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The upgradii?g and retraining of adult workers is critically important in .addressing America’s -
. problem of productivity afid its need for economic deveiopment. With continual changes in
technology and thé great number of displaced workers, upgrading and retraining services are
acytely needed. Community and technical colleges are community-based institutions capable of
providirtg the vocational and technical education reqyired. They have an impressive record of
responding to community, needs, both those of industry as well as of individuals. ,

This'guidebook wili give postsecondary educators an in-depth look at successful upgrading
and retraining.programs in colleges in diverse situations across the country. Many.lessons from
these example colleges and from the industries they serve can be applied in related settings.
College administrators, industry human resource development personnel, and leaders in publjc
and private agencies interested in economic development can use the book both as a guide and
P - as a resourcé for ideas. - >

»
[y
»
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; EXECUTIVE SUMMARY

& Yy

Commdnity and technical colleges play a very important role in economic development
through their upgrading and retraining of adult workers for business and industry. To produce a
guide to aid colleges that wish to expand or improve. their services for business and industry,
information was gathered through site visits to colleges in diverse settings that were involved in
exemplary economic development activities. Those colleges were selected to meet specific
project criteria and were based upon recommendations of the project’s Technical Advisory Panel
and other leaders in the field.

Thercolleges studied were Tri-County Technical College in Pendleton, South Carolina;

7 Macomb Community College in Warren, Michigan, State Technical Institute at Memphis in

Tennessee, Triton College in River Grove, lllinois, and South Oklahoma City Junior College in
Oklahoma. A qualitative research approach was used to gather information at the selected
colleges, the companies they served, and related state and local organizations and agencies. Key
persons both within and external to the college at €ach site were interviewed 2nd pertinent data
and materials were secured.

L]

. Case studies were prepared of each of these colleges, focusing on their upgrading and

. retraining services for industry and other economic developmerit ac*ivities. The ‘word industry as

used in this report.refers to business, industry, labor, government, agricultural, and medical
organizations and agencies. Each case/tudy describes the economic environment in which the
college exists, the state structure for two-year.colleges and vocational education, and the state
structure for economic developmert. Each collegs is presented in terms of its mission, its
organizational structure, 'f'unding\an istinctive features. Emphasis is placed upon the college’s
structure for upgrading and retrainjng, with full descriptions ef the roles, responsibilities, and
relationships of all involved partiers‘L‘This includes industry services (customized training),
continuing education programs,.and regular technical education programs for occupational
advancement. The college’s working relationships with state and local econcmic development

and educational agencies are described. s .

. 0

* In-depth reports on customized training for the major companiés with whom each college
works are also bresented. These customized training programs are described from the viewpoints
of both the industry persons involved and the college providers. The reports provide a view of
the process, the pg!rticular'training undertaken, and the results achieved.

To guide other colleges in the process used in the delivery of upgrading and retraining, each
case study fully describes the linkage process and the system for program design and delivery.
The descriptions cover such aspects as methods of communication betweén the coliege and
Industry, needs assessments for upgtading and retrajning; training agreements for customized
work, course development, funding and budget, selection of instructors; scheduling, and the use
of facilities, equipment, materials, and evaluation of courses or programs. ‘

Each cass study concludes with a summary of the key factors in the college's overall \

. success at providing upgrading apd fetraining for adult workers.

ix




The information across the case studies was synthesized to identify the barriers the colleges . F
encountered in providing upgrading and retraining services and the sqQlutions they implemented
or,proposed. An analysis was also done to identify the critical elements for success.

The last chapter of the guidebook presents these critical elements with accampanying
recommendations and provides conclusions reached concerning the upgrading and retraining of
adult workers by colleges for industry. A

L 304

These critical elements may be viewed as recommendations for other colleges wishing to
improve or expand their upgrading and retraining services. It was found that strong leadership of
the College president is essential in mobilizing the college to servé industry and to aid in local
and state economic development. Commifiment throughout the college—administrators, facuity,
and Staff—is required to ge* results.’This commitment must be visible to pérsons both within and
outside of the college. One way to help ensure such commitment.is for the college's mission
statement or the goals of its president to eﬁecufy the college’s role,in serving the training needs
cfindystry. Another is to create a special office or division assngned to facilitate this function.

Good communication between the college ard industry is likewise essential to developing
effective worRing relationships. Companles need to see how they will benefit from using the
college’s training services, and coileges depend on feedback from industry to focus tram‘hg
programs and other economic development activities. Industry services coordinators should work

, closely with course instructors and with company executives or tralnlng directors in planning
and cthducting customized courses.

»

*

. Institutional flexibility is a key in responding to industry's upérading and retraining needs.
Flexibility is necessary,_ in scheduling courses, assigoing instructors, finding and sharing facilities

. and equipment, funding the programs, and providing support services. The equipment used in
such courses must be up to date to maximize the tgansfer of learning and the development of
needed competencies, especially in high-technology areas. -

The quality of instruction is a crucial factor in the success cf all upgrading and retraining ~
programs, and the selectjon of instruGtors with the needed technical and instructional skills and
knowledge can make or break a course. Faculty development systems are needed to help Keep
faculty members up to date in their fields as well as skillful in teaching adults. More opportunities
ought to be provided for instructors to “return to industry” to upgrade their own technical skills
and knowledge. An institutional incen: ve system helps ensure the jnvolvement and cooperation
of facuILy and staff in serving industry’s training needs.

It i5 a considerable advantage for a two-year coilege to be an integral part of a state system

r for economic development. When funds and equipment for upgrading and retraining are made
available by the state, this facilitates quick response by the college. Two-year colleges contribute
to economic develepment most effectively when there is a coordmated state effort to create and
maintain a highly skilled labor force. . .

. - 2,
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B CHAPTER 1
INTRODUCTION

Vocational and technicaf®training in community, junior, and technical colleges has the
potential of being one of America’s strongest links in developind and revitalizing our economy in
the 1980s and beyond. Many two-year colleges alréady have forged such link$ by establishing
programs to strengthen both the skills of workers and the productive capacities of business and
inadustry in their regions. Many of these programs—especually the more recent And innovative
ones. such as customized tramnr'g —have not been accessible for review by other colleges or
college systems interested 'n establishing similar programs. The purpose of this guidebook is to
provide such jnformation— including the identification of common barriers and innovative
solutions—to assist two-year colleges in becoming more efféctive agents for economic
development in their communities through training, upgrading, and retraining of aduit workers.

CVERVIEW OF THE PROJECT AND THé GUIDEBOOK

- The Fdcus

The objectives of the project, Upgrading and Retraining of Adult Workers, are to—

¢ develop information for use by community and technical college administrators for their
active participation in upgrading and.retraining of workers for economic development,

¢ identify the obstacles and barriers, and then identity strategues and practices that have
been or can be used to overcome such.barriers and obstacles;

4
¢ produce a guide tor postsecondary institutions and other involved organizations in tne
use of education 9r(d training to support economic devélopment; and

. dlsseminate the results of the study.

v

In studymg these broad objectives, project staff considered the followmg elements in order
to guide the research into the most productive and beneficial channels

. Priori‘iy——What are the most important areas on which to focus?
¢ Utility—What would be the most usetul, needed kinds oinnformatlon and matenals"/

- »

. Practtcaluty-—What. can this project accomplish wnthin its resburces and lim! tations?

. Scope—What levels of information should be gathered (faderal, state, local, institutional,
and so forth)? .




The decision was made to focus on upgrading and retraining efforts at the institutional level
that have great promise for aiding econorhic development at the local and state levels. This focus.
enablied the project to build on earlier studies by the National Center for Research in Vocational
Cducation, such as the Pgstsecondary Vocational Education Project, National Priorities for
Vocational Education, and the Tachnology Adaptation Project, as well as to make good use of
the National Centé('s contacts with two-year colleges through its involvement with the National _
Postsecondary Alliance. » ’

The content of the gundebook was allowed to develop naturally through the information «
collection activities, with certain critical guidelines. One vital consideration was the close
collaborations between colleges and business and industry that appear to be intrinsic to
successful upgrading and retraining programs. Linkages with other organizations or agencies
were also a major concern, especially as they affect the shanng of resources. The philosophies
and strategies of the colleges themselvas were a central focus. These factors and others shaped
the overall approach of the project. The intent was to produce a practical guide that, while it
could not be used to prescribe specific metheds or remedies for any particular college (eact
situation being unique), would provide substantial background information on what other
colleges are doing in upgrading and retraining for economic development, as well as give
specifics on the kinds of problems two=year colleges have encountered, what solutions they have
developed, and what common essential factors they have that spell success for such training
efforts. "

oy

The Methodology
The procedu'res for conducting the project were as follows:
- 1. Areview of related literature was conducted.

2. A technical advisory panel was convened to assist The-project.
e
3. Five community and technical colleges with successful upgrading and retraming
programs and economic development actlvmes were identified and selected for site
visits. .
4. A qualitative research methodology was devised to enabie in-depth and appropriate .
collection of information at the sites. \

2 5. Information was collected at the five sites and their related industries and agencies.

”»

6. All pertinent information was analyzed and organized for incorporation into the
guidebook.

7. The draft of the guidebook was reviewed by experts from outside the National Center,
as well as by internal reviewers, and was revised accordingly.

In addition to the Technical Advisory Panel, theSe activities were augmented b informal
contacts with knowledgeable persons both inside and external to the National Center, who
shared information and made suggestions regarding the focus of the project and the guidebook,
the candidate sites, methods ot collecting and analyzing information, and content of the
guidebook.
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:I'he Litemture' Review

The, Interature review was begun as soon as the project became active: One of the major
purposes was to help project staff select the most appropriate focus for their efforts. To that end
the scope of the literature review was very broad, encompassing such concerns as (1) what the
relationship is between economic development and postsecondary occupationai training, (2) who
is involved—and in what ways—in linking economic development with postsecondary
occupational training, (3) what forms such training efforts take, (4) which colleges are delivering
such training—as well as how, why, where, when, and to whom; and (5) what the colleges’ major
barriers, most successful sclutions, and common factors are igvdelivening such training.

Figure 1 illustrates an “issue tree” used to guide and analyze the tesults of the literature
search. Pertinent findings have been incorporated into the guidebodk and appear in chapter 2,
“Economic Development and Human Resources,” as well as in the “Critical Elements and
Recommendations” and the “Barriers and Solutions” chapters.

»
.

Technical Advisory Panel

The Technical Advisory Panel was convened for a two-day meeting early in the project to
assist in refining the focus of the project, identifying critical information to be gathered during
site visits, seiectlng techniques for gaihering the information, nominating sites to be visited,
identifying other related projects and materials, advising on the organization and thrust of the
gurdebook, and adding to the project's knowledge about customized training and related factors.
The five panel members were selected to represent the followmg roles, responsibilities, and
institutions:

" One or more practmoners in a community or technical college who develop training
programs for specific industry needs, Such a person might be an industry coordinator,
economic service coordinator, or director of continuing education. !

* One or more higher level administrators in com’aunity or technical colleges who are
involved in planning and economic development activities. Such a person might be a
college president, vice-president, or dean of instruction.

¢ One or more human resource development persons in industry, such a person might be
a training director who works with colleges to meet the company’s trainirg needs.

¢ One or more state-level persons with responsibility for attracting new business and
industry to the state, and for serving such companies’ training needs.

. Theé\e persons should represent different types of institutions and geographic locations.
Five Advisory Panel members were selected from an initial pool of about twenty candidates.
These candidates were persons prominant in the literature, or who had been recommended by
knowledgeable persons from the Postsecondary Alliance, from the National Center, or from other
pertinent organ\zations that had contact with the project staff. The five persons who served on
the Panel were—

* Ms. Kay Fett
Economic Development and Training Coordinator
Lakeshore Technical Institute
Claveland, Wisconsin

(5
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Slte Selection

Candidate colleges for site visits were drawn from findings in the literature review,
recommendations of Advisory Panel membBers, and recommendatians of other National Center
staff or outside persons knowledgeable in the areas of upgradmg‘and retraining and economic
development. Flnal selection was based on the following criteria, by WhICh selected colleges
should— .

-

* have éxtensive experience in serving the needs of buslness and industry in upgradmg
* and refraining adult workers}

* have established a system for providing upgrading and retraining services to companies,
e utilize va.rio'us delivery systems and mecdes of instruction for the training aetivities;

¢ include different types of two-year postsecondary institutions, such as commumty
colleges, technical colleges, and junior colleges;

¢ represent differgnt types of programs in terms ©of occupational focus length, and
purpose; s

- o represent different sources of initiation, such as a college, a state economic
development agengy, an industry, a state department of vocational education, a chamber
of commerce, or-any combination of these;

* represent different states and economic constituencies (2.g., Sun Belt versus Snow Belt,
state versus local; rural versus small city or metropolis).

‘° represent different types of funding;

«“




. The purpose.of the project, however, was not to uncoyer merely representative-upgrading and

. task in devising an approach for collecting the information on wh{:‘:he.guideboek was to be

Five sites were selected fer visits and in-dépth‘infor_mation coltection. They were—

9 . - -

. Tri-ICounty Technical College, Pendleton, Sbuth Cz;rolina w

.

¢ Macomb Community College, Warren, Michigan' ' ' .

. étate Technical Institute’at Memphis, Merpphis, Tennessee : e ‘
® Triton P@Iege. River Grove, lllinois
"s  South OklaHoma City Junior College, Oklahoma City, Oklahoma v S
Whereas all of these sites meet the general criter;a. so did a number of other candidate sites.

retraining programs, but to collect insights into the more diverse and truly innovative efforts.
Those of the selected sites were judged to be exemplary in some potent aspects, and were
known to be accessible and open to éxternal inquiry. .

Information Collection Methodology .

-~
.

‘ . ﬁ .
By the time the data collection procedure was to be designed, project staff had narrowed the
focus to upgrading and retraining programs in publi.,ly supporteditwo-year- colleges. The first

based was to identify all important kinds of actors Ilkély to be invplved in planning, funding, v
desugnlr‘lg.marketlng and implementing such programs. Figure 2 Nlustrates the “environmental” '
appraach taken inddentifying the types of organizalions and essential roles. Whereas

organizatiofis and titles varied from site to site, the essential functions and roles were identified
{hrough the literature search and the expertise of the Advjsory Panel members. . :

Hav:ng specnfled the “where’ afid “who,” it remalnad to dévise a system for collecting vital
information about the "what,” the “why,” ana especially the “how” of the exemplary upgrading
and retraining prog-ams at the sites. An outline of peftinent factors and concerns was used to ' .
prepare lists of poténtial questions to .bé asked of the persons in the specified roles at the time of i
the interviews. These possible questions—which addressed the roles, responsibilities,
restrictions, philosgphies, interactions, processes, barriers, and solutions the particular actors
encountered in their involvement with upgrading and retraining programs—would flnction as
stimuli and guides in conversation, so that the same topics were broached with interviewees in
similar roles at the different sites. Although the topics to be dealt with were carefully thought out
and covered, the interviews themselves were unstructured, allowing a free flow of information
from the interviewee. This enabled the distinctive and unique qualmes in each situation to be
revealed. .

]
iy

Site Visits . . e ) .
The five site visits were conducted over a period of two months, Each visit took three days to
complete. Following qualitative research methodology, the project director conducted in-desth,
unstructured interliews with representatives of each of the’ designated roles in the selected
colfeges, the involved companies, and in state or local organizations or agencies. Additional
information in the form of existing documents and records was collected. . -

+
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«Organizations and Actors at the State/Region Level !

(where appropriate)
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Community Level z
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1_ Related roles:
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2. Related roles:

3 _ Related roles:

P Related roles:
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” ® Director or representative of local or

Customized i
Training .
. Program 4
~.
® Director or representative of state .

economjc development agency
® Commissjoner or representative of : : ’
state postsecondary vocational
education agency
¢
® Chief executive or director of training
- - or personnel-at-a-business-or-industry- - T
receiving customized training services "
® . President or representative of.local '
chamber of commerce

-county economic development board . . .
® President of college - "o .
® Dean of continuing education (or
counterpart)
¢ Dean of occupational education (br
‘- ® Vice-president or dean of instruction f > *
{or counterpart in charge of ) e ) . .
customized traininy services) .
, Industry servicés coordinator (or s
counterpart) R
® Customjied training instructor * .

. Compa y liaison {(may be dlrector of
training or personnel) ‘
¢ Employee-students or graduates of *
customized courses )

Figure 2. Orgamzatrons and Actors ﬁ‘Customlzed Training Programs

i
counterpart) ﬁ - j : "
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During each interview at the sites, the project interviewer tdok notes of salient facts and s
statements and recorded the interview on tape. The interviewer also recorded personal
observatiens and impressions. Other crucial information was gleaned from documents collegted
at the colleges and at the related state and community agencies (i.e., of eduation and economic
development) These documenfs included the following:

s State or local economic development legislation, plans, policies, strategies, or incentives
for companies and schools to cooperate in upgrading and retraining of adult workers

) Local business and industry profiles o

- ST

College mission statements or any documentation regarding the colleges’ philosophies
and priorities relating to economic development and upgrading and retraining

[y

-College annual reports . P ‘ ' ’ |

»®

Coliege organization charts, especially pertaining to industry services ] ‘

Public relations décuments relating to customized ahd other college training services

Collegé (or state agency) assessments of customized and other training efforfs :

Job descriptions of key:personnel

Procedure manoa_!s relatrng to programs for‘o,pgradlng and retrafmng

To triangulate the data satisfactorily, perceptions were secured from the providers of
edUcational services (college representatives), the receivers of the services (industry .
representatives), and related community and state agencies. This balanced and confrrmed )
perceptuons and provided a more compiete view. .

~

3

Analysis of Data . X

The materials collected from each site wsrt (transcripts of interviews, rotes, documents, and |
records) were studied by project staff and organized according to the proposed outline for the . }
case study reports. During this review, information that revealed barriers, solutions to barriers, |
and critical elements for success was noted and highlighted. The information selected- and |
presented in the case study reports is geared {o serve the needs of the practitioner—persons in |
varlous pertrnent roles at colleges in jndustry, and _in educational and economic development j
agencies.

. Information across all case studies was analyzed to reveal the following:
' -

¢ Common elements of suctessful upgrading and retraining programs, especially those
elements considered by interviewees to be most critical tc success

* Barriers or problems encountered during the planning, funding, development, marketing, -
implementation, or evaluation of those pregrams

»
e Strategies or solutions applied to the barriers to resolve problems and facilitate the
programs )
7] Al ) hd
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.Preparation of the Guidebook "

-

) o . ; . , ¢
. Spec':lflc procedures and recommendations useful to other two-year colleges interested
in initiating or expandirlg upgrading or retraining programs for adult workers

The credibility of the study was established by rachecking the data with the subjects (college
and industry, representatives) providing the information, as well as through trjangulation. The .
transferability of the study was ensured by selecting a purposive sample of two-year colleges in
diverse settings. Enough information was provided to judge the similaritfof a$econd context
(i.e., another college) to that found in one of the examples presented. The dependability of the
data was ensured by maintaining good recerds of interview schedules and events during site
visits, and by establishing orderly files of documents and records gathered. This provides an
audit trail to.lead back to the data source. '

a

- v
-

The chapters of the guidebook were drafted according to Advisory Panel,recommendations.
Individual case study reports were shared with the related colleges to obtain any necessary
additions or corrections. The draft of the guidebook was likewise reviewed by the members of
the Advisory Panel. Formal review was conducted via-the National Center's Product Review
Evaluation system, whereby two experts external to the National Center and one National Center
staff persons (other than project staff members) evaluated the guidebook according to criteria of
scholarship, usefulness, equity, cesmmunicability, marketability, and overall quality. The '
reviewers' recommendations were then used to revise and refine the guidebook.

Y A S

. USINGTHEGUIDEBOOK -~ — —— -
: . / 4

Organization of the Guldebook

The guidebook contaiLs ﬁve!chapters. This “Introduction” (Chapter 1) has give an overview
of the need for and purpose of the guidebook, its focus on upgrading and retraining for adult
workets, and the methodology employed in its preparation. '

Chapter 2, “Economic Development and Human Resources,” briefly reviews the coricepts,
definitions, rationales, and trends that underlie or atfect the economic development involvement
of two-year colleges. The two major issues are (1) economic development and the utiiization of
human resources, and (2) the role of the two-year colleges irt economic development.

Chapter 3, “Case Studigs,"” contains full, rich reports an the economic development
philosophies, policies, and praoctices of the five selected colleges and their upgrading and
retraining programs. Information is also included on the outside agencies, organizations,
corapanies, and key individuals involved with the colleges in planning, funding, devdloping,
marketing, implementing, or using those programs. The Case Studjes chapter opens with an
introduction describing the diverggenvironments, economic climates. organizational structures,
and kinds of industry services e®®0mpassing publicly funded two-year colleges. A brief
description of the contribution of each selected college is provided. Two matrices of information
across all five case studies allow easy identification and location of specific aspects of interest to
the reader, as does an outline of the case studies. ;

Chapter 4, “Barriers and Solutions,” synopsizes the kinds of problems or barriers
encountered by the colleges in the case studies, and reports on their many inventive solutions to,

]
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or ways of getting around those barriers, Also included is relevant information gleaned from the
Advisory Panel and from the literature review. This chapter provides |nS|gHs for persons or
groups involved (or becoming involved) in upgrading and retraining for adult workers, and—it is
hoped—should give a realistic idea-of what kinds of problems such training programs do

ehcounter, as well as what myriad ways that ingenuity, perseverance, team effort and the
creative use of available resources enable colleges to cope with all kinds of roadblocks.

across the five case studies that are crucial*for suc¢essful upgrading and retraining programs.
Because of their critical roles, these elements also occasion related recommendations for those
who are planning or wishto improve two-year colleges’ polities and practlces related to
economic development outreach.

. Definltions

?}’ To clarify meanings and facilitate understanding, the following defmmons of key words are
provnded ..
1. ,Industry—A generic term referring to business, industry, labor, government agricultural,
. “.and medical organizations and agencies. .

2. Economic developmenl—An investment of dapital that results in new jobs and increased
tax revenues. These new jobs may be created through expansion of present industry,
new companies moving into an area, or entrepreneurship. It cdn also refer to an

: investment of capital'to install niew techriology o a company can be competitive,
- " increase productivity, and stay in business.

3. Retralning—Refers to training for a new occupation that is not part of the career’ladder
of the prior job. This often results in a horizontal job move/rather than a vertical one.

4. Upgrading—Refers to building on present job skills to ach{eve a higher level of skills
needed to keep up with new technology 6r to qualify for an advanced'position in one's
present place of employment.or in a different job setting. T

5. Start-up training—Also called “quick-start” training in some states, this is training for
new or potential workers for a plant or business that is just opening or expanding. A
number of states provide this training frde of charge. -

-

$
6. Technology transfer—Refers to promoting the adoption or adaptatjqp of new
technologies through information sharing, technical asgistance, tfaining, and the
promotion of linkages between R&D and technology’jers
. . . )
) 7. Industry services—Refers to two-year collegesé economic development outreach to local

and prospective business and industry through a variety of Services, primarily consisting
of customized training, but also including provision of training needs assessments,
demonstrations of high-technology equipment and processes, provision of useLuJ,Lq}al
and state data (such as annual surveys of standard wages and practice§). and so forth,

-
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0 The final chapter, “Critical'Elements and Recommendations,” synopsizes common elements '




_ . CHAPTER 2 o _
ECONCMI(C. DEVELOPMENT AND HUMAN RESOURCES
‘ . ‘\ * . .

. . . \
The concept of ecQnomic deve!opment is not new, nor is the involvemerit of community
colleges in econoric development. What is'new is the importance these activities take onin a
- decade of economic recession, declining productivity, imminent and massive changes in
tachnology, vigorous foreign market competition, and devastating unemployment rates—with the”
prospect that many companies may go bankrupt and many of the unemployed will not return to
the type of jobs they left. Training can be an essential part of the solution to the problems that
American companies and agulf workers are facing.

» - ¢ N

Two major isSues are,crucial to the upgrading and retraining of adult warkers in this country:
(1) how human resources relate to economie\development. and (2) how two-year colleges
perform the training functions related to econamic develppment. A basic understanding of
economic development concepts, policies, and \practices is vital for training agencies in making
intelligent, informed decisions about how best to approach and serve this country’s training
needs. ) .

; ) . . .

‘It should be noted that no attempt is made here to argue for or against any of the issles;
that has been done extensively in many other documents and forums (some of which are cited.) '
This chapter offers an overview of what appear to be the consensus concepts and assumptions
from which emanate the current trends in economic revitalization, productivity ipprovement, and
human resource development. .

¢ :
RATIONALE FOR HUMAN _RESOURCE EMPHASIS IN ECONOMIC
: : DEVELOPMENT S .

-

America's Praductivity Proble%ls

A major dilemma that emerged in the late 1970s and has carried into the 19803 is the fact
that America’s productivity, as expressed in the gross national product, has declined (Bolino
1981). America’s productivity has slumped in part hecause both the quantity and quality of its
output in many businesses and industries have either slipped or f.ailed to keep pacg with foreign
competition. America must be able to compete in a global marketplace. Other suspected causes,

listed by Huddleston (1982), include the following: - -

® Thé slowdown of growth in high-productivity industries
. ® The weakness of capital forynation for the fjriod between 1973 and 1978

e Curtailment of expenditures on research and development

1 . ) -
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® Reduction of pateht applications, thus depressing the opportunity for major
technoiogical advances

n

. 4 £
* Govern‘_mental requlations -

e Governinental paperwork required of businesses
‘e Lossof the work ethic in the work force

» e Errors in m€asurement data

—

e Changes in the quality of management , . . /

® Rises in energy costs
Ve

® Lack of business investment in technology and people .
o Relatively low rates—and related prohlems—of low productivity service industrios

® Increased numbers ofﬂess experienced young workers, minorits members, and women
‘joining the work force

® (Cyclical fluctuations in the economy

® Escalation of inflation

.

® Lack of government-backed incentives (p. 10) '

Regardless of which factors or combinétions of factors are the culprits, the productivity
slump and its related problems of high interest rates, high unemployment rates, and other
pressuras on the natior.al economy have combined to conipel industry, ac well as public ,
institutions, to develop strategies to try to counteract the situation.

I'S
N

How Industry Is Resp%ndlng' ) ;

As American industry feels the pinch of lagging productivily, it is responding in a variety of
ways. One disastrous response has been the shiutdown of plants and entire companies (or their
near-bankruptcy, as in the case of the Chrysler Corporation), as well as the demise ¢f many
small businesses dependent on the liquidated companies. Many companies havé avoided
shutdowns only by laying oft large numbers of their work forces. In North Carolina alcne, the
textile industry eliminated sixty thousgRd jobs durmg the last cecnde. Some American companies
have responded by going multinational, investing in plants in foreign couniries where labor anu
other resources are cheaper.

Two of the more positive responses have been (1) investment in new technology, plants, and
equipment; and (2) investment in human resources.

’

Investing in New Technolo jy. Plants, and Equlpment

Remdustnaltzatlon has recently been spotlightad as a way for Amencan industry to turn

around the productivity decline. Substantial investing in new technology, new plants, and new

. ~’ 12 4
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* equipmient is crucnal to reindustrialization. We already are seeing a growth of new technolog:es

and technological appllcatlons that are increasing productivity, including the wide adoption of
word procgssors, mini- and microcomputers, electronic information networks, satellite
communications, and other applications &f technological breakthroughs.

A notable ‘example of the advantageous adoption of emerglng technologies is the increasing
use of robots for manufacturing in ‘this country as well as in Japan, Germany, and other high-
technology nations. Makers of advanced manufacturing equnpment (e.g., Cincinnati Milacron,
TRW, Rockwell International)have devised machines and tools that improve manufacturing
accyraly, efficiency, costs, and safety for such users as the automobile industry. the aerospace
industry, the construction industry, steel and other materials producers, and mjning companies
{Faddis; Ashley, a d Abram 1982). Cdlled by some “the new steel coilar workers,” robots will,
according to Richard Peecher, head of the Machina Perfection and'Robotics Department at
General Motors, “be the salvation of the U.S. auto industry” (Dodd 1981, p. 691) because they
will enable American auto manufacturers to produce more, better, and less expensive products
that willbe able to compete successfully with foreign auto manutacturers’ cars.

The wide adoption of emerging technologies has many pbtential problems, however. The
effect of wide adoption on employment is uncertain. As Carnevalg (1982) has noteg:
The pessimists point out that technology, especially microelectronics, is about to come
through on the automation threats of 20 years ago. .. . The optimists point out that
historical experience and their own projects suggest that when all is said and done, the
appiication of new technologies creates new productivity, products, and wealth, which
in turn create demand for new products and services, thereby creating more, not fewer
jobs. (p. 47) b 4

The adoption of new technologies also affects occupations (i.e., new occupations emerge, ‘

old occupatiors vanish, occupational clusters change due to ificreasing specialization) as well as E -
job content and skill requirements. The wide use of microprocessor-based technologies is Rl

transforming not only production-line jobs, but also many clencal and professional pdsitions in
the white-collar world.

New technologies require new skills. and new skills require new and continuing training and
retraining. And while labor demand for some occupations and skills seems likely to decline, the
increased complexily of much automated equipment is expected to increase the need for certain
occupations and skills {(e.g., maintenance technicians) at a faster rate than the rest of the work
force (Barker 1979). Shortages of skilled workers may be exacerbated by the fact that a large
portion of American industry's skilled work force is fifty years of age or older, and many
companies may lose up to half of their work force in this decade through retirements (ibid. )

There seems little doubt, however, that new technologies will be adopted, whatever the effect
on labor. To ignore the potential of new technologies for increasing productivity and product
quality may be to dig a grave for American industry. Reindustrialization Is expected to have
critical implications for the long-range health of the American economy and the nation's strength
as a world power.

investing In Human Resources *

Better technology is only a part of the proposed solution to our country's lagging *
productivity. Human capital investment accounts for a larger share of prod uc_tivity growth than




does machine capital (Carnevale 1982). The economic success of such countries as Japan,
Germany, and France is said to he in large part due to viewing human resources "as a form of
capital in which it makes sense to invest—and reinvest—in order to iower unremployment,

increase productivity, and lower inflation" (Striner 1982). in fact, training and retraining of human

resources are now considered the prime management tool in those countries. And, based on the
experiences of American companies such as General Motors, Delta Airlines, Hewlett Packard,
IBM, Wells Fargo, Kodak,.and 3M, commitment to policies of human capital investment do pay
off in the United States (Huddleston 1982). Building and méintaining an up-to—date skilled labor
force are consndered essential for a technology-oriented economy.

L]

The two main approaches of ir..estment in human resources that many American companies

are taking involve (1) the use of new management practices, and (2) upgrading and retraining of
employees New management practices have largely been adapted from foreign companies’
praclices (e.g., quality Tircles, adapted from Japanese companies) or have evolved from
organizational development (OD) theory. A partial list of the newer or recently reemphasized
management practices includes— -

» Management by Objectives (MBO)

¢ Job redesign (including use of ergonomics)

¢ Incentive systems (such as the Scanion ‘Plan)

* Employee participation practices -

® Flexitime

¢ Lifelong employment with lifelong Training

¢ Management development

e Improving the work environment

¢ Time management

e Career-development and planning
Upgrading and retraining of workers have also been recognized as vital elements of human
capital investment. Until recently, most American companies’ human rasources investment
policies have focused on the maintenance rather than the development of human resources
(Leach 1977). However, the increasing rate of technological change and our current
unemployment problems not only demand the upgrading of employaes and the retraining of
disgzlaced workers, but alsc require it to be done more frequently during the course of people's
work lives. With the $hifting demographics of the decade reducing the influx of youth into the
labor market, American industry will have to rzly even more heavily on adult workers in their
prime employment years%erican companies, labor organizations, legislators, and sducators

who ignore the importance developlng our human resources may do so at the pernl of our
nation’s economic stability.

14




THE ROLE OF THE TWO-YEAR COLLEGE IN ECONOMIC DEVELOPMENT

Rationale for Involvement

Vocational-technical education has historically played a vital role in meeting the changing
educational and economic needs of American workers and the nation (Clayton 1982). Two-year
colleges have proven especially ac_Yépt in delivering occupational training for adults, particularly

'thosg seeking part-time training. However, critics claim that postsecondary vocationat-technical
education in the past tended to operate on an inflexible school year schedule, to concentrate on
teaching general skills, and to employ academically or content-oriented instructors as opposed
to student-oriented instructors. .

Technological advances, coupled with changes in the national economy, the shift from labor-
intensive to.capital-intensive production methods, the aging of the work force, and increasingly
high rates of unemployment over the_ last decade ‘have moved two-year colleges to seek ways to
become more involved in economic development. As there have Iyeen few direct initiatives at the
federal level to involve two-year colleges in economic development, state systems or individual -
community colleges have had to devise their own strategies. New roles have emerged or are
. emerging for two-year colieges, including (1) more innovative training and educational programs,
(2) a variety of industry services programs; (3) closer attention to the special needs of adult
learners; and (4) new and ~loser linkages with state and local agencies, industry, unions, and
professional and trade associations. ‘

In some states—such as North Carolina and South Carolina—the necessity of supporting
.industrial development through flexible and responsive industrial training was one of the primary
reasons for the establishment of their statewide technical education systems.

e ,
‘In many other states, two-year colleges have gradually assumed a more.dynamic role in their
state's economic development programs. In lllinois, Govérnor James Thon!ipson recently charged
Illinois community colleges to— '

¢ conduct business/industry training needs assessments in their districts;

] * be prep'ared to make presentations to firms nationwide that are looking to expand in
lllinois;

¢ become an integral part of the local industrial recruitment efforts, including regular
meetings with local business, labor, and government leaders;

* become a front-line resource in training and retraining of new employees of existing and
~ new manufacturers, stepping in to formulate tallor-made programs for specific
' companies, if necessary; .

v
v

* put more emphasis on basic education for young people and training for adults oriented
toward high-technology industries;

.

-

* hold symposiums for top labor leaders and managers, during which increased
cooperation between labor and management can be discussed;

¢ provide educational counseling to unemployed persons, where possible;
15
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* provide continuous information to surrounding industries and communities on the
training programs aveilable in community colleges; and so forth (American Association
of Community and Junior Colleges 19821 \ > v

These are a few examples of the proactive roles that two-year colleges may assume in their
individual or collaborative efforts to meet the economic development priorities of the 1980s.

\
Two-year colleges can play key roles in the economic development of their surrounding "
communities. According to Myran (1978): ' )

Once patterned after the traditional “academy,” the community college has found itself
evolving toward a “community-based educational resource” model. Functioning on.the
street corner and in tha factory as well as in the classroom, the college has been
woven into the fabric of the community it serves. (p. 10)

Two-year colleges can serve the training needs of both the people and the industry in that
community. Because those needs are so intimately intertwined, two-year college programs can
address many related problems, such as—

* “increasing the employability of and helplng find employment for displaced workers, the
unskilled, and the economically disadvantaged; . .

* retraining the employable for new employment opportunities in response to changes in
the local economy and business and industry needs;

* upgrading workers to increase their productivity, incomes, job satisfaction, and upward
career mobility;

U oincreasing the productivity of labor and reducing labor costs through training, in order

to improve the competitive edge of community business and industry; .

¢ stimulating the local economy by aiding small business and entrepreneurs through
training and other services;

¢ stimulating the creation of new jobs in the community by working with community or

state agencies in attracting new companies to the area or providing training to aid in the

expansion of extant companies;

¢ aiding in technology transfer through up-to-date training opportunities for adult
workers;,

¢ aiding in the retention of financially shaky companies or companies considering moving
their operatlons out of the communlty. by providing upgrading for employe®s and/or.
technical assistance.

In all of these economic development activities, two-year colleges are only one contributing
element, of course. Many other factors affect the solvency of a company: the employability of
displaced or disadvantaged workers, the productiveness of a new technology, the attraction of a
new firm -to the community, and so forth. But no one seems to argue against the idea that-

~ training such as that dellvered bytwo-year community colleges can be an important element.

"Labor productivity,” which is strongly atfected by training, was cited as the number two factor
(after "state/local industrial climate”) in a sample of 753 companies building new plants in North

Y
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\;Carollna (Hekman et al. 1982). Customized ‘vocational education is particularly attractive to new
or expanding ‘companies, especially in states where entry-level employees are trained to the '
companies’ specifications—with the training tab picked up by the state {e.g., Georgia‘s "Quick
Start” program). o

» " - s 3
Many companies do théir own in-house training, of course, which is in direct competition

with community college training programs. But many companies cannot afford to do their own
- training, or see other advantages (expertise, facilities, certification, etc.) to entrusting upgrading
. and/or retraining activities for their employees to two-year colleges. There has been evidence
- recently of an increase in tuition-aid programs and more business-college joint training
enterprises (Institute for the Future 1979). Business and industry still depend on two-year
colleges to prepare most employees for entry-level positions. By keeping close track of and
forecasting shifting labor and skill demands, two-year colleges are in a good position to initiate
training programs in time to help alleviateé or even prevent potential skill shortages. At the same
time.that the colleges are helping build state and local labor capacity, they are in a position to
direct training programs to meet the workers' needs for quality employment, as indicated by
hourly wages or work duration, which is just as important.as absolute numbers of jobs for
improving the economic welfare of a region’s inhabitants. No college consciously seeks to
promote low-paying, erratically employing,jobs through its occupational education programs. L 4

Two-year colleges are uniquely suited to becoming involved in economic development .
efforts for a variety of reasons. Most two-year colledés are governed by locally elected or
appointed Boards of Trustees whose members often are company executives, cqm.rpunity service
leaders, politicians, and other persons concerned with and knowledgeable of boty community
needs and business and industry needs. In’most two-year colleges, there are program advisory

" committees composed of local experts in specific fields who also represent a range of
community organizations. gommunity colléges have more programs for and experience in
teachir® adult workers and in finding ways to be flexible to meet their needs than does almost
any other kind of educational institution. Finally, more than 50 percent of the curricula offered in
community colleges nationally are in the occupational realm (MacRoy 1981).

