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Abstract

Grant Recipient:  Lycoming County Library System
123 East 4™ Street :
Williamsport, PA 17701

Program Name: Planning for Change

Grant Allocation:  $108,000.

Project Period: July 1, 1999 — June 30, 2000
Project Director: Linda Herr

Project Purpose: The Planning for Change (PfC) grant proposed to (1)further
develop and document a comprehensive community planning process across the WIB
regions, (2) pilot the comprehensive planning process and (3) expand the Building
Communities for Learning technical assistance and training materials to develop a
technical assistance system and training modules to assist local adult basic and literacy
education agencies in preparing for the integrations of services into the CareerLink
System and representation on local Workforce Investment Boards.

Project Outcomes: An Environmental Scan and Needs Assessment was conducted in
each pilot WIB region. The Needs Assessment and Environmental Scan indicated that
consolidation of agencies and multi-year funding were no longer issues that need to be
addressed through training. However, the Needs Assessment and Environmental scan
results did identify a critical need for training, technical assistance, and models for (1)
establishing and maintaining cross-agency collaboration, (2) coalition-building, and (3)
successful integration into the WIA system. Based on the results, two models of cross-
agency collaboration and coalition-building were developed. Additionally, a training
package was developed to help communities establish cross-agency collaboration and
engage in a comprehensive community-based planning.

Product or Training Developed: Training package, Final Report

Project Continuation and/or Future Implications: During Year 2 of Planning for
Change, staff will work with ABLE staff to develop and analyze the results of a
CareerLink Survey which will be sent out to all ABLE agencies. The results of that
analysis will provide information which will guide the further development of WIB
cross-training materials and the provision of technical assistance to WIB Adult Education
Coalitions. The training package will stress the importance of a foundation of basic skills
within the WIA system and help ABLE providers integrate their services into local
CareerLink Center activities.
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Planning for Change Final Report

- The Planning for Change Project (PfC), on behalf of the Pennsylvania State Coalition for
Adult Literacy, propos;ed to (1) develop and document a comprehensive community-planning
process across Workforce Investment Board (WIB) regions, (2) pilot the comprehensive planning
process, ard (3) expand the Building Communities for Learning (BCL) technical assistance and
training materials to assist local adult basic and literacy education agencies in preparing for the
integration of services into the CareerLink System and representation on local WIBs. The project,
(July 1, 1999 to September 30, 2000) was facilitated by: Kim Hawk, Geoff Lucas, Dan Merk, Barbara
Mooney, Carol Moutrey, Dehra Shafer, Sheila Sherow, Leonard Shurin, JoAnn Weinberger, and
Linda Herr.

Goals and Objectives

Goal 1: To develop a comprehensive community-planning process and models for replication.
Objective 1: To develop a needs assessment and environment scan to identify community needs and
resources.

The PfC group developed a needs assessment and environmental scan (Appendix A) that
was distributed to each pilot site. The scan was conducted in each pilot WIB adult education
coalition site and each pilot local community-based planning (BCL) site to identify strengths,
weaknesses, opporturiifies, and threats to the implementation of changes related to the delivery of
adult basic and literacy education services. The scan examined consolidation issues and integration
into the WIA system in terms of cross-agency collaboration, multi-year funding, implementation of
change, availability of local resources, and perceived need for technical assistance. The results were
compiled and analyzed by project staff, and provided the basis for the development of training
materials.

Objective 2: To develop models for consolidation, multi-year funding, and

integration into the-WIA system.



Needs assessment and environmental scan results indicated that consolidation of agencies
and multi-year funding were no longer issues that needed to be addressed through training.
However, the needs assessment and environmental scan results did identify a critical need for
training, technical assistance, and models for (1) establishing and maintaining cross-agency
collaboration, (2) coalition-building, and (3) successful integration into the WIA system. Two
models of cross-agency collaboration and coalition-building were developed to serve different, but
highly inter-related purposes; together, they provide a comprehensive adult basic and literacy
education system that best serves the wide-range of adult learner needs.

The first model, the WIB adult education coalition, is a regional group made up of ABLE
administrators for the sole purpose of developing and presenting a collective and unified presence
within the WIB system. The work of the WIB adult education coalition guides the delivery of
workforce development services at the local level.

