for the visn

The communiys business recruitment team should match executive lev-
cls and fanctions with the prospects team [ the prospect’s CEO visits the com-
munuy. the community should reciprocate with CEQ-level representatives,

During the chents fivst visit. a briching should be conducted. The format
can vary. but a menu-drven audivisual presentation s an effective means ol
tatlonng the nformanon to mect the chents needs The community's presen-
tatton must be tailored to the mterests of the chent. Nothing loses the clients
attention faster than having 1o sit through a presentation of unwanted infor-
maton The presentaton should provide an overall busimess mtroduction to
the community Usimg accomputer menu, one can select sections on commu
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nity history. quality of life. business statistics. or regional ransportation,
depending on the clients time and mterest. Whatever the contents of the pre-
sentation. the cconomic developer must set the mecting agenda to maxinuze
the value of the client’s time in the community.

Inaddition 1o the briefing. the cconomic developer should arrange for
ather members of the economic development team to he present at the sie
Visit mecting to answer the company’s questions. The team should have a pre-
pared agenda for the meeting and should be bricfed ahead of time about the
chent by the economice developer.

After the bricfing. clients visit with resource people n the community.
Because the work force is -m important issue. many clients want to visit with
the human resources directors of local companies in addition 1o reviewing
published information. In meeting with human resources directors, the clients
often ask questions about labor availability and quality: The site visit team may
also ask about the services provided by local communuty colleges and voca-
tonal schools. These meetings are often held without the cconomie developer
and communy college representatives in the room so that the candor of local
companies is not impeded

The focal economic development team should strive to increase its closure
rate with companies who make site visits. The closure rate is a good indicator
¢fthe etlectiveness of the team in attracting companices o the community: For
example. belore the creation of the Metro Denver Network, the Denver met-
ropalitan areas estimated closure rate on site visits was about one-third: that
1. one-third of the companies who visited Denver selected the metropolitan
arca as a business location. After six years in existence, the netwark has
mereased s closure rate to about two-thirds reflecting a tremendous improve-
ment m community marketing,

5. Follow up Alter the mitial site visit. the ccononue developer should fol-
low up with the client. deliverig additional information and preparing for
stihsequent visits by the company. Agan, the tocal response should be coor-
dimated by the account exceutive

Initial contact with the company 1s just the first step. Patence is a virtue
m business recruntment Site selectors may start with a long hst of states and
aties and cull the st by pamstakingly evaluaung potential sites n relation 1o
company critena. As site selectors focus on communities that meet thetrr neeels,
communities may have to survive a first. a second. and even a third cut.

Companies may also refine site selection eriteria as they obtam new infor-
mation. By the end of the site setection process. the project defintion may have
completely changed. As projects evolve. business recruitment weams miust
demonstrate their flexibihty and willimgness o work with the prospeat

Projects may also he put on hold or delaved by the company To e sue-
cosslul, busmess development tequies sustaned. consistent ellort over along
pertad of tme: site selection deastons can take two or thiee veans

Fthical Considerations. hwo ctlucal issues that often anse i husiiess

e
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recruitment are confidentiality and negative selling. Policies on these issues
should be clearly conveyed to all members of the econonuce development team
hefore business recruitment begins.

All chient information should be kept extremely confidential. Leaks about
company plans or intentions can prevent any further consideranon of the
community and seriously damage the credibiluy of the local cconomic devel-
opment program. To preserve client confidentality. the economic developer
normally assigns the prospect a cade name or client number.

I a leak occurs, company management may be deluged by complants
from its employees who were unaware of relocation considerations and by calls
from realtors and other salespeople. Sensitive mformation may be revealed 1o
the company’s competitors This type of disruptive activity could cause the
company to abandon its relocation plans altogether.

Another ethieal issuce 1s negative selling. that 15, pomting ot neganves of
acompeting commuinty. While it is acceptable 1o use comparative data show-
ing what one’s own community has to offer compared with other cities. 1t is
not okay to "knock the other guy”™ Let the chents draw their own conclusions
about the competiion. The economic development presentation should focus
on the community s assets and how negative aunbutes are heing addressed. To
prevent negative selling. a code of cthies should be adopted by all parties
mvolved m arca markeung.

Incentives. Incentives are the most widely publicized and most misun-
derstood aspect of ccononmie development: Project publicity often focuses on
mceentives, although there usually are many other factors m the sie selection
process that are more important.

In sitwations where two or more competitors are rated equally m relation
Lo project criterta. meentives can be a tiebreaker i a deal. Thew real sigmili-
cance, however, s wsually not m relation o the project’s bottom hne because
the dollar amounts arve small compared to the wotal project cost. Incentives are
often best used as a good-farth effort to show a commumys commument to a
project 1f a company 1s using meentives as its leading eriteriann site selection,
this may not be a project that the community should pursue.

Incenuives should be used judicioushy: Fach project considered for ineen-
tves should be evaluated agamst acset of meenove enterta that makes sense for
the communuy. Sample incentive criteria are as tollows: (1Y Competition: 1s an
ncentive package necessary o be competitine with other potential locations
for the busmess? 23 Turget industiy - Is the business being considered for an
meentive package moatargeted mdustry 2 03 Credinvorthiness of company: \Wha
1~ the quahty of the company that 1s secking moentnes™ Is it well known
regronally ot nanonally™ s e well established mthe marketplace? Does it have
Lgood credht story? ¢4y Reqeen onmvesimient: What s the anticipated return
onnvestment to the aity or regron i terms of tas revenues and o ithe com-
munity in terms of jobs and pavroll CAn ccononiie mapact model can be devel:
oped e gange the retum on mvestment 03 Teverage Does the ity s
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participation leverage incentive dollars from other sources such as state and
county government?

In offerirg incentives 1o companies, consider the use of training assistance
or infrastructure improvements. Hf the company later downsizes or relocates,
the community sl has the benefit of a trained work force, physical improve-
ments to the site, or both

Examples of Community Partnerships

How community colleges can assist in new business recruitment efforts is per-
haps best dectibed through illustrations of several community partnerships at
Community College of Aurora, Central Piedmont Communuy College. and
Redlands Community College.

Aurora Briefing Center. One example of the outgrowth of a strong com-
munity partnership 1s the Aurora Briefing Center, located on the campus of the
Community College of Aurora in cast Denver. Colorado. Although the site was
orignally designed as the hoardroom for the college, located next o the Pres-
tdents Office. the community partnership that evolved among the college., the
¢y of Aurora, the Aurora Chamber of Conmimerce. and the Aurora Economic
Development Council spawned the idea of converting the boardroom to a
bricfing center for profiling the community to potential retocanion clients.

The concept centered around a leading edge audiovisual presentation,
complete with a laser disk video, a mouse-controlled menu, and computer-
based programming. The college agreed to allow the Aurora Economie Devel-
apment Coundil to have the highest prionty in scheduling the wom for chents
making site visits to Awrora. Thus, the boardroom became the Aurora Briefing
Center. The college has second prionity in scheduling any activities other than
those involving an iconomice Development Counctl chient

The any of Aurora and the Aurora Economic Development Couneil cach
contributed matching funds to the upgrading of the briefing center. In addi-
tion. Humana Hospital and Comprecare contributed 1o the project. In-kind
donanons were given by Mo A Mortenson. a contractor: nternational Design:
and the Development/Design Consortium. The audiovisual package was fur-
nished at a discounted rate by Cimarron Internanonal. a local media design
company

When a prospective chent visits Aurora, the fust stop s the Aurora Brict-
mg Center This is where the audiovisual showeasmg of Awrora s presented.
It provides masimum opportumty for the customized trainmg office at the col-
lege to visit with a client about potenual trammg needs. if requred

The brichng center further provides a one-stop shopping package for the
Chent and allows flexibility in prohling Aurora through a menu-driven andio-
visual production The brichimg center also serves as a physical iemimder to
citents of the true partinership that exasts among the Autora Feonomie Devel-
apment ¢ounai. the atveand the college
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Central Piedmont Community College. The state ol North Carolina uu-
lizes an cconomic development strategy that relies heavily on traming incen-
uves o auract new industry: For example, the state allocates resources to tram
emplovees of new and expanding industries through a program admimstered
by the state’s communiy college system. The program works as follows The
eneral Assembly appropriates funds each vear for the new-industry program.
Admmistanvely. the Department of Community Colleges recerves the funds
and reallocates them o colleges based on individual project needs. These dol-
lars are expended not only o atract new busmesses to North Carolina but also
Lo serve the needs of companies going through significant expansions.

Each community college that has potential projects in 1ts service area
works locally with organizations that are mterested m economic developimeit
to make business prospects aware of the training services offered by the col-
lege Without fail. one of the economie development players s the local cham-
ber of commerce Tepreally, an economic development team is formed. Team
members include. at a mimmum. the college’s new industry director and one
or more mdividuals from the chamber of commerce s economic development
group. This team mteracts with the potenual client to make the company aware
of the rammg meenuve package available w relocaung hirms.

As an example of how this pariership between the communuy college
and the local chamber of commeree works. the mdustry relocation team of the
Charlotte Chamber of Commerce recruited Fiest Data Corporanion o Char-
lotte. The company develops and sells complete sotiware systems for health
care orgamzatons. Part of the incenuve tor the move was the promise that
Central Predmont Communuy College would provide extensive traming, for
First Data m order to enable 1ts work force to reach productive skill levels At
present. Central Predmont Commumity College has debvered multiple classes
1o almost every First Data emplovee: Courses range from Introduction o Com-
prter Skills o Complex System Integranon: There s no charge o the company
for this ramimg

What are the benchits o cach partner mtlus approach® For the commu-
miy college. the answer i~ obvious Economic development is part of the col-
lege s messton. and estabhishment of ties with new industry leads to long-term
relavonships m which the compames conunually look 1o the college to mect
then tramme and cducation needs For the chamber of commerce. there 1s
acess 1o a service that henefits its members: For the company: the benehits
mdlude a comprehensive taming package that medudes in-depth trammg
needs analvas customized sereenmg and evaluatnen, carmaalum development,
custonuzed course delnens and namme faclines and equipment And tor the
community at large e parinership vields business and mdusiy growth, thus
more jobs

Redlands Community College. Teader-hip programmimg and traming,
a~ a news format of communits educanon viuded thiongh alocal conimunun
college 1~ notatotally new wea or commumity <ervices actnvany Far fronat!

62




58 CONDUCTING CUSToMIZED AWORK FORCE TRANING

However, it can present a “win-win™ enhancement of experiences for all con-
cerned. Harlacher and Gollattscheck 11992) cited the building of communi-
tes as the new rallving pomnt for U.S. community colleges. The term
comnunity is defined as not only a region to be served but also a climate to be
created.

Redlands Community College tn El Reno. in Canadian County. Oklahoma,
helicves that leadership development has a direct tie to the quality of life avail-
able i a communuy and thus has a strong relatonship to economic develop-
ment It is necessary to have a strong community to assist existing and new
busimesses with aceess 1o services and to provide a high quality of life to their
emplovees. Redlands has gone ever further inits chmate creation by estab-
lishing and operatmg Leadership Canadian County. a leadership development
and networking program.

Farcrunners of this county leadership program were team-taught leader-
ship courses that were part of a model consortium effort that included the Kel-
loge Fowndation. the Phi Theta Kappa academic honor society, and pilot
community colleges natonwide. Based on this recogmuion of need for local
community-based networkimg, Leadershrp Canadian County evalved.

Just as business operattons and cducational institutions study change and
mmpact, Leadership Canadian County surveys various quality-of-hfcissues. In
order to ensure a blend of the actual and the potenual. the leadership project
chicits responses. discussion. and recommendations on cach topic Thus, mfra-
structure or pohice and fire services net only are site-witnessed and discussed
Dy particrpants but also {ollow-up responses are given to vanous cuy and county
groups and councils studymg the topie. This reality-based but {ree-thinking
design entails review in focused. concerned. qualuy-enhancement formats
where shared ideas and pooled resources can be tested for future appheation.

By making Leadership Canadian County an informed. committed. and
mvolved program. Redlands ¢ ommunity College has given the county today
and i the vear 2000 and beyond a foundation to mprove its cconomie ch-
mate and 1ts standard of hiving for ciiizens of all ages. People with reality-based
1deas and talents can ercate enthusiasm, desire. and the determimation to pro-
pel themselves and ther communites forward, thus allowmg Canadian
County to meet the challenges of the future mea shaved. planned. and empow-
cred profile.

Canadian County meludes seven separate communities. with an overall
population approachmg one hundred thousand people. No speaahzed grant
ar local college budget has been created. and o release tme personnel have
heen asstgied to this program. but a dimate-baldimg comnutment to enhance
Redlands Commumity College by enhancement of the pubhies served has been
made based on a hehel n people Redlands Communiy College agrees with
the Comnmisston on the Fatwe of Community Colleges (19883 that " the most
hallengimg task betore our college and sl communmy colleges v the farare 1«
the bunldimy and rebuldimg of our commumities to the vlimate end of build-
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ing learning communities that empower people 1o participate m continuous
mdwidual and communuy renewal™ (Larry § DeVane. personal communica-
tion, April 1993).
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As a result of the need of U.S. industry to become more competitive
with foreign markets. issucs swrrounding workplace literacy have
emerged. In many instances. our current work force is illiterate in
relationship to the new environment of the workplace.

Beyond Work Force Literacy:
The Hidden Opportunities
of Environmental Literacy

Bob Cumming
<«

What Really Happened to Put Us in This Mecss?