Other advantages of community colleges for delivering uf)grading and retraining for adult
workers include—

* the ability to provide training needs assessment services for business and industry;

¢ the flexibility to "accommodate the most creative instruction in the least restrictive
environment” (Persons 1978, p. 31);

* the ability to customize training for specific company ngeds;

¢ the know-how to conduct prg-employment recruitment and screening for start-up
training programs for industry, on request;

¢ adult literacy trainiﬁg and other remedial basic skills tutoring;

N ® special training for the handicapped;

.

o full or partial funding in many cases for custohlzed traiqing through state or other
funding sources;. »

e chgoing courses, seminars, and workshops—customized or not—that may be delivered
upon request to company or community sites; 3
\
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i ¢ accreditation, expertise; and credibility for all college related activities;
s support services for adult students, including financial aid, counseling, health services,
career planning, placement services, chilvd care centers, and so forth (Alfred 1980).

L} .

a ' Types of Economic Development Aﬁ vities

Charged with such tasks as helping to bring about job creation, provide retraining for
displaced workers and other unemployed persons, increase the productivity of the employed
through skill upgrading, aid in technology transfer, and stimulate entrepreneurship, two-year
colleges have begun to develop new programs and upgrade existing ones. Innovative approaches
are being taken by many two-year colleges for both immediate and Iong-term economic
development needs. . -

A primary approach has been to upgrads existing occupational training programs normally
offered’ by a college for associate degrees and one-year certificates. Advances in technologies
have forced colleges to scramble to update curricula, introduce new courses, find up-to-date
instructional materials and expensive high-technology equipment, and upgrade or locate
qualified instructors. For example, many colleges have been introducingcomputer literacy
courses into program requirements because of the broad applications of microcomputers across
many occupations. In addition, the increasing influx of adult learners {(most of whom also work,
and whose recent average ages have been around twenty-nine to thirty) has put pressure on
colleges to be highly flexible.about the times, locations, instructional methods and sharing of
equipment and facilities for most courses. ‘

A related approach has been to develop new programs (or completely restructure old ones)
in specialties experiencing (or about to experience) increased labor demand. Such programs
currently include concentrations in robotics, word processing, laser/optics, medical electronics,
hazardous waste control, and so forth. Getting these kinds of programs going can be expensive
{particularly in terms of acqumng the latest equnpment) but they are critical to transferring of
new, more productive technologies and to avondmg or meetmg skill shortages.

Short-term traln/ng has been an |mportant approach to meeting upgradmg or retraining

B needs that do not require the completion of an associate degree or one-year certificate. Such
training may involve accelerated courses, short courses, workshops, seminars, or lectures.
Accelerated courses frequently deliver all components of a regular course curricuiym, but the
training time is greatly condensed and.educational experiences involve intensive study. Short
courses, workshops, and seminars usually concentraté or upgrading or training for a very Iumnted
and specific set of skills and knowledge, and may involve as little as one-half day's training to
severat weeks' training. Some accelerated courses may grant credit. Short courses, workshops,
and seminars often grant a certificate acknowledging completion of training in the limited area of
specialization. Colleges develop and offer such courses on topicsdeemed of high interest to
local occupations or industries in general, or may customize the courses to meet specific
requests from organizations or companies. The sites where such courses are offered are
frequently chosen for their convenience to the students.

Many colleges seek cooperative education opportunities for students in various programs
where hands-on experience in an actual work setting is a significant advantage. This training
involves a certain amount of on-campus classroom training, followed by or interspersed with
what amounts to a part-time or full-time internship at the worksite of a cooperating company.
Students are given practical instruction, most often in the form of on-the-job demonstration and
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practice, &nd are expected to perform as though they were regular employees &s much as”
possible. This type of training arrangement provides real world work experience—an education-
- to-work bridge - which gives students quality training experiences, realistic insights into the work
- world and work environments of their chosen specialization, and not infrequently even creates
part -time jobs for the students.

CETA training is anoth'er approach by which two-year colleges become involved in
community economic. development. Intended to provide employability for the hard-to—emp{oy.
CETA training is being phased out under the present federal administration, but the training is so
needed in some communities that many community organizations and local two-year colleges
are warking'to devise alternative funding strategies to continue the CETA-type training on their
own. e :

. .

Customized trarmng is probably the most notable—and Gertainly the most noted—strategy in
two-year colleges' repertoire of economic development efforts. Customized training came into
significant use-in several Southern states in the 1960s and 1970s as part of those states’
counterattacks on their weak economic situations. Since then the basic idea has been adopted
and adapted by other states and by individual two-year colleges around the country, though the
rate of adoption has been rather slow, and many colleges efforts have been modest—and
cautious. )

Two main kinds of customized training currently exist: (1) short-term g¢ustomized training for
entry-level positions to aid start-up in new or expanding companies, with all or most of the
trdining costs subsidized by the state; and (2) short- or long-term customized tra‘fnmg for
upgrading or retraining of extant employees of established companies, with occasionally some
small subsidies from the state, but most often with training offered to the company at cost by the
college. . .

n

. Goodman (1980) explain?how subsidized start-up training usually works:

}n industry willingto relocate itself to a new state, or an industry which expandsin a

“ place it already operates, is provided with job trammg for its workers at littie ory as is
becoming the norm, no cost. The programs are usualiy short-term, ranging from a
week to a few nionths—although in some cases thay run as long as a year. The state
either provides instruction or pays for the tige of the companies’ ov:n instructors.
Classes take place at a local school, a building rented by the state, or tre firm's
factory. Equipment and the material are €ither provided by ine state diractly or
sometimes lent by the industry. Trainees are either nct naia at all, or sometimes: paid
through CETA grants and otherfederal and state job training monies. The programs
generally involve intensive participation of a state’s economlc development agencles
and vocational education departiments. (p. 1)

v

Whether for start-up training or for upgrading or retraining of employees of an established
company, customized training tailors each training program to the specific needs of a particular
business or mdustry According to Lusterman (1977), companies wanting to upgrade or retrann
their extant employges seek customized training for threé basic reasons:

¢ Toaccommodate turnover and growth in personnel ) &
Y
+ ¢ Toadapt to changes in the knowledge and skills required by employees facing
technologicai obsolescence

19




J

e To improve the skills and berforma:1ce—6f present employees

Custormized training has not been without its critics. As Goodman (1980) points out, state-
subsidized start-up training has “been criticized as one in a battery of techniques that are being
used by states'to hire jobs away from one another” (p. 2). Rosenfeld (1982) also charges that
“many states catar to businesses that offer low-paying and dead-end jobs” and adds that what
big business hopes to gain from the push for customized training is “working stiffs with job-"
specific skills-the more tailored to untque operatlons the better” even though “highly specialized
skills geared to a particular piece of equipment ‘or manufacturing process are infrequently
transférable'to other occupations” (p. 47). Even if this is.sb, in many cases customized training of
employees is a company’s alternative to layoffs,” and it seems clear that customized training has
a role ini job creatign, upgrading, and retraining, as well as in technology transter.

Another economic development need being addressed by two-year colleges is that of
providing training for small business, for entrepreneurs, and for mdnagers. Small businesses’
training needs “are the most difficult to.Rach through conventional policy initiatives” (Birch

" 1979, p. 17), even though between 1969 and 1976, small firms were. identified as the country’'s

biggest job creators (ibid.). Small companies generally cannot generate enough new jobs at one
time to qualify for state-subs:dlzed customized training (such programs require a minimum
number of trainees, usually,around ten to twelve), they do not have the capital to contract with
‘colleges for upgrading training (even though prowded at cost), and generally do not have tuition
reimbursement benefits for employees. .

P . .

A related problem is the “well-established fact that the number of business closures each
year exceeds 400,000” (Persons 1978, p. 3). Most of the closures are small businesses, and for
many the blame lies.jn poor entrepreneurship skills. As Persons notes, “The vast majority of
business entrepreneurs have had no formal training in business OpPratlon or management” (p. 4).
In larger companies, poor management can also be disastrous and result in bankruptcy, but

-more often it is linked with low productivity and high turnover in personnel.

Quite a few two-year colleges have begun to initiate programs to deal with the needs of
small businesses. Training, guidance, and technical assistance are made available—either free or
at very low cost—to small businesses, and some colleges have also Qegun to “initiate and
facilitate a common forum for small businesses and agencies inyolved with small’businesses, for
mutual informaticn and aid” {§Paul and Carlos 1981). Entreprenéurship training is becoming a ™
particular focus for some colleges’ programs. In_addition, many colleges have established
programs or institutes to deliver management training in the forms of seminars, courses, and
entire credit-granting programs. Such training generally includes training in new management
practices such as those mentioned earlier in this section.

<% .

Another area of two-year coIIeges; economic development outreach is in guidance and
counseling, p:acement, and remediation of basic skills for adults. All are attempts to increase the
employability of adult workers, many of whom are displaced from prior jobs. Colleges provide
these services on campus, but often take them right into the community through eontinuing
education programs, job clinics, tutoring, GED programs, and “storefront counseling.”

Two-year colleges also provide technical assistance to community organizations and local .
companies. Technical assistance may take many forms, from aid in community surveys and
needs assessments, to participation on various boards and testimony at hearings, to provision of
frée demonstrations of hugh-technology equipment owned by the college, to collection and

*Personal communication with James O’Hara, Operations Personnel Manager, Quasar Electronics Corporanon. April
1982,
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distribution of such community data as local wage standards and employment practices.
Colleges that make economic development participation a priority actively seek ways to stretch
their resources’and find more and better ways to put them to work for the good of the
communj; . . , -

o
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particular contribution of each selected college follows.

- CHAPTER 3

_ CASE STUDJES. g | ,
% w?;} ‘ . . .o
‘ INTRODUCTION TO CASE STUDIES .

Publicly funded two-year colleges exist in widely varying environments and economic
climates. They have different histories, different missions, and function within different kinds of .
state educational and economic development systems. The case study appkoach was selected as
the best means to illustrate how colleges in diverse environments can provide leadership for,
economic development in their communities and establish strong programs for upgrading and
retraining of adult workers for industry. Through this means, other colleges should be able to
identify with situatians that telate to their own needs, and benefit from th examples.cited. The
colleges selected for study représent the diversity mentioned ‘above. A briet desgription of the

¢ .

! . Trl:County Technical Coliege
o — aw
This college was formed to serve the training ne_eds of ipdustry in South Carolina, and
particularly those of the industry and people in its three-county service area. It functions in a
centrally controlled, state-run system for tech@lcal education and economic development. This

~smali rural college has as its central mission (1) the provision of start-up training, upgrading, and

retraining to attract new industry, (2) to serve current industry, and in so doing (3) to provide
jobs and a better life for its people. As such; Tri-County Technical College and South Carolina’s
Technical Education (TEC) System provide exemplary. highly developed models for providing
speclal services to industry and aiding the economic development of the state.

~

Macomb Community College

This college serves the econemically depressed area on the northern edge of metropolitan - |
Detroit.. The economy of the area is closely tied to, the automobile industry The College has |
taken strong leadership in rallying the key communlty and governmental organizations and l
agencies to address the economic development needs of the atea. v ‘
|
Macomb is the largest community college in Michigan. In that state, community colleges ‘
have a great deal of automony, with the state unit for postsecondary education largely |
performing in an advisory role. With the state’s stringent financial situation applying also to l
education, the administrative staff of Macomb College has skillfully used the resources of the |
College to serve the upgradtng and retraining needs of industry in the area. The Collegg, seizes |
the initiative whenever the opportunity presents itself to contribute to the aconomic bette rment of |
the area through its educational expertise. Two prime examples areéi‘ts involvement with the Ford ‘
Motor Gompany and the United Auto Workers in their National Dev opment and Training |
Cen and with Volkswagen of America as the company establishes its American headquarters |

4

4
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State Technical institute at Memphis ¢

\ .

| The mission statement of this two-year technical institute clearly identifies that an important

| part of its function is to serve the specific needs of business and industry and to maintain the

f institutional flexibility to do so. Toward this end the Institute has established a separate division,

| . equal in power to the other divisions in the Institute, to cross-train or upgrade employeJ persons.

| The Business, Industry, and Government (B.I.G.) Training Division has the flexibility to provide
whatever training-is needed, where and when it is desired, and at a minimal cost. The Institute is
under the governance of the Tennessee State Board for Vocational Education. . -

=

’ . Triton College

4

)

. Triton, a two-year community college, Js located in the near-west suburbs of Chicago,.which
are home to more than two thousand businesses and have the highest manufacturing density in
lllinois. The College has established a reputation for trajning in high technology and has geared
up to meet industry's need for upgrading and retraining. College staff members are very skilled

| at marketing the resdurges of the College, which has gained a national reputation for its services

| to industry..The College's Employee Development Institute and its Job Training Institute have
upgraded job skills and provided.retraining for more than twenty-five thousand employees for
aréa companies. Through what administrators of the College call “environmental scanning,” they
are sensitive to the training needs and the opportunities to serve, as those opportunities octur.
The College has provided leadership in the state in calling attention to the role that community
colleges\can and should play in economic development. 3 N

-1\
. South Oklahoma City Junior College

i)

This two-year institution was founded in 1972, making it the youngest college in our study. It
i$ part of the Oklahoma StatEnSystem of Higher Education, dnd aithough it is called a junior
college, in actuality it functi §{as a comprehensive community college. The College stresses the
importance of learning as a lifelong process, and its mission statement identifies recurrent career

. education as part of its primary objective. The structure for providing customized training for
industry is a decentralized one. A dean for industrial relations is responsible for interacting with
executives in industry and for ¢Qordinating the use of the College's resources in responding to
industry’s needs. The main contact'and development person for industry services is thé industry
education coordinator, who serves as a team leader in using faculty and other support personnel
to provide customized training for industry.

- The most distinctive feature of the College is its competency-based approach to both
education and College administration. The competency-based approach works weil in serving 18
the upgrading and retraining needs of industry. Comptency-based modules are available and are
useful for communicating to companies what specific competencies can be achieved by the
training. Not only are there student learning objectives, but performance criteria are established
for all College programs, personnel, and the Coilege itself. The suggq’ss of students, College

b

“
~

employees, programs, ard the Collége are evaluated against these o Xives.

. Oulline for Case Studies -

)

! The information in the case studies is organized around the follqwing outline:
|
|
|
|
?
|
|




I OVERVIEW OF COLLEGE AND SETTING .A
Il. OVERVIEW OF STRUCTURE FOR UPGRADING AND RETRAINING

A. State-level Structure
B. Institutional Structure
C. Structure for Economic Development .

D. College Structure for Upgrading and Retralning

4

lll; CUSTOMIZED TRAINING PROGRAMS AT THE COLLEGE
V. ovsnvnsw OF PROCESS FOR DELIVERY OF UPGRADING AND RETRAINING

L
.

A. Llnkages ’ ,
B. Program Desngn and Delwefy . .
V. SUMMARY
Py " Matriges for Case Studies :

Figures 3 and 4 are matrices of unique and common features of the five case studies. Figure
3 identifies the most significant environmental and structural features of gach college, and figure
4 identifies the colleges’ most significant programs for economic developsrient outreach. These
* matrices should help readers identify and locate those case studies whos& major traits and
. programs most closely relate to their bwn situations or interests.

~
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CH a B "’:‘
A - |‘
2 : '
) ’ .
Significant a Macomb State ‘Tagh. | South Okla- | Tri-County Trit
Dimensions Community. | Institute homa City | Technical c ';[°" -
. _College | at Memphis | Jr. Collcge College , Lollege
LOCATION
Urban o ®
Metropolitan/Suburban ° \
Rural - ° )
Sun Belt : ° ° .
Snow Belt ° N ) . ° 1
ECONOMIC DEVELOPMENT: ) - l
STRUCTURES ]|
Part of state economic T ]
development $ystem N ° ° N I
State funds for
customized training N * ° "
. State resource center Y, o
for high-tech trainigr?é ’
Formal college structure T. ' A ‘
for economic development . ‘
Designated industry N o ° ° ° |
services coordinator '
Discrete customized ,
. training unit ° ° L .
. SPECIAL ECONOMIC
DEVELOPMENT LINKAGES
With industry o [ ° .
With unions or trade ° °
associations :
With professional )
associations - ¢ ® ¢ b \
With other educational °" - ° ° -’
institutions 4 .
With local organizations * ° ® °

*Just starting

N = Not a strong emphasis at this time

Q

» Figure 3. Significant Dimensions of the
Two-Year College Case Studias
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s "Macomb State Tech. | South Okla- | Tri-County
Significant Community Institute homé City | Technical Triton
Activities College at Memphis | Jr. College College College

’ 14

Regular program ° ° ° ° °
upgrading .

N?w hngh-te,ch ° ° ° °
programs

~ "

Custo_m.lzed start-up ° ° . °
training

Customized upgrading ° ° ® ° °
and retraining [’

Short courses, / . ° ® ‘e ° .
seminars

CETA ) ) ° ‘e °

Cooperative education ° ° ° ° ®

b - * LN

Otheér industry o ® ° ®
services ° »

Special counseling,
placement, remediation ® ° ®
for adult workers

Services for small
businesses and ° ° ° ° °

. entreprenaurs
. )
K . f . /' .
& Figure 4.  Significant Economic Development Activities

of the Two-Year College Case Studies,
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Tri-County Technigcal Coilege

/o

N

: OVERVIEW OF COLLEGE AND SETTING

/

Tri-County Technical Caliege is situated in the Piedmont region of northwest South
Carolina, and serves the people and industries of Anderson, Oconee{and Pickens counties. In
1981, it had a total enroliment of 16,316 students, 80 percent of whom were concurrently

' employed, and 13 percent of whom were continuing thejr education.

Tri-County was created in 1961 by the South Carolina General Assembly and opened in 1962
as a technical education center for the three counties. Since then, it has grown to become a
comprehensive community college offering technical and vocational training, two-year associate
degree programs in the arts and sciences, college credit courses for high school seniors, a
strong dévelopmental program in aduit education, and more than 200 noncredit courses in
continuing education. 2
* A very special aspect of Tri-County is its role as part of the state’s Technical Education
(TEC) System, which has been a model for customized training for business and industry since
its inception in 1961. Through the TEC System’s Division of Industrial and Economic .
Development, Tri-County is a part of a continuing, statewide economic development thrust that
offers, through its Special Schools programs, free training for new and expanding businesses
and industries. This is the state's widely discussed “Start-up in the Black” effort, in which
preemployment trainjng of new employees enables them to be fully productive from the first day
the new plant gpens—allowing the company to start up “in the black.” The effort reflects the
state's philosophy that its;geople represent its-single greatest asset. Since 1961, TEC's Special
Schools have provided sustomized preemployment training for over 600 industries and 71,000
people, through ‘ﬂ’f-County and the other fifteen technical colleges in thé system.

Tri-County is acutely aware of its role in both local and state economic development, as well
as its mission to serve the occupational training nesds (especially for upgrading and retraining)
of the people in its service area. The College is a prime example of an effective component in a
statewide economic development plan.

State-level Structure

State Legisiation for a Statewide
Occupational Education System

The Technical Education (TEC) System was established by the state legislature in 1961, and
created a statewide system of two-year technical colleges. That Act was later amended in 1972,
and again in 1976, when the South Carolina Board for Technical and Comprehensive Education
was made a continuing “body and agency and instrumentality of the-State” (Act 654, amended .
June 17, 1976). These amendments gave the Board complete jurisdiction over ali state-supported -
technical institutions and their programs, including “all postsecondary vocatienal, technical, ard

OVERVIEW OF STRUCTURE FOR UPGRADING AND RETRAINING ) '
|
|
i




occupational diploma and associate degree programs financed in whole or in part by the state
that lead directly to employment” (Section 1). All courses, programs, and institutions under the
jurisdiction of the Board are designated as the South Carolina Technical Education (TEC)
System. Besides programs related to the functions of,comprehensive community colleges, its

. programs are specifically charged with coordinating closely wnth the.state’s economic
development efforts.

South Carolina's Technlcal Education (TEC)-System

o The TEC System, mstltuted in 1961, currently consists cf sixteen technical colleges and six
Innovative Technical Resource Centers, which deliver occupational training and continuing
education courses within a thirty-mile commuting distance of about 95 percent of the states
population. The TEC System is committed to providing a high quality, economically feasible
education system that serves both the state (through economic development) and the individual
(through career preparation, upgrading, retraining, and personal enrichment). TEC's long-term
goals® are as follow:

* Meet occupational needs by providing associate degree, diploma, and certificate
programs open to all citizens in postsecondary vocational and technical education

* Meet the needs of new and expanding industries and other employers and promote
economic development by providing industrial services and manpower [sic)
development programs and services

* Meet the needs of individuals for upgrading and developing skills and knowledge by
providing adult and continuing education programs

* Meet the needs of individuals who have not yet made ¢areer decisions by providing
access to the first two years of colle%ge through college parallel programs

* Meet the cultural and general education needs of local areas by providing community
service programs

* Help students achieve personal and professiona! cbjectives by providing a
comprehensive student services program with a strong emphasis on counseling

* Improve instructional effectiveness and help students learn by employing systematic
instructional approaches and modern technology

* Provide the management support necessary to make educational programs effective by
employing systematic planning approaches and modern technology

* Project a favorable public image as a unique part of highter education, maintain effective
relationships with other agencies, and expand financial resources by employing
systematic public information and fund:raising procedures

- * Make the “open door" a reality by minimizing geographic, economic, academic, and

other barriers to education opportunity whi.o strlving to make each student successful.
(Tri-County Technical College 198|, p. 22) ~

.

*No prionity is imphed in the listing, as priorities change from year to year
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Thesé goals apply to all sixteen technical colleges around the stats, and are their gundlng
principles.

Spocftlc state Board responsibilities. The Amendments to Act 654, Section 5, stipulate
specific responsibilities for the state Board in admmisterlng the TEC System. In brief, these
require the Board to—

® be responslble for the state-level development, implementation, coordination, and
operation of post-high schoot vocational, technical, and occupational diploma and
associate degree programs financed in whole or part by state funds; such programs are
to have a strong emphasis on the employment nseds of the state, communlties, and

s people of South Carolina;
S

¢ oestablish criteria for and approve awarding of certificates, diplomas, and associate (but

not baccalaureate) degrees;

e accept and administer donations of funds, grants, real property, or equipment,
¢ ostablish minimum and maximum tuition and fees with the approvai of area
commissions;

o establish criteria and approve new facilities or modifications to existing ones (although
iocations for such facilities are subject to approval of the local commissions);

» continue the Special Schools training programs for new and expanding industry and
business, closely coordinated with the state's economic development efforts.

Specific area commission responsibilities. In Section 6 of the Amendments for Act 654, the
state Board is charged with e=*ablishing statewide policies and procedures, but thn area
commissions are given the fo. wing rights and responsibilities:

.

s participate and provide input in formulating statewids policigs and procedures,

® take primary respohsibility for local governance and supervision of the technical .
colleges in their districts, in accordance with state-level policies and procedures;

¢ administer institutional fees, which are regarded as local funds under the guidelines of
the state Board;

¢ appeal to the Budget and Control Board, when necessary, any final decision or action of

the state Board; -
» acquire sites and construct and equip facilities according to I'o,cal need, with all real
property being possessed by the area commission except those campuses already -
N owned by the state, and with all personal property purchased with local funds remaining
the possession of the area commission;

* accept gifts, grants, donations, devises, and bequests of real and personal property for
the institutions under their administration;

s supervise the maintenance of the facilities, as well as their operation and improvement,

1
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* exercise the right of eminent domain-in their geographical areas;

. . Ry
e apply for, receive, and expend monies from all state, local, and federal agencies;

.

¢ keep full and accuraté records and establish accountabiiity procedures;

e prepare and submit budgets for.review by the counties they serve, as well as by the
state Board. .

Special Schools programs. Many states have governing boards for statewide community and
technical colleges, but one program area mandated by the state fegislature—the Special
Schools—is unique to South Carolina. Special Schools are customized training programs run on
a temporary basis by the individual technical colleges to meet the specific needs of new or
expanding companies in their service areas. The Special Schools are provided free—or at very
low cost—to such firms, so long as they show that their moving into the area or their company.,
expansion will create a minimum of twenty new jobs. The Special Schools operate under the
management of the Division of Industrial and Economic Development of the state Board,
although the individual technical colleges provide the services.

The state Board assigns industry services representatives to the technical colleges to help
them make contact with such companies as may require Special Schools programs. The
programs involve a closely coordinated working! relationship between the college, the industry
services representative, and the staff of the particular company to ensure proper scheduling and
development of high quality instruction. Instruction may take place on the coliege campus, in the
plant, or at another mutually agreeable location in the service area. -

—

Specjal Schools programs involve cooperation in the following specific areas:
¢ |dentification of required skill levels of the jobs to be performed.

e Preparation of a lead-time schedule covering all factors, such as development of training
materials, recruitment and selection of trainees, class start, class duration, class
completion, employment of instructors, and so forth. The scheduled time for training
completion is two weeks prior to the hiring need date.

¢ Development of a recruitment plan with the company to ensure that trainees meet
company c&iteria.

¢ Delivery of training prior to employment by the sompany. (in most cases).

¢ Operation of classes in the svening or at other convenient times to allow trainees who
are still employed (at the company or elsewhere) to participate. (South Carolina State
Board n.d.)

Advantages of Special Schools programs to new and expanding companies are numerous.
The programs enable companies to “start-up in the black” with trained employees who are fully
productive from virtually the first day they work. Other advantages include the following.

* Motivated trainees. Applicants for Speciai Schools training are motivated to participate
in the training by the opportunity to gain a position that is higher paying, and by the
chance to learn to wo-k at a higher skill level. Trainees in preemployment classes are

" not paid by TEC or by the company; they come on their own volition and on their own
time. .
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i * Qualified trainees. During training time, any trainees who do not measure up to the
' standards set by both TEC and the company are terminated by TEC.

v

o Up-to-date training on state-of-the-art e_cIuipment. TEC frequently provides the
equipment for preemployment training. In cases where the equipment is not available,
TEC asks the company to loan such specialized equipment. «

* Qualified instructors."TEC normally secures instructors locally (from the technical
. college or eisewhere) and pays them for their services. In soms specialized training,
TEC asks the’ company to provide skilled persons to assist in the training, and
reimburses the company for the salary paid those persons for the actudl hours they
sérve as instructors. ’

I'4

L Customizeé. up-to-date instructional materials. These materials, including mz;nuals and
visuals, are tailored to the company’s specific needs. They are provided in part by TEC
and in part by the company, depending on the requirements of each program.

L ‘frdining supblies and hand tools. TEC provides all these for preemployment training.

. Trainlng facilities. Except in those cases where a company requests or the program
requires on-site training, programs are conducted in classrooms or laboratories on the
technical college campus, or at other facilities (which may be constructed by the TEC
college to suit) convenient to the trainees. (South Carolina State Board n.d. )

The TEC System also provides other services related to Special Schools that are not
specifically preempioyment training. Industry services representatives at the technical colleges
maintain continual contact with companies in their service areas, staying tuned to ongoing
training needs. They also compile data for the state's annual wage and practices survey, which is
published by the TEC System as a service to industries. In addition, the TEC System supports
the Special Schools i in the following ways:

* By maintaining a media support center to assist in the design, layout, illustration, and
printing of instructional materials and the design and production of visual and
audiovisual materials for training.

By maintaining a crew of skilled craftspersons to prepare training sites and set up
equipment. - -

* By providing on-the-job training, beyond preemployment training, in the event that the
initial training did not attain the required level. In such cases, TEC reimburses the
compapy for the cnsts of the ipstructors’ compensation for OJT [on-the-job training).
Such instruction, of course, takes place in the company’s facilities, utilizing the
company's materials.

* By maintaining a crew of skilled technicians to repair and rebuild TEC's machine tool
. equipment. (South Carolina State Board n.d.)

“Design for the 80s” program. Six Innovative Technical Resource Centers are located at and
affiliated with six of the TEC System’s technical colleges. The Centers are the major strategy in
the TEC System’s “Design for the 80s” nrogram. Recognizing the rapid changes in technologies
being used by or introduced into industries around the country, as well as by those companies
moving into or already operating in South Carolina, the "Design for the 80s" program was
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developed to meet the expected needs of South Carolina businesses and industries in this
decade.
. ' ’
Each Innovative Technical Resource Center specializes in one high-technology area. The six
areas of concentration are: (1) advanced machine tool technology; (2) robotics; (3) computer
applications; (4) microelectronics; (5) the office of the future; and (6) environmental quality.

The primary objectives of the Innovative Technical Resource Centers are to assist all TEC
colleges in meeting the state's high-technology needs. Tri-County Technical College was
selected as one of the Center sites, and h&s established the Microelectronics Resource Center to
help keep South Carolina's microelectronics instructors and workers on the cutting edge of the
technology. The Centers are already providing vital training in a decade when the TEC System
estimates that 75 percent of all new jobs will require technological training below the '
baccalaureate leve: (South Carolina State Board n.d.). T

South Carolina’s Economic Development Structure

Until the early 1960s, South Carolina was essentially a poor state whose economy was
composed mainly of agriculture and a faltering textiles industry. In 196, the state legislature
began to take a number of strong measures to turn the state’s economy around, by establishing
the South Carolina State Board of Economic Development and by mandating a comprehensive
set of programs designed primarily to attract new, diversified industry to the state. Some of these
programs included— ‘

¢ revenue bonds that let county governments help prospective or expanding businesses
finance land, buildings, equipment, or research and development facilities;

¢ the South Carolina Manufacturers Inventory Tax exemptio'n\. whereby a manufacturer's
inventory, goods in process, raw materials, or finished goods are exempt from local and
state inventory taxes, except for those goods that are for sale at retail;

s free plant location assistance~provided by the State Economic Déve'lopmem Soard;

¢ the Great Towns program, a voluntary program instituted by the state governor, by
which towns qualify for the title of a “Great Town" by completing strict criteria to prove
their total preparedness s a superior location for new industry;

¢ a statewide, comprehensive occupational education system (the TEC System) of
technical colleges (South Carolina State Economic Development Board n.d.)

institutional Structure
Tri-County Technicai College Organization

As part of the TEC System, Tri-County Technical College is administered by the South
Carolina State Board of Technical and Comprehensive Education. Through its Division of
Industrial and®ebnomic Development, its Special Schools Division provides customized training
o support economic development. In keeping with the TEC System structure, the immediate
supervision and administration of Tri-County is in the charge of the local Tri-County Area
Commission. The c2mmission is coqposed of nine members—three representatives each from

~
.
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Pickens, Oconee, and Anderson counties, which are served by the College. Members of the area
commission are recommended by the county council or other-legislative delegation for each
county, and are commissioned by the state governor. Figure 5 illustrates the admlmstratnve
structure at the state and local levels for Tri-County.

South Carolina General Assembly

€ ite Board of Technical and Comprehensive Education

Division of Industrial &
Economic Development; Special Schools Division

Tri-County Area Commission

Tri-County Technical College

Figure 5. ° South Carolina Technical Education System (TEC)
Administrative Structure for Tri-County sI‘ec:hmcal College

The Tri-County Area Commission is responsible for hiring and firing the College’s president.

The president is employed without a contract. All employees of the College at all levels are state
employees.

The current president of Tri-County is Dr. Don C. Garrison. In the internal organizational
structure of the College, the president presides directly over the public Information director, the
vice-president for business and finances, the executive vice-president for educational programs,
and the director of the Microelectronics Resource Center. All upgrading and retraining activities
fall within the jurisdiction of the executive vice :resident for educational programs, urider whom
are—

» the dean of student services,

® the dean of instructioa— -
——e—the dean of adult and continuing education,

,-'/
—

e the director of the ‘Easley Center.

Almost all upgrading and retraining activities fall with the jurisdiction of either the dean of
instruction or the dean of continuing education. Figures 6 and 7 illustrate the organizational
structure under those deans. : '

Dean of instruction. The general responsibilities of the dean of instruction are stipulated in
the job description for the position. They are as follows:

-
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The dean of instruction is responsible to the executive vice-president for providing a
sound instructionai program for all students, except continuing education; to
incorporate a systematic instructional delivery-system focusing on mastery learning;
and to keep the instructional approach up to date with contemporary research on
community college teaching methodology. . '

The spacific duties of the dean of instruction are numerous, but some of the more pertinent
ones for upgrading and retraining activities are as follows:
A . —~
¢ Conduct continuing research, planning, and evaluation of the development and
operation of the institution with reference to curricula, instruction, faculty, students,
facilities, and financing for the improvement thereof.

RN

e Formulate plans and proposals and direct the operation and continual |mprovement of
the curricula programs, including provisions for evaluation of the relevance and ..
effectiveness of all curricula, seeing that the educational needs of students are met.

¢ Develop and promote continuous liaison and communication with business and industry N

by assuming a significant personal role as well as assigning faculty to éppropriate
responsibilities which will assure that local employers are well orisnted to cUrricula
programs offered to support industrial growth, a skilled labor force, and the flexibility of
curricula to maet the changing needs of the commumty

® Ensure that each curricula utilizes locai advisory committees on curriculum and’program
development and that records of their activities are maintained.

¢ Determine the equipment needs for all curricula programs, prioritize the needs, and
work with the business office and the development office in procuring the equipment.

* Ensure that the faculty are kept current with the state of the art of instruction and are
current with technoldgical changes in their respective. curricula.

Dean of adult and continuing education. The general respénsibilities of the dean of adult and
co_ntinuing education are stipulated in the job description for the position. They are as follows:

The dean of adult and continuing education is responsible to the executive vice- *
president for providing a sound continuing education program; developing and
implementing noncredit activities relative to the neets of business, industry, and the
general public; designing specialized training programs for specific or unique business
or industrial needs;-serving as a resource for information concerning the diversity of
businesses, industries, and professions within the community.

The speclflc duties of the dean of adult continuing education are many, but the more
pertinent ones for upgrading and retraining actuvmes include'the following: %

* Maintain contact with area personnel directors, tralning directors, and business and
plant managers within the service area of the institution on a planned and systematic
basis to identify immediate and long-term needs for training programs.

¢ Serveasa training consultant to busnness and industry to determine training needs
within the.company.
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* Conduct necessary research to design, develop, and establish programs to support
- . specialized training needs within business, industry, and the community.

* Analyze trainihg and educational needs, and establish and conduct credit programs
where the needs of the participants are best met by an associate degree or a diploma.

* Recruit and select prégram faculty.,

® Develop and implement a program of orientation, inservice traimng. and evaluation for
program faculty.

&

e Oversee publlcity and p(omo‘tlonal activities of the program(s). . .

e Ensure that course outlmes and other instructional materials are devéloped, procured,
evaluated, and efficiently utilized by instructional personney,

\

|

L

|

|

|

|

l ¢ Develop the equipment needs for all continuing education programs, prioritize the

| needs, and work with the business office and the development office in procuring the

equipment.

All Special Schools programs are under the jurisdiction of the dean of adult and continuing
education, as is most adult education (i.e., upgrading and retraining). At Tri-County, continuing
education consists primarily 6f short-term courses, seminars, workshops, institutes,
demonstrations, and lectures on a noncredit basis in anticipation of, and in response to, requests
and needs of the community. There are no entrance requirements for most of the courses,
although some have age restrictions or require a certain amount of prior experience.

L

industry servlces representative. The industry services representative is primarily in charge of
the Special Schools programs. Under the TEC System Bollcy. the industry services representative
is assigned to the College, but is directly responsible not to the College president, but to the
dlrector of the TEC System's Division of industrial and Economlc Development.

The represenmtative works with the College president in all dealings between company and
College for customized start-up training through the Special Schools programs. The
representative also works with the county development boards to "sell” new industries on coming
into the area, and in this role, his "pitch” is to sell companies on what the Special Schools
programs can-do to get them up and running "in the black” from the first day the new plant
~ opens. He spends a portion of each working day calling on area companies (two to three a day)
to talk with company representatives abcut their potential training needs, especially as they
relate to creating new jobs. Since Special Schools programs also extend to existing industries
thatplan to expand (creating a mmlmum of twenty-new jobs), the industry services
representative is also responsible for working with such companies to set up Special Schools
programs.
‘ »
Whereas the industry services representative "sells” the érogram. it is the College president
who makes the actual training commitment. Once agreement has been reachgd about providing
a customized Special Schools training program for a company, the representative is responsible
| for coordinating all aspects of the program with the College’s Continuing Education Division and
| with the company. This includes the following:

¢ Determining what Special Schools training needs are by reviewing the company’s extant
training programs, interviewing its englneers and other personnel, and determining what

w
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specific skills are needed. This is frequently accomplished by conducting on-site visits
to existing home plants, using company job descriptions, and so forth, The industry
services representative is often accompanied on such visits by the dean -of adult and
continuing education, technical faculty members, and sometimes the Coilege president.

¢ Arranging for any pretesting of potential recruits for the preempioymeént training. This is
offen performed by Job Services or by the Employment Security*Commission, in
cooperation with the College. Recruitment procedures, arranged for by the
representative working with the College, the company, and (where applicable) Job
Services or the Employment Security Commission, are then carried out.

* Working with the comipany and College representatives (Continuing Education Division)
to set up a workable schedule for pretesting, recruiting, training, and conducting of
hiring interviews to meet the company's needs.

* Coordinating the development (by TEC) of customized training programs, instructional
materials, audiovisual aids, and so forth. .

¢ 'Coordinating the identification or remodeling of necessary training facilities through the
College and/or the area commission. )

¢ Coordinating the acquisition of necessary equipment (if highly specialized, t;ying to
arrange with the company to borrow it), hand tools, materials, and so forth.