The second model, the local community-based planning (BCL) group, complements the work of
the WIB adult education coalition and also addresses other adult basic and literacy education issues
in addition to workforce development. In so doing, the local community-based planning group
involves a cross-agency representation of all CareerLink partner agencies, as well as other agencies
that are stakeholders in adult basic and literacy education. These community-based planning
groups are the local irﬁplementers of planning conducted at the regional and state levels.

A framework was constructed for each model to identify factors related to coalition-
building, planning, and integration into the WIA system (Appendix B). The framework for the WIB
adult education coalition model outlines factors related to establishing regional collaborations
among adult basic and literacy education providers for the purpose of developing a collective and
unified role in the WIA system. The framework for the local community-based planning (BCL)
group model sets forth factors related to establishing interagency collaboration among a diverse

constituency of adult basic and literacy education stakeholders for the purpose of developing and



coordinating a comprehensive local service delivery system. Both frameworks allow for a range of
local needs, demograp}u'cs, and circumstanfes.

Objective 3: To pilot, monitor, and evaluate the community-based planning process and models in
three primary pilot sites and three secondary sites.

The PfC group piloted, monitored, and evaluated the coalition-building and community-
planning process in the six pilot sites. The key findings of pilot site evaluations are included in the
Appendix C. The two frameworks for coalition-building and community-based planning models
were developed based on what was learned from the pilot sites (Appendix B).

Goal 2: To develop training modules and a Professional Development Center (PDC) technical
assistance plan.

Objective 1: To create a training module to help communities establish cross-agency collaboration
and a comprehensive planning process that addresses consolidation, multi-year funding, and
integration into the WIA system.

The PfC project identified two key factors that are critical to better serving the needs of adult
learners and successful integration into the WIA system. One factor is the need for regional and
local coalitions to serve as mechanisms to unify agencies for two purposes: (1) To develop a
collective adult basic and literacy education representation on regional WIBs and (2) to successfully
coordinate adult learﬁer services at the local level. The second factor is the need for cross-training to
successfully integrate adult basic and literacy education into the WIA system.

A PfC training package was developed to include multiple modules to help communities
establish cross-agency collaboration and engage in a comprehensive community-based planning
process. The training package was designed in a modular format that is portable and adaptable to
specific training needs (Appendix D). Cross-training materials for successful integration into the
WIA system by Title II providers are in need of further development and will be more fully
addressed during Year Two of the PfC Project.

Objective 2: To develop a PDC implementation plan.



The PDC Implementation Plan was not developed during Year One. The Project
recommends that the PfC Year Two grant be used, in part, to develop cross-training modules for
delivery based on WIB regions through the WIB Adult Education Coalitions, as opposed to PDC
regions.

The primary goal of Year One of PfC was to assess the traininig needs of WIB Adult
Education Coalitions and local community-based planning (BCL) groups, to include consolidation,
multi-year funding, and integration into the WIA system, and to develop a comprehensive training
package to address those needs.

The PfC Project developed an environmental scan and a needs assessment that was
completed by pilot sites. Pilot sites included both WIB Adult Education Coalitions and local
community-based planning (BCL) groups in six regions of the Commonwealth. The WIB Adult
Education Coalitions canﬁe into existence in January 2000 for the purpose of developing a collective
adult basic and literacy education representation on regional WIBs and, as such, their membership
includes only ABLE providers. The local community-based planning groups have been functioning
for three or more years for the purpose of developing a comprehensive and coordinated delivery
system of adult learner services (to include local CareerLink Center activities) and, as such, their
membership includes a diverse group of local adult basic and literacy education stakeholder
agencies. The two grbﬁps differ in membership and purpose, but together provide a comprehensive
mechanism for the successful integration of adult basic and literacy education services into the WIA
system at both the regional WIB and local CareerLink Center levels.

In summary, what we found was that many WIB Adult Education Coalitions were not
functioning in the early stages of coalition-building as true collaborations. As a result of that
finding and looking at what we have learned about the collaborative efforts of the longer-established
BCL community-based planning groups, we confirm earlier BCL evaluation findings, as well as
findings in other coalition-building research literature, that establishing collaborative partnerships

requires work and time.