Over the past ten vears, a massive change has occurred in the American work-
place. one that has redefmed the nature of work as well as the type of workers
needed. Essenually, three major factors can be seen as mitegral parts of the
change and responsible for the Unmited States” slow start toward becommg glob-
ally compeunve The primary force drving this transformation was. and
remains. advancing technology (LS. Department of Education. 19923

I we had conducted a survey of business and mdustry ten years ago and
asked the question "Are hteracy issues a major coneern m produciviny? the
answer would have probably been no Prior to the introduction of the com-
puter to the manufacturing arena. the majoriy of workers had acsulficient
level of basie skills required to measure. assemble. and produce products
Hlowever, onee the computer and s related technolegies became permancent
fintures in indusiries across the nation and around the world. what formerly
~uthiced as basic <kills were no longer enough Today s workers are required
to make complex decistons, operate sophisticated numencally controlled pro-
duction cquipment. and understand new and inricate concepts such
as patiapaty e managenment. statistical process controland just-m-time
production

Mhe second Lactor alfecang US competitiveniess s tramimg, W hen the st
of the tew tedmologies were muroduced  there was aglue of workers on the
market waith appropnate skalls Emplovors were able to select the top candi-
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dates for these new positions rather than promote from within. thus hitle
mvestment was made to provide tramming, for the existing work force. As a
result, both the employer and the employee lost and the competitive edge
shpped further from Amereas grasp.

On a collision course with these trends was the third factor. changes in the

pool of future workers. While technology continued 1o increase the demands
for higher basie skills, the number of available qualificd workers had been
exhausted. seventy-tive pereent of the people who will constitute the Ameri-
can work force in the year 2000 are adults today (Chisman. 1989 Employers
are reaching out to less qualified workers to develop entry -level work forees
(LS. Departiment of Educauion, 19923,

Sonow we know what happened. But what are the solutions to this prob-
lem and how can we caputalize tomorrow on the investments we must make
today ?

Environmental Literacy Versus Basic Skills Literacy

Today: iteracy in the workplace has taken on anew perspective: We no longer
can it literaey o reading. writing, and the ability 1o perform mathemaucal
caleulavons. Workplace hiteracy encompasses much more. as highhghted m
We place Basios The Skadls Emplovers Want (Carnevale. Gamer. and Melizer.
sy seven specilic skill areas were denufied as aritical o today’s work force.
v addition to reading and writing and mathenaues skatls, learnmg o learn.
problent solving, sclf-csteem . teamwork, and orgamzational ctecuveness are
now included. This s a prescription for a well-rounded worker who has
acquired anumber of discrete skalls and who has the capabily o acquire more
sophisticated skills when necessary vCamevale. Gamer and Meltizer, 1988)

Another way of fookimg at this new-wave Iiteracy™ was presented 10 me
several vears ago as environmental hiteracy, which s the abihty to functon
withim a speatfic environment tDavis, 1989 Tor example. the hirst tine we
travel Lo a new Aty we may not know stieet names or locatons of hotels and
services Forashort period. ve are ilhiterate withm this new environment. Tak-
mg this same theory to the workplace. we can see that as statistical process
cortrol s ntrotuced. the employee must learn how o plot charts, compute
mathemanaal equations. and repert signthicant findimgs Unud tramed and com-
tortable withm this new environment the emplovee cannot lunciion m g
totally hrerate manner

Those who have experience m dealing with many ditlerent companies and
organizations have found that the majonity of services requested revolve around
hasic shalls such as mathematical computaton or language comprehension and
comunmicaton Smee many omplovers are only fanihar with educationil
achievement s measured by grade levels, they ash that the mstacuonal pro-
gram meredse the grade level of the emplovee by aspeahic amount Howeve
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most experienced workplace mstructors now regard grade levels as irreles ant
for workplace programs. The preferred approach 1s o develop competencies
that relate directly 1o the wasks required in a speciflic job. Theretore. the mea-
surement 1s hased on competence atamnient or, 1 other words, increases in
the cmplovees” environmental hieracy.

Conducting Environmental Literacy Audits

Over the past few years, 1 have had the opportuniny to wors on three separate
projects m which environmental hieracy audis were conducted. These audits
were designed o dentify the speatic competencies ol a job that. when
attaimed. would provide the employee with the capacity o be both flexible
able 1o change jobs within the same orgamzation) and mobile table 1o move
between orgatizationsY The audits met the employers needs of determiming
company -specific competencies vahidated by effective employees and reduang,
turpover while mamtamimg a stable. eflecuve. well-tramed work foree v order
to compete effectively

Based on the atorementioned defimion of environmental Titeracy. cight
mdnidual categories were surveyed: job-specific skills. basic skills, preem-
ploviment skills. work matury skalls. communication skills, learning to learn.
organizational cffecuveness, and teamwork skills Two mstruments were
destgned to conduct the audit The st was o questionnaire. which was used
for muluple-level mterviewing to obtam mput from managers. supervisors, and
cmplovees The mstrument used open-ended guestions to. first. sobicr imalhy
direct responses to the formal nems and then provide the oppertunity to uner-
vicwees for mformal discussion and follow -up guestions or response elabora-
nons. The questtonnare moved. morder. from specttic to general, from key
words to roles. from soft data to hard datas and from formal language to mfor-
mal language osee Exlibit o 1

The sccond mstrument was an mlormal obscrvation checklist of organ-
zanonal eovnonment and behavior (see Exhibie 6 23, Usig this instrument,
the mterviewer toured the worksite and ohserved muluple charactensues that
allected the workplace environment

Onee the audits were complete and the data comypiled. a hse of appropr-
ate skills arcas was developed  The mformanon derived from literacy audits
can dssisl the emplover i the development of accurate job desenptions and
emplovee evaluations, provide the emplovee with a sound foundanon on
which o buld skills my specthic arcas. and funmish educators with competen-
cies that can be used m designmg canrcula Famples of skall areas denuified
by hieracy audit of amedical tront othice mcdude ¢ knows terms connected
withumsunance decaments, €23 categonzes calls by content. person. and action
necded. Y uses propet wdennfication when answermg the wlephone and b
estmites aeeantels ieguited wanting e fot patients

C?
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Exhibit 6.1. Interview Schedule

Is there a wnitten job description for this occupation?

Is there a copy available for use n this hteracy audit?

What are the five major skills of an effective employee?

What are the hve most important reasonmg/thinking skills ol an effective
emplovee?

What are the five most important mterpersenal relationship skills an effec-
tve employee uses with fellow workers and supervisors?

What are five specific job skills that are most important to be an effective
cmiplovee?
What are the five Tearnmg or ramng skills that are most important to he
an cffective employee?
Docs the organization use forms o document tasks and actvities?
Il ves. what are the five writien communications skills that are most
important to be an «tective employvee?
Doces the orgamzation use a formal performance appraisal sy stem?
Hyes, is the occupation under audit included m the system?
How often are formal periormance apprasals conducted?
Annually Semiannually Quarterly Other___)
Dues the organization use company manuals?
1f ves. how are they used?
Orientation
Policies and procedures
Work directions
Other
Does the company have an orgamzatonal chart?
Is a copy avaitable for use m this hteracy audit process?
Docs the company have a lormal qualny program?
I ves what 1s the emplovees” vole n the program?
Rules of the organization/business
Are they formal dor example, orentation manualY c___y or mlormal
{ w
What purpose do the rules serve?
safetv - Conformiy ____ Other
What assumptions about the relationship of emplovees to the busmess
do the rules suggest?

Do the rules suggest management or emplovee atutadevbehaviors
Poes the busimess have rules lor dressZappearance?
Are they generally followed wobservatont?
What puiposes dothey senve?
Sadety o Conformi o0 Other
What attinudes do thevievaal?
foward employees?
Tow.ud customers?
Do the tades conmumicate the kands ot bohaveo the boanc - s duess
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Exhibit 6.1. t(contnucd?

I vour own words. what is the company’s main purpose?
What key words or phrases are wsed by employees regardig the compa-
nys purpose?

\What are the three most important roles ol an effecuve employee?

How does an elfecuve employee htmto the overal purpose ol the com-
paun?
7. How does this specihic job relate to geting other company positions?
IR Do yvou have any comments on questions vou would ike to add?

et Davais Consaling ool

Exhibit 6.2. Informal Behavioral Observation Checklist

Where 1s the Tocation ol the work activiey mrelanion to the rest of the
arganizaton?
Central. Peripheral ____ Other
Surroundings

Is the work ared accessible isabledy and easy o reach?

is the work area sevured? Are there locked doors? Fences?

No Trespassing signs? Visttor Report o Olfice signs?

Bulding guards> \What purposes do they serve?

Do the seeurty precautions suggest iy underlumg assumptions about
the relanonship hetween business and employces?

Lovironment

W\ hat are the architectural features of the baldings)?

What kind of activities does 1t seent to encourage?

\What purposes sloes the architecture seem designed to serve?

What kinds of speaial facthuies does it have?
What kinds of objects are visible?

Pretures? ________S1igns? W hat about®

Bannerslags? Trophies?

Mottoes? thast/quote?
Who are the peaple pretured m the halls, on the bulleun boards,and
named m plaques m the business?

For what reasons are they honored?

\What e the commen charactensuies of these emplovees?
On e basts of these maodels, can youw make any mlerences about the val-
tes of the organizatonal culture?




NPT O STONMIZED WORK Forot TS

Exhibit 6.2. connnued
What kinds of atitudes do these items portray ?

Rules/Regulations

Human activities weelebrations. mformal acuvites, and so on)

What kinds of activities does the busimess scem to honor in such

objects?

Does the environment suggest any inferences about the kinds of

activities the business values most?
Flow is the facility arranged internally?

Ofliees Cubicles Other
What assumptions about status do the furmtwre and arrangement suggest?
What is the intenor decoranon/appearance hke?

Clean/messy? - Colortul/dull?

Open/elosed?  Comfortable?

What lines of commumecation docs the facthty scem o ene oumgm
What kinds of behaviors do the facthities seem 1o encourage?
What kinds of equipment are avatlable for emplovees w do their work?

(Up-to-date and so ond
Orgamzatonal Activities
What kinds of rites and mtuals are veddormed at regular intervals withim
the mstitution?

What seem to be the purposes ¢ Lese rites and nitwak?

What orgamzational values do they reflect?

What kinds of symbols do they involve?

What roles do emplovees play i thew performance?

What role do managers play?

Does the commumiy at large take any par?

What cultaral hehets do the mies and riuaals encode and transnnt w the
employee?

Interviewing/nteraction Isstes

Who pases most of the questions in the room?

Who does most of the talking?

Do employees listen attentively o therr [ellow employees?

What kinds of activiiies do the emplovees spend most of therr time per-
forming”

What habus or s%lls do these activities develop or remforee?

What nlerences would vou make abowt the mtormation and the skills the
cadie values most?

What kinds of models ol I)clm\'mr does the busmess provide®

How do emplovees behave?

How do emplovees speak?

What chatacternstios do they have mn common?

In what waes do they difler?

Additonal Notes

oot Dade Consiting, o

PAFullToxt Provided by ERIC




Bivoray Wokk Foret LiTeracy 67

Identifying the Organization’s Needs

\When mecting with the company for the first ume. the cducation provider
must keep m mind that the problem. whatever i may be. has probably been
renored for some time. But now the company needs a solution yesterday and
wants the rammng to begin tomorrow so as o have a trained work torce by
next Monday, Unfortunately. quality workplace programs cannot be delivered
on such a short ume hne Carctul consideration must e given o all phases
during the development. delivery. and evaluation of any program, and there
must be a total “buy in” by all parties withn the organizaunon affected by the
project. Without this buy in. the education provider will conumually be bat-
Umg with management pushing for shorter time Imes. supervisors refusing to
release their emplovees for traming because of work schedules. union olficials
balking at the assessment and testng of emplovees. and employees showing
httle or no mterest hecause they fail to see the relevanee of the traming o thewr
jobs For this reason, the development of a project planning team should be
the first arder of busimess for the second meeung with the company:

The pianning team should consist of upper management tincluding
human resources). supervisors, union representatives, select employees. and
the education provider gincluding the curriculum developer) A comfortable
group of about cight o ten mdividuals will work nicely. The purpose of the
plannmg team 1s to oversee the entire project and deliver technmical assistance
to the educatton provider. The team will make decisions regarding curnculum.,
dehvery schedules. einployees to be served. evaluation methods. and. most
mportant. the desired project outcomes

The first task of the planning eam is o adenufy the traming needs Agam.
the education provider should use cautnon if presented with a needs statement
that has been developed prior to the creation of the planning team. H this is
the case, key direct questions should be asked by the provider. For example.
what method was used o identify the nceds? Who was involved mdenufy-
g the needs? What ty pes of measurable dataexist that confirm the needs?
these questions cannot be answered o the satisfacton of the provider. a for-
mal needs analysis should be conducted. None of the parties will benefit from
a program that fails to merease employee performance and job sausfaction. 1t
1t 1s necessary for the provider to conduct a formal needs analysis, several
ssues should be considered First, and probably most important. the plannig
team should play an mtegral part in designing the analysis lormat After all. i
i~ thetr busiess operations and emplovees that will be analyzed

Lot us assume that the percerved problem involves basic skills issues In
conducting, the needs analysis. the education provider must fist wdennfy the
job tasks. includimg the basic skills competencies, required to perform a spe-
cihie gob effectuvely Through simultancous observations and mterviews of com-
petent workers: cnucal job tasks can be studied to determme the contest
which thes e pertormed and the thinking process used by workers toapplh
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Iteracy skalls to task performance (Philippr, 1991, Some of the MAOr steps in
conductmg a needs analysis include the following:

structared nterviews with management. supervisors, wnon oflicals. and
employees to determine their perspectives on the perceived problem
Tour of the lacility with special attention o the job area or production
process that appears to he atlected by the perceved problens
Review of job descriptions for erincal sk positons
Review of perunent written materials, includimg manuals. stighage. produc-
ton forms. company memos. and employee handbooks
Review ol any mathemaucal computations that must be performed by the
emplovees and o what extent or frequency these computations are irvolved
in the job tasks
Identitication of the commumicanon skills required o perform job tasks.
mcluding interdepartmental. cross-departmental. and external customer
relatons
Assessment o the importance of problem solving. crical thinking, and
teamwork skills mvolved m performing job tasks

Needs analysisis aspecialized field inits own right [t cannot be assumed
that hasic skalls mstructors necessarily have the expertise to perform needs
analyses Thus, the mdvidual who 1s assigned this tsk should be the same
mdmidual who later develops the currculum and has experience m conduct -
g aneeds analysis withn a business settmg, identifvimg baste skills criteria
and therr apphcaton 1o speatic job asks, workmg with culturally and educa-
tonally diverse populations, and developing human resources.