» Coordinating funding of the Special Schools programs with the College and the area
commission, or reimbursement to the company in some situations. .

° Coordinéiing the arrangements with the dean of adult and continuing education and
with the company for the seléction or hiring of instructors for the program, including the
borrowing of instructors from among skilled company employses, where necessary.

Inall of these activities, the industry services representative is responsible for working with
locat community agencies, as well as with the companies and the College. He works directly with
designated company staff (often the company president or the personnel or training director)
and with the College president and the dean of continuing education, in particular.

Whereas the Lndustry services representative’s chief area of responsibiiity is the Special
Schools programs’ conducted by Tri-County, he also operates as a part of Tri-County’s "team,”
whose commitment is to meet the occupational advancement needs of the communities it serves,
as well as the training needs of companies. Because the representative is in intimate, day-to-day
contact with area companies as part of his Special Schools responsibilities, he is in a unique
position to feed back information to the College on upgrading and retraining needs that are not
eligible for Special Schools funding, This feedback Is particularly useful to the Continuing
Education Division, which conducts customized as well as noncustomized upgrading and
retraining courses. The representative also feeds information back to the School of Instruction
about training related to credit courses that may need to be upgraded for the benefit of the
general community. In many such cases, the representative puts the right College staff in contact
with-the various companies. While the repressntative does do some “selling” ofthon-Special
Schools upgrading and retraining offerings from Tri-County, his role is less direct here,
consisting more of making companies aware of the College’s range of services and pulling the
right people together. .
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The indystry services representative serves the College in other capacities. He assists in
conducting community and company surveys and needs assessments, both formal and informal.
He passes names to the dean of adult and continuing education of persons in ct mpanies who
express a desire to teach part-time at the College in their off-work hours (this is gspecially useful

to the College for career advancement courses in highly technologically advanceq subject areas).

He nmeets every month with key community agencies and with~area personnel agencies seeking
people to hire, thus informing the C)le e of hiring trends and needs, and he also gommunicates
TEC policies and ideas to those external persons and agencies. Finaily, he is a major resource in
the College's communications system.

Mission of Tri-County Technical College

In Tri-County's (1981) ‘80-'B1 Annual Report to the People, the College describes its purpose
in the following way:

-~ A comprehensive community College seeking to provide equal opportunity for all, Tri-
Coupty . .. recognizes its responsibility to Anderson, Oconee, and Pickens Counties
and to South Carolina by: (a) responding to the needs and abilities of all students,
helping them to attain their educational and occupational goals in a positive student-
centered learning environment; (b) assisting all students to recognize their patential as
worthwhile and productive members of society; (c) providing a quality education at the
lowest possible cost; (d) serving the employment needs of business and industry; (e)
responding to the economic growth of the area. (p. 22)

Institutional Funding

TEC System funding. The TEC System is essentially fundgd by state tax revenues.
Amendraents to Act 654 read:

State funds for the South Carolina Technical Education System shall be appropriated .
to the Board by the General Assembly and funds budgeted for the technical
institutions shalil be allocated in a uniform and equitable manner. Mgpnes appropriated
for Special Schools shall be retained at the state level and expended upon
recommendation of the Board.

However, local funds are also intended te be an important resource tor the technical
colieges. These funds come primarily from student tuitions and local tax revenues. The area
commissions arg charged to prepare budgets for such iocal revenues, which are subject to
approval by the county governing bodies served by the local institutions.

The colleges are also eligible to receive state funds for capital facilities, but 20 percent of
such facilities' costs must be provided by local funds.

Coliege funding. Funding for Tri-County comes from a wide variety of sources, with the
largest income coming from the state, followed by the federal-government, student fees, the
three counties in the service area, and miscelianeous sources. Figure 8 shows a composite of the
College revenue sources.

N




Student Fees
14%

Figure 8. Sources of Ravenue Composite FY 76—FY 80 .

SOURCE: Tri-County Technical College, 1981

Monies from the three counties have amounted to approximately 7 percent of the College's
funding. . .

Credit courses and noncredit courses under continuing education for occupational
advancement are paid by student fees and stats monies. The state rmurses the College by
‘credit unit. Moncredit courses are counted as continuing education units {CEUs), which are
recorded and cqnverted (according to a particular formula) into a certain number of credit hours.
State funds pay for converted CEUs, though not atnt)-ne same rate as for degree credit hours. Only a
percentage of CEUs are reimbursed by the state, and these must be for occupational advancement
courses.

Capital funding of buildings, on campus or elsewhere, is paid for by the three cou.ities in the
College's service area. The College receives a general budget allocated from the counties’ tax
revenues each year.

All Special Schools programs afe funded directly by the three counties, which are
administered by county councils. To initiate a Special Schools program, the College must submit
a budgat to the area commission, which in turn goes to the county councils for the funds. These
legislative delegates from the three countias must aporéve Special Schools funding. According to
Pete Stathakis, a member of the Anderson County Plaaning and Development Board and a key
figure in economic devglopment efforts in the Tri-Cuunty region, start-up investments througp
the Special Schools geperally pay for themselves by the second year. '




In the last few years, the Tri-County service area has suffered from financial cutbacks, as has
most of the country. Cuts in funding for new or special programs in the College have been
affected by federal, state, and local agencies. The College has been trying to hold the line on
student tuition, as well as on costs of customized upgrading and retraining (non-Special School
courses) for industry. To counter the economic crunch, Tri-County has launched efforts to utihize
and share internal resources more efficiently, and to make better use of low cost, high
productivity technologies, such as computerized enroliment procedures.

Distin "e Features of the College .

Institutional commitment is the theme under which most distinctive featucres of Tri-County
may be subsumed. This theme finds expression in three major areas. (1) the philosophical
environment of the College, (2) the role of the Col.ege president, and (3) the cohesiveness of
staft in support of the College philosophy. A number of exemplary actlvmes also distinguish Tri-
County Technical College. .

Philosophical envirorment of Tri-County. Tri-County, in the belief that people are South
Caroling’s greatest asset, has set an example as an institution thoroughly committed to serving
state and local economic development. The goal of “a better life for all" puts a strong emphasis
on bringing 1n new companies and contributing to the expansion and productivity of existing
ones through training of a work force that can make effective use of high technology. In this
way, a healthier economy is expectad o bring a higher quality of life to the area, meeting South
Carolinians’desires for better jobs and life-styles, and companies’ desires for better workers. All
facets of Trn-County are part of this philosophical environment, regardless of their direct or
indirect involvement with occupational training.

Role of the College president. Enthusiasm, cooperation, and flexibility mark the College's
actions in putting its philosophy ir ‘5 effect. Nowhere can this be.seen more clearly than in the
role of Tn-County’s president.

Or Don Garrison has applied great energy to putting the institution’s phnlosophy to work. He
has become personally involved in a wide spectrum of College activities, most wisibly in the role
of “salesman” and facilitator for industry services programs.

The president spends considerable time working with the industry services representative
and the various county planning and development boards and directors to help make potential
employers aware of what the TEC System—and Tri-County in particular—can do for a new or
expanding company. In pursuing this important economic development role, the president makes
himself available for discussions, meetings, tours of the local communities or the College, and so
forth. If he is not available for such promotional work, he makes sure that another knowledgeable
person is--usual'y the industry services representative, the executive vice-president for
educational prog'rams. or the dean of adult and continuing education.

The president emphasizés the tmportanca of proving the commitment of the commumty and
the College to industry when he says, "Good intentions are not enough—you need evidence in
terms of a track record and in terms of dollars committed.”* Moreover, he assures companies
that Tri-County dc  not "divorce” a firm once its start-up needs are fulfilled, the College trains a
continuing supply u. highly qualified graduates for industries in the service area. He is also

*Personal interview with . ~n Garnison. President, Tri-County Technical College, 7 June 1982
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careful to communicate that Tri-County underétands that profit must be the bottom line for a
productive firm.

Another role for which the president assumes considerable leaderstip is that of cultivating
good communications, cooperatien, and articulation with the many local agencies and
organizations involved in economic developmeért efforts. Tri-County’s cooperative efforts often
involve city or town commissions, Gounty planning and development boards, the South Carolina
Economic Development Board, the Employment Security Commission and Job Services, Great
Towns committees, chambers of commerce, Clemson University, the U.S. Small Business
Administration, and so forth.

The president makes himself readily available to College staff in order to streamline
communications and efficiently marshal necessary resources. Finally, he acts as a role model for
Tri-County’s commitment to its philosophy and goals

Statt support of the College philosophy. Tri-County operates with a fairly informal, friendly
management style, yet the level of commitment of the faculty and staff to the College’s
philosophy and goals is intense. College support units operate in a service mode, with economic
development their watchword. The faculty and staff generally consist of “self-starters,” who
understand the issues and are dedicated to the purposes of the College. College administrators
believe that this kind of dedication improves efficiency by as much as 30 percent for some
programs R ,

Faculty and staff commitment also is expressed in the flexibility and cooperation within and
between program areas, as well as in dealing with companies’ training needs. There is a
conscious effort to “use our limited resources to the greatest advantage . . . and everyone I1s
always ready to jump in, put'in personal time .. .. This is what is meant by commitment.”"

Exemplary actlvities. So many of Tri-County's activities are exemplary because of its
membership in South Carolina's TEC System that it is tempting to say that almost everything the
College is involved in is special. Certainly the Special Schools programs stand out as uniquely
effective programs for retraining segments of the populace and encouraging job creation and
local economic development.

The College’s Microelectronics Resource Center is likewise an exemplary asset for
upgrading and retraining—not only does it deliver such training directly to companies upon
request, it is designed to enable TEC colleges throughout the state to upc-ade instructors and
curricula, thereby bringing South Carolina's technical colleges to the true cutting edge of
technology. The five other Innovative Technical Resource Centers are expected to do the same
for their specialty areas.

Many innovative programs at Tri-County are also exemplary. Reaching out to meet the needs
of management and supervisory personnel is the new Managernent Development Division, a pilot
project site of the American Counci! on Education’s Higher Education Management Division. The
Council's twenty-five management modules offered through Tri-County's pilot program put the
College in a potent position to deliver state-of-the-art training in management and supervision.

Another recent innovative program at Tri-County is the Small Business Network, organized
and cosponsored by the American Association of Junior and Community Colleges and the U.S.
Small Business Administration. As a member of the Network, Tri-County can now identify and

‘Personal interview with Don Garrison, President, Tri-County Technical College, 7 June 1982.
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deliver quality short-térm training to meet the needs of local entrepreneurs, through classes,
workshops, and counsellng To strengthen the Network locally, Tri-County has established
working relationships with the Small Business Development Center at Clemson University, with
the local Senior Corps of Retired Executives (SCORE) business counseling services, and with the
local chambers of cormerce in its service area. It has also founded a Small Business Resource
Center on campus to make available all instructional materials, and to provide counseling
facilities, classroom space, meeting facilities for area business organizations, and individualized "
instruction for prospective entrepreneurs.

Tri-County extends its instructional offerings into the community, locating courses (many of
them concerned with occupational advancement) at convenient, off-campus locations around the
three counties. The College also introduced telecourses for college credit in the fall of 1981
through the Appalachian Community Service Satellite Network and the Anderson Cablevision
System.

A Career Center on campus offers students career decision-making services, including
information, counseling, and testing. The federally funded Female- -Minority Program assists
female and minority students with career planning, counseling, tutoring, financial aid, and so
forth. The on-campus Child Development Center provides day or evening child care at
reasonable rates for students and staff.

Tri-County's involvement with the CETA programs sponsored by the Employment Security
Commission in Anderson is exemplary mainly because the College maintains a deep
commitment to retraining of the structurally unemplQyed, and has expressed its intention of
continuing to serve that populace even after federal funds are withdrawn from the program.

College Struqture for EconomicDevelopment

At Tri-County, as at all TEC colleges, economic development activities are intimately linked
with training services. The theme of economic development permeates every program, be it a
more general service for state or local industry, or a specially customized service for a particular
company. '

Noncustomized Industry Services

The Continuing Education Livision is very concerned with meeting the needs of business
and industry in Tri-County's service area. It conducts ongoing curriculum revisions, course
additions, and implementation of apprenticeship training. In 1981 it introduced competency-
based diplomas, which enable trainees and employers to discern the exact competencies
graduates have acquired through training. When the College receives requests from companies
for custo nized courses or seminars to fill their need for certain kinds of employee upgrading,
Continuing Education analyzes the request to determine whether just those companies need the
requested training, or whether it will serve the community better to make such training available
as noncustomized occupational advancement courses.

Continuing Education runs about 2 general purpose seminars a week (more than 100
seminars a year) on specific topics. These seminars may be given at plant sites (such as Singer,
NCR, or Dan River), community sites (such as area high schools), or on campus. Although these
seminars are generally not customized to the company's specifications, a8 company may request
one. Often, companies will send employees to the seminars on campus or at c.ommumty sites, at
the company’s expense.

-~
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The dean of instruction also keeps close track of business and industry training needs, and
adds or upgrades curricula (noncustomized) as the needs become clear. For example, the
Teghnical Division recently added a course for all its students on the value of the free ‘enterprise
system. All Technical Division courses will soon include a required computer literacy course. The
Business and Human Resources Division has just added a data processing curriculum. These are
only some examples of the kind of upgrading and retraining activities administered by the dean
of instruction.

The new Microelectronics Resource Center will function as an information cleannghouse on
the cutting edge of microelectronic technology—both for updating or developing techinician-level
curricula for the TEC colleges, and for aiding in technology transfer for South Carolina
industriés. This latter activity will also invclve providing on-line consulting to industries
implementing microelectronics-based equipment. In addition, the Center will provide
demonstrations of the latest technologies and equipment to industries around the state to
stimulate adaptation of the new technologies and aid in increasing the companies' productivity
and competitiveness in the national and international markets. This activity will involve the use of
mobile labs to take the equipment and demonstrations right to the companies. Finally, the Center
will provide seminars, workshops, and short courses—customized and otherwise—in
microelectronics and microcomputers, both fcr employees and managers of South Carolina
companies.

A special service to prospective and new industries that the TEC System provides is the
state's Industry Wage and Practices Survey. Data for this annual survey are collected by all the
TEC cotieges and compiled by the State Board of Technical and Comprehensive Education. The
survey reports on state and area averages in wages and practices for various businesses and
industries, and is intended primarily to help incoming or expanding companies decide where to
locate and what the norins for wages and practices are in various parts of the state. Tri-County
makes this survey available to any and all interested parties.

3

Customized Industry Services

Tn-County offers a vanety of services specially tailored to the needs of specific companies.
Some of these services (i.e., the preemployment training of the Special Schools) are provided
free to companies, and others are partly subsidized through the Continuing Education Division.
Essentially, four kinds of customized services are offered to new, expandnng. or extant
companies uppn request:

. P}eemployment training through TEC’s Special Schools programs

¢ Job Instruction courses for company employees serving as instru€tors in Special ,
Schools programs :

¢ Upgrading and retraining courses
. A »

e Seminars and workshops for upgrading purposes
The Special Schools preemployment training programs—offered to new or expanding

companies creating twenty or more new jobs—involve a series of services, of whnch the training
is only one. In essence, these services consist of—

¢ aid to the company, where necessary, in identifying the required skills and skill levels of
the jobs to be performed,

: i




* preparation of a schedule covering all activities, w:th completlon of the program to come
two weeks prior to hmng needs;

¢ development of a recrU/tment plan with the company, and conduct of recruitment;

* preemployment testing of applicants (often through Job Services or the Employment
Security Commission) and screening;

e provision of tailored instructional materials, audiovisuals, and raw materials;

* provision of equipment and facilities, except in circumstances in which highly
specialized equipment must be borrowed from the company, or the company requests’
that TEC's Special Schools programs instruction take place in the plant;

® provision of instructors, where possible (see the discussion of the Job Instruction
course later in this section);

¢ delivery of training and trainee assessments;

® operation of classes in the evening or at other times convenient to trainees.

Tri-County has conducted Special Schools training for a great variety of companies moving
into its three-county area or expanding within it. For example,-the College has provided
customized preemployment training for Michelin, NCR, Steel Heddle Corporation, Orian Rugs,
Olympic Stoves, Fry-Togs Corporation, Westinghouse, and Nordson. Since Tri-County opened
its doors In 1962, it has trained over five thousand workers in Special Schools preemployment
programs. °

Occasions arise when a Special Schools program for a particular company requires an
instructor with highly specialized knowledge and experience, which are not readily available
either from the College faculty or from potential part-time instructors in the Tri-County service
area. In such cases, it is often necessary for the company to bring in skilled employees from its
other plants. While the Special Schools programs reimburse the company for such employees’
salaries for their hours spent instructing, there is frequently a problem with their knowledge of
and skill in teaching. In these cases Tri-County provides a Job Instruction course for company
instructors participating in Special Schools training activities. The course enables the teTporary
instructors.to teach the customized courses efficiently and effectively. ‘

Tri-County also conducts customized upgrading and retraining of employees in éxisting
companies in its service region, upon request of the company. Such upgrading and retraining
courses do not fall within the Special Schogls programs, betause the companies are not creating
additional, new jobs. These customized courses are not provided free of charge; if the training
does not involve on-the-job training, however, Tri-County will often absorb part of the expense
through a process of converting continuing education units (CEUs) earned by the trainees into
credit units, whose costs are reimbursed under certain circumstances by the state. In on-the-job
training, the company usually absorbs the costs, payin§ Tri-County directly. For any customized
upgrading or retraining program, however, a company must have twelve or more trainees, twelve
is the break-even point at which the College can afford to customize such a course.

Tri-County has provided non-special schools customized upgrading or retraining courses for

a variety of companies in its service area, including Dan River, the Riegal Corporation, the Alice
Corporation, Parke Davis, and the Singer Company. In 1981, Tri-County's General Education
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Division offered college transfer courses for Duke Power employees needing to meet federal
requirements for control room operators at nuclear plants. In the near future, the new
Microelectronics Resource Center will offer customized high-technology microelectronics
programs or courses for industry, upon request.

Full programs or courses are not the 'only customized instruction offered by Tri-County.
Many seminars and workshops are tailored to fit the short-course upgrading needs of local
companies. For exampie, a sixteen-hour course was customized for Oconee Nuclear Station, and
half-day seminars were given for the Singer Company and for Oconee Memorial Hospital. The
Management Development Division conducted sixty-five seminars in management and
supervision in school year 1981-1982, two of which were specifically designed for local
corporations. The Microelectronics Resource Center is also conducting short seminars and
worigshops for employees and supervisors, tailored to company needs upon request. ‘

College Structure for Upgrading and Retraining

<\

Continulng Education_Dlvision -

All noncredit courses—whether for occupatlonal advancement or for personal interest or
development—are within the administration of the Continuing Education Division. As with credit
courses offered through the Division of Instruction, continuing education courses, seminars, and
workshops are available on campus, at various community sites, or in company plants if
requested. Most customized programs for companies do not involve awarding of college credit,
and fall within the administration of the Continuing Education Division.

Kccording to the course bulletin for the Winter Quarter of 1982: . .
‘ . 3%
The Continuing Education programs are designed so that individuals may explore new
fields of study, increase proficiency in a profession, develop a potential, and.enrich
lives through cultural and recreational studies. Such a program offers opportunities for
lifelong learning, cultural and community-enrichment, personal entertainment and
recreation, and resources for industry, government, and professional groups. New
courses and programs are added regularly, many created by suggestions from past,
present and potential students who take an active part in the planning process. *
Community service coordinators. The Continuing Education Division has several community
service coordinators, part-time stafi whose role is “to strengthen communications between the
various segments of the community and the College and to provide for the implementation of
community-based programs™ (Tri-County Technical College Coordinator’s Manual n.d., p. 1). The
coordinators are chiefly community liaisons who make the community more aware of the
College's services, and who serve as agents to bring together community and agency resources
to cooperate with community continuing education nesds and desires.

B

Division of Instruction

As mentioned earlier, all credit courses and programs are within the jurisdiction of the dean
of instruction. Many of these courses, programs, seminars, and other educational activities are
offered on the Tri-County campus, at the community centers such as Easley High School, and at
company sites in the Tri-County service area. The College offers an associate of arts degree
program and an associate of science degree program, bqth of which are designed for transfer to
four-year colleges.

Q




The Division of Instruction Is continually growing to meet the educational needs of the
community as they develop. New program areas recently installed include the nursing program .
(to take 4p the vacuum created by Clemson University's phasing out of its two-year nursing -
program in 1980), a data processing curriculum, and the new Microelectronics Resource Center
and its proposed programs‘and services,

i

The Division of Instruction offers credit courses at in-plant sites upon request of companies,
and will customize such upgrading and retraining courses.

’ ’

CUSTOMIZED TRAINING PROGRAMS AT TRI-COUNTY

Customized training programs at Tri-County consist of (1) Special Schools programs,
delivered {ree to new and expanding companies for preemployment, upgrading, or retraining
instruction where twenty or more new jobs are created; (2) upgrading or retraining for existing
companies where few or no actual new jobs are created, offered through the College’s various
departments for a moderate cost to companies; and (3) customized upgrading courses or
programs where few or no actual new jobs are created, offered for credit by Tri-County’s
Division of Instruction at moderate cost to companies upon request. Such courses or programs
may be offered at a time or location of greatest convenience to the company and trainees—on
campus, at rented or remodeled facilities in the community, or at the plant site. A wide variety of
compqpies have been served through these programs.

Procedures for arranging, designing, and implementing customized programs have—-within

_flexible guidelines—been tested and proven, and these are discussed in the “Overview of

Process” section later in this case study report. Next, however, this section relates several
customized training “success stories"—examples of the kinds of programs and relationships
involved in Tri-County's thrust for fegional economic development.

Westinghouse Company, Pendleton, So‘uth Carolina

Westinghouse and Tri-County have been working together for several years on a number of
programs tailored to the company’s training needs. According to Westinghouse's personrnel
manager, Howard Sieber, the availability of preemployment and continuing education through
the TEC System and Tri-County “were a major deciding factor in locating Westinghouse's new
plant in South Carolina.” Tri-County initiated the first meetings between the C&lege and the
company to discuss delivering start-up training to Westinghouse through the Special Schools
programs. The College president and the industry services representative brought all important
parties together at Tri-County, where the College outlined the start-up and other training it
would be ab'e to deliver to Wgstinghouse. .

%

The first program was a Special Schools program of preemployment training for
maintenance and crafisworkers, specifically electricians and mechanics. These trainees were to
have had prior experience in related maintenance (selected trainees had four to fifteen years'
experience), but the company would also need to know what specific skills these trainees
possessed. The training program was to accomplish two major tasks: (1) conduct a skills
verification program by whictr the skills of the trainees would be assessed and (2) conduct
training to upgrade those skills where necessary and develop new skills where they were absent.
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Close cooperation and excellerit communiations were necessary to make the program work. 1

+In order to become familiar with the operations and skills needs for the new plant, Tri-County

representatives visited another Westinghouse plant out of state. There, the Coliege

representatives met with company people to formulate the plans for the training program. Except

for initial orientation, all training was to'be performed by Tri-County instructors. ‘

The training itself was very flexible, with continual interaction between instructors and

company representatives to allow the convpany to suggest adjustments in the training to put |

more or less emphasis on certain areas of instruction where the trainees showed differing |

degrees of skill. The industry services representative for TEC kept the company attuned to what

was going on in the training program, so such adjustménts were readily made. Without these ‘

close communications, the participants say the program could not have been successful. ‘
|
\
|
\
|

v . . A

Upgrading Westinghouse Production Operators

Following the start-up of.the new Westinghouse plant, the company needed to upgrade the
training of forty-three newly hired production operators, whose activities were directly related to
processes and equipment specific to Westinghouse. Tri-County was unable to provide instructors
with the needed proprietary knowledge, so the company itself brought in instructors from its
Hampton division headquarters to deliver the special technical training.

The company additionally needed these operators to have lift-truck experience. For this, Tri- |
County's own lift-truck training program was used in conjunction with some specialized training ‘
on the company's unique handling systems (using Yale equipment). The course required a three- |
way coordination among Tri-County, Westinghouse, and Yale, the suppliet of the specialized
equipment Occupational safety laws required that lift-truck operators be licensed, so the lift-
truck training had to be a formally accredited program to allow the trainees to be licensed. The
Continuing Education Division set up the customized—and accredited—Ilift-truck course, based
in large part on the Division's regular course, but with modifications to meet company needs.

Start-up tor Resin Chemists ,

Westinghouse and Tri-County, with the exception that Tri-County worked with company resin
chemists, who delivered most of the actual instruction in labs and classrooms set up by Tri-
County as part of the Special Schools services. The company instructors and Tri-County set up
the laboratories so they exactly s.mulated the company's operations—including having the same
size, number, and arrangements of lab tables, glassware, and other lab equipment.

&

|
|
|
\
|
|
|
|
The start-up training for resin chemists followed the pattern of close cooperation between
|
|
|
|
|
|
|
|
|

Overvlew of Westinghouse.Tralning

Because Howard Sieber, Westinghouse's personnel manager, is well oriented to the skills l
content of the many jobs in the plant operation, the planning, scheduling, and implementation of ‘
customized training programs were considerably simplified for the College, Sieber was able to
specify, with good accuracy, what the company's skill needs were for a specific program.

Working with the College, he was also instrumental in developing workable training schedules.
This was done by starting with the target date for new employees to begin work (in the case of
preemployment teaining), or the target date for current employees to begin using their upgraded
skills. Backing up trom the set target date, time was then scheduled for prehiring selection and
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screening (where applicable), course development, procurement or set-up of equipment and
facilities, and training. >

Training programs for Westinghouse have generally used a four-pronged instructionai )
approach, involving use of (1) training manuals, (2) slides or slide-tapes, (3) videotapes of *
production operations, and (4) practical experience in simulation circumstances. Tri-&ounty and
the company have cooperated in writing or adapting instructional materials. The company has
written some materials (or adapted its own earlier materials), and’*Tri-County has written some.
Tri-County also prepared 144 minutes of videotape bn preduction cperations, which were taped
at the company’s Hampton plant for use in the Special Schools programs.

A

Courses tailored to Westinghouse's training needs have generally run three hours a day, and
have been held three times a week for eight weeks. This has given students seventy-two hours of
instructional experience—a very short amount of time for a great deal of material to be covered,
but trainees consistently have met or exceeded the performance standards set mutally by the
company and the College.

The four-pronged instructional approach has allowed considerable individualization of
tgaining experiences, with students able to access audiovisual gids or practical (simulation)
experiences at will. All instructional materials and evaluations have been competency based. In
many cases, instructors have served primarily as course managers and resource persofs,
allowing trainees to gain competencies at their own pace and within their own learning styles.

-~

Natlonai Cash Register, Liberty, South Carolina

In 1980, the National Cash Register Company (NCR) expressed an interest in building a new
manufacturing plant for point-of-sale terminals ir *he Tri-County area. Tri-County representatives
joined county development board members in me _ting informally with NCR representatives.
Later, as company interest became firm, Tri-County’s industrial services representative went with
several other College representatives to visit the NCR plant in Delaware and meet with company
people (including the manager of NCR's Mamufacturing Engingering Department). As a result of
this meeting, the kinds of training for the new plant were outlined, the basic training timeline was
worked out, and who would do what in implementing the start-up training was decided.

The company’s manufacturing engineers prescribed the essential skills to be taught and the
schedule for teaching various subjects. A schedule was worked out by which trainees would
attend_classes for four hours a day (in the morning, afternoon, or evening, at the trainees’
convenience, since most were simultaneously employed elsewhere during training), over a period
of eighteen days. This gave a total of seventy-two hours of training for the manufacturing
technigians who would be hired by NCR.

To prepare training manuals for the program, NCR's Manufacturing Engineering Department
assigned individual engineers to write training manuals in their specialties. This was necessary
because many of NCR's manufacturing operations are unique and proprietary. The TEC System's
production center printed the training manuals and furnished additional instructional materials,
inc'uding the math component. (The College often adds a math component to its customized
courses, even if not requested. This is because so many adults are found to be weak in basic

math skills. The math component, though brief in duration, usually improves students' math skills .

enormously, as had been proved by comparison of pre- and posttests of such basic skills for all
trainees.) ‘




t
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Training took place in a converted senior citizens’ center in Liberty, South Carolina. The

refurbishment of the center was conducted by the county as part of its commitment to the TEC
System. A TEC Special Schools team installed conveyors needed for the course, and maintained
equipment throughout the course. Tri-County provided nseded hand tools (such as soldering
guns) and some specnal tools for the training process. NCR furnished osc oscopes and some
other special equipment. (For later NCR training programs that were not eligible for Special
Schools funding because the new plant had already opensd and was operating, NCR furnished |

4 its own specific electronics equipment for training, including conveyors, line master benches,
and so forth. For the start-up training, Special Schools provided most madterials and equipment.)

[

[

Prior' to the start-up training, Tri-County staff visited NCR's Delaware plant once more and
made a videotape of the manufacturing process. The tape was a key part of the training program
for start-up in South Carolina.

’community), NCR furnished all instructors for the start-up training. Thred full-time NCR
instructors participated, as well as company specialists who came in on octasion to teach half-
day sessions as needed. TEC reimbursed the company for part of the company instructors’
salaries for the start-up training. The amount of reimbursement was negotiated with the
company, since of course TEC could not pay industry-level salaries for the instructors.

»
-

The dedication of NCR's instructors was cited as a key element in the success of the training
program. In addition, top management in the company simplified the use of ths instructors by
relieving such employees of other responsibilities as they were needed for teaching. Without the
understanding of such needs at the highest company levels, Tri-County staff members say that
the training program would not have been possible.

|
|
|
|
|
Because of the highly specialized expertise needed (and not available at Tri-County or in the
\
|
|

Class sizes were held to ten trainees for the start-up training. The training approach
emphasized to students that not all of them were expected to excel in every training area, the
company had positions that everybody could fit into if they were willing to apply themselves.
Instructors tutored students individually. No homework was required in the courses, but students
were allowed to take textbooks and manuals home, if they wished.

Instructors used questionnaires to get feedback from students during the courses. The
feedback was used to gauge student interest and progress. At one point, instructors learned that
students were getting bored with seeing too many films too close together, and altered the
instruction accordingly. Students were required to sign the feedback questionnaires so that
instructors could evgluate individual student progress and tutor the students as necessary. Of
142 trainees, only 2 dropped out of the courses before completion.

At the end of the training, Tri- County held a graduation ceremony for the trainges,
presenting them with certificates. On that® same day, NCR held interviews with the graduates and
hired them on the spot Of the 140 graduates all but 22 were hired. NCR expects to hire most or
all of the remaining 22 graduates as soon as the economy improves.

NCR is extremely pleased with the productivity of the trainees who are now working for the
company. NCR has also hired six supervisors and put them through the same general course as
the production trainees. This acquainted the supervisors with what takes place on the production
floor, and allowed managers to offer almost all employees in the production department the
opportunity to retrain for different jobs. The company can rotate people as they are needed,
because everyone is at least familiar with all aspects of production.
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Singer Company, Pickens and Anderson, South Carolina

. 4

Most of Tri-County’s interactions with the Singer Company have not involved start-up
training, since Singer has been in the Tri-County service area since the 1940s—before Tri-
County was established. However, the compédny's plants have experienced a series of major
changeovers in production, from manufacturing sewing machine cabinets to power tools at the
Pickens plant, and from the production of sewing machines to motor products to sewing
machines again, then to electronic sewing machines at the Anderson plant. Most of the
training—both customized and regular credit courses—that Tri-County has delivered for Singer
has involved upgradlng and retralmng of employees to meef these changing production needs.

* Almost 90 percent of Slnger s in-plant training for management development has been
through Tri-County courses. Customized management and supervisory seminars have also been
given at Singer by the College. The College has conducted training on campus for quality cirgle
facilitators for the company.

Singer set up its own tool and die apprenticeship program with the help of Tri-County, which
piloted the training Tri-County courses conducted at Singer's plants have often been offered for
credit at the company's request. in fact. more in- plant credit courses are delivered for Singer
than for any other compary served by Tri-County.

Most customnzed courses for _Slnger are offered during the employees' ow\m time after work
at the plant site, although on-the-job training has been offered occasionally. Instructors usually
are faculty members of the College, or are part-time instructors hired from the community
through the College In some cases, where the College cannot acquire a qualified instructor,
company staff members become the instructors. They go through the College's Job Instruction
course in order to be able to manage and teach the employees effectively. Occasionally, Singer's
training director sits in on classes to monitor.their appropriateness and progress. At the
conclusion of a customized course, both Singer and Tri-County administer their own
questionnaires to the trainees, asking them to evaluate the course.

The company also ha% Tri-County bring in ieisure courses to the plant upon request of the
employees These courses are noncredit and are not work related, but according to Larry
Earwood, vice-president for industrial relations, such courses “mix the different departments and
employees together so they find out they're all human beings. . . . It also keeps people physically
fit. We see that as a cost reduction on our total benefits program.” In addition to in-plant
customized courses and leisure courses, Singer pays 75 percent of employees’ books and tuttion
costs for upgrading themseives through the regular industrial programs at Tri-County. if
employees complete a deg-ee program related to company needs, the company pays the other
25 percent of the costs.

Singer representatives say that Tri-County's ability to be flexible in meeting the company’s
training naeds has been a key element in making the training programs happen. They also say
that because Tri-County has many business and industry people on its TEC Area Commission
and on department advisory committees, both the College and the business community are able
to understand and appreciate each other's needs and interrelationships.

s

‘Personal interview with Larry Earwood. Vite-President for Industrial Relations, Singer Company. 8 June 1982
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OVERVIEW OF PROCESS FOR DELIVERY OF UPGRADING AND RETRAINING

<

This section synthesizes the procedures used by Tri-County in its delivery of upgrading and
retraining,.in order to convey the "how" of customized and noncustomized occupational
education at the College. The section reviews {1) the linkages, marketing approaches, and
information exchanges vital to the programs, and (2) the important processes and elements in
program design and delivery.

Linkages, Marketing, and Informaflon Exchange

Four .najor actors are involved in 4naking workable linkages for the creation, design, and
delivery of upgrading and retraining programs at Tri-County: (1) the state TEC System, (2) the

.community and county agenciss, (3) the College representatives, and (4) the companies served.

Upg}ading and retraining programs obviously must match not only the needs perceived by
potential students, but they must also train mge jobs that are available—{illing the personnel
needs of companies, whether existing or developing. For effective, on-target programs to be
developed and delivered, the actors’ relevant values, plans, and actions must be synchronized.
Feedback at all stages is vital. Cooperation and flexibility are the watchwords for success.

At the state level, the thrust for upgrading and retraining of South Carolina’s work force
comes primarily from the TEC System. TEC's sixteen two-year technical colleges and six
Innovative Technical Resource Centers are designed to operate in close cooperation with state
and local economic development efforts. The TEC System is also a key element in state
economtc development promotional efforts—through brochures and booklets, through the annual
Industry Wages and Practices Survey, through the media, and through presentations by TEC
representatives at conferences all over the country.

County planning and development boards and other community agencies cooperate with the
local TEC colleges when ''courting” prospective employers in their areas. Communities working
to meet the strict criteria for, “Great Town" statu's also frequently cali upon the local TEC
colleges for advice. Job Services agencies and the Employment Sacurity Commission often work
closely with the colleges in preselecting, testing, and recruiting trainees for customized traintng
programs, especially for Special Schools programs. Local chambers of commerce and other
community organizations and agencies keep in touch with the colleges to provide continuing
information on employment trends and related training needs in their areas.

Within Tri-County Technical College, key staff members are responsible for liaison with the
communities and with employers. Tri-County’s two most prominent actors in this are the
president of the College and the industry services representative. Officially, the industry services
representative is responsible for making regular visits to existing area companies and for
marketing Special Schools services to new or expanding industry. He also brings together vital
college, company, and (where apptopriate) community representatives to discuss customized
training and make plans to deliver it. He than coordinates all elements of college-company
cooperation throughout the customized prograw, if it is a Special Schools program. If it is not a
Special Schools program, the industry services représentative may make the contacts and set up
and participate in the meetings, but all functions beyond that point are the responsibility of the
dean of adult and continuing education {(poncredit courses) or the dean of instruction (courses
tor college credit).




;
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The College president often accompanies the industry services représentative on visits to
prospective employers. Me also serves in the role of facilitator whenever extra effort is needed t
get an upgrading or retraining program off the ground. Both the president and the industry
services representative communicate clearly that Tri-County staff understand the free enterprise
system, the necessity of company profit, and the critical role that technical edu¢ation can fill in
boosting company productivity and competitiveness.

The dean of adult and continuing edﬁcatior; and the dean of instruction also meet with
companies and with community agencies and organizations, and communicate what their
Divisions can deliver through occupational advancement training. They keep their “ears to the
ground” to note occupational and skills-need trends, and to keep up to date op advanced .
technologies that relate to technical training at the College. Both deans focusfon updating
existing regular courses and programs within their Divisions, and on developing new courses and
programs to extend their Divisions’ services. Both Divisions also deliver customized upgrading
and retraining courses. '

, e

Businesses and industries in the Tri-County area have various liaisons with the College,
through contacts with the industry services representative and other visitors from the College
and through company staff's participation on advisory boards and committees for the various
College programs. Some company staff members aiso teach part-time at the Coliege in their
areas of specialty, on their own time. __, &™ .

¥,

.

Program Design and Delivery

Customized training delivered by Tri-County begins when contact with a new or existing
company in the Tri-County area results in a request by that company for tailor-made technical
trairing. Such training’may be for preemployment (as in start-up training through Special
Schools). or for upgrading or retraining of current employees. It may involve ciassroom learning
and lab or other simulation experiences delivered on campus, at a specially. prepared site in the
community, or at the plant site, or, 1t may involve on-the-job training. It may be for credit, though
more often it is not. Because it is customized, it is always focused on the specific needs of a
specific company, and in many cases the processes and technologies that are taught are
proprietary to that company and the equipment is highly specialized.