Final Products

The findings and subsequent activities of Year One of the PfC Project include the
development of both a regional WIB Adult Education Coalition model and a local community-based
leg (BCL) model for coalition building and a training package. Training materials were
developed based on the degree-and nature of collaboration among ABLE providers, and the degree
and nature of collaborative between ABLE providers and other agencies. Training modules address
internal issues within agencies related to (1) the awareness of the need for change and the
willingness to implement change, and (2) the awareness for the need to collaborate and the
willingness to collaborate. Training modules also address group process related to coalition
building. Looking at these fundamental issues and processes that can either promote collaboration
or act as barriers to collaboration, PfC staff developed a training package in a modular format that
would be easy for agencies and groups to use as needed. The PfC Project is now working on further
developing the Year One training package to include cross-agency WIB/CareerLink training
modules.

Coordination and Dissemination

At this time, PfC staff are working with the Bureau of ABLE to develop a CareerLink Survey
that will be sent out to all ABLE agencies. PfC staff will work with ABLE staff to analyze the results
of the survey and will use that information to guide the further development of WIB cross-training
materials and the provision of technical assistance to WIB Adult Education Coalitions.

The coordination and dissemination of the PfC Project training package and technical
assistance activities support the ABLE Interagency Coordinating Council's Recommendations Two
and Six. The PfC training package will be further developed during Year Two of the project to
include WIB cross-training that both stresses the importance of a foundation of basic skills within the
WIA system and helps ABLE providers integrate their services into local CareerLink Center

activities.



PC Project staff will provide technical assistance to WIB Adult Education Coalitions
wanting to become a more effective collaborative organization.' The final report and training
package will be available through the Bureau of Adult Basic and Literacy Education, Department of

Education, 333 Market Street, 12 Floor, Harrisburg, PA 17126-0333 and AdvancE.
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Appendix A

Needs Assessment and Environmental Scan
Definitions: A needs assessment examines local strengths and weaknesses, and
identifies gaps between what currently exists and the desired or the vision for the future.
An environmental scan is a strategic model for thinking and planning for the future.
Purpose: To identify strengths, weaknesses, opportunities, and threats (SWOT) to the
implementation of changes related to the delivery of adult basic and literacy education
services and, in particular, integration into the WIA system.

Basic Instructions:

1. Please answer each question truthfully, not in terms of the ideal or where you hope
to be in the future.

2. The purpose of this environmental scan is not to judge your current situation, but
rather to guide the development of the community-planning models and assess their
impact.

3. Completed forms can be put in sealed envelopes to ensure confidentiality.

4. Send completed forms to Linda Herr.

12 .




Adult Basic and Literacy Education Providers
Composition of Community-Planning Groups

1. Please list all agencies/programs that currently provide adult basic and literacy
education services to adult learners in your community or WIB region.

2. Check the boxes that apply to each agency in terms of the services they provide.

3. Indicate the level of agency participation: N = ;ioes not participate in the group; S =

some participation; R = reluctant participation; A = active participant in the group.

|Agency  |Level of ABE IGED [ESL [Family Workforce |Workplace (Classes [Tutors Distance
articipation literacy |development [literacy education

B. Participation of Adult Basic and Literacy Education Providers

1. How many of the agencies/ programs are not active or reluctant participants in the

local BCL community-based planning group

» What are the barriers to their participation?

2. How many of the agencies/ programs are not active or reluctant participants in the

regional adult education coalition?

o What are the barriers to their participation?




C. Community Stakeholders’ Involvement in Local Community-Based Groups

1. List the stakeholder agencies that (1) work as partners in the delivery of adult basic
and literacy education services, (2) provide support services to adult learners, or (3) -
refer adults to adult basic and literacy education programs.

e Be sure to include county assistance offices, employment and training programs,
CareerLink Centers, libraries, schools, social service programs, etc. T

2. Include a brief description of the relevant service(s) they provide.

3. Rate the level of collaboration in delivering coordinated services: NC = no
collaboration; SC = some collaboration; RC = reluctant collaboration;
or AC = active collaborating partner.

4. Rate the level of participation in the BCL group: NP = no participation; SP = some

participation; RP = reluctant participation; or AP = active participation.

Stakeholder Agency Services provided Level of collaboration Level of participation

1

2

e How many local stakeholder agencies do not participate in the community-based
planning group?

e What are the barriers to their participation?

14 10




Self-Assessment of Collaboration among Agencies
At the local community-based planning group level:

Rate each of the following in terms of your community-planning group.