Once completed. the data generated by the needs analvsis should be
reviewed by the education provider. These data will become the foundation
lorany services provided to the orgamzation and should he presented o the
Plannmg wcam inan casy-to-read format. It s recommended that the report
mclude the Tolfowmg components: executive summary. report obhjectives,
rescarch methodology. problem defimtion, what needs to be done 1o solve the
prohlem. who needs tramng, expected outcomes, overall recommendations.
and evaluation of program ellectiveness

Onee the planmng team has had the opportuniy to review and discuss
the tesulis of the needs walysis the decision on how to approach the problem
s the next task Thisas where dear and achievahle project goals are developed.
Fhese goals shauld be realistic m nature and address only the needs identified
by the analysis Any atiempt 1o go beyond the identihied needs not only can
open the process to new. umdenuhed problems but also may canse the projeci
okl due o ats mabilty 1o handle aew 1ssues Fhe nevt step s to develop a
project e Ime that provides atarget date for cach goal and performance inds
cators by demonstiate tha the goals ave been adneyed
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Selecting the Correct Delivery Methodology

Several issues must be addressed in order to determine the approprate pro- -
gram delivery methoad The first step s to identify the individuals who will par-
ticipate in the training. Given that the needs analysis idenufied the tasks
required to perform ane specific job, it can be assumed that the target popu-
lation will involve individuals within that job categony, although itis enurely
possible that not all of those individuals will require traming, In order to deter-
mine the actual program participants, an assessment of current skills in rela-
tonship to job requirements must be conducted.
Becanse of the shortcomings of most commercial standardized tests—m
particular, these tests do not adequately measure the basic skills required on
the joh—experts recommend that job-specific assessments be developed o
_ determine emplovee needs (Longnion. 1991). To further complicate the
process. many emplovers request the use of standardized tests since they pro-
vide numerical values such as grade levels. which many employers helieve are
universal definitions of skill levels. Workplace experts agree that grade levels
have nothing to do with how skills transfer to the job uimoreover. there are
potenual legal problems when standardized tests are used in the workplace),
In order to ceffecuively measure the current skills of the potenual program par-
ucipants. competeney-based assessment instruments must be developed.
Unfertunately. many education providers. new to the world of workplace edu-
caton, feel inadequate m developmg job-specific assessment mstruments. even
though there are numerous resources available both i the current lierature
and through other workplace learmng professional<. As a result, it has become
- clear to these providers that professional development for faculty and staft s
critical to the successful dehvery of workplace programs.
Competeney-based asscssment requures predetermined standards of per-
formance m delmed arcas (Longmon. 1991, The most elfective instruments
mclude a series of questions. problems, or exererses direatly refated o the job
tasks. For examiple. il the job requires mathematical compatations of a spectfi
natiire, such as caleulating percentages and convertumg the perventages te dec-
mal cquivalents, the assessment instrument should melude several exercises
ol that kind Onee completed by the participant. the instructor can evaluate
the results and determine the proficiency level as well as the speailic areas that
need improvement. {f the apparent need requires use ol a competency-based
reading assessment. the cloze procedure using job-specthic text may be appro-
priate wloze s denved from dosiee, meaning “to complete by encompassing™
Ihis kind of test requires participants to form mental closures around missing, ¥
preces of mformation by using grammar and meaning clues from texi—liter-
allv filhmg m the blanks (Phahppr. 1OQ1Y A paruapant’s abtliy o replace the
missting words s an mdicator ol his o her level of understanding and com-
prehension Other mstruments canalso be developed by usmg speattic read-
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Mg passages from job-related matenials v conjuncion with gquestions. or by
having job-specitic materials read aloud and askig the readers to restate in
their own words the meang of the materals n the construction of any com-
peteney-hased assessment instrument. the content of the mstrument must
reflect the findings of the tsk analysis and relaie 1o the objectives of the cus-
tomized curmeudum. '

Onee the populanion of learners has beenidenuihed. speaitic mstructional
methadologies cay be reviewed and an approprate delivery method selected
Purig this process. several issues must be considered. For example, when
working with a Luge populaton of mdividuals, an on-site classroom approach
may he the most cHecnve in meeting specitic training tme lines. However.
when working with participants who are relauvely small in number. such as
fficen 1o twentysand who are split into two or more work shifts, computer-
based mstruction may be the most effecuve: Another consideration anses if the
company has several different locanons with no easily accessible central pomt
tor trammg, Many companies will not aceept proposals that requare their
employees 1o travel 1o the traming sie. In these cases, a distance learning
approach may be the answer,

As computer and software manufacturers present new products 1o the
cducanenal market. distance lermng via computer technology has become
more viable. For example. a customized curmnculum package could be devel-
oped using one of the many “authoring” software programs currently avarlable.
Onee the program s loaded onto afile server, the company for which the cur-
riculum was developed has direct aceess available for any of their appropriaie
computer workstanons through the use of a modem This method enables a
college to transport a varety of curmcuda to several companies all at the same
ume froma cential locanon An mstructor need only momitor the progress ol
cach of the distance learners and commumicate with them by way of a bulletm
board system. Iy addimon, the mstructor could schedule on-site visitanons with
the indimidual learners as needed. This approach could very well deline one ol
the many new classtooms of the tatare.

I cacl of these cases. the experienced provider understands that not only
i~ the carmailum content different from that used m the campus classroom but
the delvery may or may not be led by an mstrucior. These two issues have fos-
tered many heated discussions within the ranks of acadenna. some faculty wel-
come the new technology and approach the possibilines for change with
enthusiasm. while others remam bound to the teatbook and classroom Work-

Place educanon has hrought to the forefront a vanety of expanding opportu

mities for educators For example. a new population of students who would
probablv nover entoll - cradinonal program now have the apportuny 1o
continue ther cducation with the target ol morcasing then joh securny I
hecommg more cllecove emplovees Turthermone the expanding technologies
ol dhistance Tearnmg, mieraciive video and video disk programs and full
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motion video supphied to the desk-top computer viacfiber optics are changimg
the wavs m which educational pragrams can be accessed by ihe learner

One of the most recent advancees m computer-based learning 1s the mte-
gration of awhoring software and basic skills programs for the adult learner,
Many cducanonal software vendors have promoted then computer-hased basie
skills programs as effective 1ools m the workplace This clain may be vahd il
learners are primartly interested in improving thenr basic skills to achieve gen-
eral equivalency diplomas However. as discussed eathier. true workplace lean-
ing musi meorporate competency-based mstruction that s directly related to
specific job tasks, One vendor, reabzimg the need to relate the basics to the
workplace. has eftecuvely consbined an awthonng software package with the
company’s basie skills product: The authoring soliware allows an instructor to
develop a competencey-hased workplace carmculum that interacts with the
baste skills program as needed by the leamers, Now fearers can recenve work-
place mstruction and improve their job-relared hasie skalls ac the same time.

Customizing the Curriculum for the Workplace

As the movement toward providimg workplace learmng programs continues to
aron, so oo does the need for gualiiied cameulum developers: Many cduca-
ton providers are fimding that relanvely few of the current faculty have expe-
ricnee in curniculum development. This dearth of expernience is not surprising
since many of the eredit classes offered utihze one or more textbooks cach trom
which a course outhime or svllabus 1s constructed and the dehivery of instruc-
non s fecture-hased. With a shortage of experienced curnculum developers.

cducation providers are discovering that prior to dehivering workplace pro-

grams, professional development for the tacuhiy s anecessiy Instructors with
previous work experience m the private sector may ind e casier o make the
transtitor from the classroom to the workplace and therefore 1o center then
mstruction on learner needs rather than on what they heheve should be tanght

In workplace Tearning programs. the carmcula are determmed by needs
analyses and partcipant assessments From there. pertorrance-based. fune-
tonal content curnculaare developed The terms performance-based and fune-
tenal context are relanvely new with the emergence of workplace programs.
Performange-hased refers to the Tearners mastery of those tasks that have been
deszanated essential for successtul performance on the job vCarnevale. Gamer.
and Melizer, 19380 Tancuional contest tefers 1o the use ol job-related muaten-
als and concepts asthe basis lor trammg: Properly designed. the carrnculum
will ehimimate the gap between whar the leanners know and what they nead o
know to perlorm thewr jobs effectively

One ol the magor aeas where luncienal contest curneunla are used s
workplawce Enghshas asecond Tanguage o SEY which s rapidhy becomme a
Aentheant tanng becd araowide array ofmdusires s aronth s fueled by
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the ncreasig numbers of non-native English-speaking immigrants who are
illing the ranks of the employed from manulacturing 1o service industries. The
key focus of workplace ESL. also commonly referred to as vocational ESL, is
to develop hstening and speaking, reading. writing. problem solving. critical
thmking. and world-of-work skills by integraumg speaific liguage functions
such as clartying, following directions, and questioning and requestmg strate-
gies withim the context of a job- or mdustry-spearfic carriculum.

Using the functional context approach to curriculum development, greater
cmphasis is placed on teaching communication funcuons needed at work as
wellas on teachimg the speafic vocabulary and language structures needed
within the workplace context. Individuals from ditlerent departments and wth
different job titles can parucipate m the traming at the same time by supply-
mg speatfic terms from their worlds of work, such as names of toals. machmn-
ery. processes, and concepts. In tis approach. employees generate therr own
workplace-speaific contextual environment. and the curriculum teaches them
to mancuver within i, for example. to ask for directions to the hirst step i a
process. or to seek clanfication or mfermanon about operanng a particular
prece of equpment (see Exhibie 6 3,

The most effective workplace learnmg or iteracy carmiculum mcorporates
rechmques for building tunctional language skills along with a focus on teach-
mg the speahic kinguage that 1s found n the environment or contest of the
workplace As the curnculum s developed. the provider must determime how
learner performance will be measured Smce most workplace programs are
short m duranon, and management is lookig for mereased performance and
the bottom lmethe learners performance becomes a qualiny issue. There 1s
fundamental difference between the views of student progress i the classtoom
and the expectations of Tearner performance m the workplice In the class-
room. s widely aceepted that some students will recene grades of A or B
the majonty wilt recenve s, and the low achievers will recenve Dy or s, How -
everom the workplace . anything less than mercased performance 1s unaceept -

able This difference rests on the identiy of the “customer ™ Tn workplace
programs. the company is the customer. and the customer evaluates the
provider on the quality ol mstruction through the ncrcased performance ol
the emiployee

Phroughout the devalopment of the cirnculum. the education provider
~hould contimually mect with the planning team for several reasons Fiest. the
planng team s made up ofexperts i the field They may not know how 1o
develop wcumaulum. but they can offer valuable advice regadmg content and
arcas ob importance that should be mcluded moahe program scecond. the
wieater the extent o which the plannimg team 1= mvolved m the development
Process the greater the buy i by managenant umaon ofhaals, and employ
cos The deehng of ownership by the plamumg eam can taaliate all aspects ol
the project Wathond this kev clement. the prosiders nmic will be constmed s
ane eperatienal problom alter anotha
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Exhibit 6.3. Workplace Language Skills and Vocational English
as a Second Language Training

Purpose The purpose of this lesson s 10 teach the language funcuions ol open-
g« conversation and gathermg mformation: Some reference is made o the
workplace context through the mtegranon of speafic erms. meluding clec-
tronics as well as names ot actual supersisors and emplovees

Examples of Starting Conversations and Gathering Information
With people vou already know gnfornaly

(4 joe! Ineed some mformation about - Could vou help me?
Kathy. I wonderif vou could help me with this?

Hello Lupe. 1 need to get some mbormaton abowt

i Adrena. do vouhave a fow minutes?

Jtode o T —

Nend, I oeed some help wath this, s this a good ume for vou?

With people vou don't know tformald
PoEscuse mes my nameas —and Tworkan Electronies. T need some mfor-
mation about .
Helloo my name s _ Fwonder it vow could help me?
Excuse me. my name is _—___ and I'm from Disposables T need 1o get some
mformauon about
Fxcuse me. I'm —_ and Twork for Kathy Smuth Could you help me find
out about 2
Helloo my nameas - Dwork mn Electronics and I'm trving 1o get some
informaton on Is this a good tume for vou?