Noncustomized upgrading and retraining are provided to the community at large through
regular courses or courses requested by the community through community service coordinators
of the College or other College-communitythaisons. Such courses may be noncredit or for
college credit, and may be delivered on campus or at special but permanent off-campus sites
(such as Easley High School).

Whereas the Continuing Education Division does deliver noncredit courses for personal
enrichment that do not igvolve occupational advancement, the courses being discussed here are
those directed toward occupational advancement. These courses meet job-related needs of
workers in the community.

Noncustomized occupational advancement courses at Tri-Coufity are added or upgraded as
the College perceives employment and technology trends developing in the community. Not
infrequently, courses developed for one or a few specific companies that adopt new technologies
are later modified to have a more generic application, and are then offered to the community at
large or are incorporated into degree progr.ms as those technologies receive wider use in the
area or industry.
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Needs Assessments for Upgrading and Retralning T

v As has been mentioned, noncustomized training programs are upgraded or added as
community or occugational needs are identified. The College uses information nd feedback
from the industry services representative, community service coordinators, state and community
agencies, industry perSonnel serving on College program advisory committees, other faculty
contacts with the private sector, research from the educational community, and many .other - °
Jortmal and informal sources. Tri-County also afds program areas under special stimulus, as
when the American Council on Education selected the College as one of its pilot sites to
establish its new Management Development Division

-
5

Needg assessment for customlzed training programs is generally an informal procedure, in
which Cos\ege representatives (including a faculty member with related technical expertise) *
cansult with company representatives to determine what the training neéds are. Company staff
involved in such assessments frequently iriclude personne! managers, training directors,
supervisory personnel at existing plants, company engineers, and so forth. \ hese company staff
members provide job descriptionps and other information pertinent to deS|gnmg a training
program that will develop the specific sknlls needed.

College representatiyes also frequently msake site visits to observe the operations of similar
plants or the use of the same or equivalent technologies or processes, in order to clarify the
content of the proposed training. The course content 15 tailored to the company's needs, and at
every stage the company is consulted for accuracy. Tri-County representatnves perform no needs.
assessments using-formalized instruments.

-~

Tralning Agreements for Customized Programs

For noncystomized courses. there are no agreements needed with companies or agencies.
For continuing education caurses, all that is required is @ minimum enroliment ot ten persons. "y
For credit-granting courses or programs leading tc associate degrees or diplomas, approval must
be obtained from the State Board for Technical and Comprehensive Education.

For customized courses, there are no cantracts signed with companies. At most, a letter of
understanding is drafted. For Special Schools training, a company must guarantee to create at
jeast twenty new jobs. Customized training that upgrades the skills of or retrains existing
employees does not qualify for Special Schools funding, though some training expenses are .
absorbed by the College. In these cases, the College tries to make customized training as
inexpensive and as readily available to areg companies as possible. Even so, for a customized
prograrfi to be cost-effective, a company mist have a minimum of twelve students. For such
programs, companies pay the College direct! 'y.

Whether for Special Schools or other kinds of customized training programs, informal
training agreements stipulate such*program criteria as content of training, number of trainees,
source of trainees, scheduling and dugatior =f training, standards of student performance,
funding, recruitment and selection of instructprs, development of training matenals, training site
and facilities, and generally who will be respansible for what activity at what stage of the training
effort.




Course Development ‘ : -

For noncustomized programs, upgrading and retraining courses generally are developed by
College faculty, with input from the department advisory committee and usa of other available
resources Some new noncustomized courses are adaptations of customized courses.

Customized courses may be developed in a variety of ways. In some cases, companies
already have their own training programs for analogous workers at other plant sites, and Tri-
County uses or adapts these existing materials. In some cases (as with NCR), the company
assigns its own staff to develop the course outline and {often) the course materials for some or
all of the program, although the training is still delivered by the College. Frequently the College
already has a course or program operating as part of the regular curricula that can be revised or
added to in order to meet company needs. When neither company courses nor existing College
courses can be adapted, the College assigns a faculty member with appropriate expertise to
design the new course When such an expert is not available on campus, the Coliege will find
and pay an outside expert—usually a qualified person in the community—to develop the course.
The maximum payment is usually $100.

Materials development. The materials for a course are generally handled in much the same
way as development of the course itself. In noncustomized training, course matenals may be
developed by College faculty, by members oi the department advisory committee or other
consultants. by volunteer community members {as in the case of courses set up, upon
community request, by the community service representatives), or by outside organizations or
agencies (such as the pilot program being used by the Management Development Division).

In customized courses, course materials may be developed by the company {often by
company training staff, engineering staff, or other expert personnel working for the company), by
the College faculty, or by outside consultants. At times, an.outside instructor who is hired part-
time by the College to teach a very specialized, high-technology customized course will also
develop the course and/or the course materials, but moye often the course materials are J
developed by the College staff or by company and the College staff members working together.
Once the materials are drafted, the College's own Learning Resources Center takes care of all
graphics and printing and provides as many copies as are needed for the program.

Some custemized courses have made extensive and successful use of audiovisual
instructional materials, including slides, slide-tapes, and videotapes. The College has sent out
qualtified media staff on a number of occasions to various company sites (often in other states) to
videotape production processes for later use in custornized instruction. Tri-County’s Learning
Resources Center is staffed to produce such media, thoug . the majority of such support services
are provided directly by TEC's own production center.

Selectlon of Instructional modes. Tri-County faculty members are well gounded in effactive
modes of instruction for teaching adults. Most courses make use of a variety of instructional
mades, including innovative tachniques such as simulations, instructional videotapes, on-site
practical experiences, and so forth. For customized courses, instructional modes need to be
~articularly flexible to meet unpredicted shifts in instructional focus, or significant variations in
individual trainees’ skill levels. In situations where the instructors are not regular Tri-County
facuity members, College representatives monitor the classes on an ongoing basis to watch for
such needed changes in instructicnal mode. .
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Course Approval .

For any courses taught for credit, official approval must be granted by the State Board of
Technical and Comprehensive Education. For noncredit courses, advisory committees and
departments are responsible for approving courses and course content.

In the case of noncredit customized training, companies have the last word on course and
course content, and approval is in their hands. Usually, the College and the company work so
closely together in designing customized programs that no formal approval process is necessary.
In some cases, courses must be redesigned in progress, simply because the training area is so
new or the relevance of the trainees’ existing skills so unpredictable that it is impossible to
finalize the course content beforehand. Flexibility is a necessity. Again, in such cases, compahy
and College generally work so closely together that course adaptations are accomplished as
needed without any problems.

.

Funding and Budget

Noncustomized courses that grant credit are partly paid for through student tuitions, and
partly through TEC. Noncustomized continuing education courses for occupational advancement
are counted as continuing education units (CEUs), which may be refunded in pa.t (according to
a TEC System formula) to the College by the TEC System.

Special Schools programs for preemployment training are funded by the TEC System, and
are available free ot charge to new or expanding companies creating a minimum of twenty new
jobs. In those cases where the programs must rely on company staff to teach the customized
course, TEC reimburses the company a negotiated amount of money toward the salaries of such
instructors for the hours they spend instructing.

Funds for Tri-County’s Special Schools programs are administered by the TEC System’s
board of trustees. The local counties are responsible for setting up any necessary facilities in the
community, if campus or company plant facilities are inadequate or unavailable. Equipment,
equipment installation and mainter. 't ~.e, instructional materials, hand tools, and matenals are all
paid for by TEC.

For other customized upgrading and retraining programs, the company pays for all or most
of the training costs and must provide a minimum of twelve trainees for the College to be able to
deliver the tiaining (break-even point for the College). Because the College wants companies to
make use of the services, it absorbs some of the costs for all such programs, charging
companies a flat rate.

Some companies have tuition reimbursement programs for their employees to pursue
upgrading courses (related to company skills needs, in most cases) on their own time. In effect,
this is company-sponsored upgrading, whether the employees take regular, noncustomized
courses for credit or not.

Recrultment/Selection of Tralnees
Trainees for noncustomized courses are self-selected for the most part, that is, students find

out abcut courses or programs on their own, and attend them on their own time for their
personal occupational advancement. Continuing education courses have few (f 7y prerequisites,
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s~ access to such upgrading or retraining opportunities is generally unrestricted. In credit
courses, such as noncustomized upgrading and retraining courses that are part of a degree or
diploma program, students must meet four-year college entrance requirements and/or have
education or experience equivalent to the stipulated prerequisites for credit courses.

Recruitment and selection procedures for trainees for customized programs vary {rom one
situation to the next. For preemployment training through the Special Schools, the triteria for
selection are set by the company. The College then announces the start-up training. Often the
College works through Job Services agencies or the local Employment Security Commission to
reach persens interested in and qualified to take the start-up training. Such candidates for
training are pretested (frequently by one of the two outside agencies) and preselected by the
College

In Spscial Schools programs, trainees are usually employed elsewhere at the time of the
training, which is held at hours convenient to the trainees. These persons have no guarantee
frem either the College or the company that the successful completion of the training program
will garner them a new job. Trainees do not have to pay anything for the training, and take the
risk of not being hired for the chance to better their worklife and earnings. The pretesting and
preselection procedures used by the College, coupled with the motivation of the trainees, have
proved highly successful, with very low dropout rates in the customized courses, and few if any
“washouts” or turnover from trainees subsequently hired by the companies. This contrasts with
many companies’ previous experiences with attempting to "hire off the street"—resulting, for
some firms, in as high as 150 percent turnover in a year! v -

For customized courses that are not Special Schools programs, the trainees are already
em ployees of the company requesting the customized training. In most cases, the trainees are
selected by the company, though employees may also volunteer to take the courses in some
companies The College may pretest some employees for required skills, but more often the
pretests are given to point up areas where remedial course modules may need to be added to the
customized course rather than to reject employee trainee..

Selectlon of Instructors

Both credit and noncredit courses that are offered by the Continuing Education Division
require instructors with wide-ranging expertise’in technical and related subject areas. About 47
percent of Tri-County’s faculty members are part-timers, and instructors from local companies
are recruited from the community to teach. Tri-Courity is fortunate to be in a burgeoning
retirement area, and many of its part-time instructors are retirees with exceptional experience
upon which to draw for teaching.

For customized courses, the College first looks to its own facuity to find appropriate
instructors In cases where instructors with the needed expertise are not available, the College
[hen turns to the community or to the company itself. For courses that teach proprietary
‘processes or use highly specialized equipment or technologies, it is often impossible to find
qualified instructors anywhere but within the company. Both College and company must agree
on the selection of instructors for customized courses.

instructor preparation and upgrading. Full- and part-time faculty members teaching
nonclstomized courses receive a variety of opportunities to deveiop and upgrade thejr technicai

and teaching skills through the College. For example, the English Department has established a
buddy system in which full-time faculty work closely with part-t..ne instructors to review tests,
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relay paper-grading policies, and answer questions. Other departments invite part-time faculty to
departmental meetings, as well as schedule special mesetings at the beginning of each quarter
and arrangé for part-time instructors to visit and observe classes.

Division and departmental chairpersons routinely survey part-time faculty to determine their
needs. On the technical end, both full-time and part-time teachers are encouraged by the
College to work in industry in their specialty areas in order to keep up to date on processes and
technologies.

Instructors recruited from the community or from a company for customized courses take
the College’s Job Instruction course prior to teaching the customized course. The Job
Instruction course instructs those whose teaching experiences have been limited and orients
them to methods for the instruction of adults and to the policies and procedures of the College
that relate to customized irstruction. . "

Scheduling :

For customized courses, the cnmpany and College negotiate on development time, time for
selection and screening of training (for Special Schools), preparation of training facilities,
orientation of instructors, procurement and installation of any needed equipment, and so forth. In
Special Schools training programs, schedules are usually designed "backwards"—that is, a date
is pinpointed that is about two weeks prior to the date the company will actually need the newly
trained workers to begin working. That date becomes the final day of training, and instructional
time, course preparation time, and preemplcment recruiting and selection time are all
determined by counting backwards from that date, according to estimates of how long each of
these activities will take. Times at which classes are actually taught are made as flexible as
possible for the convenience of trainees and companies.

t
Facllities, EQuipment, Tools, and Materials

Noncustomiied courses ge :ally take place on campus or at designated community
facilties already set up for instruction. Equipment and tools are provided by the College or
donated by local companies. In some courses, students must provide their own equipment or
tools—usually the fairly inexpensive ones. '

community facilities, or at the plant site itself. Specia! Schools programs are ueintr. ¢
appropriate facilities are not already available at the College or the plant the TEC System
{through the local county councils) finances the construction or refurbishment of a community
facility in which to house the training program. Refurbishment may include the installation of
cooling, heating, electrical, and sanitation systems. TEC also instails and maintains any

Customized courses may take place on campus, at designated or special %epared

necessary furnishings and equipment for the training.

Special Schools programs provide all equipment and tools (where possible) and all materials
for start-up programs. In cases where equipment or materials are not available through the TEC 72
System, or where they are highly specialized for that specific company, the company itself is
asked to lend the equipment or materials.

In customized training for upgrading and retraining (non-Special Schools), instruction most
often takes place at the plan. site. Equipment used there is frequently the company's, borrowed

60




for thc duration or used in off-production hours. If the training is given on campus, and if the
College has appropriate equipment or can borrow it from elsewhere in the TE(. System, the
school will provide the equipment.

Evaiuation of Courses or Programs

Formative evaluation and course modification. Company liaisons often monitor ongoing
customized training courses, and convey-their perceptions and company wishes to the course
instructors or to the College liaison. In all customized courses, instructors administer intermittent
guestionnaires to trainees to gauge the trainees' reactions to programs. Combined with
competency-based tests or evaluations conducted throughout the course, this information guides
instructors in modifying the course design or instructional modes as needed. Many customized
courses are individualized, and instructors use these interim evaluations to add additional
practice or remediation for students having problems with the materials, or to advance some
students at a pace more suited to their skills.

Summative evaiuations. Students taking any course for credit or certification mus' pass
competency-based evaluations at the conclusion of the course. In customized courses, whether
for credit or not, competency-based evaluations or tests are also administered. Sometimes
companies also administer their own tests or questionnaires.

The College pays Elose attention to the variations in overall outcomes of customized
courses, so that future courses in the same or similar skill areas may be refined accordingly. This
is also important for customized courses in new technology areas that may eventually become
more widely adopted in other businesses. The College takes such customized courses and
revises them for continuing education offerings or includes them in degree programs where
appropnate

.

Short Courses

Tri-County, in its continuing efforts to be responsive to industry as well as individual needs
for occupational advancement training, offers a variety of short courses, seminars, and
workshops on topics of general interest. These include, for example, upgras.ng seminars in
advanced ma nagement and supervisory techniques. The courses or seminars are frequently
designed to be taken “on the road’ -—'hat is, to be held in the community or at places of business
upon request. More than a hundred such short courses are given each year throughout the Tri-
County service area. -

Ccmpanies occasionally request not only that short courses be given at the company site,

but also that they be tailored to their specific needs. This most frequeatly happens when a .
" company introduces new equipment, procedures, or new technology that is closely related to _s
what was used previously, so that some orientation is needed, but an entire course is not
necessary.
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|




SUMMARY

; Key Factors in Upgrading and Retraining

The TEC System

The key factors thatmake South Carolina’s technical upgrading and retraining efforts
successful consist both of “hard" programmatic elements and “soft,” less definable—and perhaps
less prescriptive-—ones. Obviously, among the more concrete factors at the state level are the
TEC System's free, customized start-up training programs (Special Schools) and its innovative
Technical Resource Centers created to keep the System’s colleges up to date with advancing
technologies. Few states have established such a clearly directed and effectively organized and
funded postsecondary technital education system for providing service in economic
development efforts. The fact that technical education is a distinct priority in the state has a
profound effect—in terms of funding, support services, and public relations/marketing—on the
ability of member colleges such as Tri- County. to deliver effective upgrading and retralnmg for
adult workers.

Good cooperation and articulation among the colleges and commu.ity and state agencies in
marketing and supporting customized training are important aspects of the TEC System's

commitment. The South Carolina State Board of Economic Development and the local planning
and development boards bring visiting prospective employers and college representatives into
direct contact to “sell” technical training services—both customized and noncustomized—as part
of the state's economic development thrust. All partners in such cooperati orts are treated as
equal partners, allowing for much productive give and take, and no one is ed to dopinate.
This cooperative outlook is a cornerstone of South Carolina's upgrading ang*retraining/program
policies.

Vital to good cooperation is good communication. Colleges, agencies, and companies
cooperate in an atmosphere—promoted by the colleges—of mutual interest and appreciation.
Participants in upgrading and retraining efforts listen to each other. The TEC colleges make a
point of including many local business and industry representatives on their departmental
advisory committees, so that the colleges and companies truly learn about each other’s needs.
The industry services ropresentatives work with new and existing companies and make regular
contacts to stir up interest and make the case for customized and regular technical training
through TEC. - .

Flexibility ‘s a watchword for the TEC System training programs. The bottom line for the
TEC colleges is s¢‘ice to the public and to South Carolina's existing and prospective
companies. There a.e very few hard and fast rules to which a college must adhere, and many
policies are more like guidelines, with their interpretation being the responsibility of the college
presidents and TEC area commissions. Colleges develop and deliver upgrading and retraining to
fit the needs of the trainees and of companies. As Larry Earwood of the Singer Campany has
said, the college representatives “have flexibility with our needs; in fact, | can't think of any ,
instance where w2 have not been able to work out together a solution to our needs.”*

Another key to success is the TEC colleges’' commitment to serve South Carolina companies
once'the companies become established. As the president of Trl-Counly puts it, “The College
does everything it can to attract new industry, but it is equally important to be responsuve to

Personal interview with Larry Earwood, Vice-President for Industriai 3elations, Singer Company, 8 June 1982.
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existing industry.”* Degree- and diploma-granting 'programs. as well as continuing education and

customized courses, are all designed with long-range industry employment needs in mind, and
are upgraded accordingly.

TEC colleges make the best possible use of all their resources and expertise within the TEC
System. The colleges’ expertise in recruiting qualified trainees for customized start-up training
programs (including pretesting and screening, often performed in cooperation with the local
Employment Security Commission offices) is a major plus in TEC's Special Schools training. A
very large part of making customized training work is in planning the program with the ccmpary,
well in advance, and specifying what party is responsible for what task at what point. TEC
System colleges’ twenty years of experience make this process easy and straightforward. The'
colleges’ experience in other aspects of adult education—such as using a variety of ‘instructional
methods to maintain high interest level in adult trainees—also enables trainees to make the most
of the courses. ’

Tri-County Technical College

Itis not always clear whether the key elements of successful upgrading and retraining
programs extend from aspects of the state’s TEC System policies and practices, or whether they
ex*end from aspects that are unique to Tri-County. This case study has focused on that one
college of the TEC System, and none of the others wete visited, thereby perhaps biasing a report
of what makes the ’EC System successful as opposed to what makes Tri-County successfu!.
Certainly the fact_that the Tri-County service area consists mainly of small cities, towns, and
rural communities has allowed the College to create many ties with people in the area, resulting
in a different—perhaps even better—communications system than might be found in a more

¢, Urban area. In addition, the quality of life in the Tri-County area is good: There is s¢enic

countryside; a favorable climate, a respectable level of cultural activities (many facilitated by the
College). good transportation and land quality, and what Richard Fralick, executive director of
the Pickens County Planning Commission, calls “a profit fcr pleasure” atmosphere that makes
the area particularly attractive to employers and employees alike. This situation is not true of all
other parts of South Carolina. Too, Tri-County has bean in existence for over twenty years, with
essentially the same mission, other, younger and less well-established colleges in the TEC
System do ot have such advantages.* - 3

/The Tri-County staff in general reflects the kind of deep-seated commitment to economic
development that is promoted by TEC, but it is uncertain whether many of the other fifteen TEC
colleges carry that commitment with as much fervor as does the Tri-County staff. Tri-County
staff expact to work “"above and beyond the call of duty,” and the College’s emphasis on
accommodating students’ and companies’ needs is, according to Tri-Ccunty's director of CETA
training programs, “our bottom line.”* College staff members are expected to “think like business
people” in order to understand the needs of industry and how those needs tie into community
economic development and technical training programs. N ‘

Tri-County staff members are selected (especially in the Continuing Education Division)
partly on the basis of their being “self-starters.” The dedication of instructors, particularly, is
estimated to improve efficiency of training programs by as much as 30 percent. All divisions of
the College are geared to provide upgrading and retraining, and all support customized training
within their service area. Cooperation is emphasized and allows for much internal flexibility. The

*Parsonal interview with Don Garrison, President, Tri-County Technical College, 7 Jure 1982.
*Personal interview with Ron Talley, Director, CETA, Tri-County Tochnical College, 9 June 1982.
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Special Schools programs, having been a daily part of Tri-County since its founding, are a way
of life at the College.

Internal coordination is excellent. Within the administration, top management staff members
can and frequently do step in for other staff when needed for marketing, planning, or
coordinating of customized and other training activities. The staff members rely on making
personal calls to outside agencies, organizations, or companies, rather than on telephone calls.
This practice, while time consuming, enormously facilitates communication and cooperation.

Tri-County’s industry services representative and the College president have dealt with so
many prospective companies that they know before they go into’a meeting with company
representatives what questions are likely to be asked and what information the visitors will want.
The Tri-County people also know exactly who to call together to accomplish different kinds of
planning and coordination for training programs. Getting the right people together to do the job
is-a critical factor in a program’s success.

«

Tri-County's customized courses have a number of unique elements. There are no written
contracts for customized training, though there may be a letter of understanding exchanged
between a company and the College. Tae reason given for this lack of formality is that the
College and the companies have superb communications and know each other so well that no

formal, legal arrangements are necessary.

In customized training, the College generally performs (or arranges with the Employment
Services Commission to perform) pretests of trainees before an actual course begins. This
pretesting—sometimes involving skills verification-—determines the strengths and weaknesses of
the individual trainees, based on their previous related experience or training. This evaluation
allows individualization of the training and tailoring of the course content to build on trainees’
known strengths and to boost their weak areas, as needed.

Customized training offered by Tri-County also has comprehensive elements. For example,
the College routinely includes a brief mathematics segment in its customized. courses, even if
math is not necessary to the job for which the course is training. It has been Tri-County's
experience that boosting trainees’ math competencies— even if only as a refresher course—gives
them a real sense of achievement and self-confidence, and helps in the rast of.the training as
well. '

Customized rourses include extensive use of interim student questionnairés that allow
instructors to gauye the progress of the course as a whole, and to make needed modifications to
content or instructignal methodology or materials. These interim questionaires, which must be
;igned by each §tu€:nt. also help instructors to gauge trainees’ individual progress and to
prescribe remediatibn, more practice, or whatevar is appropriate to aid trainees in orogreszing at
their own individual pace.

Tri-County does its utmost to remain as responsive as possible to the needs of companies
and trainees, before and during customized instruction. Tri-County currently is putting all its
instructional modules onto word processor disks, so that the College can store, modify, and print
out the modules for any related customized programs as they are needed. This is expected to
streamline course development or modification for customized training courses.

3
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Overali Success of Tri-County's Approach
Tri-County and the TEC system have weathered their share of problems and criticisms. One
criticism has been that the TEC System and South Carolina's entire approach to economic
deveiopment promote an anti-union climate along. with its pro-business climate.

Another criticism of the TEC System has been that it is part of South Carolina's attempt to
"buy” industries away from other states. TEC and Tri-County counter this accusation, pointing
out that schooi taxes created by the existence of a new business pay for the costs of Special
Schocls training within a yéar. They insist that TEC's approach is an intelligent investment in job
creation and economic development, while admitting that competition among states to attract
new.business is a hard reality. “It's an ail-out war as everybody struggles to keep taxes down,
meet mounting demands of the public for services, and survive double-digit inflation” (Tri-
County Technical College 1981, p. 2). Furthermore, South Carolina claims that it does not offer
anything “free” to incoming businesses except the Special Schools training.

Some parties have implied that the TEC System promises a great deal more in its public
relations materials than it delivers through its training. The information collected through this
case study, as well as from the literature review, does not support that accusation. It is true that
not all graduates of Special Schools programs are necessarily hired by the companies requesting
the training, bu" the vast majority of them are hired, and companies claim that ail would be hired
were the econgmy heaithier.

It is not clear at this time just how effective the Innovative Technical Resource Centers will
be in delivering all they have promised, as those Centers are only “getting on their feet.” The
Microelectronics Resource Center at Tri-County has collected an impressive array of advisors,
however, and gives every appearance of being able to deliver on its promises within the next few
years. x

A criticism of customized start-up training is that colleges prepare such trainees to work in
minimum wage, dead-end jobs with no career paths and limited employment expectancy. This is
not so at Tri-County, whére those who are underemployed are specific targets for customized as
well as noncustomized continuing education. A majority of the persons.recruited for start-up
training at Tri-County are already working elsewhere—often in those aforementioned low wage,
dead-end jobs—and take the customized courses in order to improve their wages and the quality

" of their worklife.

The successes that Tri-County has had in providing upgrading and retraining for adult
workers may be gauged in a variety of ways. The testimony of company representatives who
have worked with Tri-County in customizing courses is evidence that industry is vastly satisfied
with the outcomes of the training and with the close communication and cooperation with the
College. Not only do workers who are custom trained by Tri-County meet skills specitications,
but they also show exceptional interest in their jobs and loyalty to their employers. When Tri-
County trained 300 new workers for start-up by Stauffer Chemical, turnover of the new
employees was only 1 percent cfter a year. When the company attempted to hire 100 employees
“off the street” without the customized training, turnover after a year was 150 percent.
Companies also cite major differences in the productivity of Tri-County trainees over that of
employees hired "off the street” or trained by the companies themselves. -

Tri-County contributes in a major way to the economic development of its service area.
Special Schools have trained we.l over five thousand workers in the three counties since 1962.
During school year 1980-1981, 1,865 new jobs were created in the thres counties, most of them
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as a result—at least in part—of training available through Tri-County (Tri-County Technical
College 1981, p. 3). The new jobs created in that year are estimated to have brought in $18
million in additional bank deposits, $3.2 million in retail sales per year, $39.6 million in increased
personal income, and to have created 1,224 additional nonmanufacturing jobs, 19 new retail
establishments, and 1,746 additional households (ibid.). The CETA program at Tri-County that
same year trained 200 workers and added an estimated $500,000 to the local economy. The
College also trained a total of 8,573 students in occupational advancement courses that year,
including both customized and noncustomized courses.
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Macomb Community College

OVERVIEV{ OF COLLEGE AND SETTING

. Macomb Community College lies just to the north of Detroit and is strongly affected by the
economic forces that impact on the Detroit metropolitan area. The College district is composed
of Macomb County, an area of 481 square miles that includes twelve home rule cities, three
villages, and twelve townships. It is a comprehensive, multicampus, two-year puclic institution,
founded by the citizens of Macomb County in 1954. The main campus is in Wairen and another
campus is located between Mt. Clemens and Utica. As the only institution of higher education in
the county and Michigan's largest community college, it has an enroliment of over thirty
thousand students.

Residential, commercial, and industrial development has expanded Macomb County's
assessed valuation to over $6.5 billion, its population to about six hundred ninety-two thousand,
and its employment population to about two hundred fifty thousand. It is a highly industrialized
county with slightly over 38 percent of its employment concentrated in manufacturing. Each of
the three largest automobile companies (General Motors, Ford, and Chrysler) have major
installations here. The county also houses the new production facility of Volkswagen of America,
as well as the Chrysler Defense operation owned by General Dynamics Corporation..The county
is also the home of the giant General Moters Technical Complex, several large machine
equipment manufacturing companies (including Lab Technicon and the Cross Manufacturlng

Company), as well as hundreds >f job shops. ;

Of the counties around metropolitan Detroit, Macomb is the one most closelylfied to the |
automobile industry. Currently, this has created a very high unemployment rate, which has had a
profound effect upon the people and the economy of the area.

More students now enroll in the College’s ninety occupational programs than in the liberal
arts transfer curricuium. The College has a long tradition of serving the needs of the business,
health, and industrial communities. Its records show that it now serves an employer base of over
six hundred, which includes providing related instruction to forty diffefent trade areas for sixteen
hundred apprentices. )

Macomb provides retraining for many displaced employees. For instance, in school year
1980-1981 the College enrolied over twelve hundred students who were sponsored by the Trade
Readjustment Act. It also regularly provides CETA training programs in the technology and -
health areas.

A current thrust is developing programs for retraining and upgrading of current employees,
adding to the pool of skilled human resources so important to increased productivity Macomb
has responded to the need for lifelong educational services.

A close working relationship with the community is maintained through a variety of
structured interactions, includ|n9 apprentice programs, cooperative internships, advisory
committees, a large adjunct facdity drawn from local businesses and industrial concerns, and a
standing offer to tailor instruction and services to meet specific employer needs.
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OVERVIEW OF STRUCTURES FOR EDUCATION AND ECONOMIC
DEVELOPMENT

State-Level Structures
State Community College Structure

Michigan’s system of community colleges was established to provide adults of the state with
quality two-year postsecondary educational services within commuting distance. The first public
two-year college was established in Grand Rapids in 1914, and the system has grown to twenty-
nine community colleges today. In 1967 the Michigan State Board of Education endorsed the «
job-training mission of community colleges by designating them as “postsecondary area
vocational education centers” eligible for federal vocational education funds.

The community colleges are governed locally by an elected board of trustees. Statewide
there is a Michigan State Board for Public Community and Junior Colleges which is advisory to
the State Board of Education on matters concerning the continued growth and development of
the total system of community colleges. The state provides leadership and counsel, but does not
mandate what the colleges should do.

State Economic Development Organlzation

There are a number of offices in state government that were created to serve the state's
economic development needs. Lead units are the Offices of Community Development and
Economic Development in the Michigan Dapartment of Commerce. The Department of Labor
houses the funds for start-up training and retraining to attract new industry and help present
industry to stay gnd/or expand. Also in the Department of Labor is the Michigan Employment
and Security Commission. The Michigan Business and Industrial Training Act prescribes the
powers and duties of these two departments in this regard. Special officials in the governor's
office are also involved in economic development. Three-fourths of the funds to provide training
and retrainir.g are state general funds, and one-fourth are discretionary funds out of the
governor's office, such as CETA funds. The State Department of Education has limited federal
vocational education funds for projects to upgrade and retrain cf workers. There is a strong
emphasis on retaining industry by retraining workers. Currently there is not a coordinator to
draw together these various efforts from the different units.

Legislation authorizes the formation of local Economic Development Corporations by
communities for the purpose of attracting new industry. This legislation authorizes these units to
issue tax benefit inducements.

The Michigan Community College Presidents' Committee_on Economic Development, in
cooperation with the Michigan Community College Association, developed a Policy Statement on
the Role of Michigan Community Colleges in Economic Development. Published in 1981, the
document makes the following five proposals:

1 Michigan’s twenty-njne community colleges should be designated the primary delivery
system for job training and upgrading in support of economic development efforts. As
the primary statev-ide network for job training in support of economic development,
community colleges have a key role in these areas: job development, quick-start
programs, degree and certificate programs, continuing education (to upgrade job skills), -
and needs analysis and planning.

<
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2. An ongoing statewide network for economic devetopment and job training should be
established<that conslsts of the twenty-nine community colleges. Economic deveiopment
speciallsts should be employed at each college to serve community economic
development needs and provide a local tie to state-level economic developmerit
activities. .

3. Coordination of state-level economic development efforts should be encouraged. To
implement this geoal, a Council for Economic Development should be established. The
Council would consist of the gavernor, the directors of the Departments of Commerce
and Labor, the superintendent of public instruction, and the director of the Michigan
Employment Security Commission.

4. Property and business tax'relief and tax abatement proposals should recognize
economic development needs. While property tax relief and tax abatement may assis’t
individuals and the business community initially, too severe & reduction in tax revenues
would impair the ability of educational institutions and state departments to implement a
succassful economic developmenf plan.

5 A comprehensive economic development plan should recognize and integrate the
programs of the total educational system in Michigan.

institutlonal Structure
* Macomb College is governed by a Board of Trustees elected from its district, which is
Macomb County. The Official Guidelines of the College state that "Macomb Community College
IS an open-door educational institution committed to pravide higher education to all who can
benefit” (p. 1). Its educational evolution parallels that of other community colleges in Michigan. A
publication that Macomb College (1981) prepared, "What Employers Increasingly Need . . .
Michigan’'s 29 Community Colleges,” gescribes the evolution of the community colleges in the
state from transfer institutions to comprehensive two-year colieges in which the majority of
students are enrolled in occupational programs. It states that these adaptations hava occurred
because of demand from local business and industry, and that in Michigan community colleges
have adjusted their course offerings to the economic environment. It describes the colleges as
responsive to problems such as those of the structurally unempioyed, and states that the
colleges operate on the knowledge that retraining is a fact of life for modern workers as old jobs
* disappear and new jobs are developed.

Organlzation of the College

Many persons at Macomb Community College described the College's president, Albert
Lorenzo, as "the best rasource the College has.” He is an articulats, creative, and inspiring
leader. He is served by an executive assistant to the president and four vice-presidents (see
figure 9). The two vice-presidential posltions that are most involved in educational services for
industry are the academic vice-president and the vice-president for student and community
services. The vice-president for planning and development administers study, research, planning,

and evaluation activities related to economic development.
. a

‘Under the academic vice-president, the two deans most involved with upgrading and
retraining services are the dean for technical education and the dean for business.’public service.
These persons have several associate deans reporting to them.

x
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The continuing education and community services functions are under the’ vice-president for
student and community services. The three deans reporting to this person are the dean of
student and community services, dean of continuing education, and.the dean of student services.
It is under this vice-president that the responsibilities are located for the Center for Community
Studies. the Small Business Institute, and counseling and placement services related to retraining
active and unemployed workers.

2
These are the key members of the administrative team that is committed.to making Macomb

College a leader in marshalling community resources to address needs in the areas of
unemployment, upgrading and retraining, and economic divelopment.

1
2%

Funding for the College

§ ~
The College is financed by three major sources. irst, it r‘eceives funds frem the state as a
membver of the statewide network of community colleges. Sec"ond. it receives revenue from a one
mill property tax in its district. Third, student tuition and fees {are another significant source of

income. A small percentage of furids come from various othe‘ sources.

. ¢ ’
The decline ot economic conditions in the state has chaan;ed the percent of funds received
from the different major funding sources. This becomés clear in comparing the funding in school
year 1981-1982 with that of 1979-1980 as set forth in the following:

1981-82 " 1979-80
State Funds 39.1% . 48.6%
Tuition and Fees 35.2% L 27.1%
Property Tax {1 mill) 20.8% . 19.7%
Other 4.9% . 4.6%
Figure 10. Funding for Macomb Commu aity College

3

With the severe recession and high unemployment in the state dufing 1981-1982, state fumtis
, available tor community colleges were reduced and stident tuition and fees had to make up the
difference.

Distinctive Features of the College

The president .of the Coliege has provided strong leadership in‘using the resources of the
College to conttibute to the economic development needs of the community. With the strong
constraints upon funds for education in these depressed economic times, he has skillfully
involved the College and has used the expertise therein without incurring any significant
additional costs to the institution. '

The College has served as a catalyst to mobilize the ar ropriate persons, organizations, and
agencies in the community to address the serious unemr syment situation in the area and to
plan for economic development. This was done through the College's Task Team on Economic
Development, its Center for Community Studies, its Economic Development Workshops, its
special training programs, its community surveys, its preparation of education and publicity
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materials, and its provision technical assistance. These varic Js programs and activities are

described in detail in later sections of this case study.

The College has also assumed a leadership position in the state community college system
in preparing materials on community college roles in economic development, in conducting
workshops, in coordinating joint efforts with other colleges, and in devéloping high-techno.ogy
programs.

The president has been the key person in identifying area needs and opportunities, maklng
the contacts and proposals, and mobilizing his siaff to respond. Two noteworthy examples are
Macamb College’s major involvement in the (1) Ford-UAW (United .Auto Workers) Nationat
Development and Training Center to provide counseling, training, and placement services for
both active and unemployed workers and {2) the start-up training provided for Volkswagen of
America.

. College Structure for Economic Development

L]
v

When an opucrtunlty for leadership, contribution, and involvement in economic development
activity oceurs, Macomb's president (in consultatlon with his key administratgrs) creates new
structures and selects staff from within the' orgagization who have the needed expertise to do the
job. This approach enables the president to utilize resources anywhere within the College to
accomplish the objective of the activity. Other staff persons then fill in for the person drawn out
for the special assignment. This provides interesting and stlmulatlng new experiences for *.
persons involved. It also enables the College to prévide this kind of community leaderstiip when
funds are not available for new areas of outreach and service. It is hoped that in time outside
funding can be obtained to conduct such activities.

,

Task Team on Economic Development
. ’ /

Eight College =dministrators. and fazu ty members with business, industrial, and comniuni‘y
experience were asked by the president to focus their talents and the resources of the College
on the economic restoration and development of the Macomb area. The group devised plans for
greater Co'lege p:.rtrcrpatlon in area economic development activities, in planning and training
for new and expanding industries, in presentations to and workshops for community economic
development groups, and in providing consulting services to such organizations. One of the
objectives was to encourage and facilitate cooperative efforts countywide. .