1 = low level or needs a lot of improvement; 5 = high level or strong in that area.

1. Involvement of all community agencies that have a stake in adult basic and literacy
education in the community-based planning group.

1 2 3 4 5
Comments:

2. Active participation of ABLE-funded programs.

1 2 3 4 5
Comments:

3. Level of communication among agencies.

1 2 3 4 5
Comments:

4. Level of awareness or understanding of programs and services offered by agencies.
1 2 3 4 5
Comments:

5. Agencies’ willingness to share information about services.
1 2 3 4 5
Comments:

6. Agencies’ willingness to share resources.

1 2 3 4 5
Comments:

7. Agencies’ willingness to share clients and make referrals.
1 2 3 4 5
Comments:

8. Agencies’ willingness to develop collaborative proposals for program funding.
1 2 3 4 5

Comments:
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At the regional WIB level:

Rate each of the following in terms of your adult education coalition. 1 = low level or

needs a lot of improvement; 5 = high level or strong in that area.

1.

Involvement of all of ABLE-funded agencies.

1 2 3 4 5
Comments: .

Active participation of ABLE-funded agencies.

1 2 3 4 5
Comments:

Level of communication among agencies.

1 2 3 4 5
Comments:

Level of awareness or understanding of services provided by all agencies.
1 2 3 4 5
Comments:

Agencies’ willingness to share information about services.
1 2 3 4 5
Comments:

Agencies’ willingness to share resources.

1 2 3 4 5
Comments:

Agencies’ willingness to share clients and make referrals.
1 2 3 4 5
Comments:

Agencies’ willingness to develop collaborative proposals for program funding.
1 2 3 4 5
Comments:

i6
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Change Work Sheet

Each agency should complete this form. The ways adult basic and literacy education
services are funded and delivered are changing, as are client needs and expected
outcomes. There are several issues that must be c;)ﬁsidered prior to initiating steps
toward change. The answers to the following questions will (1) identify the level of

awareness of the need for change and (2) indicate the degree of willingness to change.

Type of agency:

How is our organization doing on its own in terms of achieving desired outcomes?
Are we serving all adults in need of our services? If no, explain.

e Are we providing all services needed by adults enrolled in our programs? If no,
explain.

2. Are we providing a client-centered seamless system of services?

3. Interms of meeting the multiple needs of clients, how is communication among staff
in our agency?

1. Between staff in our agency and staff from other agencies?

4. Do staff receive all the information, professional development opportunities, and
resources they need, when they need them?

5. Are staff aware of all adult literacy stakeholders in the community and how their

services relate to ours?

Are staff working with other agencies? How?

Do staff refer clients to or receive referrals from other agencies?

Does our agency share its resources with other agencies? If no, why not?

Is our agency willing to be a collaborating partner as opposed to grant holder? If no,

why not?

9. Are transitions smooth between programs/services in our agency?

10. Are transitions smooth between programs/service in our agency and
programs/ services offered by other agencies?

11. Knowing what we do now about the future, how effective will our organization be
during the next three years if we continue to operate as we are now?

e Are we prepared to meet the emerging needs of clients? Please explain.

e Will we be in need of additional or different resources? Please explain

e Do we need to expand our services to reach more learners or to meet emerging needs
of clients? Please explain.

¢ Do we need to develop new services to reach more learners or to meet emerging
needs of clients? Please explain.

e Do we need to redefine or focus existing services?

® N e o
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Staff Self-Assessment of Challenges

To be completed by paid staff members (program administrators, coordinators, teachers, tutor
trainers, etc.) from different agencies.

Type of agency:

Staff position:

Please answer the following in terms of (1) the changing needs of adult learners and (2)
the emerging changes in the way adult basic and literacy education programs are being

delivered.

As a provider of adult basic and literacy education services:

1. Do see the challenge in my situation?

2. Am I aware of the opportunities that can support or enhance my efforts?

3. Am I aware of the forces that might be working counter to my efforts or as threats to
my efforts?

4. Do I understand the nature of the challenge in terms of the expectations of my
agency, the funding source, and clients?

e How doIseeit?

e Canl see it differently?

5. Who can best help me understand and deal with this challenge?

6. How might we help each other?

7. What would constitute effective action in dealing with this challenge?

8. What capabilities do I need?

9. How will I know if I am making progress or achieving desired outcomes?

18 14
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10.
11.