Examples of Conversational Practice Items for Students
Openings: Can Task vou a lew questions?

Asking for information ueed 1o know

Clantvimg and contirning Fmsorry, Fm not sure T know that
Closag, Thanks for your nme. D reatlv appreaiate n

Example of Practice Writing Activity
1. Question.

Answer  Sure, what questions did vou hawve?
Question™

Answer  Neobut Teould meet wath yowar 2-00
Question

Answers Well speahically, mv job s o repair the 9000 models,

Question

Answers Formore mformanon, vou could s ashima the supervisor
Pisposahles

Question:

Answer Yes some camples of that preduct hme e the Model 7000
andd Model 8000
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Evaluating Workplace Learning Programs

Evaluauon of workplace programs is an ongoing process. similar to what is
called “contmuous process improvement” in the manulacturing induvstry, Eval-
watton consists of several different components all of which generate data tha
will ulumarely be used m the fimal report o the planning team: Providers must
conunually be aware that performance s the hasis on which the program wall
be judged The evaluaton process 1s net a component that can be addressed

atthe end ol the program Temust by a contmuous strand. measurmg, quaho

and performance throughout the project: The evaluation process i~ formaase
i the sense that s contmuous. allowing tor adjustiment of plans. realloca-
non of resources. and other management decisions. The process 1s alse sum-
matve 10 that 1iemeasures the effeciveness of the program m mecung the goals
cstablished by the plannmg team. An clfective evaluation process meludes the
following elements:

Andlvss of ow the program micets the project geals Throughout the project.
the evaluator should determime il the implementation process 1= mecting the
extablished project goals 1here s a sigmbeant diiference batween what was
planned and what s occurang. steps should be taken to adjust the process

Pre-and posttesung of all pareapanis The instruments designed for this
process shoudd mdude job-speahic tsks. The process s adeal for the provider
io measure the ettective Teaming that has tken place durmg the instricuon
In addinon. the datahecome performance mdicators. which the provider can
psc to vahdate the gualiy of the raming prograr,

Cntenon-referenced tesing dunng mastrticaon. The mstruments desiened aie
admimi-tered throughout the istracuonal program \With o preset aiternon,
ustallv expressed as apercentage of iteins correct or a pereentage of ohjedines
mstered the resulis will ndicate the partiapants” degree of mastery ol tasks
as dennthied mthe performance abjectives

Straciured mtenview s Smtable with mdnaduals or small groups. ithese nter-
views are destgned to record the perceptions of paruapants. supersisors. and
managers regarding the goals of the workplace program. the tepe of acuvities
that should be mdduded. and how they would know when o paruapant had
mastered the objecuves cPmbippr, 1991 These mierview s are part of the buy -
m process and add o the {eehng of ownership by the orgamzanon

Classtoom observanens: This process helps the evaluator deternune the
cliccuveness obinstructor trammg and the vaiue of speatic mstiucional aenn -
e 1 order e draw conddusiens regardimg planned versus actaal outcomes

Parcapant sunvens Those suivess are designed to obran the panapants
reasons tor talimg the program and to deteris el the program s mecnng the
patapants needs This process may provide tae evaluwron sath different per
spectines on the eliecivenes and vadoe ot the tramme smee the dataetlect the
pattiapant pomts of vicn
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Superusor sunvevs These surveys provide a basis for determimmg whether
the workplace program resulted inimproved job performance Tvpically, these
surveys are conducted both during traming and approxmmately six months after
trammg

Implementanon of an evaluatien component reguires appropriate plan-
ning by both the educanon provider and the company served. 1tis inportant
to look at the mplicanens and impact that the evaluation process has on the
busmess. the provider. and, most important. the program partcipants
tLongmon. 1991y The followig arcas should be addressed m the final report
to the planming team: execwtive summary, program musston and goals. mstruc-
tonal pracess wsed. program participants. participant experiences and out-
comes. prehmmary evaluation of program clfectiveness, and recommendanons
tor addimonal tramimg and services.

Unexpected Outcomes from Workplace
Learning Programs

[L1s erroncoeus o think that once the tramme has been completed and the final
report presented. the results of the project will only be seen i relationship o
employee performance There can be many unexpected and positive outcomes
irom workplace programs. some more subtle than others. For example. as a
result of the plannmg and development process. both management and
employees should have a clearer perspeciive on the orgamzation’s goals and
future direcuen: Possibly for the fust tme. employees have seen that manage -
ment does care about performance and quahty and s willing 1o support
employee-tramimg programs This realization helps baild the employees” scli-
esteemand. therefore. reduces barriers o future rammg Managenent. on the
other hand may reahize the importance ol myestmg m ther work foree
Uhrough quahty traming based ona tunctional context approach. trammg time
can bereduced by providing mstruction that 1s meamngtul to the emplovees.
thas enabhing them to experence a direct transfer of the covinonmental hier-

acy shlls they are fearming o the workplace tasks they pertorm (Plalippr,
199 As employees become more productive, their mobiliy through the
organization 1= enbanced and then value to the organization 1s mereased
Chere are also meanmglul outcomes that can be traced o the needs analy -
st~ Thiough dennhcaon of speahic job tshs and the performance Tevels
requined to he elfectve, porformance anterna can be developed and used o cre-

ate an eflecove and legab emplovee evaluanion This mlormation can also be
used Lo areate or update job descrpiions mea manner that accuratels reflecs
the requnements and shill Tovels needed lor speailic jobs

Fingdly, the analvsis may alsondentihy the need to maedily mstrucnon nan-
vals sothat they can be used clfecovel Unforaanacely. most manuals e wnt
tatatalevebmude Ingher than the eadimg abnhine of the average emplovee
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This may be due in pact 10 the writers” inability to adjust their writing skalis to
the comprehension levels of the users. This discrepancy is most commonly evi-
denced in computer manuals Many companies have found that by rewriung,
these documents, the employees” effectivencess can be inereased without jeop-
ardizmg the process that s being explauned

Conclusion

Fhe United States 1 mthe tenuous postuon of wanung to remaim a world eco-
nomie gant but lackimg awork foree that can compete m foreign markets For
vears, emplovers were reluctant o provide training to their employees for fear
that once trained the employees would seck higher-paving jobs Emplovees.
on the other hand. became comfortable within protected union envirenments
and approached traming with a 'maybe tomorron ™ attitude - Today, however,
many things have changed to bring these two, sometimes very opposing.,
groups together as ene in thewr mutual baule for survival, We have fearned that
todas s technology moves rapidly from one computer chip o another and in
s wake svstems, processes. and jobs are atfected

Educanion providers must embrace these changes as opportuniues o pro-
vide professtonal development for thew stadfs, design new and advanced edu-
caonal methodologies and delivery systems. and. most important. provide

customzed traming to a work force that must move mto the twenty-fust cen-
ty conhident of its abihiy 1o produce qualiny services and products.
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Training for trade must become a community college priority in
preparing the U.S. work force for the increased global market of
the twenty-first century. Community colleges across owr nation
can senve as an cffective, raining-for-tiade delivery system.

Training for Trade:
A Partnership Strategy

Jack N Wismer

Taperneent et kot er U coods Bios hevend cur Aenican
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—b ~ Depaniment of Compieia

The Eured States will continue to be challenged by the market and work foree
demands of a global cconomy tor the twenty -fiest century Tewill take vision.
parmership.and persistense for Amertcan companies 1o be successtul compeu-
tors i the wiernatonal markerplace

Peter Drucker has been quoted as saving that there are two kinds of
cmplovers those who imderstand the necessuy ol an mternational cconomy
and those who understand unemploviment Fortunately, we are livmg m a time
when busimess, imdustry, and cducation understand the cntcal need tacimg
Amertca for a skilled tramed. and educaed work force The time 1s vipe
for American community colleges to become more proactine and make a
conmuitment to the ceconemic development imatives tha will stemuolate com-
munity growth —espeaallv mternanonal educanon and tammg-for-trade
Progiims

Fhe Amencan Associaton of Comuuniiy € olleges, as part of its mission,
supports mareased cannadum emphasis on miernational and mtercultural
cducaion Inats stategie report Buddimg Compronties V Vision for ¢ Nev ¢ en-
fony the Commirsston on the Futine of Community Colloges CTOs8p 32
<tated that the voal should be to marease mtenmational awaiencs - thioneh
ectres boamess ~emmes d whonappiopsiare wtononens! oachomecs
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We have aresponsiliny to develop glabal awareness and work foree skills
among our students and business commumty: “To meet the needs of commerce
and mdustry for a more sophisticated and globally competitive worklorcee.
American business is agam turming to commumty colleges™ (Fifield, Foster.
Hamm. and Lee, 1990 p 15,

Training for Trade: Community College Role

Why should community colleges provide internanonal irade education and
trainmg? Today, global compention impacts almost every business or industry
through the mternational market of services and products. Students and busi-
ness emplovees must develop the necessary skills o compete mea world mar-
I\'L‘lpILILL‘.

conmunitics and prepare the work force for the twentv-first century. A key
role of every community college 15 o serve area auzens and businesses—aour
CUStOMCTS, constitients, and taxpavers

Glohal compentiveness often rggers corporate restructuring, downsizg,
and . ocusimg on contuous quaht-improvement clions. as well as hewghi-
ened cltorts o globahze companies and indrease exporung of products Amer-
ILan companies are now recognizing that e stuceeed tomorrow. they must
stcceed e global cconomy International trade 1~ an excellent opporunin
for cconomie growth and job creation

To mect the competinve dhallenges of aglobal cconomy, Amencan com-
iy colleges can better serve busimess and mdustry by promoung mterna-
nonal trade awareness and providing the trammge needed 10 create a
world-cLass work force: Community colleges continue to demonstrate a track
record of customer-responsiveness m dehvernng qualiny trammg services to
busimess and mdustry Katsimas and Tacey (1989 ppy 13-14 pomted out tha
Amernican busmesses are lookimg more to commumty colleges as an elfecune
traming dehvery sestem becanse they are already i place to provide quahn
cducation and g programs and services to meet the changing coonomic
needs

Fagually miportant conmmumiy colleges have a tesponsibilins 1o focus on
mcreasmg mernationdal tade cducation skitls and thus 1o prepare a<kitled
work force lor husmesses o compete i global cconomy Communiny col-
leves must take aleadership role i providing internatonal educanon oppor
tumtes and promotmg taunmg-lor rade programs franmimg for trade focuses
on three apphaations by providmg c1 s mternational trade tammg, to emplos -
ces of husmesses and stadents who desire to gam export or impart knowiedge

and skl 2

Plechmcal ranimg assistance by working m partnership with gov
cnment busmess and other education resonrces tooexpert Amencan prod
vetoand ~avees and s Y cducanenal opportunmes o sndents ancens el

Brancs o to feam chout mteranenal binciaee aetomes, and culttnes MWe

P
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a5 community cotlege educators, are faced with an exciing challenge and
apportuniy e help our communities and businesses prepare the work loree
forachanging glohal marketplace

Building Partnerships: Strategies for Success

While ccononne development i~ an integral part of the communiy college mis-
ston, the goal of establishimg the necessary pavtnerships and strategies o mas-
mize resources s ortical to the success of nuernanonal trade educanon
programs Budding parinerships s key to mplemennng a successtul traimmg-
for tade program Three strategies can hielp ns achieve suceess,

Step 1: Building Support Within the College. The college should estalb
sl a cross-funenional tisk force to- develop a comprehensive plan tha
addiesses all of the needs of miernatonal education and naming at the col
lege “The task force needs representatnon fron college admmistiation, corpo-
tate and conmuimiy developrent. mstruction. and stadent services

Anmportant task of aeross-unciional college team s to develop shared
goals that will benehit the college and the communiy At Take Miclugan Col:
fepe, seven goals of s kind were sdennhied. ¢ o mfuse a global perspective
mall college cotses for mternanonahzimg tie carmncalum, €23 o expand mier -
nattonal student services by focusing on the college s extstng international st
dent organizanon and developmg addmonal sapport servicess 033 o develop
mstttional and mstructional ennchment matertals that can be used as part of
NN courses to stmdate ancawareness of mermnanonal trade; ¢4 1o pro-
vide stall and student support, developient. experiences, and exchange
oppartimtes that enhance personal mvolvement and accomplishment and
metease plobal awareness, ¥ ro nuplement an mternational busimess center
to promote mternatondl tade awaeness and provide tranung scivices ol
regronal busmesses e southwest Michigan. (oY 1o expand mernational edu-
canon offermgs m contmung educaion areas to better serve iegional bus
nesses and (‘I\li\l(\§\‘t‘\, and oo Ll(‘\('lnp cffective ln;lll((‘llllg strategies and
resowrce ntetidls to support the promotion of international trade awareness
Based on these seven goals acuon plans wete developed, imchadimg grant pro-
posalto obtan fundimg sources as well as nuplementatnon models tor ine
navonalizmg existimg ol and contmumg educanon programs  The
muportance of the sk farce contmues o foster cooperation and conummment
o ('0”(‘},1(‘\\'1(]\‘ godls

Step 2: Feonomic Development Partnerships. ¢ ommuminy colleges
actoss the nation are nev, recogiizing the mportance ol formmg allanees with
Dusmesses, government agencies. and local chambers of commeree tomeet the
challenges of o global imaketplace Successtul tamimg-lor-tade programs
nwvolve parme ships among busmes and indusiry educanon. and govern
ment These parmerships are often relerred toas ccononie dovelopment 1
mgles «Ptaht 1ol
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By working in cooperation with government, business, and industry. com-
munity colleges can develop traming-for-trade programs that develop compe-
tencies for students and business employees. These partnerships also help
community colleges promote and fund programs that serve to strengthen local
ceonomic development. For example, the partnership for the International
Business Center at Lake Michigan College works cooperanvely with the
L5, Department of Commeree/District Office. Michigan Internatonal Office.
Bernen County Economic Development, and Cornerstone Alliance (local
chamber of commerce), which serve 1o cosponsor programs and provide trade
assistance.