>

To date, the Task Team on Economic Development has undertaken three major efforts. The
first was a survey of Macomb Cotnty residents to determine their concerns. This public opinion
survey gathered information on (1) what residents would bg willing to sacrifice to obtai.i
economic development, (2) support for a variety of proposals for economic development
generated by the gover.or, (3) the lmage of the College in the eyes of the community, and (4)
whéther the community wouid like the College to become more directly involved in economic
development issues. ¢

Employment and job security were the major concerns expressed by the respondents, who
also indicated that governmental agencies should lead economic development eféorts and that
these efforts should be conducted on a cooperative regional basis. The study revealed that the
majority of. Macomb citizens have a highly favorable image of the College, and that they want the
College to play a more vigorous role in the economic development of Macomb County.
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_ The second undertaking of the Task Team on Economic Development was an economic
development workshop for city and township officials and members of local Economic
Developmenit Corporations. Officials of the Michigan Offices of Community Development and of
Economic Development brought participants up to date on what the state was doing to help in
this area, on related legislation, and on coordinating efforts with each other and with the state.
One of the College’s professors gave an economic analysis of the county and suggested the
most productive directions to be taken for the future, given the county’s resources of
manuf: :turing facilities and skilled workers. Participants left the workshop with a strong
awaren 1ss of the need for cooperative activity among the many organizations within Macomb
County. The Tusk Team is planning additional meetings to facilitate such cooperation.

The third effort was.a breakfast meeting attended by more than 100 business and industrial.
leaders from Macomb County. These persons represented a broad range of institutions and
organizations, including manufacturers, accountants, insurance exescutives, lawyers, auto
shippers and dealers, hospital and health care agencies, financial instifutions, the military, and
criminal justice systems.

The purpose of the meeting was to help the College assess and expand its role in the area's
econiomic Jevelopment. Participants met with College representatives in small groups to djscuss
specific areas of economic concern. It was the consensus of the gathering that the College was
the best choice to act as the coordinator of economic development activities, as well as the -
facilitator of cooperative endeavors among business, labor, and gevernment. Participants felt that
active marketing of the College and its services and resources would enhance these roles. They
stressed how important it was for the College to retrain workers for new techr.ologies and to
offer custom-designed courses for industry. Finally, participants felt that the College’s political
neutrality strengthened its leadership role.

>
L3

The Center for Community Studles -

The College. has provided a public service and information resource for Macomb County by
establishing its Center for Community Studies. The Center serves local and county governmental
units, social service agencies, and companies whose work will benefit local residents. The Center
provides the services of College staff as well as that of other experts on a shori-term, intensive
basis 10 work on specific community research or developpent projects. Access to the College's
faculty in many different disciplines enables the Center to apply a broad spectrum of knowle ige
and technical expertise to a variety of community projects. The Center monitois economic ad
social conditions of Macomb County and consults on various community development projects.

The Center has undertaken a number of projects. It served as the research arm for the Task
Team on Economic Development when it undertook the public opinion survey of Macomb
Count s residents, The Center has served as a consultant on aconomic development issues to the
South Warren Research Council and has conducted studies on behalf of local community
groups. It also has done a census analysis for the Warren Planning Commission and has’
conducted a study for Mt. Ciemens city officials on the effect of tax abatements on that city’s
econmmic structure, '

interfacing with State and Local Agencies b

State agencies. In its leadership and coordinating role for economic development, the
College interacts with numerous state and Iccal agencies and ofbanizations. At the state level the
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College wokks mainly with lhree(dlfferent departments. The first is its close working reiationship
with the Michigan Department of Education, particularly with the Community College Unit and
the Vocational-Technical Education Service. The Community College Unit has looked to
Macomb as a leader in economic development and high technology training. The College was
awarded a grant by the Michigan State Department of Education té produce a slide-tape
presentation on the role of the state’s community colleges in economic development. The
Vocational-Technical Education Service has some funds for providing training for new and
expandirg industries. These funds were involved in providing orientation and training for present
and future workers of Volkswagen of America’s new plant in Sterling Heights.

The College also has an important interface with the Michigan State Department of Labor,
particularly with its Office of Industrial Training. This is the office that has the funds for tralnlng
to help new and expanding industry. The State Department of Labor was also involved in the
funding of the Volkswagen project, as well as the robotics training for the Downrive - Community
Conference. (Both are described in further detail in the “Customized Training Programs”
section.)

The Offices of Community and Economic Development are in the Michigan Department of
Commerce, and both work with the governor's office[lf; fostering economic development for the
state. The Department of Commerce joined with the Department of Education, the Michigan
Industrial Developers Association, and the University of Michigan's Industrial Development
Division to develop the Michigan Economic Development Education Manual (Dane etal. 1981).
They aiso provided a series of tralnlng sessions.

¥

actively participates is the Macomb Area Work-Education Council. A major emphasis ofthe

Council is to enhance economic develcpment. The Council provides thé vehicle for brjnging
together leaders in business and inc 'stry with educational leaders so they can work toward

" common goals. '

A key commlttee in the Council is the Economlc Develqpment Committee. This Committee is
.chaired by the academic vice-president of the College. who 1< also on the Executive Board of the
Ccouncil. THe Committee works closely with the three chambzrs of commerce in the area. It hes .
conducted an industrial retention survey of selected employers and is also developing an A\
inventory of training resources. The Committee is particularly concerned with the retention of
jndustry and the retraining of workers. '

Another service of the Work-Education Council was its survey of the training neéds of the
200 Economic Development Corporation members in the county. The College was deeply
involved in this survey and subsequently conducted workshops for such public officials. The
director of the Macomb Area Work- Education Council, Kenneth Yoder, described the College as |
particularly helpful when organizing leaders {o address community aroblems, because ‘the |
College reaches out like roots into the community, more so than any cther institution.” ) |

+ Economic Development Corporatlons The College serves the needs of local Economic 1
Development Corporations when requested to do so. One example is the training worksh ops}or |
Corporation members conducted,by the College. Each community with legal jurisdiction has’the |
authority to establish an Economic Development Corporations. The members are usually
appointed by the City Councils or Township Boards. Their main activity has béen to establish tax
abatements to attract industry to their particular community. This practice has been somewhat
controversial, because communities in the same area compete with each other to lure a companry
to move a few blocks to gain a tax advantage. Proponents of the practice say that such tax
savings to a company enables it to survive or expand and hire more workers.
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Other linkages. Because the College has “its roots out in the community,” it interacts with
many other organizations and agencies. It is in close communication with chambers of
commerce in the county, with other colleges interested in cooperatively addressing economic
development needs, with high schools and area vocational schools, with Private Industry
Councils serving CETA programs, and with many other community organizations.

éo!lege Structure for Upgrading and Retraining

There is a three-pronged approach within the College for servi.ng the upgrading and
retraining needs of workers for industry: (1) Tailored Erducation Programs and Services (TEPS),
(2) Continuing Education programs, and (3) regular occupational courses.

[

Tailored Educational Programs and Services (TEPS)

Tailored Educational Pregrams and Services or TEPS is @ community service that Macomb
College offers to its jocal ~usiness and industry. The College uses the expertise of its faculty and
stait, its sophisticated equipment, and educational know-how to service the unique educational
needs of individual companies. These customized cour§es vary in duration from a few hours to
several months and can be conducted either at the cum‘pany site or at one of the College’s
campuses.

-

TCPS programs have covered hundreds of subjects such as computer graphics, numerical
control, word processing, robotics, security, management, industrial supervision, metallurgy,
welding technology, and labor relations. The courses may be either for credit or noncredit.
Employers have used TEPS to upgrade skill levels or retrai., 2xisting personnel, whether they are
apprentices, first-line supervisors, management staff, or clerical workers. Requests for
customized training services are coordinated through the office of the academic vice-president,
who calls upon the appropriate persons with the required expertise to design and provide the
special program, This approach makes the resources across the College available to meet

industry’s special training needs and has someone with the necessary authority to restructure or
reassign as necessary.

A sampling of the kinds of companies served and the types of upgrading and retraining
provided by TEPS include: General Motors Corporation (local divisions), industrial safety
training; The Cross Company, upgrading of skilled and semi-skilled employees in electrical and
hydraulics and human relations and supervisory training forsupervisors: the Hydra-Matic
Division of General Motors Corporation, upgrading of skilled and semiskilled employees in
electrical and preapprenticeship preparation of unskilled workers; Chevrolet Motor Division of
General Motors Corporation, upgrading of die sinker journeymen, Ford Motor Company (Sterling
Plant), upgrading of electrical journeymen; Bon Secours Hospital, seminars on revision of office
and secretarial practices; and Lakeside Mall, effective management skills for retail managers.

Continuing Education Dlvision

Macomb Community College is under the jurisdiction of the vice-president for student and
community services. This is where courses and programs of general occupational and
professional interest are offered, and where individuals can also enroll to meet their own
upgrading and retraining needs. This divisicn houses the Sma!l Business Institute, courses to
develop other business skills, technical classes, and health services classes. ©

75




The movement in continuing education at Macomb has been strongly toward professional
development courses and away from recreational kinds of courses. With the opening of the new
Allied Health building on campus, there will be a strong outreach to meet the continuing
education needs of health professionals. Courses in continuing education o ./ continuing
education units (CEUSs) and%communlty service (CS) credits, which are not applicable toward a
degree. -

To clarify the difference between Tailored Educational Programs and Services (TEPS) and
Continuing Education, the former consists of contract or customized courses jor a company,
while contining education courses are those designed to meet general community upgrading and
retraining needs in which individuals can enroll.

Small Business Institute. Since 1977 Macomb Community College has offered this special
program to meet the needs of individuals who own sr.all,businesses or are planning to start one.
The Institute specializes in providing practical mformatlon on how small businesses operate Ttus
information is provided through noncredit short courses, seminars, and conferences.

Some of these seminars are developed and offered in collaboration with three other
community colleges in the greater Detroit metropolitan area. The three college representatives
work together to plan, develop, and advertise the courses. This maximizes the use of staff time
and other resources.

Regular Catalog Courses

To alarge degree many of Macomb's regular technical programs have been developed in
response to expressed needs by business and industry. These are programs leading to a degree
or diploma. They are closely monitored and advised by industry, and the College’s administrators
believe that the programs thereby meet business and industry's“training, upgrading, and
retraining needs. These programs are continually modified and adapted to do so. Individuals may
enroll in these programs on their own or business and industry may pay the tuition for their
employees.

Robotlcs. The robotics program at Macomb is a good example of a program of study created
in response to industry’s needs. This program was established in cooperation with the Society of
Mechanlcal Engineers. Two years were spentin planning the nurricula and in selecting the
equipment. Students who have enrolled include employed mechanical engineers who want to
acquire robotics experience in anticipation of job trends in the state.

In the first two years of operation, the program graduated forty-one technicians in robotics,
all of whom were quickly hired by industry for high-paying jobs. The robotics program currently
has nearly four hundred students, ran,qing from young high school graduates to forty-year-old
engineers retraining for a new high-technouiogy world after losing their jobs as the result of
cutbacks and technology changes in the automotive industry.

To meet the needs of prospective robotics employees as well as industry, the College
planners built flexibility into the program. In order to retrain people who have had technical jobs
but are currently unemployed, College staff members study students’ backgrounds and then plot
individualized programs. Macomb has classes in such aspects of robotics as electronics,
hydraulics-pneumatics, blueprint reading, drive linkages, metering, welding, and numerical
control. In the view of College administrators, such program versatility is needed because the
day is not far off when computers will help design robots, help make them, and then direct them
in manufacturing products.
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CAD/CAM training. In response to industry's changing needs, Macomb Community College
has integrated computer‘aided design and computer-aided manufacturing (CAD/CAM) into its
traditional design and drafting curriculum. This exemplifies the College's commitment to provide
industry with employees who have up-to-date skills. College staff selected equipment that could
perform mechanical, architectural, and electronic design equally well. The curricula in which this
equipment is used combine conventional drawing theory and methods with the use of an
interactive CAD/CAM system. /

Under the College’s Applied Technology Programs, apprentices sponsored by their
employers take courses to upgrade their skills in design and drafting. Apprentices receive
classroom instruction at Macomb and computer graphics training at the employers' sites. This
enables Macomb to share both its own CAD equipment and limited training facilities with local
industry.

CUSTOMIZED TRAINING PROGRAMS

Volkswagen Personnel! Orientation and Tmlnl\g
Macomb Community College took a dominart role in providing start-up training for workers
at the new Volkswagen of America plant in Sterling Heights, Michigan. The College developed
and implemented training modules and established assessment procedures for an estimated four
thousand present and future employees of the company. _

The attention of key people at Volkswagen was immediately drawn to Macomb Community
College by a number of events and needs. Many of the first employees at the new Volkswagen
plant were former Macomb students. Also, the College held an open house for Volkswagen
executives to talk with the department heads at the College. This enabléd the company to see
and evaluate the educational resources there. At this time Volkswagen was looking at various
educational institutions to provide apprenticeship programs.

Tl e Yolkswagen Company was well served by strong cooperation among various state and
local organizations and agencies. The Michigan Department of Labor defined the training the
company would need and developed a training manual. This manual contained descriptions of
programs and a broad-stroke outline of curriculum content—not instructional materials. It also
provided training films. . ‘

Volkswagen selected Macomb Community College tc develop the actual instructional
materials and teach the program. Macomb applied to the Michigan Department of Education for
a grant to cover the salary of a program coordinator from Macomb to develop these materials
and direct the training. The grant was received and the College assigned this role to the
associate dean for business/public service, Art Kingsbury. Further support to develop a
curricululm was received from the Michigan Department of Labor. Throughout the process
Kingsbury used Volkswagen supervisors along with professional teachers—a team ‘eaching
approach.

The State Department of Labor's master plan training manual also needed more refinement.
Faculty members at Macomb were identified to do this. This work, which took three months, was
financed by the Michigan Department of Education and Macomb Community College. The
materials developed included such topics as office administration, training the trainer, hazardous
materials control, robotics,.welding, apprenticechip training, security survey study, and decision

making and problem t ving.
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After all this work was completed, Volkswagen de‘arred its production date, putting the
educational program on hold. However, this strong cooperative endeavor has provided good
working relationships between the company and the College. Plans have been made so that Y
when Volkswagen again starts production, Macomb will provide the needed educational services.

The key people at the College and at Volkswagen of America involved in this endeavor were
Macomb President Aibert Lorenzo, Academic Vice-President Lyle Robertson, Art Kingsbury (who
directed the program), and Marsha Mills from Volkswagen's Personnel Department (the company
liaison). Mills reports: '

Macomb took a iot of initiative to help Volkswagen. A college like Macomb has more
flexibility and is more geared to the world of work than is a four-year college. The
iMichigan Department of Educaticn also responded quickly and supported the
‘undertaking. In fact, there was great cooperation with the State Departments of
-Education and Labor and the College all working together with us.*

Robotics Training for the Downriver Community Conference

Robotics training is being provided by Macomb through an agreement between the College
and the Downriver Community Conference—a consortium of fifteen communities downriver from
Detroit and outside the Macomb district. Wayne County Community College, in whose district
the communities are located, conducted the assessment of candidates for the program and
provided the basic skills development courses for these persons. Graduates of the program will
be prepared for such jobs as robot instailers, robot programmers, robot application technicians,
robot design technicians, and robot mechanics. Those completing the course will receive fifty
credits toward an associate degree and a certificate from the Society of Manufacturing
Engineers. The rabotics program includes seventeen specific technical courses ranging from
blueprint reading and electric theory through fluid and pneumatic power, as well as electrical
automation. i

The Downriver Conference has a $3.8 million grant from the U.S. Department of Labor that is
specifically intended for use in retraining people from four iocal manufacturing faci...ies tnat
were shut down. The majority of participants are unskilled laborers who need to be 1etrained
quickly so they can get jobs and return to work.

The College h\a§ expedited the process by compacting its regular robotics program. The
Downriver program consists of an intensive thirty-six week, thirty hours a week course. To make
sure students in the course can endure that kind of pace and handle the material, there is a

‘thorough two-week pretesting period. These tests measure the applicants’ retention in

mechanicai aptitude, space relations, abstract relations, mathematics, and English. Of particular
interest is the level of the applicant’s desire for and commitment to the program. Fiom nearly
seventeen hundred people, twenty-five wereé selected for the first class in tha program. The
course is taught in the robotics lab on the Macomb campus, and twenty-five students are all that
can be accommodated in the facility. Students whose unemgloyment benefits have run out
receive a minimum-wage stipend while in class to enable them to continue and finish the course.
At the completion of the course, the College and the Downriver Conference will jointly operate a
“Job Fair” that will bring persons from firms using robotic technology to campus for the students
to meet. .

*Telephone interview with Marsha Mills, Personnet Department, Volkswagen of America, 28 June 1982
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An associate dean for Technical Education at the College, David Pilon, is in charge of
administering the program for the Collegs. With the support of the academic vice-president, he
has been able to bend normal operating regulations of the College to meet the special need of
the Downriver program that conflicted with normal College operation. Such things as length and
timing of the course, use of faculty and facilities, registration, books, and equipment-all required
special treatment. With the strong backing of the president and vice-presidents, the rest of the
College provided considerable flexibility and cooperated readily to make the program work. A
facilitating factor was that Pilon would devise a proposed solution io each problem and present it
to the operating unit involved so that staff would see a way around the barrier.

It is the belief of those involved that what it takes for such a project to succeed is complete
commitment from the top down and good professional rapport and communication among those
responsible for the program.

»

Customized Programs for Generai Motors

The College has been involved in many programs and projects with General Motors, in
addition to its regular apprenticeship programs and cooperative education experiences.

GM “purchased” an automotive instructor for a year from Macomb to assist with an
intensified dealer mechanic training program. The instructor received exhaustive training from
GM in state-of-the-art technology and is now teaching dealer mechanics. This benefits the
College by keeping its automotive servite classes up to date. The use of College facilities and
instructors is doubling the number of dealer technicians who can be trained to handle the latest
GM technology. Macomb is one of about sixty community colleges nationwide that General
Motors plans to involve in this activity.

The College also trained on campus a group of twenty-eight people from Saltillo, Mexico, to
work in a General Moters plant within Mexico. The project involved the services of a Macomb
instructor who is both bilingual and well grqunded in the subject matter. The concentrated
instruction, using a'l GM mater.als and following GM specifications, ran for four and one-haif
weeks at the College and was integrated within a longer period of orientation and training by the
corporation.

UAW-Ford Natlona! Development and Tralning Center

The 1982 Ford and United Auto Workers (UAW) bargaining agréement contains a provision
for the establishment of a UAW-Ford National Development and Training Center. The program,
the Center, and its activities are to be funded by a contribution of five cents per hour worked per
employee—estimated to amount to $8 million to $9 r:illion a year. This is an historic agreement
in that the upgrading and retraining is to be provided for both active and laid-off workers. This is
the first time that a major American corporation has financed the retraining of laid-oft workers so
that they can achieve employment with that company or with any other employer.

The UAW-Ford National Development and Training Center is to be located near Detroit in
Dearborn (on the campus of Henry Ford Community College), and will be the national
headquatters whare pilot programs will be tested and then disseminated to 2ther plant locations
where needed throughout the country. This will help ease the problems of both employees and
employer when workers are displaced by new technologies, new production techniques, shifts in
customer product preference, and plant closings.
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When the president of Macomb Community College learned of the provisions for this
» Nationa! Development and Training Center, he wrote to Ford and the UAW, submitting a

" proposal on how Macomb College could make a substantive contribution to the establishment
and operation of this National Center. He proposed that the College assist the Center in the
development, testing, and refining of models for counseling (with emphasis on career guidance,
but not overlooking total human needs), as weli as training and retraining of the hourly work
force and supervisory personnel. In time his proposal was accepted and persons with the needed
high expertise at the College were selected to work on the project. Macomb College is working
closely with Henry.Fard Community College, on whose campus the Center will be place, and
who will be providing the first phase of training. The objectives of the work to be done by
Macomb College for the UAW-Ford National Center include—

1 Developing, testing, and modifying a counseling model for active and laid-off employees
that incorporates career opportunities, aptitude and interest assessment, human
development opportunities, career guidance, job placement opportunities, and job
search techniques where appropriate; .

»

2. Developing a model for the training of in-plant facilitators;

3. Developing processes and forms for identifying future educational/training needs that
can be addressed in phase 2 of the project; L

4 Identifying local training resources that could be used to supplement existing in-plant
training practices, and documenting the process:

5. Identiiying systems that can link employment opportunities across states (e.g.. job
placements, career planning, and training locations);

6 Establishing communication vehicles that will provide for knowledgeable decision
making on the part of the target populations; .

7. Developing a model for implementing a training program;.

8. Devsloping a model for formative and summative evaluation of the proc'esses as they are
implemented;

9. Developing the specifications and a proposal for the implementation of these models in
phase 2 of the program;

10 tdentifying, informing, and assisting participants from the Macomb Community College
and Ford Trade Readjustment Act (TRA) program;

11. Involving the Michigan Department of Education;

12. Establishing selection criteria for participants at the pilot sites for the purposes of
testing and, refining models.

All of these tasks will involve in-plant consultation and participation. Also, model
development and testing will be responsive to both active and laid-off employees.

At the formal meeting to finalize the agreement among key parties from UAW, Ford, Macomb
College, and Henry Ford Community Coliege, the College representatives described both the
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programs. The first two training programs were Tool and Die Detailing and Accelerated Pipe and
Pressure Vessel Welding.

This venture demonstrates a quick response to an opportunity to serve in an important
undertaking, and it reveals close cooperation and working together by key groups.

N

l " general approach to counseling by life career advisors and the content of the first two training

“Sunrise Seminars” for Retallers

The College conducts a series of “Sunrise Seminars” for retailers at Lakeside Mall in Ster' g
Heights These classes are taught from 8:00 to 10:00 on Thursday mornings, and provide
continuing education for retailers. In addition to the professional development the classes
provide, the store owners benefit from the regular interactions that the learning situation
provides.

OVERVIEW OF PROCESS FOR DELIVERY OF UPGRADING AND RETRAINING

Linkages

Many persons in diverse roles throughout Macomb College are key agents in establishing
relationships with business, industry, and labor. The president has exh.bited strong leadership in
uniting the College with industry in critical endeavors. The deans for continuing education,
technical education, and business/public service also actively work with industry on companies’
upgrading and retraining needs, as do various associate deans. The upgrading and retraining
system in place is a dispersed one, making the human resources of the whole College available.
Top management persons are the key actors in deciding what activities will be pursued and who
will be involved.

The administrators of the College are sensitive to the economic developmen: neads of both -
the county it cerves and the greater Datroit metropol.tan area in which it resides. Tha specific
inturnal structures the College has created to address economic development needs are its Task
Team on Economic Development and its Center for Community Studies. The internal structures
established specifically to provide customized and specialized training programs for companies
and workers (both active and unemployed) are the Tailored Educational Programs and Services
unit and the Continuing Education Division.

Although aJministrators and faculty in technical and business areas have active and close
working relationships with industry, the viewpoint of the administration of the College is that
their responsibility is to make the resources and services of the College kovn through their
regular promotional channels—not through direct marketing efforts, such as telephoning or
visiting companies. .

Program Design and Delivery
Since Macomb rgsponds in a diversity of ways to unique opportunities as well as to regular
requests for retraining from area companies there is no single established pattern for program

design and delivery. The approach is'one of creativity and flexibility to meet the area’s economic
development needs and Industry’s requests {for upgrading and retraining.
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There are, however, various channels of response, including Tailored Educational Programs
and Services {TEPS), the Small Businsss Institute courses, the Continuing Education Division
offerings, workshops and seminars, and the establishment of special task forces and program
centers. From these response channels common elements for planning, development, and
operation can be extracted. ‘

Needs Assessment for Upgrading and Retralning .

Much of the College’s work in upgrading and retraining is done cooperatively with other
organizations For start-up training the Michigan Department of Labor may do the needs
assessment The College’s Center for Community Studies conducts various kinds of surveys of
community education needs, such as the public opinion survey of Macomb County residents in
December 1981 In working with particular companies, there.is joint agreement of what is to be
accomplished.

Training Agreements o .

In most instances there will not be a formal training agreement, although there may be a
letter of understanding However, in major efforts, such as the provision of the College’s services

to the UAW-Ford National Center for Development and Training: a proposal is prepared.

Course Development ! .
To reduce program costs shenever possible, previously d'eveloped course material 1s
adapted to the particular company's training neseds. Because Macomb's regular credit courses
are developed in close cooperation with advisory committee mermbers from industry, the only

adaptations that may be needed! ar2 to fit the course to a particular time frame, the specific
equipment used by the company, and the specific competencies desired.

Tp develop the orientation and training program for Volkswagen, the College worked jointly
with the company, the Michiga~ Departmant of Labor, and ‘he Michigan Department of
Education. The College then did additional %ork to refine the instructional materials. This major
undertaking was financed with funds from both of these state-level departments.

'
i
!

Funding and Budget
-~ -4

The state of Michigan has ..mited funds for helping new or expanding industry receive free
training servicés when new joos are created. The main funds are administered by the Office of
Industrial Training in the Michigan Department of Labor. Lesser funds are available through the
Vocational-Technical Education Service in the Michigan Department of Education. This agency
provides grants to eligible postsecondary and secondary institytions that operate customized
training programs for (1) new and expanding companies (2) companies that are considering
leaving a community due to their inability to hire a trained work force, and (3) companies, that
are experiencing structural unemployment but that could retain employees if the workers were
retrained. The main need in Michigan is to retain present industry and help it to prosper.

For most customized training, the company pays the cost. This may be paid directly to the
College or through a company tuition reimbursement program for employees. )

L o .
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The College has been very skillful in maximizing its resources to serve the economic needs
of the area by reassigning I*s people and by forming special task forces and.centers. Generally
this has had to be done without any-significant expenditure of funds. The College also helps the
¢ommunity by serving as an economic Jevelopment catalyst and by capacitating other
organizations.and agencies to contribute to economic development actnvitigs. Such leadership

provided by the College is considered part of its mission. N

» . ’

¢ .
Schedullng,,r-'aéllmes, quilpment, and Materlals ) W “,
Because the laboeratories and classrooms dn campus are occupied by regular credit courses
during the day, some customized courses are oifered at the particular company's plant or other
job site. This is usually preferrea pecause that is where the workers are who are to be trained,
and it utilizes the equipment to be operated by the workers. However, in a situation where only
the Coliege has the needeq equipment (such as in providing training in robotics), the customized
classes are scheduled late in the evening and on weekends. The underlying objective is to
_provide customized training where and when the company wants it. With the appropriate college
administrator paving the way, support units within the College respond fiexibly to the company’s
need, even when doing so requires departing from regular procedures. . ‘
If s'peciali'zed equipment or training materials that the Collégeldoes not have are needed,
fﬁey may be supplied by the Michigan Departments f Labor or Education, or may be furnished
by the compaﬁy. The College does not have funds budgeted for the purchase or rental of special \
equipment or materials. . ) :
Instructional costs of customized programs are borne by the company or the governmental
a%ency sponsoring the training, upgrading, or retraihing. .

~ *
v

" Selectlon of Instructors

»
.

. "y
In both the Tailored Educational Programs and Services (TEPS) and, in special courses
offered through the Continuing Education Division, the first choice for selecting instructors is to
use ctrtent faculty members. The contract with the faculty union requires that when there is an
opportunity for extra teaching in a short course oy in the Continuing Education Division,.the
opening must be posted for at least five days—during which time faculty persons have the first
opportunity to bid for the assignment. It often is not possible for regular faculty members to
participate, however, because their assigned teaching schedules would conflict with the fimes the
special course is offered. Also, the Continuing Education Division salary rates are lower than for
regular full time teaching. However, the opportunity is there.

The Continuing Education Division and each occupatjonal unit maintain a pool of qualified -
persons for part-time tgaching. For particularly important assignments, regular full-time faculty
members may be pulled from their normal schedules and reassigned. An example of this
occurred when Associate Dean Art Kingsbury was assigned to handle the special Volkswagen of
America orientation and training effort. For high-technology courses, the College usually must
use its-own instructors or an expert from’the company requesting the course. (FGr example, the
robotics course for the Downriver Conference program is taught by a Macomb instructor.) As in
other aspects of course planning and execution, instructor selection and orientation are done in
close coordination with the company requesting the training.

-




" Recommendations Drawn fram Michigan
Economic Development Survey

. 9

The Mcchlgan State Board of Educatuon (1981) recently funded a survey and study to assist
educatogs with methods for increasing involvement in local economic development efforts y
Macomb Conimunity College was one of three organizations involved in conducting the study. )
The resulting Michigan Status Study-Report; Educational Involvement in Economic Development )
1979-81 contains principles and recommendations for educational institutions planning for .
economic development activities. These principles and recommendations (see figures 1. and 12)
were drawn from the findings of the study. )

-

-

Based on the anaysw of the survey responses, the Status Study Réport recommended that
each educational institution take resporisibility for training, retraining, and upgrading for new,
expanding/ and existing companles by,followmg the f|ve steps for educatlonal invdlvement that
are given in figure 12. . ,

SUMMARY | )

Macomb Community College, as part of metropolitan Detroit, serves an economically
depressed area suffering high unemployment. The automobile and steel industries that abound in
this part of Michigan-are struggling td meet the competition, install new technology, and
maintain current plants. This economic adversity affects all the related support industries and
businesses in the area.”

-

Key Factors in Upgrading and Retrainlng.at Macomb * .

The College has assunied Ieadershup and is serving as a catalyst in rallying.community
organizations and agencies to address the arza’s economic development needs. Through
workshops, seminars, meetings, and training sessions, the College has endeavored to capacitafe
key organizations and persons in the community. . .

- f e ,

. Macomb is also affected by the tight economic conditions that restrict funds for education.
Nonetheless the College has made resources and expertise available by restructuring itself and
reassigning personnel as needed. Under the creative leadership of its president, Albert Lorenzo,
the Cgollege has made pos|t|ve impact on the needs of the area through involvement in key events
and undertakings. The Center for Community Studies at the College undertakes community
surveys, conducts research for community organizations, and makes faculty members available |
as consultants to various organizations and governmental agencies in the area. The College’s
Task Team on Econom;c Development has spearheaded the College’s involvement in economlc
development activities, working closely with various governmental agencies and keybuslness
and industry leaders. y . *

i

-

There are two main units within the College that provide upgradipg and retralnlng services
for business and industry. The Tailored Educational Programs and Services (TEPS) unit “will
tailor a course of training or education.to meet the unique needs of an tndnvndual company. TEPS
has provided such customized tra|n|ng in a wide variety of subject areas, with instruction lasting
from a few days to several months. Instruction is offered either at the company plant or on -

campus. ’ &
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VII.
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'INS:I'ITUTION'AL PLANNING FOR INCREASED INVOLVEMENTS

Combined resources surpass the capabilities of any one institttion to provide training
and services for economic develop‘ment. .
Business.'industry/economic developers rarely know the appropnate person, department,
or msututnon to contact with specific requests for training or services.

]
-

-

In the absenee of prior experience with educational institutions, busi 1ess/industry/
economic developers underestimate the capabilities of the institutions to provide -
flexible and custom designed services and train'mg. ,

Activities reIated to encouraging exlstmg busmess/mdustry to stay, based on the avail
ability of a trained work force, are articulated directly through efforts of educational
institutions and not usually through economic developers. . D

Industry with experience in working wnth educatlonal mstutuuons providing custom
designed training prescribed: . .
A. Instructors who démonstrate cognizance or practical applications in industry.

- v -

B. Instructors who can relate to “industrial types” of people. ~

L] -
C.  Abstract concepts broken down and presented over longer periods of time. ¢
N 2
D. Prerequigite learnings in related skills areas.
4
E. Courze offering$ immediately followung the end of a given shify, with poss:ble
provasnons for meals.

F. Mbnitoning of gmployees’ progress. ' . .

G. Evaluation of outcomes in terms of employees’ performance on specific job tasks.
Cornpamies without training units rely heavily ‘on educational idstitutions for writing the
curnculum, monitoring and evaluating the training, and assuring the transfer of training
to practical applications. . ‘

Companies with training units seem to prefer working directly wath the instructor, and
not with a liaison person-who is not doing the instruction. '

Corrpanies may have their own resources to contribute, including facilities, equipinent,
and potential instructors, which might be tapped through coordinating efforts of
educational institutions. . '

f‘umpames may be qufamnhar with the exact meaning of educational terms such as
“competency based,” “‘individualized’ instruction, and ‘'career counseling.”” Also
fewer words often rely the mformauon to industry more precisely than phrasmg

commonly used by education. ,

Figure'11.

Michigan Status Study’s Principles for Educational Institution’s Planning

SOURCE: Michigan State Board of Education, 1982, p. 19. - .
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Step 1, Idenufy,institutional resourges available to hdustry-

@

>

ommon®

s

RECOMMENDATIONS

[ 4
Consultant services
Facilities . .
Equipment .
Services (assessment, screeming, work gdjustment, etc.)
Instructional j\
Administrative

ther

>

‘o

Step 2 Identify a contact person and/or department responsibie for_:
A.  Linkages with outside resources availabie to business/industry
B. Linkages among mxernal resources available to business/industry
C. Linkages with econorhic developers for possible new ang/expanding business/
. Industry.
D.* Outegach to established busfness/industry
° E. Recelpt and interpretation ‘of S})ecmc requesls
F.. ldentification of nstructors .
G. Arrangements for facility/equipment usage .
H:  Movntoring of services , e
. .Evaluation of services 4
J. Follow up wnh the busmess/mdusxry served .
Step 3. Ipenufy or establ sh |mernal procedures:
A. The person(s) respnsible far receiving busmeas/lndusxry requesxs
B  Curriculum development procedures & .
C. Admunistrative policies regarding the use/monitoring/training of 4ull time and
adjunct'msxruttors for business/industry training programs
D. Administrative poljcies regarding taciity and equipment usage .
e E. Administrative policies regarding the costing of programs and services
Step 4 Identify hmitations. : ‘
A. Institutional mission and priorities ,°
+ B Avalability of qualified instructors
C. Hours/days/months of availability
D. Frnancial considerations *
. E. Geographical jocaticn in relation to bus\ness/mdusxry R
F. Adranistrative capabilities in terms of im& available
A - { .
Step 5. Esxabhsh a marketing plan consistent with the msmuuon s identified capabilities.
N "\
~
Paruciption in communny groups representing busmess lndusxry, labor,
3 public agencues, and active economlc development units
B . Use of advisory/craft committees”
C. Awareness among the institution’s full-time and part time staff members
D. Visitations tc business/industry
E. Brochures distributed to places of business/industry ~
F. Talks given before service clubs and groups
G. Brochures for economic developers to use W|th ousmess/mdus(ry planning
to locate or expand
H. Brochures distributed within places of business/industry ) -
I.  Flyers sent to selected places of business/industry in cases where additional
students are needed to fulfill a specific request from business/industry
J.  Communication of '‘success stories’ within and outside of the educational
institution v .
—— -
Figure 12, Michigan Status Study Recommendations .
SOURCE: Michigan State Board of Education, 1982, p. 20. .
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The Continuing Educatnon Dwusnon at the College offers a great dwefsuty of short courses
and workshops to meet the speclf;c needs of companies or individuals requiring upgrading or
retraining. Contnnuung Education’ also_administers the Small Business lnstitute, which provides
' courses to help small business owners and operators. An example gf this is the “Sunrise

Seminars” taught for retailers at Lakeside Mall. '
. N . .
The College took the initiative in providing the educational services in some of the major
economic development enterprises that are making a significant contribution to the area. For
example, when the United Auto Workers-Ford agreement with its provision for establishing a
National Center for Development.and Training Center was announced, Macomb President
* Lorenzo immediately senta proposal outlining counseling and training services that the College
could provide. This was dcceptéd, and Macomb College is now a part.of this histori¢
undertaking. When Volkswagen of America decided to locate'in Sterling Heights,.the College
: | gpeld an open house for Volkswagen executives to demonstrate the resources the College had
avanlable/for the company. Macomb was selected to provide the orientation and training services
for the company. In so doing, the CoIIege has worked closely wuth the Michigan Department of
Labor and the Michigan Department of Education.

a

’

” ¥
.

The College is noted for its excellent robotics program. The Downrlvﬁ Community
Conference, a consortium of fifteen communities downriver from Detroit, had a multi-million
dollar grant fo- help address the extensive unemployment problem in that area.As part of this
project, Macomb Community College was asked to retrain unskilled laborers through its robotics
program. A.careful selection process and intensive training produced outstanding results for the
participants and the Downriver Conferenc’& 4

General Motors has received m %ly special educatlonal services from the College. For
exampIe GM “purchased” an automotive instructor for a year from Macgmb to assist with an’
intensified dealers’ mechanics training program. After receiving exhaustive training from GM in
state-of-the-art technology, the instructor is now using this experience in teaching dealers’
mechanics at Macomb College for GM. The Colflege also b.ough’ twenty-eight persons from
Saltillo, Mexico to its campus anJ trained them-to work in a . plant in Mexico. Conductlng this
intensive four and one-half week course required the services of a Macomb |nstructor who was’
bilingual as well as grounded in the subject matter. ' - . -,

L4

3

Overall Success of Macomb’s Approach N

The College has made very creative use of its resources to serve the economic development
needs of its area. Its administrators have been alert to opportunities to serve and have been
successful in involving the College in activities that make a significant impact on the economic
health of'Macorhb County and beyond.

As-the state of Michigan further develops its system to help attract pew and retain old
industry, better coordination and cooperation among various state and local agencies shouid
result. As community colleges become more involved as key, team members, Macomb College
will be able to play a larger role in the process. A crucial need is additional furding to enable the
College to go beyond its present mission and establish a centralized unit spec:fically staffed to
provide upgrading and reiraining services for industry.

4 I
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. State Technical Institute at Memphis

»

\

€ e

OVERVIEW OF THE INSTITUTE AND $ETTING .