12.
13.

14.
15.
16.

17.
18.
19.
20.
21.
22.

Appendix B
Frameworks for WIB Adult Education Coalition and Local Community-Based
Planning Models
Framework for the WIB Adult Education Coalition Model

Number and names of counties in WIB region.

Description of the region as predominantly rural, urban, or suburban.

Population and literacy statistics of the region.

ABLE providers in the region.

Services offered by ABLE providers in the region.

Other adult basic and literacy education providers in the region and the services
they offer. :

Number and description of CareerLink Centers currently operational within the WIB
region and plans for additional CareerLink Centers, including when and where.
Number of local community-based planning groups (BCL or other local adult
literacy coalitions) operating within the region, including descriptions of who and
where they are and what they do.

The name of the designated adult education representative on WIB and whether or
not this person is an ABLE provider.

The degree to which the WIB designee is collecting information, concerns, and
questions from this group and presenting them to the WIB.

The degree to which the WIB designee is reporting what happens at WIB meetings -
back to the group on a regular and timely basis?

The status of adult education collective MOU.

The degree to which all ABLE providers were included in the planning and writing
of the collective MOU.

The degree to which all providers are happy with the MOU as written.

How the group views itself in terms of purpose and vision.

The degree to which all members of the group see the relevance, need, and
importance of the group.

The leadership of the coalition.

The coalition’s group structure and process.

The number of times has the group met to date (as of April 1, 2000).

Attendance of ABLE providers at coalition meetings.

A description of group meetings.

Description of collaboration among group members.

i8 15



Framework for the Local Community-Based Planning (BCL) Group Model

Description of the geographic region included in coalition.

Rural, urban, or suburban?

Demographics

Population

Literacy statistics

The local ABLE providers who are active in the group and the services do they
provide.

The number of local ABLE providers who are not active in the group and why.
Other local adult basic skills providers and the services they provide.

Other agencies represented in the group.

Business representation.

Description of local CareerLink Center.

The degree to which the group interacts with the CareerLink Center.

. Description of the evolution of leadership of the group.

. Description of the evolution of group structure and process.

. The group’s vision and mission and how they evolved.

. How often the group meets.

. Attendance of ABLE providers at meetings.

. Description of group meetings and any changes since the first meetings.
. Description of collaboration among group members and any changes.

. Outcomes that have been the direct result of the group.

. Outcomes that have been the result of collaboration initiated by group.

. How the group currently sees itself contributing to WIA efforts and other initiatives

that relate to adult basic and literacy education programs.

16



Appendix C
Brief Summary of Pilot Site Accomplishments

Lycoming County

The Lycoming County Adult Education Coalition utilized its role in this
project to develop a systematic approach to plan for services under the
Workforce Investment Act. These services will be coordinated to ensure a
“seamless delivery system”.

The coalition will serve as a training mechanism on the local level for the
CareerLink and Workforce Investment Services. This project assisted the
coalition in finalizing its strategic plan which will be the focus for future
direction. The planning mechanisms could be utilized for future replication in
other areas.

The coalitions work has had a direct impact on services in the Northern
* Operating Consortium of the Central PA Workforce Investment Area. Family
Literacy will be the model for adult education services for the Pregnant and |

Parenting Youth Component of the Welfare Employment programs.

Fayette-Westmoreland Counties

The Fayette and Westmoreland Coalition joined forces with the Washington, Beaver,
and Greene Coalition to form the Southwest/ Adult Education Coalition. The coalition
has been asked by the WIA Board to provide a quarterly update on adult education
activities. This has proven that the WIA Board has recognized our Adult Literacy
Coalition. The Coalition provided six hours of training to twelve Human Service
providers in adult sensitivity and case management. The members meet on an ongoing
basis with the County Assistance office and CareerLink to discuss the coalition and its
efforts. The PfC grant has enabled adult providers to provide a seamless system for
adult students that specifically pertains to student assessments and the student

portfolio.