Step 3: Advisory Boards. To gain commument for trammg-lor-trade pro-
grams. community colleges can establish advisory boards from business and
industry and ccoromic development orgamzations Advisory boards can pro-
vide valuable mput nto the development of training programs that increase
the mternadiomal skills of their employees. Members can also be extremely
helpful m promoting trammg programs and serving as mstructors for traming
modules.

Al Lake Michigan College. the International Bustiess Center Advisory
Board mecets quarterly o review programs and mternational trade education
services and to provide suggestions for suceess. The board represents small
export companies to Fortune 100 corporations and meludes export managers.
vice presidents, and presidents of companies.

Tosummanze, both miernal and externai partnerships are necessary 1o
implerent successful trammg-for-trade programs

Delivering Effective Training Prograins

[he discussion below ol somie of the carrent communiy college tranming-for-
trade programs highhghts a vartety of effective practices

Central Picdmont Community College. In the 19205, with a soarng
U wade deficn and a changmg manufacturing hase. Central Piedmont Com-
mumity College recogmzed the importance of learnmg the hasies of export
trade to help North Carolma businesses survive As aresult, Central Predmont
has developed mnovative tramimg programs i response to the needs of bust-
ness and mdusin

Bamimg-for-trade and contmwng cducanon cowses m mternatonal tade
and lnguage trunmg are providing the busimess communuy with qualty: cost-
cllective trammg. The college carrently olfers a twenty -seven-hour noncredut
program. inchuding Letters of Credit Prineples and Documentation, Interna-
tonal Marketmg, and two transportation conrses

Waukesha County Technical College (WCTC). In 1984 \W( (. m
Pewaukee. Wisconsm. Launched an mtcmanonal trade program hy ofterimg
both an associates degree and contmung education tamimg semmars Tl tar-
cet matket lor e wothshops focuses onthe needs ol the techneal and

=P
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clencal staft of companmies whose growth depends on expanding therr markets
to other countries.

Two of WCTCs most successlul workshops, "Export Decumentation and
Payment Methods™ and “Moving Cargo Internationally,” provide pracucal
hands-on rammg that s translerable to the workplace naddmion, W TC has
developed forny export trainmg videotapes with learming guides, which have
been marketed across the United States and Canada

St. Louis Community College. Recogmzing the importance of provid-
mg export assistance to the business community, St T ouis Community Col-
lege collaborated with the U8, Department of Commeree, World Trade Club,
and Missourt Pistriet Export Council to assist small- and medium-size busi-
nesses that want to export products or are interested m expandimg export
markets

Export readiness dimies were developed 1o assist new -to-export compa-
nies by assessig export potential, matching products with export markets.
. and conducting trammg workshops on marketing, sales, documentation, and
Imancing. The chmes were funded jointdy by the US Department of Tidu-
canon (hide VI-BL Business and Internanional Lducation Program) and St
Lows Community College The workshops feature pracucal, how -to sessions
with expenenced practinoners m mternational busimess. Upon completion
of the ¢chimies. an export busiess plan s developed for cach participant’s
frrm.

North Seattle Community College. The International Trade Institute
was lounded i F9R7 (o fill the gap m mternauonal cducaton and thereby
respond to growmg market pressure from the miernavonal business commu-
niy to provide pracucal trainmg for global trade. The msutute 1s o resource
center that provides professional traiming services m iternational trade.

With mput from an advisory board, a thirty-credic certificate in interna-
tonal rrade program was destgned for business owners, emplovees, and entre-
prencurs The certificate courses mclude Fundamentals of Export. internatonal
frade Geography. Practical Intermational Markeung, Cultural Tmperatves in
Internatonal Busimess, and [nternational Transportation In P88, more than
cight hundred Scattle arca residents partapated m classes and trammg work-
shops The msttute also provides contractualt tramimg services tatlored 1o inds-
vidual business needs

Portland Community Colle~e. small businesses contribute sigmificantly
o Oregon’s cconomy The smalt asiiess Internatonal Trade Program was
established m January TOS6 o provide comprehensie ramimg serviees thad
assist small busimesses in world trade 1 represents an elfective partmership
Pordand Community College with the U s sovdh Busimess Admmustration,
Orevon Sl Busimess Development ¢ enter Nanwork and Oregon Taonomi
Development Department

Aswresult chus panmnerup several tranime prograums have heen estah
fehed o helpomall Buemesse - beceme active m mtermanenal nade
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Frst Friday - an muroductory semmar for busmesses constdermg international
wade

Trade Tuesday a sertes of miernatonal trade classes helping small businesses
cnter export markets. expand existing miernavonal trade. and tram key
emplovees

Internationdl Incubator: an miensive four-month program of class work and on-
site counscling benelimg companies ready to export mto mternational
markets

Regional Trade Councils: a statewide network administered through the Small
Business Development Center to butld a coalition of private and pubhc mter-
ests to focus on international trade development

Intcrnatonal Small Business Exchange: a business-to-business exchange program
created to foster miernanonal trade opportunitics with countries through-
out the world

Lake Michigan College. In 1990, the Corporate and Community Devel-
opment Division conducted a survey that identificd a minmium ol 123 busi-
nesses engaged momternatonal trade distribution. As mentioned earlier. the
nternational Business Center was established to work in parnnership with Cor-
nerstone. Alhance Berrien County Economie Development. Michigan Interna-
tonal Othee. and the Us. Department of Commeree to promote international
trade. An advisory hoard of husinesses and cconomice development agencies

was formed o provide guidance to programs and services.

Funding awarded from the U.S Department of Educauon (Title VI-B,
Business and International Education Program enabled Lake Michigan Col-
lege to expand 1ts International Business Center to focus on international edu-
cation and export traming programs. As a result. the center has implemented
the following programs and services to benefit the busmess community:

Eaport Advartage an miernatonal trade ceruficate program developed to
merease knowledge and skalls for emplovees about mternational busmess
praciices

laiming for Irade Workshops o series of practical. how-to workshops on doing,
busmess with Mexico. Japan. Germany, and other countries, providing, busi-
ness emplovees a focused approach e export markets

Internatenal Busmess Trade Suvey o follow-ap sunvey designed 1o dentih
products markets and services

Intcrnational rade Resowree Tibrary a collection ol over 18 videotapes. 20
andiotapes, and P30 mramanonal nade relerence tesoutces 1oassist fonhi,
students, atwd the busmess commmnity

Videe Brammg o <cnes of self-paced. o workshop vidao tamimg maodnldes
designed toremborce the how -t warkshopsaond to marease the knowledge
ik sklls o students and cmplonecs
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College of DuPage. Skilled m trainimg and responsive to the long-term
business development needs of local companies. communny colleges arc
strategically posiioned to prepare busiesses to export successtully. The ner-
navional Trade Center is part of the Business and Prolessional stiuie a the
College of DuPage. providimg tramimg and techmeal assistance to small- and
medinm-size hrms.

The goal of the rrade center s to target businesses with export potenual
by providmg tramng services. Bs cost-recovery traming, programs and services
supply resources not readily available elsewhere The center’s services include
a trade informanion clearmghouse of guides to exportimg and 130 countny files.
techmeal assistance in marketimg products 1o keyv markets. rade lead identifi-
cation and dissemimation. and trammg-for-trade cducanon workshops. One
workshop. “How 1o sell Overseas.” 14 aseries of ten evening sessions designed
to develop mternanonal skills. The seres1s developed mpartnership with the
U s Pepartment of Commerce. small Business Administrauon, Hhinois Depart-
ment of Commeree. and College of DuPage. As an owtcome of the workshop,
the centers stall work with participants to develop an export markeung plan

Middlesex Community College. In 1987 10 response to a haghtened
and expanding mierest v mternational trade opportunities by local business
and mdustry: Middlesexn Commumity Coliege. m Massachusetts, conducied a
comprehensive survey of area frms to ascertam the trammg needs and sup-
port services necessary Lo develop these opportuniiies A direct outcome of
the survey was the development of a vanety of innovanve muatives. mehud-
mg mermational trade degree and certificate programs: short-term semmars
on a varety of rade issues: faculty and student exchange programs with Rus-
~stu Hungary, South Alnea. Japan. and the Peoples Repubhic of Chima, an
active visting scholars program. and a branch campus m the Peoples Repub-
e ot Chima,

I December 19920 Middlesex Community College opened the branch
campus m China This movatve program provides intensive. short-tenm.
nonaredit husmess courses tor government officials and entreprencurs. The
prograi has been described by one facalty member as “Capitahsm 1017 These
courses e very focused and unhze a “conkbook™ approach stressmg how 1o
convert from a planned to a free-market system included m the course oller-
mgs e Macrocconomics Finanaal Accountmg, 1 mance. Marketmg Straie -
ales.and Internanonal Trade Fach cotrse condudes with the awardimg of 4
certihicate

Albmsrucuon s delivarcd i Enghsh and then nanslated by universi
tamed merpreters Allmsttucuonal maternads. overheads and handowts aie
Mimenal The Laculie have Tound the deheay oi mstructon throngsh nma
pretere o be more elficent than mimally anuapaded

e counses have been provided i both Benpme and hinane with addionad
“tessChodnled toapen e Quimedao Richaos Pieher Stumaheg and Hanman
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sland. The courses ar oftered on a fee-per-participant basis and have provided
Qsgmheant and expandmg revenue stream {or the college.

Training Services and Resources

Intermanional trammg-tor-trade programs may differ at communiy colleges in
the kinds of programs and services offered: however. they focus on the com-
mon goal of providing quality education and traming in promoung mterna-
vonal rade Access 1o raming-for-trade resources 15 necessary 1o strengthen

mternational trade programs Community colleges can obtam computer sofi-
ware and videotapes and participate m professionai internanonal trade associ-
ations.

National Trade Data Bank (NTDB). N'1DB is a one-stop resource tor
mternational trade and export data from hifteen U S federal government agen-
cies NTDB contams over one hundred thousand documents, mcluding basic
export documentation that 1s released monthly on CD-RONM at a reasonable
cost. NTDB s avaluable resouree ool for communiy colleges in their efforts
1o assist busmess and industry customers: For more mtormanon. contact the
U S, Department of Commeree at (2023 482-1980

Conipany Readiness to Export (CORE). This computer program guides
Lcompany through @ seres of questtons o determme commitment levels.
products, and target markets. Based on responses to these questtons, CORE
provides an assessment of the readiness of a company o export i a global
marketplace: For more informanon. contact Michigan Stae Umiversiy Inter-
natonal Busmess Centera 03171 3334330

National Association for Small Business International Trade Educa-
tors (NASBITE). I'mis nanonal association serves to mprove global compet-
veness thiough etfecove educanon and trammg. With an emphasis on
how-to programs 1o promote nternational trade. NASBUTE offers the follow -
g traning henchis Jor members speaahized miernanonal educatnon and
trammg workshops and access o vade resouwrces sudh as curncula, course owt-
Ines and vides matenals. The annual conference aives commumine colleges
the opportiumty to share mlormaton on programs and resources For further

formation. contact NASBITT 03030 2253890

Looking to the Future

Phreats toand opparunities e Amencas ceonomie developmient are commy
from more than one dinccie s tecimelogy chanee work torce demoaraphies.
and global compention that requires rammg and rairamimg Amerncan com
mumty colleges must focus on proparme e stdonts and busmess conmu
iy faraalobal markerplace

frammg for trade s drcotly related to the commumiy codlesc mission o

aclieve our voals as gualimy e and oacbaee Colleacsm Vicnca oo
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munity colleges must take a proactive role to serve adult learners, our cus-

tomers and taxpayers. beyond trachtional international study programs and
focus on hifelong learming skalls that improve employee productivity

Joyee 5. Tsunoda. chancellor for community colleges. University of
Hawar m addressig the 1988 annual mecting ol the Natonal Council on
Communuy Services and Continumg Education. emphasized the role of com-
munity colleges o mternatonal activities: ™ Iraining for trade” 1s built on the
thesis that the economic development of a nation depends on well-tramed
workers and that community calleges, wath therr traditional parinership with
industry, with thewr emphasis on local cconontic development can and
ought to be m the forefront ol the nation’s response 1o meeting mternational
trade competitiveness™ (Tsunoda. 1989, p. 3. Traning for trade must become
acomniunity college priovity m preparing Amencas work foree for the twenty-
first century. Community colleges across our great nation can serve as an effee-
uve, tramimg-for-trade delivery system
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By assessing the cultural climate of an organization as d first step.
education providers can gather essential baseline information
about an organization and hence provide a guide for more skills-
specific assessment. curriculum development, delivery. and
evaluation.