-
"

’e . The State Fechnical Institute at Memphis (STIM) has come a long way'since it was
. established in 1963 by an act of the Tennessee legislature. The Institute has become noted for its

commitment to serving industry and for its flexibility in delivering high-quality, on-target
technical training in a broad spectrumrof technologies. STIM's clearly defined mission statefnent _ .
places a high priority on cross-training-and upgrading of adult workers, much of which is offered
through theﬂsliiyg_e;s special Business, Industry, Govegnment (B.1.G.) Division. Since its ’ -~
establishment in 1975: the B.1.G. Division has trained more than sixteen thousand workers in

p Memphis and west Tennessee. ) ' *

‘  -The Institute’s educational objective is to riresent the humanities, related subjects, and
p . technical materials in such a way that students will not only understand the theories,and acquire
the skills of their field, but also develop\qualities needed for.meeting their responsibilities in the
work place. STIM also sérves the unique training needs of the community. It has trained, for
example, a large number of U.S. Navy personnel from the Memphis Naval Air Station (the navy is
_one of the largest employers in the Mempbhis area). The Institute has also joined with other two-
and four-year ce[fificate ang degree-granting institdtions as participants in a.program called .
‘Navy Campus for Achievement. : " -
STIM has ‘worked with the community in both good and-bad economic times. The gconomy
of thé area, as with so many other places.is curfrently not.strong. Unemployment in Memphis is ‘
4 . high (12 percent); in the entire state, the unemployment level is 11 percent. Recently, three méjor
plants have closed in the Memphis arga: the John Morrel Company, the Firestone Tire and '
Rubber Company, and the International Harvester Corporation. ' .

13
»

Memphis traditionally has been a major distribution site; thus distribution employees are an
important part of the work force. Fortunately, employment is still relatively strgng in this field,
just as it is in service industries. Manufacturing firms, however, have suffered greatly. This'
downturn is being partially reflected by lower. enrollments in sach STIM pro"ggams’as building
and construction, architecture, and accounting. The most active enroliment areas’now aré in data
processing and engineering technology. The Institute can hardly fulfili*the demand for trained
workers in thesg two fields. :

-

OVERVIEW OF STRUCTURE FOR UPGRADING AND RETRAINING
. ' . . . ’

State-level Steucture

9 »

»

~ State Comniunity/Technlcal Collége Structure
. ) T
The State Technical Institute agéMemphis is one of Tennessee's four two-year statg technical
institutes. The Tennessee Annotated Code (Section 49-2610) established,the purpose of the*
_institutes and their “role and scope” in the following manner: ” .

'y * . : %




G - . -
A regional technical sghool shall be established by the State Board for Vocational
Education in such location or locations as it may deem necessary to provide technical .
training, and said regional technical school shall function as a two-year tefminal
) tralmng center for the purpose of (a) training engineering technicians for industry and
T 4(b) prepanng the student to earn a living as a technician or technical worker in the
)(fleld of productlon dlstrlbutnbn or service. {(State Technical Institute at Memphis 1981,
p. 8) . .

-
.

As previously noted, STIM is one of four state technical indtitutes. The other three are in
Knoxville, Nashvnlle and Johnson City. The state’s additional postsecondarv training network is
composed of twenty-elg ht vocatlonal-techhcal schools (one within thirty miles of vurtually every

.community in the statg), ten community colleges, and forty-fwe colleges and universities. A
network of comprehensive s&condary vocational schools trains high school students in a variety
of technical skills. o

— 4 }
Tennessee's Economic Development Structure s \;

~ The primary state agency for economic development is the Tennessee Department of
Economic apd, Community Development. This department includes the Tennesseé Industrial
Tranmng Service (ITS)—the division that serves as the most direct link between the tramlng and
‘economic needs of the state. . \
The major purpose of the Departmerit of Economlc and Community Development is to
) support the development of new and expanding industry. Within this context, the purposes of
ITS are (1) to assure prospective companies that they will have a trained labor force if their |
capital investment is made in the-state and (2) to ensure that potential employ®es possess the _
basic skills and knowledge needed for specific jobs in such industries.
ITS goes into. action” the moment a company decides to expand or locate in Tennessee. “
The Department of Ecoriomic_.and Community Development reports that more than half of all the
. New jobs created in Tennessee over the last thrée years have been the result of industry <
expansian. ITS reportedly has played a major training role in this growth.
ITS operates using the following“'ten~step program:
1. Detailed task and job analyses are developed and used to tallor a training plan to meet a
companys specific needs. . .
=
2. In cooperatlon with a company's own technical task force, Iead-tnme schedules are ‘
tkeyed to personnel needs and construction plans.

3. Tramlng materials developed from the task and job studies include embloyee
orientation, training manuals and outlines, and vndeotapes and photographs of
production pracedures. All training materials are developec‘ with the company's

. personnel and with tiieir ongoing review and approval.

4, The training service coordinates the training program with employee recruitment,
activities, initiating a continuing worKing relationship between the company’s personnel
department and the Tennessee Department of Employment Security.

90 ’
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i 5. Facilities and equipment for developing specific job skills are provided either on sjte or
| . at a nearby Iocatron Much of the training is accomplished in a pre-employment phase,
so that the company can assess learner performance pr|or to the actual hiring. .
<
6 On-the-job tra|n|ng prowdes thefverall technrcal trarnrng and refunes occupatronal sKills . .
to conform to the companys petwformance standards & ’
v
. 7. Evaluation during the first phase of training examines possrb|e revrslons needed to meet
"a company,s standards. . . A
8. Special tramrng prggrams for supervisors focus on first- and second line supervision,
with emphasis on trarnnng for new supervrsors
L7 -
- 9. Tra|n|ng programs for specialists operating prototype equipment or responsrble for
unrque processes in company are available through ITS.
10. Funding is provided for all phases of a company training program and is determined by
& the number of employees, skills to be developed, and beginning wages.
ITS uses the following criteria are used for determining whether such training program -
« , + .. supportisappropriate’ 3
. , 2
e A conipany's personnel to be trafned must be associated with a new plant or a capital _
éxpghsion such as new facilities, equipment, a new product line, and/or personnel
burldup for additional shifts, or any combrnatlonliof these. .
¢ The ITS does not offer training or training support for Jeplacement of employees
. . through normal atttition, but will make recommendatrons on an appropriate vocational
training, center program for such persons.~ .
. < ! L. #
In terms of liaison, ITS and the TennesSee Department of Vocational Education generally
communicate by means of a staff person assigned to implement the flow of information between
' the two units. The specific working relationship between ITS and the State Technical Instrtute at
Memphrs quI be discussed more fuIIy laterin thrs case study
N . 1 e S
. : . - ° Institutional Structure . Lo B
'Organization of STIM _ o St T >
The four state technical institutes are administered by the Tennessee Board of Vocational
Education through the Division of Vocational-Technical Education, and are operated under a
fiscal mdependence policy granted by the Tennessee General Assembly. The board includes the
\ . governor and the commrssnoner of education (who serves as chairperson of the state board). ' LI
Eleven additionat persons serve on the board. > "
The major personnel in théadmmnstratron of STIM include the president, the dean of by 4
. evening and special programs, th'e dean’of instruction, and the dean of student affairs. In, .

addition, the admmrstratror/ is supported by the business manager, the director of administrative
affairs, the director of administrative services, ; and a director of the navy contract piograms.
Figures 13 through 16 graphically jllustrate the Institute's major organizational structures.
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The Mission of STIM - ‘

In gddition to the mandates of the Tennessee Annotated Code, the state’s Vocational
Education Act of 1963 and the 1968 Amendments {0 this Act require siatewide planning in order
to’identify institutional objectives. STIM has fesponded to this requirement expiicitly, as recorded

) in its 19871-1982 Catalog (State Technical Institute at Memphis 1981):

£

o The primary ob/ect/ve i3 “to accept the broadest possible range of high sthool
graduates and to produce the qualified aide to professional personnel in engineering,
physical science, and computer science technoiogies, and the technician or technical
worker in support of business and industry in the field of production, distribution, or
service,” (p. 9) . . ,

® The secondary objective is “to cross-train or upgrade employed persons as
paraprofessions or technical workers for these same areas.” (p. 9) !

These broad goals are repeated In a number cf STIM's publications and in statements by its .
leadership. For example, the 1987-1982 Catalog underscores the goals by emphasuznng”'hat ‘we
will strive to mainfain flexibility jn our programs and policies so that we may meet the new and
changing needs oi the educatignal and“technical fields and of the industrial and busnness
communlty“ (ibid., p. 1). .

STIM Works coopera’nvely with other institutions in establishing open-ended curricula that
allow students at any levei to enter employment or to continue formal education with minimum
disruption or ioss of credit. The institute is very explicit in noting that it is not a transfer stqtnon
to four-year institutions that grant baccalaureate degrees. e?

Becausé of the priority given to cross-training and wpgrading, a major focus is on the needs
of business, industry, and government. In fact, the Institute’s Busingss, Industry, and Government
(B.1.G.) Division is solely and entirely dedicated to meeting those traunung needs. As a result,
STIM delivers more than technical training; it is involved in public service.

¢

Institutional Funding
The Institute reports the following pattern of funding: . "

¢ Staté funds, approximately 73 percent i -

r ¢ Federal funds, approximately 10 perceﬁt (Mainly Vocational Education Act funds plus a )
small amount from a variety of sources, such as library monies, Pell grants for students,
programs for the disadvantaged, antl so forth)

¢ Student tumon and fees, 17 percent (Currently 17 percent but STIM beUeves those
monies will be increased to 20 percent. In the past few years, fees have increased 10%0
15 percent per year; however, tuition'is still low at $1g5 per quarter.) . x

3 .

As a f8sult of state legislation, the Institute has a single line-item allocation in the state,
budget. Once the specific amount has been identified, the Institute prepares a budget and
submits it to the Tennessee Board of Vocational Education. When the board "approves it, the
Institute is operative.

>
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Ont; posutlve teature of the stat/elatnonshtp is that the Institute can revise its budget each
October, if necessary. The need to do this is determined by fall quarter enrcliment—the Iargest
enroliment period. If enroliment is higher than the original projection, STIM can revise and ,
submit a new budget. As a case in point, when the enroliment increased by 14 percent during the
autumn of 1982, STIM submitted a new budget. The inordinate increase was due to new ~

“enrollments i in_the data processing area, which in turn was due mainly to the region's widespread

unemployment and to the fact that data processing is seen as one of the growthi areas
throughout the.country.

3

IS ¢

Distinctive Features of STIM

a

?
")

The organization of the Institute is géared from top to bottom to respond to the upgrading
and retraining needs of industry. The strong institutional commitment starts at the top, and

“tollows through to the rest of the organization,

-

¥

|} : . N
A dominant’teature of the Instttute is its flexibility, with all units recognizing the need to be
responsive :n meeting industry’s needs for customized training. The unique flexabnllty in the
B.I.G. Dwvision’s Budget, management structure, and operating processes is a good example of
this feature.

A certain amount of funds is budgeted each year for the B.l.G. Division to provide the
salaries of its administrator, coordinators, @nd support personnel. The Institute itself then
supplies the funds needed for industry training. However, if the duvnslon finds that tt has provided
services to so many industries that its funds are low at the end of the fiscal Year, a'request can
be made to the président for more funds. (To date, the presndent has aIways been able to-
reallocate funds to contlnue the operation of the dwnszon)

» —

A unique feature of STIM'S management structure, of course, is the exlstence of the B |.G.
Duwvision as a discrete uni}, The division is housed in the Evening and Special Programs (ESP)
area. The division head reports directly to the area dean. The B.I.G. Division has three
coordinators of trainjng services. one for businesss, one for industry,; and one ‘for government.
The division has twotinstructors who function mainly as course deveIOpers One is primarily in
charge of technical programs, the other‘is in charge of business programs (particularly
management development and human relatiens). STIM's Small Buseness Institute opgrates within
the division. It is part of the small busingss fetwork run by the Amierican Associahon of
.Community and Junior Colléges. The B.l.G. Bivision has been designated as a part of the
American Management ssociation Extension Institute (AMAEI). As: such the division offers _
_AMAEI courses throughout Memphis and west Tennessse.

] o .

The Instifute is currently developnng a relatnvely new structure, an Insthutional Outreach area
with personnei who call upon |ndustry to determiné training needseplacement opportunities.
cooperative work stations, and so on. Neverthelass, at this pcnnt itis the B.I.G. Division head and
toordinators who.probably bring in the most training requests from mdustry They have both
well-established contacts and an excellent reputattbn . .

In terms of the Institute’s opgrating processes all courses that STIM provides to |ndustry
(upgrading, retraining, or start-up) are credit courses. The reason the Institute grants credit for~
all courses is that the reimburSement policy from the state is based upon the number of credit
hours generated. Consequently, Institute administrators make certain that courses for industry
meet state standards so that credit hours can be generated. This does not appear to mterfere in
any way with the Instutute s fleXIblltty ‘to customize courses for industry.

— - 95




6( " Structure for Economic Development .
L . . '~ . *

Interfacing with State Agencies .
+ Al IS [

The primary reIatuonshlp of STIM with the state is through the Industrial Training Service
(ITS), the training arm of the Department of "Economic and Community Development. If ITS has
a prospective company that is considering or has decided to locate a new plant in the Memphis
area, ITS chooses one of the institutions in the region to provide training services. ITS then
writes a specific contract specifying the funds tc be used and empowering an institute to do the
start;up training, normally at no cost to the company.

. STIM holds a general contract with ITS for approxnmately $20,000 annually, which covers
supervisory training and job instructor training. This is considered a “blanket contract” whereby
the Institute oan genérally choose the companies—using ITS guidelines—on its own. This
contract must be signed by the president of STIM, by officials in the State Department of
Vocational Education and a number of other state agencies, and by the state governor. The
“blanket contract” enables the Institute to respond to new conganies in the state or ones who
. are expanding. Expansion is defined eithef as.increased investment of capital dollars or
increased hiring of new employees. Most of- the tra|n|ng offered is in the form of customized
courses for specific skill needs.

The Instltute has assisted ITS in several other areas. For example, it has worked with an ITS
client, the Sharp Manufacturing Company in setting up its preemployment training program.
While the STIM instructor did not teach a formal class, he did contribute by serving as supervusor
of quality assurance . : , .

The head of the B.1.G. Division reports that she has a good working relationship with ITS.
She dedls primarily with one person in the ITS Nashyville office, who provides an informational
profile of the prospective client. From this person, the B.l.G. Division head receives a complete
file on what already has been done by the ITS, how many employeds~the company has, how
many shifts they have, and so on. B.1. G. Division staff then call the compahy-to set up an
appointment wnth the training manager or similar staff person. In short, B..G. representatives,are
well prepared when they meet company representatives. If a training program is agreed upon, it
starts as soon as the company needs it. .

In summary, ITS has the option of coming to the Institute and settlng up & special contract
or going elsewhere in the state system. Thus, ITS is not the actual tralmng delivBry unit; it
_ instead serves as a contractar for the training resources available at STIM and other state
training institutions. )

Because of the current recession, there has been a decline in new and expanding industries
coming to Tennessee. Consequently, both the demand for start-up training and the funding
levels for this processiare lower now than they have been in the past. Neverthelgss, the
mechamsm is in place and will undoubtedly continue to be utilized successfully in the future.

Interfacing with Local Agencies ' .

.

The Institute is involved with a number of local economic development agencies. The
coordinator of the B.1.G. business unit reports that he is currently involved with the local
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Chamber of Commerce, although not to the point where collaboration will bring in new
industry.” However, this level of involvement is likely to increase ifi the near future.

There also has been increasing involvement with the local Private Industry Council (PIC).
The council is attempting to work*more closely with the Institute in the area of training. The
prognosis is that the PIC, the Chamber of Commerce, and the différent institutions will become
f;nore directly linked in the next two or three years.

Another linkage with local agenciés is through cooperation with the area vocational-
technical schools. The Institute’s president reports a new “umbrella contract” with eight area
vocational-technical schools, whereby those schools are under the administration of STIM for the
purpose of furthering their work with industry.”* The Institute now utilize$ these schools to
provide some of its courses. STIM gives them curricula and helps them acquire instructors and
get the courses started with mdustry This.year STIM has a budget allocation of just over
$200,000 to provide its courses through these schools.

There is an area vocational-technical school (AVTS) administration directo? located at the
Institute, who directs and coordinates upgrading and retraining activities through the eight area
vocational-technical schools in west Tennessee. This gives the schools more autornomy and more
flexibility in terms of funding, scheduling, equipment, and programs. It also enables the Institute
to take strong leadership in contributing to the state’s economic development efforts. To date,
approximately twenty such programs, responsible for training 400 employees, have been-set up
in less than one year's time. 1

Because of its proactive stance, the Institute does not generally wait for economic -
development opportunities to happen. Instead, it has sought involvement with such organizations
as the Black Merchants’ Association, the National Business League, and the Tennessee Valley
Center. All of these organizations have affiliations with the small business community.

. ! [y

Other linkages have been developed with such groups as the local branch of the American
Society for Training and Development, the Tennessee Technical Eo icational Association, and
the Tennessee Vocational Association. Lastly, STIM has developed inkages with such CETA
activities as the Summer Youth Program, the Career Awareness Program, and the Skills Training
Improvement Program..

L)

* Institute Structure for Upgrading and Retraining

The mne s, Inéiuatr_y, and Go er'nment {B.1.G.) Division
STIM establishetthis separate division to be responsible for developing 'Iinkages with

. business, lndustry and government agencies (city, county, state, and federal), in order to cross-
“train and upgrade.workers. B.1.G. training provides regular college credits for catalog courses

and/or courses deSigned to meet the needs of professional and industrial groups. The division
has the flexibility to provide whatever training is needed, where and when it is desired, at a
minimal cost.

Personal interyiew with Gary Rowe, B.1.G. Coordinator for Business, State Technical Institute at Memphis, 1 June 1982
- 3

**Personal interview with Chartes Q. Whitehead, President, State Technical Institute at Memphis, 2 June 1982

»
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The division also offers two specialized programis. (1) transportation and traffic management
and (2) applied credijt and collection management. With regard to the latter program, STIM has
been granted approval by the National Association of Credit Management to offer certified
courses leading to the Associate Award of the National Institute of Credit.

-

<
TIM established the B.1.G. Division to deal with its stated mission to provide bpgrading,
%—training. and retraining for local industry. The head of the division relates the objectjve
condysely. “Our product is training; our client is business and industry. We try to serve them as a \/
business rather than as an educational unit, yet we keep ‘one thirig,in mind. everything we do has
to be educationally sound.”* )
Under the general supervision ef the dean of evening and special programs and in !
coordination with the dean of instruction, the B.l.G. Division head has a numberof important
responsibilities. The major ones are as follows:

* Torespond to tralmng_needs by submrtting proposals to business, industry, and
government agencies in order to assist in cross-training and upgrading of personnel

¢ To maintain close liaison with other instructional divisions to expedite course
development and staifing . . ‘

.
«

¢ To ensure that any training project falls within the Institute’s role and scope

. ® To assist coorainators in evaluating instruction . S

-

. ®* To maintain external contacts in order to keep current with clients' needs

s To develop plans for future needs for personnel, s%ace and’@dgetlng requirements .
¢ To ensure that part-time mstructcrs are g|ven necessary orientation for courses, both on
and off campus

Each of the three functional areas of the B.I.G. Division is served by a coordinator, whose - s
role is to maintain liaison with business, industry, or government organizations and agencles
The foIIowmg major duties of the industry coordinator are typical of the respcnsibilities in the
other two areas as well:  * \ :

¢ To assist the agencies in developing training programs needed to maintain oresent
levels of employee proficiency . v

¢ To assist agencies in developung supplemental instructional pro rams for upgradmg
employees '

» To develop course autlines in conjunctron with the relevant instructional dlvrsron head in
\ order to meet the needs of the agencies

e To coordinate\the use of on-site training facilities whenever possible :
,/’ \\ " o
¢ To ensure that ongoing courses and instructional evaluations are performed

*Personal interview with Carol McAulitie, B..G. Division Head, State Technical institute at Memphis, 2 June 1982
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® To assist in recruiting instructors in outlying areas.

® To maintain necessary,gontacts with professional and industrial societies in order to be
aware of new téchnological developments > 7 .

¢ To assist in data gathering for periodic training needs assessment ] N
-
9 * To maintain complete records of all courses conducted within the area of responsibility '

Several advantgges for industry are in_herent in B.i.G.-operated training. These inclu.dé—
e a savings in training costs; |
¢ the provision of consultation and needs assessment, usually at no cost}
¢ tailor-made courses taught at the employee level;
M ¢ the granting of college credits’to employees for completed courses;
¢ a"savings, in time and transportation when training is provided on site.

The Institute also benefits from these training efforts for industry. Full-time faculty who teach
courses along with part-time' personnel from industry often develop a broader outlook on their .
. _fiela. The exposure keeps instructors abreast of the latest developments, technigues, and
eguipment. Since training usually means pay raises and/or promotions for the students, they too
are apparentiy more motivated in‘these settings.

By thus addressing its responsibilities in ¢ross-training and tpgrading employed people,
STIM participates in retaining a trained work force in the region. At the same time, the
specialized B.1.G. training serves as a btilt-in student recruiting tool for the institute. Many !
. pcrsons who receive training on the job later come to the campus for degree programs. Through
) contact with business, industry, and’government organizations, the Institute's training programs
also open doors for the job placement of many students and graduates.

b § Staff members in the B.1.G. Division spend much time following training leads ffom a variety
~of sources. Because the current economic slowdown has caused many small industries to use
educational services in efforts to survive, the Institute is literally “"on the scene” as rapidly as
possible whenever a possible need is evident. The-Institute’s flexibility is evident in its efforts to
teach-courses at practicalw any time and at most any location in west Tennessee.

. In addition to thé proactive stance of the Institute, industry managegent staff members
~ responsible for training aré invited to review the Institute's catalog and describe to B.I.G. ¢
representatives the kinds of courses they feel their company’s employees need. In a reactive
mode, the Institute’s representatives then help weigh “the want against the rieed.” The B.I.G. staff
members spend much time planning workshops, seminars, and courses throughout the region.

According to the data from the STIM's Admission and Records Office, the B.I.G. Division has .
been extremely active during the past few years (see figure 17). Between 1975 and 1980, more
than nine thousand people in the west Tennessee area received special training through the
B.I.G. Division. That figure is now over sixteen thousand. Recipient orgarizations range from
small business operations to major national corporations.

.
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: Fall 19\7\9— - Fall 1980~ Fall 1981—
Summer 1980 Summer 1981 Spring 1982
. . . . * (interim report -
) T / ' ’ / for three of
’ . . , the four .
‘ ’ \\ quarters) -
, Tétal Courses Offered = "~ 155 ©o223 ¢ 119 ]
Students Served” . 2,350 3,303 1,596
Industries and i N .
’ Assotiations Served . 71 70 40
.|  Nonduplicated R '
Training Sites~ 49 g 53 » . 35
a Fields of Study i , .
’ Engineering - ¢ 47 ‘ 56 <+ not ava!IabIe
- + Computer Technology . 17 15 ' not ava!lable .
Business Technology . 60 101 . .. not ava!lable .
Rélated Studies 31 . 51 not available
J ~’ , 0 o LT R —
Total Instructional Staff 77 . 94 ¢ . b4
Full-time instructors 23 + 29 16
Part-time instructors. 54 . 60 | 38 0
Lab techniéians - e .'5 . . . 1
Figure 17. Data for STIM’s B.l.G. Division
B.L.G. linkages to other areas. A program of this type obviously cannot operate in isolation:
° ! The B.1.G. Division is an integral part of STIM and, as such, works closely with other areas. For
. example, when the B.1.G. Division head compiies a list of companies desiring training, the list is .
~ formally and informally commumcated to other Institute areas .
Linkage to the specific units in the relatively new Institutional Outreach area is particulatly *
crucial, as is coordination with the admissions office, the business office, and the bookstore.
Articulation nevertheless does not come instantly or automatically; it i.as to be continually

nurtured so that tHe division does not get “out of sync” with the rest of the institution. One of the -
problem areas, for example, has been audit control and audit tracking (i.e., making certain that .
the audit numbers reflect the current quarter in which the fees ar&reported). The division works
closely .with the admissions and busnness offices to make sure fees are recorded and kept up to
date on the proper forms and in the proper quarter. This could otherwise be a problem, as B.l.G.
training does not necessarily follow the Institute’s regular quarters calendar.
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‘ Other Key Division/Area Involvement e ) .
' As |IIustrated in figure 13, the Instrtutes major administrative responsrbrlttle?rest with the °
s staff members who are directly accountable to the b esident. The dean of evening and special
programs, the dean of instructional affairs, and the director of administrative affairs head the
three offices that relate most directly to external training operations.
The B.1.G. Division falls within the domaln of the Evening and Special Programs area {refer
to figure 14). Everiing and Special Program instruction relates closely to the office of the dean of
instructional affairs (refer to figure 15). In addition, the Institutional Qutreach units for industry,
business, and government that work closely with B.l.G. arg under the supervision of. the director
. . of administrative affairs (refer to figure 16). All of these areas operate in an interlocking fashian
in order. to promote the mission of the Institute.e

.

>

Evening and Specilai Programs (ESP). The objective of the ESP area is “to provide the adult
community with credit courses designed to advance the occupational value of those currently
engaged-in full-time employment and to prepare for employment of those not yet in the labor
force.”*

4
-

The ESP area offers a continuous program of study from 7 a.m. to 11:30 p.m., Monday
through Friday, and from 8 a.m. to 4:30 p.m. on Saturday. While the majority of evening and ° »
Saturday classes are taught by full-time faculty, qualified part-time instructors from business and
industry also are uttlized. All associate's degrees and associate of applﬁd science programs
offered arg.available both day and evening. Entrance and graduation r qmrements for evening
students are the same as fgr those enrolling in the day program. L

. ’s
~
-

N . The Instrtute has also developed a Weekend College. Friday zvening and Saturday cIasSes

are offered for all students, but are specifically tailored for those whose work hdurs make it

impossible to attend at any other time. These course offerings usually require only one night or

one day of attendance per week for each_course taken in order.to satisfy the numbef of quarter

hours of credit. Each course session requlres from three to eight hours of attendance. Therefore,

a student ‘enrolled in ‘Weekend College is ab'e to take a maximum of two or three credit courses

by attending both Friday evening and Saturday classes , '

periodically at various locations {and through various media) off campus, The programslenable
s students to compléte a portion of their requirements at a more convenient lecation bef

A i In addrtron,,the ESP area 1s responsrble for extension classes. These classes am*otﬁ:d
* to attend classes on campus.

having

< Instructional Affairs. The Instructronal Affairs area is under the supervision and leadership of
\the dean of instruction, who is responsible for cbordinating the development, implementation,
and improvement of the instructional programs These responsibilities diso include the support
areas that provide resource materials and assistance in learning, as well ‘as faculty development

The mstructronal programs are divided into four areas: business techno}ogies computer , .
. technologies, engineering technologies, and related studies (i.e., courses in Engllsh *
, mathematics, and social science). . ¢

- L3
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‘Personal interview with William E. Saul, Dean of Evening and Specrat Programs State Technical Institute at Memphis, 2
" June 1982,

.
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Administrative Affairs. The sectlon of the Admlnistratnve Affanrs area that is most relgvant to

the upgrading and retraining mission is the Institufional Outreach area, which includes industrial,
business, and governmental outreach. This ’relatwely new program at STIM was organized in
November 1981. The area héad defines the area’s role in broad tarms, noting that it is *
responsible for generating contacts with the public, prospective. students, businesses, and
industries.* She and her staff respond to out;;l e requests for guest speakers at the Institute, and
participate in tikde shows, high school activities, fairs, and the like. Their responses inciude
active recruitment in high schobls, appointments with industries, and organization of on-campus
functions. The area also serves as a I|a|son between trainlng placement, and cooperatlve
v . programs. .

The Institutional Outreach area works closely with information from the 8.1.G. Division '

{mainly with B.l. G. contact lists) when calling on companies and determining whether or not
interest. in specific training exists. When, a company is ready 4for referral, the Instltutuonal
Outreach staff members call this to the attention of the B.I.G..head, who in turn assigns the
follow-through to-one of the coordinators. It should be stressed that when an institutional
Outreach staff member talks to @ company, he or she discusses the whole range of programs

_ available on the campus, not just customized training services. External outreach is currently

) / focused on companies with at least 200 employees; however, at some time in the future the staff

) in this area also plan to b}ln contacting companies wnﬁ 100 employees or Iess

Other relevant areas. TheInstitute éonduets several other Programs thgt relate either durectly
. or indirectly to upgra dmg and retralni/g These include— .

' active-duty servicepersons in meeting theif aducational goals, STIM has joined the
Department of Defense and individual military services in becoming a Servicemen'’s [sic)
- Opportunity College. The program ‘inciudes grantlng credit for correspondence courses,
examination programs, service schqols, and even sérvice expetience wherethereis-a —

- . .+ STIM maintains an office at the Memphis Naval Air Station*for the program "

¢ The Navy Campus for Achlevement (NCFA). As part of STiM's effort to serve the total

" community (including the U.S. Navy—the largest employer in southwestern Tennessee)
the Institute has joined other two- and four-year cenrtificate and-degree-granting *"
institutions as’participants in the NCFA program. The program involves a standard letter
of agreement'betweén the navy student and the participating school. The agreemept
provides for the evaluation of and credit for nontraditionally acqunred knowledge and the
acceptance of transfer credlt earned at other institutions.

¢ Cooperative Education. Cooperative Education is a program in which the Instjtute and
the local busnness community combine ®efforts to provide students with relevant tramung
experiences. The co-op programj€ombines the lessons of both the school and work
environments. it helps students-dee the relationship between thelr classroom work and
their future occupations.

*Personal interview with Sheila Merntt, Director of Instructional utreach, State Technical institute at Memphis, 1 June
1982,

®* The Servicemen s Opportunity College.'In recognition of the problems confronting many .

credit relationship between training already acquired and the technology belng pursued .

[
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Regular Technical Education . . s
for Occupational Advanéement ,
- 7
The Institute is responsive to business, industry, and government organizations in‘ many
ways Much of the. upgradlng and r‘etra|n|ng that is offered on campus is through regular degree
programs, including the following:

.

[

¢ Associate of engineering (A.E.) degree. This program is offered in the followrng ten
engineering fields: architectural,"biomedical, chemical, civil, computer, eIectrlcaI

,electronrc mdustrlal mstrumentatron and mechanical engineering technologdy.
y ity

¢ Associate of science (£.S.) degree. This program is offered in" the following scrence and
business fields: business data processing, computer accountrng. computer science,
general technology, mid-management technology/banklng, mid-management
technology/general, midmanagement t hnology/mdustrlal motel/restaurant
management, and vocational-tech nical education.

e Associate of applled sclence (A.A.S.) degree. This program is offered in the following
engineering and business fields: building construction technology, business
technology/accounting, computer operations technology, electronic technology and
mechanicat technology. -

¢ Associate of Independent studles (A.1.S.) degreo The Instntute provides a degree path
for those whosé work schedules, geographic locations, or-home responsibilities prevent .
them from pursuing traditional coursework, but‘w)h se employment background and
- nonclassroom experiences indicate They have met (or could meet) many of the same
course requnrements as the A.S. or, A.E. graduates on an mdependent study baSrs
Reguiar catalog courses. Scores of relevant courses are-available for adult workers. A brief,
perusal of the most recent catalog indicates that the following regular courses are offered (the
numbét of related courses is shown in the parentheses) :

A,

P

. - R :
A.A.S. degree-related courses in reading, h Electronic technology™(21)
communications, and mathematics (7) N

English (7)
Architectural engineering (18)

-

, Industrial engineering (12)
Biology (4) _
) Jnstrumentation engineering (8)

Biomedical engineering (10) '

' ' Mathematics (10) .
Building construction (20) )
‘ . . Mechanical engineering (17),
Business techt.ology{accounting (16) : -

. Mechanical technology (20)

Chemical engineering (17) '

. . . ' Mid-management technology/b Lking (16)
Civil engineering (17}F _ . w/
. WP \ Mid-management techpolody/general (6)

Computer accounting {21)

?
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. Mid-management technology/industrial (12)

'
’y

Computer engineering (10)
o Motel/restaurant management (20)

%

Computer operations (14)
‘ Physic¢ (6) )
.Data processing (26) AR AN
Social science (8) )
Electrical engineering (13) : —_—

o, Vocational-technical education (18)
Electronic engineering (13) ' "

P ' - -

CUSTOMIZED TRAINING PROGRAMS AT STIM ,

. Staff members at the Institute have been extremely prolific in developing customized.training
programs for upgrading and retraining adult workers. Indeed, the word “tallored" is used
’ frequentlv in the dialogue between the Institute and its potential clients,” *

The following customized training programs represent only a few ways in which STIM has
responded to the training needs of Io;gi employers. One major program js in the grivate sector
and the other is in the public sector. Several other programs are glso briefly discussed in order 2.
to illustrate the diversity of the Institute’s activities. .

.

. ! .

International Harvester (1H)*

.

i
G

The relationship between International Harvester and STIM started off several years ago on a
limited basis with fourteen apprentices ranging from tool and die workers to plumbers. Although
IH -conducted some of its own courses, the company was not totally satisfied with them. Since
the instructors were “good people” but were not teachers, there was np uniformity nn the
instructional approach. IH therefore contacted STIM and worked out an arrangement by which
the apprentices could work on uniform curricula. In the beginnm gven though the courses were
not customized, STIM coordinators and mstructors 'ecogmzed IH's situation and were able to
“key the courses” toward specific needs. e

Originally the students attended classes on campus. The tlasses were set up at the time the
company needed them (i.e., at 7 a.m.). This initial scheduling flexibility was extremely helpful to
IH since the company could only pay the apprentices for an eight-hour day. (In later courses, the
" time was set at either 7:30 a.m., 8:00 a.m’, 1:00 p m., 1:30 p.m., or 4:30 p.m., depending on-the
work shifts.) )

The company's tuition reimbursR@ant policy reimbursed workers who completed a work-
. related course (i.e., if the course was required by the company, iH pand the Institute; if the
course was voluntary, the employees paid the Institute). -

e

L

*Prior to its recent closing. the Internationat Harvester plant in Memphis wes a major client of the lnstitute It was
extremely disappointing for STIM to learn of the closing of the plant. Although the cooperative program Is no |onger in
eftect, it illustrates the approaches taken by the Institute.

o
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Through experience, the company leamed that whlle many workers wished to’ take classes,
the drive from IH.to the school was a long one, especially after a full day's work. By having the
instructors bring the courses tc the company, IH was able to open up more classes. The Institute
was thus able to accommodate personnel on &ll work shifts.

Accommodation occurred in several other ways. For example, the comparly chose to call the
basic automotive electronics course “Electronics Trouble Shooting"” in order to reflect its specific
applicability. The students actually did “troubleshooting” on a cotton picking machine in the
classroom and laboratory. Several supervisorsttook the course and were then able to work with
additional employees. The initial instructor adapted very well to the situation, as did other ‘
instructors later on. As a result, several instructors were asked to return. In one case, an
instruetor was even hired by the company. (The Institute was supportive of this, for although it

Q

. left STIM with one less faculty member, it strengthened relationships with the company.) ' .
’ . The company also had a role in selecting instructors. Normally a potentiai instructor visited ?
the plant one of“more times, met several company department heads, and tried to determine ’ .

specific training needs. In one instance, an instructor who did not work out well was replaced. -
While this did not happen often, the company was pleased w:th this demonstratlon of 8TIM's

: flexibility. —e, v

The cgmpany's&raining manager sincerely fe¢ls that the Institute is "very practical.”* In fact,

STIM's overall excellent reputation for its hands<on approach to training was an important aspect
that sold International Harvester on STIM's services. Another factor was the'Institute's respohse
time. Whereas response time naturally depends on the situation, STIM was usually able to react
very quickly. IH often contacted the Institute when there.was a quick need to "fight a fire.” In one
case, a training program was put together in just under two weeks. In most cases, hQwever, the
process took somewhat longer. The company usually started with a basic idea of what it wanted

\ and then explored further ideas with the Institute. STIM, in turn, provided a course outline and
suggestions for the curriculum to be offered or adapted. |H was very satisfied with this
arrangement and with the amount of input it had. It also.saw the tailoring of courses to fit
company neeads as a primary reason for the success of the working relationship between the two L
organizations. ) ] )

Because the bulk of the IH courses were taught on-site, much of the courses’ equipment «+ .
came from the company. However, this depended on the particular course. In some of the
measuring devices classes, company equipment was used. In electronics classes, particularly
those in laboratory situations, the Institute transported equipment to the site in a mobile trailer.
JOveraII the company appears to be very satisfied with the program. The training manager, in 4_*,_,’?
fact, puts it this way: "I think if | were a training dlrectqr at a new company, | wguld start up with
State Tech.”* Ha sums up the flexibility of the Institute in thIS manner: ’

If | have a class that fits tbeir curriculum, fine. If | have a class that needs to be
’ changed e little bit, they'll change it a little bit. If | naed a ¢lass designed for me, they
’ will do that. If I'm on a short-notice situation, they aré flexible. If | need a class held in
~ my facility, they'll do it. I've had classes that | wanted held on particular days they'll
arrange that. I've, wanted one [class] held three days in a row; they arranged it. | think
if 1 couid get cooperation from everyone like them, I'd be extremely happy. N . |
\
|

‘Personal interview with Ed ﬁfatcher. Tralnlng Manager. International Harvester Corporation, 2 June 1982,

*Personat mtervlew with Ed Hatcher, Tralnlng Manager. Intarnatlonal Harvester Corporation, 2 June 1982.