West Philadelphia

West Philadelphia indicated noticeable outcomes in two areas:

e For the first time, administrators of programs offered in West/Southwest
Philadelphia came together to discuss services offered and plan together. This
included large organizations including the School District of Philadelphia,
Community College, and the Center for Literacy s well as, small organizations such
as Southeast Asian Mutual Assistance Coalition, Nationalities Service Center and
IHM Center for Literacy &GED Program.

e A matrix of services was compiled for West and Southwest Philadelphia
demonstrating populations served, types of services, sites, and number of people
served for each agency. Site data were placed on a detailed map of the area for

discussion on over-served and under-served areas.

Huntingdon-Fulton Counties

This pilot site has matured so that they could talk about turf and funding without the '
usual territorial defensiveness. Their current strength rests in their abilities to
collaboratively set realistic and attainable goals. Group meetings have changed in that
the agend items are the result of specific goals we've agreed upon. As a result of the

group, they have successfully managed administering GED testing for the county and

established a successful website.

Wyoming Valley-Carbon County

The Wyoming Valley Learning Coalition has made impressive progress in bringing
together adult basic and literacy education stakeholders within a four-county region to
better serve adult learner needs. The Coalition is now working to obtain a table in the
Wilkes-Barre CareerLink Center to serve as a help center for adult learners. They are
also going to have a phone with voice mail and 1-800 connection so the region can stay

in touch. In particular, the coalition accomplished the following major agenda items:
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e Established a web page for the coalition at www.nepalc.org and revised coalition

membership directories and brochures.

e Sponsored a book sale at the Alternative Christmas Fair in Wilkes-Barre to promote
reading and raise funds. -

e Provided an area tutor training program for adult literacy volunteers.

¢ Sponsored a Miniature Golf Tournament in March 2000 to raise funds and increase
awareness of adult literacy issues in the area.

e Organized a Regional Expansion Breakfast for adult literacy agencies in Northeast
Pennsylvania in October 2000. Six counties were represented and Cheryl Keenan

was the keynote speaker.

Cambria County

The Cambria Business Education Partnership are learning to work together. This is
loosely knit group and is learning to partner together. Collaboration is considered to be
a strengths among members. With the formation of the partnership, “we are now the
key committee in Cambria County. At this point our committee is more workplace-
literacy oriented than in the past.” Members feel that they have, “primarily, brought |
education into the same arena as business and politics and it seems that we now have a

closer working relationship among all three.”
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Appendix D
PfC Training Package Topics

A. Change
Dealing with Change
Group Member Change Worksheet
Leading a Group toward Change
Implementing Change
Assessing and Reinforcing the Implementation of Change
Innovative Strategies for Change
Considerations in Promoting and Implementing Change
Self-Assessment of Challenges Resulting from Change
SWOT
Barriers to Change
Collaboration
What is Collaboration and What Does It Involve?
Interagency Collaboration
Rate Barriers to Collaboration
Coalitions
What Is a Coalition and Why Is One Needed?
Tasks and Skills Involved in Establishing and Operating a Coalition
How to Organize a Coalition
. Leadership and Group Dynamics
Defining the Role of Group Leadership
Ten Basic Responsibilities of Group Leadership
Defining the Roles and Responsibilities of Group Members
Planning Meetings
Planning an Agenda
Recruiting and Maintaining Active Participation in the Group
From a Group member’s Point of View
Teambuilding
How a Coalition Is Like a Team
Building a Team
Basic Questions for the Team to Ask and Ask Again
Common Problems in a Team
Team Self-Assessment
.. Group Vision and Mission
Developing a Group Vision
Developing a Group Mission
. Desired Outcomes
Defining Desired Outcomes
. Setting and Attaining Group Goals
Success and Goals
Setting Goals
SMART Goals

e Ne o o e

.....U..

...m.o..m.....m..
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Visualization

1. Action Plans

Developing and Implementing an Action Plan

Collecting and Analyzing Information and Data

L]
L]
J. Evaluation

®
L]
L]
K
L]
L]
L]
L
L]
L]
L]
L]
M
L]
L]
L]
L]
L]
L]

Evaluating Progress
Coalition-Building Evaluation Scale
Impact Measures

. Promoting Creativity

Brainstorming
Storyboards
Avoiding Groupthink

. Managing Conflict

Conflict Resolution Techniques
Negotiation

Problem Solving

Decision Making

. Marketing

Educational Marketing
Marketing Survey Questionnaire
The Marketing Plan

Marketing Strategies

Collecting and Analyzing Information and Data for Marketing

Marketing to Recruit Adult Learner Participants

29
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