Environmental Workplace
Assessment

Jucques Bernier, Nancy Jackson, David Moore

An environmental workplace assessment is not onhy avaluable tool m devel-
oping customzed trammg but also a necessity 1l problems are 1o be dentified
and lastimg changes ealized The purpose of the workplace envitonmental
assessiment process s (1 o gather data to assist m determmmyg how employ-
ces i the orgamzaton view the assigned tasks and the environment m which
those tasks are accomplished and 123 1o analvze the data and the orgamizanon
to enhance the development of the work force and the quahty ol the work
cnvironment

The etlectiveness of a customized traming, process depends ona carefully

planned and customized assessment o execute an environmental workplace
assessment. the educator showdd consider the tollowimg six gquestions i the
plannimg state What process will vield best results trammg in the organiza-
ton—group discussion ot indvidual meerview<? Who would be hest to con-
duct o faahtate the assessment—company o1 college olhaals o1 <ome
combimaton? How will the data be gathered—wnitten sunvey s group discus-
stonor a combmation” How long will i take to complete the proces<> What
1~ the extent of the assesstent. and how many aspedts wall it measaie and o
what depth? Hew will the data be anahvcedl sununanzed presented. and
utthzed?

several processes can he utihzed tvassess an organization The aieeand
nature of the orgnizanon determme what combmation swoall worle best T
ctovp proces and mdiadual nrervics wchimgues e descnbed heore
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Group Process

The advantage of the group process 1s that 1t enables the educator to collect a
great deal of information v a short penod of ume and maximizes the amount
of parucipation 1 quite straightforward The object is 1o gather data from a
cross scetion of an organization i a greup setung, 1 the organization s small
enough. the ideal 1s 1o have the whole population participate i the group data-

gatliering sessions 1 this 1s not possible. a sigmbicant sample of the popula-
tion 15 requured. The groups should also be formed cross-functionally to enable
the members to view the organizaton from a variety of perspectives.

Individual Interviews

While it can be expensive, the individual interview is best advised when the
situation warrants 1. 1 the college representauve feels that the group process
15 mnadequate to bring to hight deeper problems, individual interviews repre-
sentimg a ctoss section of the organization should also be conducted. Ofien the
“ludden” problems remam hidden ina group setting, hnsights mto interper-
sonal and intrapersonal communication are often best gamed through indi-
vidual mterviews Managements perspectives are also casily gamned in thie
manner

Sclection of Moderator

Selection of a process moderator or falitaor s ontcal to the mterview
process The individual must have expenience i managimg groups The sclec-
ton can be niade rom withm the orgamzanon or an external consultant may
be used Objectvaty s the entical element The data collected and analy zed
nist be free from orgaizavonal hias

Data Gathering

Data gathermg m groaps can be accomphshed in bramsiorming sesstons that
normally List one hour cach session The sessions can be Lailitated by either
an mternal or external resource Fhe following generaliy aceepted rules of
bramstormimg may he used cvervone contnibutes ideas never anuaze deas
ol othor proup members.and record ideas of members as stated without inier
pretaton Alter the bramstomimg session the data are reviewed. edited and
discussad by the grenp

s nmportant to keep m annd that the mfonanen discussed m gioup o
mondivdual mtervies sesstons s sensiinve and st cenfidentiahty muse be
manancd Therelore mothe data gathenng precess e fachae s must muke
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it clear to the participants that the informaton will be presented m a manner
that does not identify individuals or specific groups. Rather. the information
15 a reflection of the thinking of the individuals or groups from whom the data
were gathered

Time Required to Obtain Data

Normally, the group assessment process can be accomphshed in two sessions
for cach group of approximately ten to titteen The sessions are conducted one
or two weeks apart. if the sessions are conducted more than two weeks apart.
momentum 1s fost and time should be spent 1o review both the process and
the results of the previous session.

Indwvidual nterviews can vary i length but generally should not exceed
one hour and frequently can be accomplished i censiderably less time. To
help obtam quality data. nme should he allowed tor estabhshing ground rules.
conhdence, and trust.

Extent of Environmental Assessment

As the term envionmental assessment suggests. the mterest is in all aspects of

an emplovees work Iife and work environment To conduct this type of assess-
ment. then. data must he gathered that address both of those arcas We have
found that a senes of open-ended quesuons viclds a wealth of mformanen that
we can use m the process The types of guestions include. but are not himited
to. those dealing with the mdimiduals understanding of assigned or imposed
tasks and how they percerve the mportance of those tasks m the overalt orga-
mzational mission. those dealing with perceved obstacles o task accomphsh-
ment, those deahng with how mdinduals bebeve that ther task performance
could be enhanced through orgamzanonal ninatnves and those dealimg with
speattie traming and cducanon to enhanee present skills and develop new
kalls

The work hife envitonmental assessment 1s more than an mstruiment 5t s
A process that custonnzes the assessment and gives the organization an active
role m learmng how o capture data that can be used tor traming and devel-
apment The dataare then analvzed by the college representative whes faail
aung the process they are also analyzed by the sganizanon’s representatives
Fogether, they ante up the joint evatuation that mchudes the cause-and-eftect
anah sis

When data are gathered from a wide crons section where niput was
cncouraged the commuiment to the mmatves that are then recommended will
he mudh aieater Tmtatis cs may o may not call for tanmyg and mstucuen
Nonmstracnanal services suchas caeer counsehnge o hibd care may alse b
mdicated
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Usc of Information

Whatever the outcome. the use of the mformation s crniical Frequently: 1
traiming s inchcated., the formanoen of an im-house team s recommended. The
team then recommends action steps. Team membership should melude indhi-
viduals from all across the orgamzation. The group’s task 1s fourfold: (1Y to
spectly ramimg requirements and approve the trammg, plan based on present
and tuture assessments, (23 to communicate the traming mitiatives across the
organization. (3) to provide ongomg evaluation of the traming, and ¢+h 10 mou-
vate participants through recognion and other meentive systems.

The facihitator or an assigned member of the group colleets the data on flip
charts. The data are transeribed and copies are given te cach group nicmber.
Agam, s important to remember that the data are contidenuial and that the
mformauon must remain i the group unul it has been carted. reviewed ., and
documented in a format previously agreed on.

Typically. the datacare presented as pereentages of responses to the varous
questions: As an example. the responses to a question dealing with obsiacles
to task performance may ndude phyvsical plant obstacles, cquipment concerns,
supervisory concerns. or concerns about performance processes The report
would mclude the pereentage of responses i cach of these categories, With
the approval of the group, a sample of actual responses would also be
mcluded

Assessing Company Culture

Other processes used o assess orgamzanonal chimate mclude various surveys
that can be designed and custonuzed 1o the speaific environment: These u stru-
ments can measure avariety of dimate ssues by assessing employee pereep-
tons on traming and education, skall levels. as well as general cultural concerns

such as work ethic, approaches to problem solving in the workplace team
buldimg. and learmmg stvles Company cahure can be assessed as broadlv or
cross-sectionally as the educator and the company desire As part of a cus-
tomzed cducation plan. the culture wsessment of a company vields valuable
mformation thet can mform the process of developmyg asuccessful company
cducanon plan

Specific Assessment Tools

A cultie assessment ool provades a template for gathermg background infor-
matien o company calture It mduodes company and employee derograph-
1oy work ~cheduie, educanon level and cducatiom and trunmg mvolvement,
b compercnaes Lnd <o on Thisas antical informuaton tor the design of an
cducation proceand plan m oy orgamzanen Addinonad the tool <hould
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be designed to provide the education provider with a list of tasks and respon-
sible persons to consider as cach step of the assessment process is undertaken.

“'\L voluntary education survey is a more detailed instrument designed 1o
measure particular environmental factors i a specific workplace, a hist that 1s
changed or customized to accommodate cach environment and appropriately
reflect the issues or concerns that the educaton provider and the company
agree are critical to the development of a companywide education plan. Tab-
ulated results are analyzed o indicate level of agreement or disagreement and.,
as such, consttute a self-assessment of environmental factors by emplovees.

Emplovees are asked to mark a survey tool using a continuum stating
whether they stronglyv agree. agree. dlmgm or strongly disagree with a var-
¢iv of statements. all of which relate to their needs. values., PLI’LLP[IOHS and
mteractions on the job Some of the statements have 1o do with fellow work-
crs anid the respondents’ interactions with them.

The wopies of other statements may wiclude personal education and career
gadls as well as personal values (for L.\JlnplL. 1 I\nn\\ where | want to he five
vears from now™. Team work and problem solving are other aspects of envi-
ronmental cubtwre that the survey can examine dor example, “Before a solu-
ton to a problem s chosen. my fellow workers discuss the pros and cons ol
several solutons™ Statenents about indnvidual ininatve and s encourage-
ment by the company @ prcally are meluded dor example “1have deas about
how 1o solve problems my fellow workers face™. The percepuion of awtonomy
can he addressed with several statemenis dfor example, 1 hike to do things mv
own way Vs can meviduals notons about work ethic tfor example, “\Work
15 sanshyimg to me.” “The quality ol work T do 1 meanmingful to me.” and
“Workimg hard s important o me™ Values also can be examned i the tool
tor example. “Honesty s something 1 value ™ “Twork only lor a paycheck.”
and “Tes important for me to feel appreciated at work™

Learnmng styles are also meluded ma dimate sturvey dor example. “FHean
best by reading mstructions and * 1 prefer 1o learn new skitls by watchimg oth-
ers Y Percerved attitude of the company abowt education and career goals i
also recorded dor example. “We have a tormal process for career plannmg” and
“The company tries 1o merease emplovee knowledge and job skalls™

Summary of Results

Fhe results of o comprelunsie envnenmental survey should he summarized
v perecitages and all other aceepted practices of conhidentiahity The gues
tents shoudd he categorized by the factors nieasured vior example. waerle ethue
responses’ The report should contan a briet narrative that sumimazizes the
quahhicd vesponscs

By assessing the cultaral cimate of ancorgame ation as afist ~top. cduea
nen providers can cathor essontial baschne mlormuation abowt an onsdinzation
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and hence provide a guide for more skills-specific assessment, curriculum
development. dehvery, and evaluation A work life environmental assessment
15 an excellent wav o begin'a custonuzed traming project It affords the train-
crs and the company a means to determine need and a way o plan the
response to that need A customuzed assessmient can lead o a well-designed
custonmized traimng project

oot Bresare Nooseoy ko and D Meskr ane manaeors of astonnzed
namme ar the Cormomne College of Awora, Awrora, Colorado Bermer speatalizes
oot pning fackson specializes i conmamication and Moorcs ok
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Innovations in nontraditional customized training will continue to
transform the entreprencurial enterprise of community colleges. In
the process. the training patterns of the institutions will changc as
well,

New Frontiers: Nontraditional
Customized Training

Carv /. Isracl

Yosterday ahusimesswoman was negotiating an agreement with Libyre, Ine i
Madnd thatwall aitow her company 10 establish amiarket presence m spaan.
lEwas exatng wapply the Spamish she learned n the course Domg Business
m Spanish-Speakimg Countnies Today, she will be i Kuwait 1o explore then
ctistoms hefore deadimg whether her corporanion should do business m tha
conntry she does not want to make the mistake thata compan made List vear
when it sent fve hundred pounds of potk to several Kuwaat restanrants Mus-
s gencrally do not cat pork!

Ihese events all happened by workimg with her local community college.
Usmgvrtual reahny technology she pracuced makang naness deaistons hefore
thev . ally huappened: One can he mamersed i a coltwee and eovironmicnt
withaut evers sieppimg foot into that socety Mistakes can occur wathout los-
mg busiess

Fhis 1s ene cvample of the new fonaers that e ahcad m nentradinonal
astomzed trammg Mulocuitual castomized tramimg, pachages will expand
hevond the tronuers of the dasstoom and. tnough e hnology such as sl
ety acach me mranatonal marketplices o provide tramimg that swill nmuas-
nmtze epportunities for mrernationad bosmgss

Sew rontiersare raely developed by aangle mdinadual Rather, they e
oflten the products of vivon and teamwerk And soat s with the five nona
dinenal customized g tonters desanbed s Juapter Tach quites
the devadapmaont of a panasTip arone Lot or anothar o erder o accem
plbercarar pood forall parics concanad whethor students colloees e
nessos ot e commnnny an biee The Best onticr of mihabin e o s how
veenserinm e borordebvar cn s oo Thesccemd onplan e
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instructional design centers can maximize training guality. In the third fron-
tier, a case is made for building a sense of community and service across gen-
erations. Modernization and transformation of business and industry chrough
partnering with business and industry is the subject of the fourth frontier. The
fifth describes the utilizauon and training of older workers, an important
resource for business. education. and the community.

Frontier 1: Creating Consortia

In the last decade of this century 1t will be necessary. because of limited
resources and the explosion of knowiedge. for community colleges to develop
muore effective training systems. By using the consortium concept. a more cffi-
cient and effective approach to customized training can be provided. Consor-
tia allow for a pooling of a varicty of resources. Fnancial and human resources.
technical expertise. and other clements combine to improve the guality and
scope of the project. The activities of a consortium, if structured properly. will
climinate duplicative efforts and will lead 10 cost savings. While this concept
requires shared deciston making on items such as marketing, contracts. cur-
ricula, class size. and entrance requirements, these challenges are not insur-
mountable and. in fact, can result in the kind of henefits gained through
tcamwork and networking. Consortia should be and are being developed now
within our progressive colleges. Departments are working together and bound-
aries are evaporatng in order to improve the education ot our st udents. Inter-
disciplinary curricula. team and concert teaching. and a blending of credit and
customized traimng now oceur as the norm.