. - ’
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. Assertiveness Training for Supennsors Management Semlnar/Stress Man‘sgement Blueprint

-

N

Examples of some of the courses the B.I. G Division offered IH in the last five years included

Reading and Measuring Instruments, D.C. Circuits, Introduction to Electrqnic Technology, Basic
Altomotive Electronics, Engineering Drawing, Labor-Management Relations, Basic Hydraulics,
Metals Tecknology, Trigonometry and Geometry, Physics of Mechanics, Quality Control
Instruments, Basic Technical Math with Calculus and Fortran Programming for Techniciahs.

~

Memphis Light, G;\s, ang Water Division (MLGW) .

The Memphns’L:ght Gas, and Water Division (MLGW), part of the c|ty gove r,nment hasa
training &epartment that is divided into three areas. management development field trairing, and
general training. The B.I. ‘G. Division has Sonducted training-programs for all thre(e areas,
includipg’a professional supervisory training program, technical courses in mathematics and .
electicity for apprentices, job instructor training, maintenance tralnlng. communications,
blueprint reading, and eral communications.

MLGW opened a new training taclhty in late 1982 and antncnpates that B.I.G. training will
provide 60 percent of the courses offered at the new facility. Approximately 90 to 120 students
attend B.I.G. classes at MLGW edth quarter, depending on training needs. One of the major
programs developed cooperatively to train secretarial/clerical staff, support staff, and
management personnel is the Potential Supervison Training program. The two organizations have
been working on this program for about two yedrs} Recently the employere became aware that
there are not enough females in upper- and midlevel management The program will therefore be
conducted again, this time primarily for women. ' .

o

) t

A]
The Institute has provided mathematlcal and electncal training as'part of an apprentice

training program. Other programs in areas such as transportatlon are also beung developed. To
date, however, one of the most significant program for apprentices has been in basic electricity.”
Ongmally MLGW had its own in-house basic electricity course, but decided to have STIM
assess it 4o see how it compared to the Institute's course. The two courses apparently ware
almost identical. As a result, the apprentlces now recelve college credit for the in-house course.

As a follow-up to these hnkages the Institute has &valuated MLGWs entlre apprentlce
program. One of the most positive results is that apprentices nhow have an incentive to continue
their training. They receive this incentive in the form of college credits that lead to an associate’s
degree. ) '

STIM also has.offered job instructor training {"training of trainers”). The Institute took a
special, noncatalog course and developed it for trainers. The course taught MLGW trainers how
to teach new empioyees, what methods and materials could be used, how to develop. Ie?ss0n
plans, how to operate audiovisual equipment, and so on. % \‘o

MLGW actively encourages its employees to take courses at night. The company has a 5
tuition reimbursement program that makes it possible for workers to raceive training at very low
cost. One such night course in air conditioning and refrigeration (beginning and advanced
sections) has a participant waiting list. The Institute provides the instructor and MLGW provides

’ J

*It should be noted that if a course 1S not under the jurisdiction of the Joint Apprenticeship Training Committee, it can be
offerad either in-house or through STIM.

»
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all the necessary heavy equipment and supplies. STIM also uses its own simulators, but the
training lab itself is equipped by MLGW. ’

/ L
With regard to,;umon rermbursement MLGW supplies STIM with a letter stating that MLGW
will pay tuition apd textbook costs for whatever courses the institute is going to teach. The STIM
business office’'then bills MLGW at the end of the month for the costs of tuition and texts. This .
-apparently'works better than having MLGW employees pay w..sir own tuition and then have to
- worry about having the money reimbursed.

MLGW believes it hds an excellent working relationship with STIM and expects this
relationship to blossom further when the new training fa'crlrty is more fully utilized. In anticipation
of this, MLGW and STIM are planning a ccurse on the natlgna! e'ectrrcal code’ In fact, there may -
be as many as six classes offered.

2

MLGW also has a high opinion of the Institute’s responsnveness As the superintendent of
field training States, “If it's not in the catalog or course description, if it's not quite what we need,
they are willing to put a course together that fits our needs and (that is] accredited at the same i
time.”* If a course is hot within STIM's role and scope, the Institute will put MLGW in touch with a
a local institution that offers it. in some cases, MLGW has made use of these reférrals, but
generally stull flnds it more econoffical to work directly with STIM for training. » .

In addition, MLGW recognizes that the courses offered by STIM are in no way “watered '
down." While some of the technical preparation is adapted, the courses themselves are college-
level training courses, fully comparable to those on campus. Customized courses have the same
e attendance requirements for students and the same instructional requirements for faculty.
In attempting to'summarize the reasons for successful collaboration, the superintendent of
field training puts it this way: “[There is] a mutual respect and understanding to start with .
and a willingness on the part of the Institute to design a program that will safisfy our xmmedrate
training needs. If they don't have one on the shelf that {its, they will tailor-make one."*

¢ .

g Other Customized Training for Business and Industry

. AY . .
: , - o ‘
* American Hotel/Mote! Assoclation ' Yo

-

1}

In partnership with the Memphis Metropolitan Chapter of the American Hotel/Motel
Association, STIM has scheduled selected hosprtalrty management courses. The courses,
designed to increase hotel/motel managers’ technical knowledge and competency, are approved
and certified b the Educatnonal Institute of the Association. Upon successtul completlon 'of each
course, partrcrpantsfreceive a certificate of completion from the Association-and two college
course credits from STIM. The.courses offered to datg have included Human Relatnons- . s
Supewusory Development and Hotel-Motel Sales Promotion.

3
d \
.
.

Smaii Business Delivery System

' Because of the growing importance of training for smali business management, the B.1.G.
Division is working to provide a forum for sharing information, exchanging ideas, and developing
contacts among various groug involved in serving the local small business community. The

" .
*Personal interview with John Furmanski, Superintendent of Field Tralning, Memphis Light, Gas, and Water, 2 June 1982.
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general purpose of the system will be to provide small business management training, consulting
¥ assistance, and technital services. One of the primary courses to be offered will be Fundamental
Small Business Managemient, which will deal with such topics as financial controls, inventory
«Mmanagement, risk management, personnel, ar&i sales. .
The cluster program” will be part of this system. It-wili offer management training at various
business locations. The training progrdam, which will require a minimum of fifteen business
participants, will'use a team of consultants.who specialize in sel cted areas. Training will focus
on, practlcal application of successful management techniques. a:ecmcally. the program will
Include such topics as advertising, preventing arime, and general management. STIM's role will
. be to offer classes in, promotion, advertising, and marketing. A summer program wil! include
. courses in acc'ounting\and money-managément and in the fundamentals of retailing.

% . -
r ”
.

. American Management Assoclation . . .
Extension Institute (AMAEI) .Program
a3 hd N

As part of the continuing effort to bring training to managers, the American Management .
Association Extension Inst:tute has established a cooperative effort with a number of two- and
four-year-institutions across the country. STIM is one of the cooperating irstitutions. The

{ following courses have been recently incorporated into the AMAEI program at STIM. Accounting {
for Managers, Computer Basics for Managers, Communications for Managers A Manager's ‘ a
Guide to Human Behavior, What Managers Do, How to Build Memory Skills, and Leadership

- Skills for Executives.

- -

Memphls Area Credit Executives (MACE)

MACE members are business credit grantors in manufacturing, wholesallng, service

« \smndustnes, and financial institutions. There are over 290 MACE members in west Tennessee. The
\STIM summer course program for MACE includes the foliowing courses. Economics, Credit
Management Problems and Cases, Principles of Credit Collectlon Advanced Credit Analysis,
Principles of Accounting, and.Business Law . : .

™ .

Harmon Industries

- -

This Bolivar, Tennessee company manufactures rearview mirrors for’the automobile industry.
The company determined that its employees needed additional training in the area of hydraulics
maintenance. The B.l.G. Division provided an instructor and lab technician in hydraulics at the
Harmon plant for ten weeks. The training resulted in considerable improvement in the company’s
product {i.e.. a notable reduction in fluid losses—a matter that had been a problem in the past).

Companies with Ongoing Tralning

Several Memphis companies have developed a continuing linkage with the B I.G. Division for
’ the following courses: f
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o Kellogg: - Fundamentals of Maintenance
Blueprint Reading and Drafting
® Memphis Publishing Company: Human Relations -
. What Managers Do
e Universal Life'lnsurance: Introduction to Cobolhw'
. What Managers Do
® Methodist Hospital Microcomputers
(summer program) . Personal Finance

Custoilzed Tralning tor Government Agencies

. City of Memphis -

The B.I.G. Division has conducted training for almost all areas of the city government
through a central training office at Memphis City Hall. Courses offered include management
training, technical training, and data processing courses. Both spacially designed and regular
catalog coufses have been offered.

kY

Shelby County

The B.I.G, Division has proyided specific <Burses for various offices of the county :
government such as real eslate appraisal training for the County Tax Assessor's Office as well as

various administrative and data processing courses. K

Shelby County Correction Ceﬁ*@‘ﬁ

The:B.1.G. Division has delivered training courses for the inmates and staff of the Shelby
County Correction Center. Courses for the inmates weré coordinated through the Correction
Center's counseling department and were part of a. CETA rehabilitation gr The training
included human relations, basic math and English courses, and other STIM catalog courses

Shelby County Health Department
N

»
) The B.I.G. Division has offered training for county health department personnelin
Institutional sanitation and medical terminology. This training is ongoing on a seasonal basis . |

-

The Defense Dgpot

This facility includes thrée federal agencies at one location. the Defense Depot/Memphis, the
Defense Industrial Plant Equipment Center, and the Defense Property Disposai Region. All utillze
B.1.G. courses. A number of gourses have been offered at the Depot. Recently a special training
program for midlevel managers was established (the Professional Development program.) It is

’ . 4
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based on the midmanagement degree program In ihe STI?/cqtalog. with the addition of special
courses .n transportation offered through B.1.G. The divisfon’s specially designed training
courses and seminars fit the mandated trasnlng for various GS-IeveI -government personnel.

LS. Naval Air Statlon, Millington ' : '

The B.I.G. Division has offered catalog and specifically designed courses through the U.S.
Navy's Office of Civilian Personnel. Through this effort, the Naval Air Station’s maintenance
department utilizes specially designed technical courses to cross-train and upgrade personnel in
electronic controls, glaging. and various technic‘al subjects. =

U.S. Army Corps of Engineers
: ]

The Federal Women's Program and the U.S. Army Corps of Engineers have collaborated with
the B.1.G. Division to offer college credit courses during flextime lunch periods, with the
objective of enabling more federally employed women to be upgraded to"midmanagement
,posmons Emphasis is on civil engineering and data processing. Catalog courses in math and
accountlng have been offered, as well as specially desugned courses in management.

CETA Preempibyment Tra'lnlng

The Job Preparatory Training program, conducted under the auspices of CETA, was a short,
twenty-hour program held at the Memphns Opportunities Industrialization Center from 8:00 a.m.
to 4.00 pm. for one-week periods. The program was designed to provide instruction in practical
procedures on how to seek employment. “ % ) .

Transportation Classes

Specialized courses in transportation and traffic management are offered on campus and/or
to industry at their site (although all courses to date have been held on campus). Courses .
offered to the local transportation industry are designed to cross-train and upgrade individuals
already employed in the field. Subjects offered include motor carrier rates, international traffic .
management, physical dlstnbutnon. freight claims, principles of transportation, transportation law, ,
and warehousing. {

Other Federal Tralning Programs . - : . }
The National Weather Service makes extensive use of computers for storing and compiling
information. The B.I.G. Division has provided training at the Weather Service in data processing.

The U.S. Post Office has utilized the special course capability of B.I.G. in providing data
processing training for managers.

The Internal Revenue Service's Service Center has utilized the B.I.G. Division to deliver
catalog courses in accounting, business skills, and human relations to employees at the tramlng
department housed in the Center.

¢ |
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OVERVIEW OF PROCESS FOR DELIVERY OF ,
UPGRADING AND RETRAINING :

\
\\
Linkages, Marketing, and Infcrmation Exchange
. \ v

The Institute's primary motivating force In delivering upgrading and retraining for business, .
industry, and government is its total institutional commitment to supporting local and state
economic development. All members of the STIM staff understand that making aqd maintaining
crucial linkages with private and public organizations are a major part of their mission. The top
administrators of the Institute actively remforce this commitment, which stimulates the Institute's
proactive approach in serving industry needs. When the objectwe is clear and the priority hlgh
faculty members have .no trouble knowing what to do, and many staff members contribute
enormous amounts of effort in establishing two-way bridges between the Institute and the
community.

As mentioned earlier, two institutional structures have been established foi the specific .
purpose of creating and facilitating critical ongoing linkages: the B.1.G. Division and the_ felatively
new Institutional Outreach araa. The administrators of these units work with the president and |
department deans to meet the training needs of the community. From these efforts, the Institute
has gotten to know the community very well, and the community has become mcreasungly aware
of what STIM has to offer

Methégs of Communication

There are a variety of avenues of communication, both formai and informal. Staff members in
the newly established Institutional Outreach area call upon companies to make them aware of
the B.I.G. Division and to explore cooperative education and placement prospects for students.
Because the Institute has a successfui history of training for industry and is well established in
west Tennessee, STIM recuives numerous callbacks from industry. Many companies already
know abcut the Institute. There are some, however, who are not fully aware of STIM's role and
scope. The function of the new Institutional Outreach area, therefore, is both service and salss.

Whenever the need arises, STIM mails out brochures, flyers, or announcements of a
particular technical or managerial course. The mailings are generaily targeted to the industry
segment for which they are most relevant. .

Many Institute staff person$ are active in such groups as the Industdal Personnel Council,
the Society of Mechanical Engineers, the Mid-South Association for Training and Development,
and similarprofessional organizations. Their involvement in these organizations serve as a means
both of commumcatlng knowledge about STIM and of assessing training needs.

Another resource for joint communication is the Small Business Institute program discussed
earlier. In fact, the cosponsors for this group have kept the B.l.G. coordinators alert to many of
their needs. The Service Corps of Retired Executives (SCORE) has also served in this fashion, as
have the advisory committees for the various technology training programs found on the
campus. Because of their contacts with industry, all instructors are salespersons for potential
. -training as well as assessors of training needs.

m
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Program Design and Delivery

Needs Assessment for Upgrading and Retraining
- 3
In terms of direct needs assessment, the B.1.G. coordinators are the central persons who go
to a potential client and analyze the training needs of employees. One of the major approaches
for assessing training needs (e.g., those in small businesses) invoives being aware of very .
specific local problems. With this information, B.I.G. training developers design courses to
-- respond to very specific needs (e.g., how to prevent local businesses from falllng) Over the past
few years, the B.1.G. Divisign has built up a library of information from all over the country on
~ successful training programs. Thus the division is able to draw upon information about many
kinds of training needs and curriculum resqurces as its staf'f develop or adapt their own courses.

. ©

G&; Rowe. one of the B.l.G. coordinators, summarizes the process in this way:

In effect, we will visit a company and will work with them to analyze their training

needs. We will look.initially at the current level of personnel and at the level to which

the tompany wishes to raise the personnel. ... We will find out the number of L 4
employees, the strategy of the company. and so forth. More importantly, we will

determine what the cdmpany's goals are where they want to go, and the steps that it ®
will take to get them there.* .

An example of this process is in assessing training needs for advanced data prc%;a"ssing, an
area that cannot be taught effectively unless Workers have the basic mathematical foundations
on which to build the other skills. When STIM staff-fhembers find that a company's employees
are deficient in math skills, they go back to thé basics and build from there. The Institute does
not try to.®& “all things to all people,” but instedd tries to find out what is needed to teach the
employees and to bring them up to the desired level of kiiowledge.

The Institute administrative staff feel that much of STIM’s success is.due to the fact that
during needs assessment, staff members take pains to analyze the level of student expertise and
g build upon it. Several STIM leaders have emphasized this role for their instructors.

The Institute does not use a formal needs assessment survey, yet it gets the job done.
Experience shows that a company generally knows what it needs, but’is usually open to other
suggestions and ideas. The B.I.G. Division then suggests a class outline or a curriculum. With
this, a dialog ensues between the Institute and the company. The company has a great deal of
input. Sometimes a catalog course is exactly what is ngeded, but even then, STIM staff members
are careful to listen and suggest, and not.dominate or dictate. This informal approg¢h to needs
assessment has worked well for both the Institute and its clients. 7

i 3

Tralnlng Agreements for Customized Programs =
. ‘
In most casss, there is not a formal training agreement between a company and STIM,
although there may be a letter of understanding relating to payment procedures. However, in
start-up training funded through the Tennessee Industrial Training Service, a contract is drawn
between ITS and the Institute. It must be signed by the company involved in the training, the
Institute, and ITS, as wall as by several other state officials, lncludmg the governor.

~ L]

*Personal interview with Gary Rowe, B.1.G. Coordinator for Business, State Technical Institute at MempJ}lS, 1 June 1982.
\

&
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Course Development N

Curriculum devefopment is an ongoing activity. From time to time, this activity is a
Zresponsnbllxty of all fuil-time instructors, who may be given a nonteachmg load for one quarter in
order to develop one or two courses. Also, the two full-time instructors in the B.1.G. Division
adapt or develop special courses for industry. f ’

‘ ﬁ According to'the head of the B.I.G. Division, nearly all courses provided for industry,
including regular gatalog courses, are somewhat tailored. However, because the Institute does
> . not wish to interfere with course sequence, the tailoring is very focused (i.e., courses are
"% . carefully adapted to particular situations and student levels).

The basic “rule of thufnb" is that the Instltute tnes to find an instructor .with the expertise to .
make adjustments (albeit minimal ones) within the course. If the company's needs require
adjusting standard courses beyond the maximum of 10 percent change, the Institute
' compensates the insfructor either to revise the course or design a new one. The head of the

B.I.G. Division notes that “if we are using a catalog course number, we must stay within 90
percent of that curriculum; if we find the company's needs do not fall within that area, we have to
get another course number and title to do the training.”* - :

L4

A prime example of the customlzanon process is the Blueprint Reading course developed for
International Harvester. A needs assessment determined that although special expertise was
needed on the use of measuring instruments, this need.for expertise was not encugh to warrant
a special course. The specific content was therefore integrated into the basic Blueprint Readmg
course. As the head of the B.1.G. Division explained, "Since we could not use the regular course,
we went to a special course which had 60 to 70 percent of the basic Blueprmt Reading course.
However, we enriched and designed the course to meet the employees’ needs; namely, to iearn
how to read and use measuring instruments.”*

Another example is the Cobol Programming course. When taught on campus, IBM
equipment is used; when taught on site (even though 90 percent of the content is intact), the
instructor adapts it to the available equipment. Still another example of customization is the
incorporation of basic mathematucs instruction into such courses as Data Processmg Statistics,

Xand Quality Control. .

Usually two to three weeks are requured to set up a tailored course. This varies depending on
the instructor's experience, the resources avaulable and the nature of the services needed.
Sometimes it takes less than two weeks and sometimes,-when data on needs must be gathered
(asin the case of the Memphis Area Credit Executives), it may take a month or two.

Lastly, when courses are customized, state guidelines regarding credits, classroom, and

laboratory time are fcllowed explicitly. Standards are carefu}ly retained for all customized
courses.

Funding and Budget

Iin January 1982, a pricing policy memorandum (see figure 18) was submitted to the
personnel in the B.I.G. and Industrial Outreach units. Both STIM and the companies served

*Personal interview with Carol McAuliffe, 8.1.G. Divisinn Head, State Technical Institute at Memphis, 2 June 1982.
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MEMO - s

The basic policy for pricing shall be—~

1. Rate per student credit hours = $9

-

[

Example
‘Pricing will be for & minimum of. 15 students

2 quarter hour course = 2 x 9 x 15 students = $270_

Exampie B

20 students for a 2 quarter hour course

2x$9x20 students = $360

~

To.be added to the above

o
2. Books and supplies nct normally furnished by
- STAM.

3. Travel costs of the instructor, if the course is
off campus. {Variations from this pattern
-require approval of the dean of evening and
special programs.)

~

,‘),.

Figure 18. Pricing Policy Memorandum for STIM's
B.1.G. Division and Industrial Outreach Area




generally agree that the.cost of tra|n|ng prowded by'the Institute often is less than the cost of an
in-house prooram

In a nutsheil, 8 company compensates the Institute for the number of persons taught and the

.credit or contact hours. The actual payment methud varies according to the individual company "Su

policy. Sometimes a company pays tujtion costs directly. In other cases, a company has
individual employees pay their own tumon after the employees complete the course, the
company reimburses them The STIM business office"is flexible and will accept payment in a

_ number of ways fe.g., through a purchase order, letter of agreement or sometimes on a contract

basis). . A, !

With regard to financial arrangements with STIM, the companies’ policies vary, as the
following examples illustrate: .

° lnternatnonal Harvester {IH) generall followed & tuition refund polncy. that is, the .
employees paid STIM and the comp&ny reimbursed them. In addition, IH had several
courses in Management Development conducted for which it paid directly. The method
of payment depended on the course. Normally if a course was required by the company,
the company paid STIM; if a course was voluntary. the employees paid.

‘e The Memphis vight, Gas, and Water Division normally follows a tuition reimbursement
& program. The Institute has found that it is simpler for MLGW to give STIM a letter
stating that it will pay for.the cost of tuition and, textbooks and then allow the STIM
business office to invoice MLGW at the end of the month.” . N

N\, ¢ The Kellogg-Compariy also has a dual approach. For one group (maintenance pegple),
the company paid for the course and paid the employees far the time spent in the
course. For another group in the technical area, Kellogg paid STIM directly.

Sometimes the Institute works with a company and contracts on a cost-recove‘ry’basis. STIM
figures out a program's costs, using a formula based on the nature of the program and the »
amount of money that STIM must spend on it. In most cases, the standard $9 per hour charge
covers neither the cost-recovery expenses nor the amount accrued in tuition. In such cases, state |
funds subsidize the difference. ! '

s

(4

Another policy of the Institute is that if a company has at least fifteen potential students,
STIM will deliver the training on the basis of the regular tuition rate per student.” If the company
does not have fifteen people, the rdle of thumb is that it still must cantract for the cost of fifteen
students’ tuition. Normally, STIM will write a letter of understanding that explauns what the cost
to:.the company will be. , .

In terms of payments for instructors to teach or develop courses, these resources come from .
the Institute’s general .nstructional fund. The Institute administrative staff members know at the -
beginning of a year how much money the Institute has, no matter how. many industries it serves.
However, if there are additional needs to work with industry, the head of the B.l.G. Division has
indicated that additional funds could probably be acquired. ‘

!
4

Selactipn of Instructors

L
“

In an article published in 'School Shop, William E. Saul (1579) stressed the need for care in
selecting staff for a program such as the B.I.G. operation. He pointed out that in a program

v
v

\!-J
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;.'vhere so0 much instruction is done off campus, the faculty must have a comprehensive
understanding of apd prior contacts with the community they will be Serving

In hlrlnglnstructors the Institute follows the Equal Employment Opportunity (EEO)
procedures.% he head of the B.I.G. Division has indicated that the division normally approaches a
particular department first in order to ascertain which twill-time staff merabers have taught a

- specific course in the past. If an instructor has prior experience, in-depth expertise, and is
recommended by the department, the person normally will be selected to teach an off-campus
course. Once the instructor is {dentified, he or she often will visit the company. This step is
important, as there is a need for clarification of both the company's géals and the instructor’s
approach. This orientation with company management also enables the instructor to determine
the campetency. levels of prospective students. While the final dpproval of an instructor rests with
the B.i.G. Division, the company has considerable input into the instructor selection process.

The B.I.G. Division maintairls an.extensive list of potential external instructors. It also relies
to a great extent on company feedback. Because the Institute does not attempt to deliver training
beyond its role and scope, the list of potential instructors includes technically qualified people
with experience in the field. The overall estimate is that 60 percent of the instructors who teach

" on-site are full-time campus Instructors. For the most part, the remainder of the staff (i.e., part-
time instructors) has had previous experience teaching STIM courses. Only about 10 percent of
the mstructors at any given time are new. They usually are found in very specialized areas (e.g.,
courses dealing with licensing codes). When such specrahzed training s offered, the Institute
looks for instructors with specific expertise in an area and with experience with a particular type
of equipment.

~ M 2 A

Occasionally STIM selects a company employee to teach a class. However, it will do so only
if tiik person can meet the same hiring criteria as a regular staff parson. The criteria, therefore,
plage great empHasis on hands-on industry experiencs. (One interesting item is that STIM

nnot hire anyone retired from employment, as accordrng to siate law nc one is allowed to
"~ receive two state paychecks.) Y ]
o

One of the primary concerns of the Institute is that instructors keep up to date with
technological developments. The Institute, therefore, has set up a return-to-industry- pr&gram
through which every three years an instructor can spend a summer working In-industry and
continue to receive a regular salary, usually paid in part by the company anff in part by STIM.
This is becoming increasingly moreé difficult to do, however, because of the depressed economy.
It is also a relatively expensive.program, so only a few instructors have been able to take
advantage of it during the past few years.

Linkages with business and industry, discussed earlier, are also helpful for instructors. These
day-to-day connections with practitioners assjst in keeping staff up to date, as do regular
contacts with various advisory committees. The relatwely high number of part-time instructors
also, has a positive influence. 1

In terms of instructor evaluation, students receive instructor evaluation forms at the end of
each, quarter. The process is optiorial, however. Isome cases, external clients (especiall§
government agencies) will also supply evaluations. This fgedback from the outside is helpful in
. selecting instructors for repeat courses- K

-‘a. © .
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Scheduling, Facliities, Equlpmgnt,' and Materlals‘

Scheduling, for the most part, is not a major problem. The Institute has demonstrated its
flexibility in this area and has a well-deserved reputation for flexibility. THe only problem (which
- has apparently already been resolved) has been that businesses and industries often do not
operate on the same schedule as the regular academic calendar. Therefore some “special
arrangements” in regards to class $cheduling and ‘tuition payment have been worked out
internally with the STIM business office so that the training calendar of one group does not
conflict with the calendar of‘.t’h‘e other, ’

-

Supplying equnpment and materials does not seem to be a problem for STIM. The eduipment
used {n the-field depends on the particular class. For customized courses (such as International )
Harvester's Measuring Instruments training program), companles frequently use their own 7
equipment. At times when electronics classes are scheduled for iab work, the Institute transports
its own portable equipment to the particular company. In the past, certain equipment for physics
instruction has also been transferred temporarlly from the campus laboratory to the field site.

Cné related problem being encountered by STIM and many other organizations is that
equipment and materials must be kept up to date. Obsolescence is an ongoing concern.
Therefore, the Institite wiil sometimes provide seminars or training programs-when companies
purchase new equipmeht {or use in the field or when the Institute buys it. Upﬂatlng instructors
goes hand-in-hand with updating equipment and materials. : . >

Another problem area has been with cdmputers—not in finding the equipment itself, but in
finding the time to use it. The current sdlution, common to many organizations, has been to
extend the computer {ab hours to late at night and on weekends

- - ™

< 4 . . . _‘,,»‘

, Evaluation of Courses and Programs |

STIM's president notes that in the past year, STIM has served approximately seventy
different industries that employ approximately twelve thousand workers. From such statistics, .
there is little question that the Institute has takén an active role”in fulfilling its mission;
unfortunately, however, ||ttIe ‘hard data” exist on the effectiveness of specific courses and
programs.

Nonetheless, there are a number of responses from industry that support STIM's
effectiveness. For example, the coordinator of government training In the B.l.G. Division claims a
very high degree of success with the management training offerings at the Defense Depot.*
Twenty-two persons attended classes through the program for almost a year and improved their
skills to such a degree that STIM and the Depot are planning to double the size of the program '
in the near future: . R - .

Other positive feedback received by the Institute includes cases in which STIM graduates
have been specifilly sought out by local employers.

Internatronal Harvester's trarning manager claims that STIMs courses have been prrman‘ly
valuable -in terms of “increasing employees’ productivity and improving their attitudes.”**

*Personal interview with Kenneth Eaton, B.I.G. Coordinator for Government, State Tochnical institute at Memphis, 1 June
1982,

3 s
.oPersonaeriew' with Ed Hatcher, Training Manager, International Harvester Corporation, 2 June 1982.
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Ltkewnse the superintendent of field training at Memphls Light, Gas, and Water claims that STIM-
training has had similar positive results. Since it is hard to measure productivity in a service
operation such as "ALGW, this judgment is based on the percentage of callbacks and reduced
number of person-hours needed to do the work." !

-~ »*

Summary bt the Process

The B.I.G. Division has listed twenty-one major steps in the delivery Qf courses taught for
ibUSi:iese, industry, and government. The list (State Technical Institute at Memphis n.d.) is a -
useful summary of the process of upgrading and retraining as conceived by the Institute.
Because this list is so relevant, it is given here in its entirety. * .

’ . )
. 1. Cortact is made with company ingicating_ training interest: .
a. Inquiry calls from companles in response to mall-out literature, advertisement phone
surveys, and word of mouth.
b. Leads from (external) instructional or STIM staff.
¢.. Industrial Outreach. :
d. Industrial TrainIng Servic“e.
e @ -
@ 2. Coordinator refers to existing company contact files or placement reports in order to
check previous contacts with company. Upd&te of information from appropriate

\:j’reach department is gathered.
3. Ap

pointment is' made with proper company official, i.e., tranntng director, personnel
director, plant manager etc. .

4, Coordinawar calls on company to provide training information and assess needs. At this
. meeting, the following information is explored: .

Has in-house training olccurred?

Nature of training needed?

Level of training?

Catalog course—special tailored course? Prerequisiies?
Number of students to*Be trained. >
Site selection—Does thie company have proper training facilities?

Time frame for training—short-térm or ongoing.

Approximate costs.

Method of payment.

'

~
5. Action report is forwarded to Industrial Outreach.

~T@ 000w

Coordination between B.i.G. and the Instructional Department Chairperson begins.
\ Discussion of—

a. Curriculum adjustment and/or development.
b. Textbook.
c. Instructor recommendation.

‘Parsonal interview with John Furmanski, Superintendent of Field Training, Momphis Light, Gas, and Water, 2 June
1982,
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7, Textbooks and materials are ordered through the bookstore. . ;

. >

8. Instructor is considered:

Dspartment head recommend'ation.

a.
b. Existing B.I.G. instructor. ; ) . .
c. Emergency hire. . . '

d. New hire. .

If it is a new hire the followi}tg steps are taken:

e Ajob descnptton is written and a personnef’requnsntlon is sent to the Personnel
Department . \ . <

- ‘ ‘ ¢
*» .

e Ipterview appointments-are arranged by Personnel Department, : ——

¢ Interviews are held.

s A recommendation to hire is me’de. (Salary must be determined before
orecommendation is made in case of a new hire or emergency.hire.)

_ 9. After the selection of an instructor, several items are determined:

a. Salary—pay scalo.

b. Travel status. ~ ) (

c. Teaching load:’ . : -,

o Part of regular Ioa_d.
» Ext®pay. . . |
¢  Overload. . ‘ : .

RS

10. The Instructional Department Chairperson approves the recommendation of .the
instructor (via assignment card).

11. Course Information Sheet is prepared. .

a. If anewcourse, a new course number must be obtained from Admissions and
Records Division head. - .

12. f\Aeeting is arranged for instructor to visit company to finalize training. (Optional)

13. Confirmation is made with company to finalize costs, method of payment for course and
books, etc.
-,
14. Instructor orientation is conducted:

a. Contractis signed.
b. Instructor packet Catalog-text-rollbook-parking sticker-pay schedule-department

. policies. - .
c. Recordsto maintain' Class rolls-pay sheets-final grade rosters.
d. Course outiine—Clerical services. - ) -
. . * ;L |
A e
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15., Transporting of equipment is arr':anged.

16. Information sheet is signed, approved, and distributed.

Al -

17. Registration Is conductea—class starts up: "\

Coordinator oversees or conducts registration of students. ) :

Memo is written if assistance is needed from ESP Busiriess Offlce. ‘ .
Applications are assembled. :

Books are éhecked out of bookstore.

Qoo w®

YN
18. Pre-registration js conducted: .

a. On-site registration.
Text delivered, sold, or distributed: -
¢ Student applications filled~out and signed. .
® (Class given short orlentatlon as to attendance, credit) etc. —questions and answers.

-f L]

A

‘Instructor introduced.
® Instruction begins.

b. On-campus registration.

¢ Room assignment.
® Parking stickers.
® On-site steps nb{ed above are followed. 4

I3

-—

Y

19. Post-registration is conducted:

. a. Registration forms complete.
b. Company letters for out-of-state students. ‘
c. Registration to clerk.
. d Boeokstore closeoyt.
¢ P.0.—Cash.

e. Business Office. ’ o
o (Cash—Accounts re¢eivable. ﬁ

20. Administration of course is attended to:

a. Student maintenance.
* Drops, adds, and wnthdrawals

. e~ | | 3

Instructional responsibilities.

-

~

Attendance rolls. .

Time sheets. . ) .

Menthly“travel. e
Final grade rosters.

¢ & o o0
\

c. Evaluation of instruction.

™
v
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21. Company follow-up is conducted:

[
a. Insure goals have been mat.
b. Training to continue.
¢. End.of training. ) £
d. Referral to Industrial Outreach.

Additional steps in training conducted for organizations or specific interest groups:

A mailing list is procured or compiled.
Maijling labels are reproduced.
Site selection is made.

* Course announcementsre written.
Instructor search and hiring is condugcted.
Announcements and applications are mailed out.
Mail-in registration procedure is followed.

{
® o000 00

SUMMARY -

" Key Factors In Upgrading and Retralning at STIM .
The key factors in the success of STIM's economic development outreach are easy, to
identify. They are recurring themes institutional commitment from “top to bottom,"” aggressive

leadership, flexibility, accommodation, and responsiveness. Supported in its efforts by a
competent staff, STIM is an institution that has a complex structure but also a clear mnssnon
Thus itis never dlstracted from pursuing itg goals. ,

[y

: STIM clearly pursues its economic development goals in a proactive fashion. The Instltute
doas not merely react to iocal and regjonai training needs—it actively seeks to "meet them on
thenr own ground.” It dves not walt for managers or employees of business, industry, or
governmant to show up on the Institute campus. STIM takes its books, instructors, and whatever

\ else it needs to wherever there is a request for training.

Another key 1actor is STIM's focusing of upgrading and retraining in a discrete division of
the Institute (the B.I.G. Division). As a part of Evening and Special Program area, the Division
has workable linkages to all other areas and departments of STIM, all of which to work toward
the same end. B.I.G. Division staff members know what they must do and have ‘established
procedures to do it. The key staps have llterally been spelled out in twenty-one points (Insted in
the previous section). - .

Still another factor in STIM's success is the establishment of the relatively new Institutional
Outreach area under the general supervision of the director of auministrative affairs. This area, in
oonjunction with B.I.G., attempts to identify and meet the training needs of a major part of the
business and industry commumtles .

s
In shont, the institute has established both an economic development struFture under whlch

to pperate and the procasses necessary to guide a competent and dedicated staff. As a result,
STIM is a strong public service institution ih Memphis and west Tennessee.

1
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Overall Success of STIM's Approach i
in addition to ,inst?t/q;ionél commitment and teamwork; STIM does not appear to suffer from
departmental territoriality. Active communication between areas and departments is the
prevailing pattern of behavior. As thers are good working relationships among various units of
STIM, there is also mutual respect and understanding between STIM and its clients. Additionally,
there is a willingness of the Institute to design programs that will satisfy its clients’ immediate
training needs. If STIM does not have & program on the shelf that fits, it will tailor-make one.

The key factors and participants have been noted, but the “glue” that holds them all tcgether
" is revealed by one of STIM's clients (John Furmanski of MLGW), who has sicted, “I thihk it is the
philosophy of the president that has made it possible.” This philosophy is that all resources of
. the Institute can be pulled together as needed in order to-serve the training needs of business,
industry, and government. The approach of .President Whitehead is one of problem solving; that
is, any problems that are encountered can be resolved by facing them directly.

tn bringing the Institute to its current high-level of success, STIM staff and faculty have
‘confronted problems in such diverse areas as scheduling differences between industry and the
_Institute, articulation of the various units of the Institute, and dealing with state bureaucracies.
Because of the Institute's problem-solving approach, these problems have always been worked
out, and will probably continue to be worked out in the future.

Within the Institute, the Insﬂtutnonal Outreach area will soon become more fully operational.
When it does, STIM should be even more effective in |dent|fy|ng local and regional training
needs. 1

Within Mem phis and the west Tennessee region, the state’s Industrial Training Service
division is expected to use the resources of STIMto a greater extent. As that occurs, STIM will
provide even greater assistance ln attracting new industries to the area, developing more training
services, and providing start-up tralnlng for industries that choose to settle in Memphis and west
Tennessee

Wlthm the state, the Tennessee Depariment of Economic and Community Development is
expected to seek a closer relationship between economic development and vocational-technical
education. As it does so, STIM will be able to enlarge its role even more in upgrading and
retraining adult workers in Memphis and west Tennessee.
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: ' Triton College

OVERVIEW OF COLLEGE AND SETTING

Triton College, known formally as lilinois Community College District 504, is situated in the
western suburbs of Chicago, and serves an official district of 400,000 residents. Triton was
created in 1965 as part of the state system of community colleges, with a first year enroliment of
1,243 students. In 1981, its total enroliment was over twenty-nine thousand students, 92 percent
of whom were poncurrently employed. Co

Triton has the largest continuing education program in lllinois, and one of the largest
programs in the United States. Its career education program has eighty-four different offerings
The College also recently created he Employee Development Institute {ED!), which offers
customized courses and seminars/on campus or at the work place, and the Job Training Institute
{(JTI), which offers condensej courses in saleable job skills for upgrading and retraining of adult
workers in a special facility an campus.