Consortia should be developed outside the college as well. For example,
many commumuy colleges are delivermg traming to small- and medium-size
businesses engaged in manufacturing. Would 1t not make more sense 1o
develop a manufacturing consortium: composed of community colleges.
rescarch universities. and business and mdustry training centers Lo ensure a
comprehensive approach? The consortium would enable businesses to better
understand and implement new manufacturing technologies and management
techmques to compete m the global marketplace. 1t could help businesses with
technology transfer and commercialization of their products. A training con-
sortum could seleet the hest customized training 1o help the employees
become technically competent. develop rigorous guality tactics. and reduce or
climinate scrap.

Community colleges tend 1o worry about our own market penetration and
who crosses our borders We have become very terrtonal within our institu-
tons and within our districts Why? It would make more sense to compete
(L atin competere. "o stive together for and mercase our markets tather than
try 1o meet all the needs regardless of our competencics. capacities, and
resources We could create a stellar compuier-mtegrated manulaciurmg ceell
without walls Individual modules could be developed and delivered at dif-
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ferent sites. Instead of developing a limited training manufacturing program,
we could develop an extensive module that would be integrated with the other
medules ¢ flered by the other organizations.

Thus. a manufacturing plant located in an urban or a rural setting could
receive customized training through a regional consortium. Likewisc, new and
small businesses could access contemporary ideas. resources. marketing strate-
gics. and standards and regulations. Collaborative models such as these will
provide diverse training opportunities for our work force that will enable us
1o compete in the giobal marketplace.

Some of the challenges facing businesses weday are whether they arc capa-
ble of meeting their tcchnology needs, developing innovative products for
global markets, keeping pace with their competitors. maintaining a vibrant
work force, solving manufacturing problems that affect productivity, and a
myriad of other issues. Simitarly. community colleges have the same type of
demands. We must respond quickly to the needs of our communities. invest
more heavily in acquiring appropriate educational technology, and develop and
integrate new systems o ensure cost-cffectiveness and quality outcomes.
Accordingly. we should link up and create consortia to solve our mutual prob-
lems. We truly will become community colleges ragher than colleges in a com-
munity.

Frontier 2: Instructional Design Centers
for Knowledge Choreographers

The components of customized traming—the leamer. the learning process. and
the subjects 1o be learned—are constantly changing. All of them affeet the
mstructor in the teaching and learning process. To accommodate all of the
changes and deliver a customized product that 1s high quality. state-of-the-art,
and just-in-time to business. industry. and government (BIGY. instructors must
become knowledge chorcographers.

Just as other types of chorcographers must set the stage and orchestraie
precise movements. so too instructors must orchestrate the learning process.
They must make important decisions on the scope. pattern. and frequency of
the information that must be conveyed from a vast quantity of knowledge.
They must employ the available technology, whether interactive video systems,
telecommurications. computer-aided instruction. virtual reality, or a misture
thereof. It s, indeed. a challenging but rewarding undertaking.

Customized trainers should establish instrucuonal desigh centers 1o foster
cllective traming and educate these new knowledge choreographers. These
teaching-learning-rescarch centers should be avatlable 1o BIG on a contract
basts I'hese centers should be able o respond rapidly to the design. develop-
ment. and mplementation of programs 1o accommodate BIG needs.

The problem tor some msututions 1s that they lack the expeitise and
resourees needed to deliver state-of-the-art education choreographed 1o the
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customers’ needs on a regular, or even occasional, basis. The formation of
regional instructional design centers would enable them to deliver customized
cducation in a timely state-of-the-art fashion without the large investment.
Such centers could not only foster effective training for 21G but also be avail-
able to assist credit programs as well as customized training programs of col-
leges that participac.

Colleges that develop as instructional design centers could provide assis-
tance through technological link-up or on-site consultation to fellow colleges
as well as 1o their own students and faculty (and BIGY. The teaching-learning
process would constantly be researched and developed. including all of those
componceuts of customized (and credit) educaton that are constantly chang-
ing: the learner, the learning process (including all as ailable technology?, and
the subjects to be learned. Knowledge chorcographers would only be strength-
ened by orchestrating their work with instructional design centers.

One may argue that our resources are limited and that we should not
establish such centers. But it may be detrimental it we do not! Massive restruc-
turing is occurring throughout our society. We must be ready. able. and pre-
parcd if we are to improve our accountability. Resource reallocation and
prioritization of mission will allow the thoughtful development of the teachmg-
learning-rescarch centers. These centers not only should be available 1o BIG
but should also be adequately staffed 1o accommodate the credit programs at
the colleges. The community benefits, the colleges benefit, and. more impor-
tant. the employee or student profits.

Frontier 3: Intergencrational Service Learning Programs

In Buldding Communitics: A Vision for a New Century. the Commission on the
Future of Community Colleges (1988) called for action o strengthen our com-
munities. We must commence with the building of communttics but also we
must realize that intergenerational service programs will allow us to recapture
the spirt of community. Intergenerational programs are detined as activities
that bring old and young together for their mutual benefit (Angehs, 1990).
“Hundreds, perhaps thousands, of mtergenerational programs have been ini-
tiated. mcluding child and adult day care centers. clementary and secondary
schools, vouth shelers, colleges and universitics, sentor centers, sentoy rest-
dences, hospitals, nursing homes. and foster care homes™ (Ventura-Markel, Lie-
derman. and Ossofsky, 1980, p 174,

However, we are just begmnimg to understand and develop programs
destgned to strengthen the connections across generations that once existed
forty or fifty vears ago. As owr country’s mfrastructure has crumbled over the
fast thirty vears. and generations have stopped living i close proxmuty, it
seems s il o communities dlso have detenorated Yet, we continue to adhere
to past conventional wisdom

Fornstance. when we enter a record store at our local mall. s mterest-
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ing Lo see that there are no records in the record store. We find compact disks
and tapes but no records. Why do we still refer to them as record stores? Sim-
tlarly, we can observe that senior centers. senior residences. hospitals, and gro-
cery stores are not located on community college campuses. Why not? Maybe
because of antiquated zoning laws or because that is how we have envisioned
our colleges. We develop wonderful learning communities but we leave out
the intergencrational concept. In fact, we must usually import the seniors 10
Our campuscs.

Customized traners can help forge new ground by formulating new pro-
grams that address our sacial problems and that develop safety nets for our cit-
izens. We have been reluctant 1o enter into such social programs hecause of
limited funds and our adherence 1o our raditional mission. Qur dilfidence
must come to an end. The 1990s will see a resurgence of community services
and inuiatives to strengthen familics. communities, and our educational sys-
tems. The process has already begun. and it will proceed with lightning speed.

Qur community cotleges should be at the forefront of this movement. We
should create intergenerational campuses. and we should come together 1o
develop community strategies Our st utional plans should mcet commu-
nity needs and reflect the values. traditions. and chiversity of the surrounding
areas. By coming together, we can provide critical information about employ-
ment. AIDS. child care. elder care. nutrition and wellness. and much more,
Agam, our approach 1s often o fragmented. For example. we use the Senior
Corps of Retired Executives 1o help develop business plans for our new small
businesses. Do we ever survey these volunteers 1o obtam information about
therr other nterests i relation to college endeavors? Are we making opumum
use of the talents of retired faculty by creating a cotps of faculty emeriti or uu-
lizmg reured groundskeepers to sh w us efficient conservation methods? Prob-
ably not. but we should hegin

I future campus master plans, we may want the community services and
customized tramng department 1o help buld a “true™ community college cam-
pus. The campus could mctude restdentral apartments where seniors and stu-
dents reside. where day-care centers thrive because of senior volunteers, where
senior mentors can prepare us for future challenges. where retired faculty can
help establish effective teaching strategies. and where we all can roam and
enjoy our surroundings after atending @ multitude of culiural events,

Fronticr 4: Quality and Modernization
of the United States

technology development and new business strategres have alicred how we
conduct busmess and mieract with our customcers American business needs
tomcarporate Total Qualiy Management ¢ [QAD and SO 0000 standards, and
to modernize and convert 1o high-quality performance environments

PN < bemg meorporated mto management systems around the globe
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TQM focuses on change as a natural part of the organizational system. Addi-
tionally, TQM provides for increased employee visibility and authority and bet-
ter performance accountability. Our colleges arc being asked regularly to
provide TQM training for BIG. The demands will increase while we go through
this major restructuring or technological evolution.

The quality movement compelled the International Organization for Stan-
dardization (1SQ) is the European abbreviation) to create 15O 9000, which is a
serics of standards that a company can use to setup a quality management sys-
tem. The object of TS0 9000 is to promote the development of standardization
with a view toward facilitating international exchange of goods and scrvices
and developing cooperation in intellectual. scientific. technological, and eco-
nomic activitics. The standards are generic, not specific to any particular prod-
uet or service industry, and can be used by manufacturing and service
companics alike. These standards were developed to mamtain an efficient and
competitive quality system for business.

The 1S0 9000 series consists of five separate quality system models: 18O
9000, 9001, 9002, 9003, and 9004, from which companies sclect the model
or models that apply to their products ot services. It is an integrated system
linking various company processes into one system. For example. a quality
program may call for the use of statistical process control technigues in man-
ufacturing, quality cost accounting in operations, and design reviews in engi-
neering. 1SO 9000 combines all these different programs into one overall
standard system. There are well-documented reasons to implement an 150
9000 system, such as intemal improvement. market positioning, supplicr con-
trol. and customer or regulatory requirements.

An increasing number of compames and organizations are becoming
volved in todays global cconomy. and 150 regulations are gomg to affect
them The hist of products affected continues to grow and ncludes ttems such
as toys, simple pressure vessels, miplantable medieal devices. construction
products. nachinery. and telecommunications cguipment.

Under the banner of modernization and conversion. there is a fully col-
laborative governmentwide effort called the Technology Reinvestment Project.
This initiative secks to stmulate the transition o Q- growing. integrated.,
national industrial capability to provide the most advanced, affordable military
systems and the most competiive commerctal products. 1t also intends to cre-
ate jobs 1 the long term by convertimg, defense manulacturng systems to com-
mereral product development: Community colleges will be participatng in the
area of manulacturmg, educaton and traming, We will help desiga “teaching
factories” and we should integrate apprenticeship and technology -preparation
maodels into this coneept Under v troad category, we will retram the man-
ulctunng work loree. develop manufacturg, cducation coaliions, and estab-
Il manufacturng technology and ontreach conters Focus areas will be health
caue tedhnology, taming and mstructional technology, vehudle and acronauti-
al technologies. matenials and structures manutlactunmg, mechanieal and elec-
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tronics design and manufacturing, and information infrastructure. The oppor-
tunities are ripe for custonuzed training in the entive ficld of modernizaiion
and conversion.

Frontier 5: Utilizing Older Workers

The principles and philosophies surrounding education and wainmg for our
community college students are especially important 1o older workers.
Advances in technology. workplace modernization, and the accompanying
demands for a highly skilled work force make the training of older workers a
vital part of the community college mission. The 1989 Louis Harris survey
found that 37 percent of people between the ages of fifty and sisty-four who
were currently employed wanted to continue 1o work past the normal time of
retirement if their employers would train them for new positions The survey
also found that 29 percent of people age fifty 1o sixty-four who were reured
would have aceepied retraining by their last employers in order o continue
working (Harris Poll. 1989).

Older workers have not lost thew ability to perform: they are sumply in
danger of becoming victims of a rapidly changing giobal cconomy and the vip-
ples of that new cconomy on job skills. The U.S. Department of Labor esti-
mates that by the year 2000 a worker will change carcers three times and
change jobs at least seven times, There will be an urgent need to retrain work-
ers as they move from one job to another (Commssion on the Future of Com-
munity Colleges. 1988) \We have all realized that lifelong leawrning is a
neeessity and that eventually everyone becomes an older worker. It is notin
our best interest to waste the talent and expertise of this important sector.

According to the Us: Census Bureau, among available workers the per-
centage who are twenty-five 1o thirty-four vears of age 1s projected 10 drop
from 19 percent to 1o pereent m the vear 2000, and the proporuon of avail-
able workers age forty-five o fifty-four will ncrease trom 10 pereent to 16 per-
cent (LS. Burcau of the Census, 19833 Thus, older worker retraining is an
mportant new direction for higher education. for our nation. and for the
countless number of older workers who want to maintam thewr productuviy
and their contnibutions

Conclusion

There will be ample oppertwuties for customized tamimg acuivities i the
future We should not be umid about redesigning the ennire academy Are we
not. m fact, pursuing that entrepreneunial spint on our campuses? loo often.
those mvolved agontze about then ieles at the college The health of conmmu-
mty colleges m the fature will be determmed by how well all of us collaboraie
and exchange ideas Our communines wall be reboty only b we tike bold sieps
1o change patterns that ne longer work

102
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As we approach the last decade of this century and move into the second
millennium. it is incumbent that we remember the past. History does indeed
repeat itself. In the period 993-998 before the first millennium. there were
famines and wars throughout the world, religion had lost its efficacy. cduca-
tional systems were under attack, lawlessness and corruption abounded. and
there was a widening gap between the nobility and the poor. This iime perioad
was known as the “years of darkness and despair.”™ ft was a common beliel that
the world would come to an end in the year 999.

n 1993, we too have famines and wars, our cducational systems are under
autack, poverty is increasing as 1s unemployment. and there is a widening gap
between rich and poor. The world. of course, did not end in the year 999, and
in fact a period alter 1000 was known as the “hopeful years.™ We make history.
and all of us must ensure that customized traming permits all of us o have
hopeful vears as we proceed toward the year 2000 and heyond.
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This annotated bibliography lists ERIC documents on customized
contract training, including an overview with analysces of one
national survey and one Colorado statewide survey, and provides a
section on planning. promoting, managing. and cvaluating
customized education programs and a section on building
partnerships between colleges and their communities.

Sources and Information:
Customized Training in the
Community Colleges

David Deckelbaum

This volume explores the customized contract traming bemng olfered by two-
vear msttatons o higher cducanon, Emphasis is placed on continual assess-
ment of the necds of busmess, mdustry, labor, and government entities so that
meanmgful partnerships can be tormed to ensure that programs meet current
workplace demands and also o plan for future ccononne requuirements

Fhe following atations reflect the cureent ERIC Titerature on custonzed
contract tainmg i the commumty college. Most ERIC documents can be
viewed on microfiche at approximately mne hundred Tibranes worldwide In
addition, most can be ordered on microfiche or m paper copy from the FRIC
Document Reproduction Service at (8000 +43-FRIC

An Overview of Customized Contract Education and
Analyscs of a National Survey and a Statewide Survey

Several surveys exanimne the status and practices of communy college mvolve-
mentt N cconomic activities and Libor force devetopment through relationships
with external organizations

Rantor. S 1 Diredct Serviees o Businesses Delnered by Colorado Commuity ¢ ol-
leces Denver Colorado Community College and Ovcupational Fducation Sys-
tem. OO 43 pp (D 343 63D

A statewide strvey was conducted o document and analy ze the vanety ol
ditedt serviees to businesses and mdustiy: provided by Colotados hitteen
commuuny colleges At cach college. the president and the mdmidual iespon-
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sible for direct instructional services 1o business participated in both a survey
questionnaire and a personal interview. The findings, based on returns from
fourtcen colleges, include the following: (1) Colorado community colleges
customized their direct services 1o business over 50 percent of the ume, com-
pared to national figures indicating that over 50 percent of business services
by community colleges were modified or off-the-shelf versions of regular
course offerings: (2) 50.6 percent of the courses offered focused on job-
specific vocational skills; (3) the highest volume of instructional services was
concentraied in eight colleges where economic conditions were strong and the
population sizes were large. whereas noninstructional services were spread
evenly among the community colleges around the stae: () more employers
purchascd noninstructional services, such as customized small business ser-
vices, than instructional services: and (3) state economie initiatives accounted
for 17 percent of the empioycees receiving customized training. The study
report includes a list of reccommendations. reflections on the future missions
of communuy colleges. and statistical data on study findings.

Lynch, R Palmer, ). C.oand Grubb., W N. Communuty College Involvement in
Contract Training and Other Economic Development Activities. Washinglon, D.C.:
American Association of Community and Junior Colleges: Berkeley: National
Center for Research in Vocational Education. Unversity of California. Berke-
ley, 1991, 66 pp. (ED 339 434 (Available from the National Center for
Rescarch in Vocational Education Materials Distribution Service. Western 1li-
nois University, 46 Horrabin Hall, Macomb. 1L 61453

N 1989-1990. a national swrvey was conducted 1o assess the scope and
nature of contract training and other cconomic development acuvities at com-
munity colleges and wechnreal institutes, The survey was sent to a random sam-
ple of 246 communiy colleges. requesting information on the colleges” work
lorce and cconomie development actuivities m 1988-1989. Major findings.
hased on a 72 percent response rate. mclude the following: (1) The majority
(94 pereent) of the public community colleges in the sample offered at least
one course on a contract basis to public or private employers: (2) most col-
leges had relatively modest contract education programs. with 30 as the
median number of courses offered. 919 as the median number of students
enrolled. and 24 as the median number of emplover chients served: (3) fre-
guently offered contract courses dealt with job-speaific skills, hasic reading.
writing, and mathematies skills. and miscellaneous courses: (9 on average.
private lirms comprised approsimately 70 percent of the employer clients
served by community college contract education programs: (3 on average. 61
pereent of job-specific courses offered were developed jomtly by the colleges
and their chents, (03 employers provided the largest share of revenues needed
to support contract education, followed by subsidies from state and local gov-
criments, and O approximately 86 pereent of the public communuy, tech-
cal. and jumor colleges receved funds through the Vocational Edicanon Act.
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approximately 50 percent received Job Training Partnership Act funds.
and approximately S0 pereent rezeived funds from other siate, local, and fed-
eral agencies that support business assistance programs or vocational training,
Data tables and the survey instrument are included.

Planning, Promoting, Managing, and Evaluating
Customized Education

A successful program devoted to providing customized training services
requires up-to-date nformation on local cconomic needs as well as national
and global trends. Services must be developed. promoted. and evaluated on
their ability to meet client needs as well as on the extent to which they reflect
institwtional objectives, goals, and missions.

Bragg. . D.. and Jacobs, ]. A Conceptual Eramework for Evaluating Community
College Customized Traming Programs. Berkeley: National Center for Rescarch
in Vocational Education, University of California. Berkeley. 1991, 50 pp. (ED
338 866) (Avarlable from the National Center for Research in Vocational Edu-
cation Materials Distribution Service. Wesiern Hlinois University, 6 Horrabin
Hall. Macomb. 1. 61455 [order no. MDS-175]) .

This project developed an operational definition of and designed a con-
ceptual framework for evaluating customized training programs offered by
two-vear postsecondary education institutions. The definition specifies that
customized training requires the followmng: contracts, payments. relationships
to cconomic development strategics, dehvery of tranming designed to improve
work force competencies, and adaptation to the needs of external clients. Four
categories further differentiate training approaches: custom-designed courses.,
modification of courses. alternative delivery of courses, and courses for special
populations. the framework contains sets of variables that describe the con-
text for custonuzed tramimg. The vartables reflect charactenisues of employees
and emplovers, mstitutions, communities, and states that alfect how cus-
onized trammyg is conducted. The process identifies the client needs and pro-
ceeds through the subprocesses of negotiation. job analysis. instructional
design. implementation. program evaluation, and administration.

Deegan. W T Managing Contract Traming Programs. Progress and Proposals. Insu-
wate for Studies m Hhgher Education Policy Paper No - 2 Tallahassee: Institute
for stuches m Thgher Fducation. Flonda State University, 1988 27 pp
(Fh 204 61

At overvien 1s provided of communiy college mvolvement i job tram-
mg for mdustry on 4 contract basis Part One provides backgiound on the
changing role of communiy colleges and the muoducton of contract tranming
as ameans of addiessmg the growimg need ol organizations o an and etram
Qall Pt Iwo olfers a nattonal perspective on the boom i tanimg and

- 126

PAFulToxt Provided by ERIC

s mar st s
csprmcmemnees s 1 ek e mp e



104 CONDUCTING CUSTOMIZED WORK FORCT TRAINING

development, indicating that only 57 percent of all employec training pro-
grams are provided in-house and listing the types of education and nonschool
organizations offering the other 43 percent of employee training, This section
also considers statewide efforts 1o address cconomic development needs. Part
Three presents a national profile of contract training in communty colleges,
using survey data to examine the organizational structures needed to deliver
contract traming. trends related te program sites and the college-credit status
of courses. types of contract clients, problems, benefits, and pereeptions of the
future of contract training. Part Four discusses issues in the management of
contract training programs, mcluding program organization, planning, finance.
and cvaluation. Finally. Part Five identifies policy issues related to the estab-
hishment of separate busmess institutes. the goals and limits of a center for con-
tract training, scparate advisory structures for representatives from business
and the college, staffing needs. and financial policies.

shubird. E. Developing Short-Term Training Programs. Montgomery: Alabama
state Department of Education, Division of Vocational Education Services,
199031 pp. (ED 331 976

This manual offers gwidehnes for vocational educators whe want 1o
develop and conduct short-term training programs fo. pusiness and industry
The guide is organized into six chapters. Chapter One reviews opportunitics
n short-term training, discusses commonly apphed principles of competency-
hased training, and suggests a practical model for developing short-term trammg
The next five chapters are based on the five steps of the model: determining
training needs. specilying traming objectives, developing a performance
evaluation system. developing the training plan. and developing perfor-
mance guides, Examples and checkhists are provided throughout the chap-
ters. Two appendices offer a performance guide {or short-term training de-
velopment and a four-part outlinz for conducting short-term mnteractive
lraming.

Creating Partnerships with the Community, Business,
Industry, Government, and Labor Organizations

Collaboration hetween custom trunmg serviee providers and ther cliviits, from
the planmng stages through program evaluation, 1s esseistial i order to main-
tam course relevanee and guahity.,

Grubh. W N The Developing Vocational Education and Tramimg “System™ Pai-
nerships and Customezed Trammg: Reprint series Berkeley: Natnonal ¢ enter for
Rescarch in Nocational Education, University of Caltlornia, Berkeley, 1989 24
pp (ED 329 680 (Available from the National Center for Research m Voca-
tonal Fducaton Materals Distribution Senvice, 46 Horabin Hall, Western -
nas University, Macomb, {1 61455 [order no MDS-2 300
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One legacy of the United States” emphasis on individuahsm is a system of
vocational cducation disconnected from employers. Collaboration is an
auterapt 1o replace hostility with closer relations between the public and pri-
vate sectors. The movement for partnerships comes as the “system’™ of work-
related education and training is becoming increasingly complex due 1o
institwtional cxpansion. dissatisfaction with components of the system. and the .
discovery of new needs. Customized training is one particular kind of part-
nership between emplovers and public education and training institutions.
Advantages 10 vocational institutions include the connection with einplovers,
vacational programs kept current by firms’ contributions of equipment, new
opportunitics for combining general and specific training. and @ placement
mechamsm. Drawbacks to customized trainmg mclude shifts in employment.
potenual bias i the compeosition of trainees. and narrow vocationahsm. An
analysis of some customized tramning programs shows that many programs
- have the potential for exploiting thewr strengths. The imphcations are that cus-
tomized traimng should be more systematically evaluated. states and the fed-
: eral governent should ensure that economic development cfforts do not
merely reallocate existing employment. and vocational education should be
targeted to busimesses that might expand emploviment and production.

Hines. T. E. “Creative Alliances with the Business Communiy: Puna Commu-
nity College.™ Paper presented at the annual nternational conference on lead-
ership development of the League for lunovation i the Community College.
“Leadership 2000.7 San Francisco, July 1990, 16 pp. (ED 322 958)

Pima Community College (PCOY n fueson is mvolved ina number of cre-
ative allances with the Arnizona busmess community. mcluding the Arizona
Consortium for Education and Tramng and the Arizona State Environmental
Techmeal Tramng Center (ASETTY Through the Consortium for Educanion,
PCC. in conjunction with Arizonas lour-vear colleges. provides specihic tech-
meal tranmng required by participaung businesses and firms i the area.
Monthly meetings between member businesses and colleges are devoted to dis-
cussing new;, ongomg. and needed programs and services: The consortium s

. ellective because it s mformal. open to any ergamzation. and places hmited
demands on members ASETT is one of approximately forty regional centers
spansored by the U8, Environmental Frotection Ageney The academic com-
ponent of the program locuses o water treatment and distrnbution. wastewater
teaiment and collecuon, and hazardous matenals and solid waste. Students
can cam one-vear advanced certificates or an assocttes degree i applicd
scrence ASTTT provides the business commumity with statewde techmieal
semmars and corract trammyg, Enrollments m the academic program have
grown by more than 128 pereent over the past three vears: The suceess of these
colicge busimess programs 15 aunbutable to the fact the PCC 1< domg what
communiy colleges dowell - eachmg, curricalum, and related educanenal

areas An attachment provides briel outhnes of these and otlier programs
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linking PCC with the business community and includes the names of contact
persons.

Phelps, L. A., Brandenburg, D. C., and Jacobs. J. The UAW Joint Funds: Oppor-
tunitics and Dilerimas for Postsecondary Vocational Education. Berkeley: National
Center for Research in Vecational Education, University of California, Berke-
tey. 1990. 45 pp. (ED 328 765) (Avatlable from the National Center for
Research in Vocational Education Materials Distribution Service, 46 Horrabin
Hall, Western Hlinois University, Macomb, 1L 61455 {order no. MDS-1191))
This study examined the impact that the United Auto Workers (UAW)
Joint Funds programs. established in the carly 1980s, have had on the policies
and practices of select community colleges in the Midwest. Each of the three
UAW Joint Funds programs (Ford, General Motors, and Chrysler) offers a wide
array of special programs to active and inactive workers. Study data were col-
lected through interviews with college presidents and program representatives.
site visits, and reviews of case studies. Information was reccived from cight
community cotleges in llincis and Michigan that had worked closely with the
UAW Joint Funds programs for the prior three years. The study found that the
UAW Joint Funds programs have extended a new model for industrial rela-
tions that emphasizes concern for human resources development. The exis-
tenee of the joint funds has enhanced the direct involvement of the community
colleges in providing customized training programs and courses. The varied

programs provided in the plants also directly reflected and supported the broad
mission of the community colleges. However. the colleges” broader view of
educational planning operated in only a limited way in the programs. Th-
short-tern: needs or timetables of the programs sometimes conflicted with the
community colleges” abtlity 1o respond. Little rescarch exists with which o
evaluate the programs. Recommendattions were made for improving the
accountability of the programs.

DAGD DECRFEBAUM 1s user services coordinater at the ERIC Clearmnghouse for Come
aentty Cotleges, Universin of Cabforma, Tos Angeles
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