Triton has taken a leadership role in meshing its offerings with the economic development
needs of its service area and lllinois. There is currently only an embryonic state program
involving community coileges in economic development, so Triton College has taken its own
initiative in this area, making extensive linkages with the business and industry of the area,
drawing trade associations (such as the National Society of Die Casting Engineers) to make their
headquarters for training on the campus, and offering customized training on campus or at the
work place.

OVERVIEW OF STRUCTURE FOR UPGRADING AND RETRAINING

State-level Structure
State Community College Structure

. linois has a superb postsecondary education system composed of fourteen universities and
the second largest community college system in the country. The majar body governing the
state's public postsecondary institutions is the lllinois Board of Higher Education. One of its
segments is the lllinois Community College Board, which governs over fifty campuses and
provides statewide planning, coordination, studies, and leadership for the system. Actual
responsibility for the governance, administration, and operation of the community colleges is
vested in the local district community college boards of trustess and their appointed staff.

Local boards of community college districts are elected by the residents of the districts
(except in Chicago, where the board Is appointed by the, mayor, with the approval of city
council). The local boards have jurisdiction over the scope of curricula, quality. of tedching, and
character of their colleges. The colleges are partially funded by a direct local tax levied by the
local boards. The state Board retains decision-making power regarding approval of various
requests from colleges, Incjuding instructional and public serv!ce programs, site selection.
construction projects, and state financial support.
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The fllinois Community College Board cé(\ducts a recognition program of member colleges
that clpsely resembles the regional accrediting program of the Commission on Institutions of
Higher Educatuon This state program calls fgr the visitation and evaluation of every member
college every fifth year of college operation. New training programs must be approved by the

state Community College Board (for example, the new Laser/Optics and Light Sensor technology.

Training program at Triton). The Board also requires every community college to conduct a
follow-up survey of occupational graduates once every five years.

llinols’ Economic Development Structure

¢ _.lllinois ranks about fifth in national unemployment (with an unemployment rate of about 11
percent as of summer 1982) and has a diverse economy and large investments in heavy
industries. Chicago is one of the top corporate headquarters cities on the continent. The state's
economic development agency is the Department of Commerce and Community Affairs (DCCA),
whose mandate is “to help firms locate and expand, to provide finance and incentive packages
and job training funds, promotie product export, cut bureaucratic red tape, and seek legislative
action to aid industry” (Kotulak 1982, p. 2). . B

To aid in economic development, the state has recently reformed unemployment insurance
policy, establis: ~d business tax relief, streamlined environmental regulations, and supplied
money for industrial expansion and job tra.ning. A greater degree of improvement in these areas
1S needed, but recent actions have furthered the process. lllinois’s governor and Chicago’s mayor
both recently established task forces to reach out to high-technology companies. The governor's

High Technology Task Force has recommended that the state appropriate funds for recruiting

faculty with expertise in high-technology areas, for establishing distinguished university

professorships to attract leading academic flgures, for purchasing state-of-the-art high-

_ technology equipment for industrial and academic use, and for creating continuing education

programs for high-technology corporate personnel.

Until very recently, training was n. 1 major thrust of the state's economic development
program, but this has been changing. The state Community College Board and DCCA have
begun to work together for economic development. The recommendatiohs of the governor’s H:gh
Technology Task Force have résulted in two state-sponsored job training programs: the
Industnial Training Program (ITP) and the High Impact Training (HITS) programs. The state

appropriated $1.5 million for ITP and $450,000 for HITS in fiscal year 1982, with 49 percent of the’

funds coming from the federal government. The HITS programs, administered by DCCA and the
state Division of Adult and Vocatlonal Education (of the lllinois QOffice of Education), are funded
by the state to enable community colleges and secondary schools to provide job training for
employess of new and expanding businesses.

The HITS programs have begun to train, a wide range of workers by using the following
procedures:

Colleges and business managers work together to design individualized training
programs. The college hires and pays instructors, conducts independent evaluations of
training, and provides employers with cost-benefit analyses upon conclusion of the
projects. The participating businesses contribute instructional materials and help to
tailor the courses to their needs. ("Carl Sandburg 'HITS' Recession” 1982, p. 2)

During the first eight months of fiscal year 1982, the HITS programs have assisted in training
1.060 employees for new jobs “at a cost of $725,000 that wili return to the State $5,117,000 in
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taxes paid” (State of ‘'inois Commission for Economic Development 1982, p. 19). Corporate
requests for such trgining have cortinued to be made, but very limited funding has made it
impossible to fulfill all the requests.

: —

Just this year the state governor met with the state’s Cuuncil of Presidents of Community
Colleges and assured the presidents that their institutions are now a vital part of the state
economic development effort. One problem, however,’is that _the community colleges and the
state economic development agencies have diverse’lines of governance and the state’s economic
development programs and task forces are not housed within a single enmf‘ Coordination .
among them does not appear to have developed to a point, as yet, where cohesive efforts might

be applied to the common goal.
v

Institutional Structure

.

Triton College Organlzation

A< part of lllinois’ community college system, Triton College is administered by the Illinois
Board of Higher Education’s Community College Board. Operating in conjunction with the
Community College Board in the goyernance of Triton College are the state's Capital
Development Board and the lllinois Office of Education {Division for Vocational and Technical
Education) (see figure 19). Each community collegé in the state system is also governed by a\n
elected (or, in Chicago, an appomted) local board of trustees.

Members of the Triton Board of Trustees are elected by the citizens of the twenty-four
municipalities in the western suburbs of Chicago, which comprise the College’s service area. The
Tnton Board of Trustees has budgetary power over appropriations of local tax revenues for the
College and is able to designate funds for various College programs and projects.

The relationship between Triton College and its board of trustees has been described as
having “a phenomenal amount of communication. . . a number of the [College] administrators
daily will talk to our board on the phone.”* The Triton board is also credited with having a
superb working relatiqnship. with state agencies and legislators of both parties in Springfield, the
state capital. Whereas the board members dre elected and the positions are political, the board
has a record of being responsive to the needs and goals of the College. Moreover, the board has
supported most of the current president’s innovative goais and programs for Triton.

The College organization is a ﬁ\rge one (see figure 20). Flexibility is the watchword, and the
organizational structure has been in a frequent state of flux over the past few years as top staff
members have moved around within the administration. This has created a strongly integrated
working team in the College, through which administrators have become knowledgeable and
supportive of each other’s activities in an atmosphere that is informal but conducive to hard work
and. dedication to service.

The College puts considerable effort into bullding and maintaining its outreach, its influence,
and its reputation in the community, as is evidenced by its having a vice-presidant of pfhblic
affairs and marketing, and the state college system's only associate vice-president of economic
development. A vice-president of business management oversees the business concerns of
operating a comprehensive community college as well as its personnel activities, and the actual

*Parsonal Interview with David Kozlowsk:. Associate Vice-President of Economic Development, Triton College. 8 July
1982. '
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training activities of the College aré under the jurisdiction of the vice-president of academic
affairs. .

Because Triton is a comprehensive community college, it offers a wide range of training
opportunities, overseen by the vice-president of academic affairs and the various deans, R
associate deans directors, and coordinators (see figure 21). Within the School of Career
Education are eighty-four different career education program areas offering degrees, one-year
certificates, and basic certificates for students who want to acquire skills in specific career ficlds.
These are training areas generally not found at four-year colleges, and credit for courses in these
areas is not usually transferable to such institutions. Associate’s degrees’are awarded for two-
year programs, certificates are awarded for one-year programs, and basic certificates are
awarded for condensed, short-term programs.

Triton offers more career programs than any other lllinois college. In 1980 it expaided
facilities, thereby creating an “east cainpus” and a “west campus” for aifferent career education
programs. The School of Career Education also recently established the Job Training Institute,
which offers saleable jols skiils training in a condensed period of time (usually’ less than eight
weeks)-in order to meet immediate job training needs for local industry.

The School of Arts and Sciences courses are parallel to those offered at state universities
and are transferable to four-year institutions. Associate's degrees are offered upon completion.
Entry to Triton's School of Arts and Sciences courses is restricted to students who are also
eligible to enter four-year state colleges. . -

The School of Continuing Education has five major areas of focus: (1) Career Development,

* {2) Adult Basic Education, (3) Transitions in Life, (4) Recreation and Self-Improvement, and (5)
Cultural Programming and Community Forums. The last three areas primarily involve cultural,
leisure, social, and intellectual programs that are not directly related to worklife. The Adult Basic
Education area offers basic skills training, GED test preparation, and classes in English as a
second language for adults. Most are available tuition-free to students. The Career Development
area of the School of Continuing Education includes the following:

s The Employee Development Institute (EDiI)—meets the challenge of an evolving
technology and changing work force by designing and sponsoring seminars and short
courses to train, retrain, and upgrade the work skills of individuals. These courses do
not always grant credit toward degrees.

e Continuing Education Center fof Nursing and Allied Health Professionals—designs
programs to update clinical knowledge and theory of practitioners, supervisors, or

" health-care educators. These coursas are not for credit.

e The Occupatnonal Program Extension Centers—offer courses for men and women who
want to enter the job market, find a new career, or upgrade their position within their
present occupational field. These noncredit classes are geared to employment so Y
students can compete in the job market. < .

The Learning Resources Center has a severity-thousand volume library that ié on line with
the University of lllinois, a film library, and study carrels with the latest audiovisual equipment.

Triton’s full-time teaching staff numbers 225 instructors, with over 1,000 part- -time and
evening adjunct faculty. Triton continually looks to local business and industry as well as to top
universities for teaching staff qualified in high technology and other vital program areas.
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Mission of Triton College

In Triton College’s 1981-1982 catalog (lllinois Community College District 504 1981), the
College describes its mission in the foliowing way:

. To provide superior educational opportunities for community residents who can profit
from college-level instiuction

¢ To promote the fullest educational development of each student

-o To promulgate the finest ideals of American democracy so that students become
informed, mature participants in society /

* To maintain, within an awareness of others, individual rights and freedoms

" To stimulate the intellectual and cultural life of students and of .the community e

¢ To provide educationa! competencies based on the changing demands of a dynamic
sqciety (p. 1,1) .

' v
For the school year 1981-1982, the president published his goals for the College {which have
remained, in essence, the same for school year 1982-1983). Some of these goals are as follcws:

e Strengthening and profnoting the ability of the College to assist in economic
development of the district .

¢ Developing working relationships with business, industry, and proféssional associations
for the purpose of establishing institutes on the Triton College campus and promotmg
the transfer of state-of-the-art technology

* Moditying existing career prog'rams and fntroducfng né;{v career programs that reflect
social trends and technolcgicgl developments ’

¢ Developing and supporting Ieérning opportunitiés that meet the needs of district N .
residents for courses that are-presented in a variety of ways, times, and places and that
utilize the potential of media, especially cable TV

v,
~

¢ Expanding market aﬁalysis capabilities by moving emphasis from internal demographic
analysis to a balanced approach involving attitudinal research in combination wuth
demograpmcs for the purpose of supporting new student markets -

¢ Promoting and supporting er_wu'onmental scanning activities that Iead to the
development of new programs and new associations and that resuit in improved service
to the educatlonal needs of our community (Triton College 1981, pp. 1-2)

The presudent s goals for the College change from year to year to.some degree to reflect the
current needs of the College and the community. The College's thrust for involvement in
economic development is characterized as “an evolving role that has not.crystalized. . . . When
people think of economic development in the greater Chicago area, we want Triton’s name to be
synonymous with that."*

D -

*Personal interview with Dawid Kozlowski, Associate Vice-President of Economic Developn’}eﬁt. Triton College, 8 July
1982,
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Other, informal goals of the College include: (1) diversifying its training offerings to redch
different markets and particularly to reach aduit students, and+(2) expanding the reputation of
the College from its current “career center of the Midwest" ¢ include “the industrial center for
high-technology training in the Midwest.” .

Institutional Funding : ., Y

As part of the state community college system, Triton is among the only higher education
institutions in lllinois that are partially funded by a direct iocal tax levied by a.local, selected
governance board. Triton receives about one-third of its funding from the state and another third
from local property taxes (see figure 22). Student tuition accounts for a little less than the
remaining one-third of the annual budget, which in 1982 was approximately $25 million. Another
major source of income-for the uollege is from private and other grants, which in 1979 amounted
to about $1 million. . :

Budget flexibility is very important at Triton. The College seeks funding for many specific
programs from a variety of funding sources. Funds are directad to areas of greatest need, and.
the College vigorously pursues alternative and unique sources of income. For instance,.Triton
tries to make its buildings pay for themseives, as with the Cernan Earth and Space Theatre,
where laser shows are performed for the public The Theatre is expected to collect sufficient
monies 1n admission from the,shows to cover itz annual operating budgets. The College “is
attempting to become as self-supporting as a public institution can be" (Triton College 1980 p.

13). }.
Distinctive Features of the College .

A commitment to doing everything possible related to training and education to aid the
economic development of the community and local industries is Triton's theme, This theme finds
greatest expression in two features of the College: (1) its management style and (2) its leadership
and strategic planning. . ,

Management style at Tritcn. The management stylé at Triton is one of its most distinct
features, and has been characterized as "informal, versatile, and verbal.” The College president's
approach is to allow each key person to perform his or her duties in whatever manner seems
most effective—as long as the gQals are met. Risk taking is considered appropriate, but staff
must be ready and able to step in and make adjustments or provide back-up if a risk taken seems
about to fail. Top-leval staff are expected to uphold the reputation of the College for always
coming through on a commitment, so that there is no failure to deliver promised services even if
the College itself must provide resources beyond those originally planned. This policy of risk
taking and back-up regatdless of consequences has proven successful in every area of the
College s programs and outreach.

The management style is reflected in other practices. The particular appointments to
positions within the top levels of administration are frequently in flux, as people are moved
around ag needed—fitting the “right person to the job.” This allows considerable versatility
among staff members, who are thus able to communicate and cooperate among themselves on
various projects, as needed, or even substitute for each other when appropriate. The degree of

* hureaucratic procedure is kept to a minimum.




- . REVENUES ACCORDING TO OFFICIAL BUDGET
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Any and all empioyees of the College are encouraged.to look for and take advantage of
opportunities to reach out into the community and into industry to exterd College services and

in economic development. Protocol is kept to a minimum withir. the administrative echelons
t facilitate this. Top staff members are encouraged at regularly weekly meetings to express
themselves, and creativity is a major thrust. Staff members at all levels have an intense pride in
Triton's successes and In its reputation A prime motivator to tacilitatung the College’s goals is
the “taste of further successes.”

Leadership and strategic planning at Triton. The current president, Brent Knight, sets the
tone for the work style and commitment of the College. A key effort under Knight's
administration is to expand Triton's involvement in local econamic development To this end, the
College is uniquely flexible, seeking to deliver training, rntormation and consultation wherever
and whenever it is needed. .

i

Whereas certain instrinsic goals of the College remain stable, the president’s goals are
dynamic and change from year to year to meet the most pressing comrifunity needs. In this he
has the cooperation and support of the College’s elected board of trustees. These goals are
defined by consensus of staff and the board, yet are, in @ssence, driven by the vision of the
president.

A College staff members, especially in the top levels of administration, make fluent use of
business terms and analogies. This is an asset in the College’s economic deveiopment outreach
efforts, because it assures industry that the College understands its needs and priorities. The
attitude of the top administrators is that most interests of industry are parallel to the mission.and
goals aof the College, particularly in the area of economic development.

There is an expressed and committed lnterest in long-range strategic planning at the
College. Short-term needs are not lgnored but the president has focused efforts on offsetting
possible retrenchment (because of the ailing economy) by gtimulating growth in high-technology

- programs and other areas. The College is concerned not only with the short-term economic

development of the western, Chicago suburbs, but aiso with planning to aid in the economic
health of the area throughout the rest of the century and beyond. To gid in these efforts, College
representatives are currently trying to establish close relationships with state economic
development staff and agencies. College administrative staff members are also working to
achieve greater internal affinity and cooperation with the unionized faculty association in order
to facilitate support for the College's long-range goals. , '

Structure for Economic Development
As mentioned earlier, the impetus for economic development in the state of lllinois has only
recently begun to bring commuhity collage training into its arena through the HITS programs
and other activities. Funding for the programs has thus far been sparse, and Triton has
completed onIy one small HITS program. Triton_is currently cooperating with Oakton Community
College on two other HIiTS training programs.

Nevartheless, Triton College has its own internal structure for economic development, with
its own associate vice-president for economic development. This vice-president has been very
active in reaching out to local and prospective businesses and industries and, most notably, to
trade associations. However, every member of Triton’s adminlistrative staff functions as an
ambassador for the College's economic development outreach, and economic development
efforts are shared by the spectrum of College divisions, departments, and Institutes.
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The Job Trannlng Institute (JTI) is a unlque 1eature of Triton's economic development
structure. Like the Employee Development Institute, JTI was created to meset the short-term job
training needs of local industry and municipalities. JTI offers “saleable job skills in a_ condensed

Weriod of time, 112ually iess than eight weeks. Trainees atfend classes forty hours a w.eek during
which time they can learn lift-truck mechani¢s, computer operation, burglar alarm instailation,
and other occupations ir-which there exists an Imnmediate need for employees” (Triton College
1980, p. 9). This new concept in training provides accelerated training in entry-level skills for a
large number of currently available jobs requiring training in the range of 100 to 300 hours.
Training hours are highly flexible, and JTI has a special facility for its seminars and workshpps.

The Employee Development Institute {EDI) was astablished specifically to upgrade the skitls
of persons who are currently employed. EDI offerea over 125 seminars in 1980 both on campus
and at work sites. The majority of the seminars and short courses offered through EDI are
tailored to the needs of particular companies that require upgrading or retraining for their
employees.

Triton, through JTI, EDI, and other College divisions, has offered a wide variety of
customized training and seminars for industry, government, and trade associations. In the past
two years, customized courses and seminars have been conducted for such organlzatlons as the
National Association of Machinists, General Motors, International Harvester, Quasar Electronics,
and the Assaociatiom of General Contractors. Some seminars have been offered in cooperation
with other educational institutions, such as the University of Toledo. Some customized trdining

. has been for apprenticeships, and sdme apprenticeship training—while not specifically

customized—is conducted by Triton with the approval and accreditation of unions, trade or
professional associations, or, compames involved in planning and assessing the apprentlceship
training programs.

Perhaps one of the most unique kinds of economic development efforts at Triton is the/
special refationship that has evolved with -a variety of trade associations. Several trade
associations, such as the American Mold Builders, have moved their training activities onto the
Triton campus. Other associations are also planning to move their headquarters and training
onto the campus, including the American Patrol Association and the Numerical Control Society.

A}

Economic Development Funding

To keep customized course costs low, costs are based on tultion and what it costs to run the
program. That is, College planners estimate the break-even points for program costs and
calculate the number of students necessary to make the program both cost-effective and
training-effective. Companies are charged only what the programs cost. ]

Triton has been working to offset the retrenchment that is so common across posts econdary
education in the entire country by focusing its efforts on growth areas. It is developing or
redeveloping curricula and programs in those employment areas found to be most economically
“healthy” by the College's own environmental scanning. It does not neglect less popular areas
where training needs continue to &xist, but it does focus marketing on the more economically
attractive program areas in order o ensure the College of sufficient income to avoid
retrenchment. . "
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. Coliege Structure for Upgrading and Retraining

The School of Arls and Sciences ~
/ *
Courses taught through the School' of Arts and Sciences are intended for those students
who plan to move on to institutions of higher learning and complete baccalaureate degrees.
Triton arts and sciences students are awardéd an associate's degree upon completing their
program. , o .

-

For the most part courses and programs offered by arts and sciences are not considered
opportunities for the upgradmg and retraining of adult workers.

The.School of Career Education -

The School of Career Education offers associate's degrees, one-year certificates, and basic
certificates in a variety of careers that are not normally found at four-year institutions. The *
Schap! has three program arms: (1).Health, Personal, and Public Service; (2) Business and
Techno!ogy.“rand (3) the Job Training Institute. Program coordinators for each of the first two
areas are responsuble for keeping curricula up to date and for introducing new programs as ,
demand for workers in those areas arises. .

The School of Career Education also conducts general or customized seminars and .
workshops for very short-term upgrading needs of adult workers.

The Job Training Institute (J‘TI) offers accelerated, concentrated courses (mostly noncredit) -
for persons. wishing to retrain to enter entry-level positions in fields experiencing high demand.
Because such dgmands are often intermittent, JTI does not offer g steady "menu"” of courses; it
adds or drops coyses as demand increases or slackens JTI has®¢cess to all the resources of
the career educata n departments

The director of JTI reports that JTi students typically are paople who are looking for jobs or
who have just become employed, that is, persons seeking training or retralnlng. not upgrading.®
JTI students are pretested on their basic skills, and, whereas no one is turned ‘away from the
courses, persons with inadequate basic skills are counseled regarding their potential problems
with the course and are steered, if possible, into remedial coursas prior to taking JTI training. JTI
also makes a placement service available to its students, of whom 70 percent (on the average)
are hired immediately following completion of the JTI courses.

The majority of the instructors of JTI courses are part-time (adjunct) faculty hired because
of their relevant expertise to teach specific ccurses. These faculty members are hired d|rectly by
the director of JTI. .

The Schooi of Continuing Edqcatlon

»
¥

More than thirty thousand students enroll in Triton's continuing education programs,
semindr3xand other training each year. The school consists of five major areas, but the only area
directly concerned with upgrading/retrairi~g of adult workers is the school's Career
Development area. This area.includes (1) the Continuing Education Center for Nursing and

*Parsonal intarview with Cherie LeFevre McCrosky, Director, Job Training Institute, Triton Collage, 8 July 1982.
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Allied Health Professionals, {2) the Occupational Program Extension Centers, and (3) the
Employee Development Institute (EDI).

Through the School of Continuing Edutation, a wealth of upgrading opportunities are made
available to adult workers. The school maKes many accommaodations for the convenience of its
working studsnts. Thé school also maintains program developers—who are also program
evaluators—to keep the programs and their content timely and effective. ,

Continuing education offerings. may be customized or not. Some customized programs are
del. 'ered through the Employee Development Instrtute Most EDI offerings are conducted on-
campus at the College Center building.

College-wide Upgrading and Retralning Support

Triton aids in the upgrading and retraining efforts of all its departments through its curricular
upgrading procedures and its environmental scanning and strategic planning activities. The
currnicular upgrading procedures depend heavily upon the environmental scanning. The degree of
employability of graduates from different curricular areas |s assessed yearly, during an annual
follow-up of occupational graduates, ' \ -

Through the School of Continuing Education's Adult Basic Education area, adults deficient
in basic skills or in English as a second language are given the opportunity to improve their
skills. In addition, the College offers Cooperative Education—integrating classroom theory with
practical experience in business, industry, or public sgrvice--in aimost every career currrculum

~ - Retraining opportunities are available to qualified persons through a variety of CETA tralmng
programs conducted through the College. . ) -
. !

The College recently established a Laser/Optics and Light Sensor Technology Training
program—one of the few in the United States. It also has a continuing education nursing
program that is accredited by the American Nurses’ Associatlon—the tirst community college in
lllinois and the.second in the country to receive that accreditation.

-

The Coilege also offers free workshops and “clinics” to aid unemptoyed workers in {e
community, with such activities as its Unemployment Clinic, where attendees can participate in a
variety of one-hous workshops on such topics as effective resume writing, interviewing skills,
financial planning during job transition, and so forth. The free Unemplosa-nent Chinic also offers
computerized placement assistance, job opportunities listings, and free resume typing.

A unique activity in the College is exemplified by JTI's Cobbler Training program, which is
designed to perpetuate the dying skills of shoe repair. With our changing eConomy. budget-
_stretching services such as shoe repair represent small but reliable employment and
entrepreneurshsp opportunities.

-
- -

CUSTOMIZED TRAINING PROGRAMS AT TRITON

"More than twenty-five thousand workers have upgraded their job skills and knowledge
through Tuton's customizgd training. Triton (1) operates the customlzed courses, or (2) it 1orntly
sponsors them with the cgmpany, or (3) it sets up cooperative arrangements by which the

-
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company's or trade association’s own trannlng facilities are housed on campus. As Daniel
Moriarty, wce-presudent for acadomnc affairs, points out:
There are no value judgments involved, just. . whatever meefs the needs of that
_ particular industry. We want to be flexible for all types of {training] relationships. We
are not advocating one type of relationship. . . we are advocating flexibility.”

C+'stomized training is offered through virtually every arm of the Schools of Career
Education and of Continuing Education. For example, many Employee Development Institute
(EDI) courses - -2 customized and offered at the work sites, and may or may not be for credit.
The Job Trair wstitute (JTI) likewise customizes courses or seminars, frequdntly offering
them at its facilities on campus. The overlaps are not considered a problem at Triton, where the
philosophy is simply that whoever can ‘do the job best should do it.

4 ]

As a result, the College has reached out to deliver customized training for a wide va riety of

companies, trade associations, and agencies. Several programs have involved bnnging trade

associations directly on campus to establish permanent training headquarters there, with a long- '

term Col!ege-trade association reiationship.

The following sections relate two customized training “success stories"—examples of the
exemplary customized training programs delivered by Triton College to upgrade and retrain adult

workers.
s

General Motors Corporation

General Motors (GM) and Triton began working together on customized training for GM in.
early 1981. GM requested assistance in three areas of customized training to enable persons
working on or with GM products to keep a* reast of thelatest technological changes in its_
automobiles. As Ken McCourt, GM's manager of training developrient, explains.

Triton was selected because we couldn't handle all our own training needs. Our thirty-
one training centers throughout the country were packed when we began searching
the country for additional tz2ining centers Tritun has state-of-the-art equipment
and good automotive ins‘ructors. {"Businesses Spending More" 1982, p. 3)

Tnton's three training programs for GM are designed to meet the specific needs of (1)
mechanics working at GM dealerships who need skills upgrading, (2) apprentices in GM

!mechanics, and (3) insurance adjustors who deal with claims on GM products.

'

The upgrading training of experiericed mechanics is for mechanics empioyed at GM
dealerships. These involve short-term workshops on the latest technologies going into GM cars,
such gs computer command control. Most of the workshops are for a week or less of instruction.
This portion of the Triton-GM training has been delivered by Triton instructors at the site of the .
Hinsdale GM Training Center.

Apprenticeship training for GM mechanics is a two-year associate's degree program, and
Triton is one of six college’ n the country providing such customized apprenticeship training for
GM. The program—using (. autos and GM equipment—is an on-campus automotive mechan:c
program for which students are screened by the sponsoring GM dealerships. Training takes

*Parsanal interview with Daniel Mt arty, Vice-Prasident for Academic Affairs, Triton College, 8 July 1982
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eighty-seven weeks, combining class work with practical experience, in which students spend
thirty-nine of the training weeks (intermittently, between blocks of classroom sessions) wth their
sponsoring GM dealers. GM itself donated about $130,000 in GM equipme-t for the progfam.

The GM Insurance Adjustor program is a short (three-week) but intensive basic auto
mechanics course, paid for by GM and given on the Triton campus. The School of Career
Education works closely with EDI to deliver the training, which deals solely with GM cars. This
program enables insurance adjustors to be able to recognize true problems with GM products,
aspecially regarding claims for defects.

The National Society of Die Casting Engineers
.

After searching for some time for an appropriate locatipn for its headquarters and training
facilities, the National Society of Die Casting Engineers (SDCE) chose the Triton College
campus as its site. The SDCE constructed a national training center un the campus_to house its
headquarters and to provide upgrading for die-casting employees as well as basic training for
new entrants mto the occupation. The SDCE has equipped the training center/lab with $300,000
in equipment, ahd Triton provides expert instructors and a complete catalog of courses. This
arrangsment represents the first time a_community college has housed and staffed a training
dentar for a professional trade orgamzatlon

According to James F. Cannon, executive vice-president for SOCE, "Tnhrough our
cooperative effort . . . we will teach the whole process from the time a person comes into the die-
casting field to what he [sic] needs to know in order to maximize his contribution to the
company and, of course, to himselt” (Carmichael 1981). Students in Tritqn's two-year associate’s
degree program with SDCE will enter industry as di€-casting operators, c%‘nd will be able to move
upward to a supervisory capacity once they have gained additional.exp@rience.

This unique kind of arrangement (the first of several, with more in current negotiation) is
expected to accrue a number of benefits both for Tnton and for the Society. The benefits to the
SDCE are expected to be as follows:

* The die-casting industry will haveja central location for training present employees or
new entrants in the field, a location that will.be enhanced by its association with a
leading community college.

¢ The opportunity for national training wiil be enhanced by Triton's outsta:.ding location,
not only in terms of metropolitan Chicago but in terms of its ready access to O'Hare air
- field. . .
* The numerous advantages of a comprehensive educational facility will be available—
excellent conference and dining facilities, media services, printing, etc. (Kozlowski and
Magnesen 1981)

The benefits to Triton College are expected to be as follows:
* Triton's growing reputationas an institution that understands industry needs and is

willing to work with industry on the resolution of those needs will receive a significant
boost
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¢ Local students will have an opportunity to pursue a career in die casting, an opportunity
that Triton could' not have provided by itself because it lacted existing space and capital
budget requireménts to equip a die-casting laboratory. Because of the unique program,
the illinois Comr}"nunity College Board has desigrated the new program a “state”
program, meaning that there will be no other programs in the state of lilinois.

¢ Triton College will have access to the latest changes in die-casting technology with the
location of technological leaders in the field on the campus.

e Other programs at Triton—Machine Technology, Design/Drafting, Apprenticeship
Training, Engineering—will have ready access to technologically related developments
and a source for on-campus field trips and speakers. >

. ; .

¢ Opportunities will be available for increased revenue through seminars and Workshops.
as-well as through generation of regular credits.

¢ The cost of constructing the facility will be offset by lease payments made by the SDCE
to Triton College.

¢ The economy of lllinois should also benefit, as die-casting operations can expand
because of the availability of locally trained personnel. (Ibid.)

In addition, the introduction of such relationships with SDCE and other trade associations is
expected to help-provide up-to-date information and equipment in new and advancing
technologies, to generate student enroliment opportunities, to combat declining trends in high
school graduations, and to assist Triton in maintaining its "currency” in high-technology training.

“

OVERVIEW OF PROCESS FOR DELIVERY OF UPGRAD!NG AND RETRAINING

This section examines, in detail, how Triton participates in economic deyelopment in its
service area through the delivery of customized .and noncustomized upgrading and retraining.
The section reviews (1) critica' linkages, exchange of information, and marketing for upgrading
and retraining, (2) needs assessment procedures; (3) customized training agreements, (4) the
critical processes in program design and delivery; (5) the "hows" of course approvals for
customized training, (6) information about costs, funding, and tuition for customized training, (7)
information about selection and upgrading of instructors, (8) information on scheduling and
allocation of facilities and equipment, anu (9) methods of evaluating both training programs and
the entire College approach to upgrading and retrqining adult workers.

Linkages, Information Exchange; and Marketing

Four m7jor actors are involved in the process of creating, designing, and delivering
upgrading and retraining programs at Triton. (1) the state community college structure and the
state economic development structure, (2) business and industry, (3) trade associations or
societies, and (4) the Triton College Board of Trustees and the College itself. For effective
programs to be developed and delivered, the actors must be reasonably synchronized in the
related values, plans, and actions. Feedback at all stages is vital, and cooperation and flexibility
are key elements for success. '
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As mentioned earlier, the state legislature has created an econo:nic development function for

the Department of Commerce and Community Affairs (DCCA). Triton has recently begun to

participate in the state’s new High Impact Training (HITS) program, which is administered by

. both DCCA and the state Division of Adult and Vocational Education. Triton has n ade effective

use of the ommunications skills of its own administrative staff and its board of trustees in

fostering a superb workmg relationship with state agencies and legislators, as well as with the

state Communlty College Board. The president and other administrative staff at Triton have met

with various state agencies, with the state's Council of Presidents of Community Colleges, and

with the state governor and his High Technology Task Force in order to stimulate and facilitate

.the stdte’s involvement of community colleges in economic development efforts. The initiative of

Triton College administrators has frequently captured the attention and, in part has stimulated .

the organization of such meetings. ¢
Triton's links with industry are many and complex, involving interactions as casual as

telephone calls for information for Triton’s “environmental scanning” process and as formal as

General Motors' uniquely customized training relationship with the College. Triton includes many

industry representatives on the advisory committees for its training areas not only to help keep

the programs up to date, but also to keep the local companies in tune with the College’s goals,

needs, and services. Some training relationships involve cosponsoring seminars or courses with

outside companies or organizations. - . -

Triton's linkages with trade associations or societies are truly exemplary. The location of the
Society of Die Casting Engineers' headquarters on the Triton campus was the first time such a
relationship was formed with a community college. Representatives of the various societies
locating on the Triton campus who are experts in their fields serve on advisory committees for
related training programs. The College supplies instructors for the societies’ own upgrading
courses and seminars. These mutually beneficial linkages are aggressively pursued by Triton
administrators, who envision an "Avenue of Societies” located on the campus at some time in the
future. .

Methods of Promoting College/Industry
Information Exchange

Triton uses every available resource it has both to gather pertinent information from industry
for upgrading programs, equipment, and instruction, and to disseminate information about its
own services. Many important contacts have been made through the College's marketing thrust,
bringing in customized traifing requests and vital information about changing skills,
occupations, and levels of job demand. Triton’s membership in numerous professional networks
has been another useful source of information and resource for the dlssemlnatlon of Triton
services. .

Other pivotal resources for staying in close contact with industry (as well as with societies
and trade associations) are Triton's program advisory committee members and its adjunct faculty
members and seminar consultants. Many advisory committee members and part-time faculty a.e
concurrently employed with (or own) local businesses and industries, or are active members of
trade associations. With their dual participation in the affairs of the College and of their
organizations, these key persons are sensitive to the needs and purposes of both kinds of
organizations and function as "two-way streets” for the promotion of each other's cooperative
potential. *
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Triton's Marketing Approach

Aggressive marketing is a key process in Triton's delivery of customized and noncustomized
training for upgrading and retrainirg adult workers. The College has used virtually every kind of
marketing method, including brochures; advertising in newspapers, magazines, and on radio;
radio interviews, newspaper articles'based on interviews with Triton staff; telemarketing; and so
forth.

Triton primarily has two audiences it tries to reach: potential students (most of whom are
working adults) and companies. The process of reaching students makes use of clever ad
approaches and mass marketing through newspapers and the like. (The Coilege did attempt to
market some coursas through television advertising, but it was not cost-effective.) With
considerable success, JTI has taken ads in the local newspapers with two-page spreads in the
Sunday magaziné supplements to advertise its continuing education and credit courses. The
executive director of the Continuing.Education Center for Nursing and Allied Health
Professionals recently determined a marketing strategy for the center by using a market-testing
strategy:

| advertised every month last year, other than July, in the Tribune. In the “Tempo”

section they have a nursing area, and the ad ran.us something like $700-800 with a list

of programs. . .. We put in a false name that doesn't exist on campus . . . and then |

had the secretanes keep track of it, and then J found that my greatest month was

August, when people are thinking about going back to schodl. And so August and

September were probably our best two months for advertising.”

4

The College uses brochures, posters, and an inventive advertising approach in its catalogs to
present its upcoming courses. For example, early morning continuing education courses were
recently advertised in a College catalog under the title "Breakfast of Champions.” This humorous
approach caught the attention of potential students, and early morning courses, which usually
had poor registration, were filled up. Triton staff members take great care to present all course
advertisements creatively, professionally, and attractlvely and to ensure that the ads have
considerable credibility and appeal.

In reaching out to industry, Triton has used slick, highly professional advertising in
magazines such as High Technology and in its “herringbone” brochures—smartly designed
brochures (with a herringbone-wool pattern, like a business suit) that are part of the “Tritony for
Training” marketmg strategy. This strategy is how Triton markets its customized training. T e
main "herringbone” brochure gives an inviting overview of Triton’s customized training .
successes, its services, its facilities, course offerings, and other physical support for customized
training, its philosophy regarding customized training ("Triton's management team understands
your training problems"), and the advantages of Triton's excellent location in the near west
suburbs of Chicago.

The “Triton for Training” promotional campaign goes beyond ads in magazines and
newspapers to the use of a concerted, well-designed direct mail marketing strategy. The direct
mail strategy uses the “herringbone” brochures (a general information bodklet and a folded,
more succinct brochure), and two letters. The first letter, sent to a company president or director
of training, opens with the question, “Are you running a business or are you running a school?”
The letter then introduces Triton’s offer to conduct a training needs assessment for the company,

‘Parsonal interview with Beverly Curry, Executive Director, Continuing Education Center for Nursing and Athied Health
Protessionals, Triton College, 8 July 1982,
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at no cost or obligation to the firm, and extends ar invitation to call the College or to return an
enclosed postpald card. If a company does not respond within a reasonable amount of tlme a
follow-up letter is sent. The follow-up letter opens with:

Dear Executive:

I'd like to take this opportunity to compliment you. Your employee training
programs must be operating at peak efficiency level . . . accomplishing all the things
that you want them to. . .. If these things weren't trus, you’d be asking me to tell you
more about Triton for Training.

The.direct mail marketing campaign, which is an ongoing cperation, is conducted through ‘

the office of the associate vice-president for economic development at Triton. Should the Triton
staff receive even the slightest “nibble” from a company, a staff member immediately follows it
up with a telephone call. The Economic Development Office employs four telephone marketers
who have been trained in telemarketing By professional trainers. The objective of the phone calls
is to make an appointment with the company chief executive or the director of training. Once the
appointment is made, College staff members {(often the associate vice-president for economic
development or one of the associate deans or directors from one of the schoolsor centers) visit
the company to sell Triton’s customized training. Thls marketing approach has been very
successful. . °

Besides the direct mail marketing operation, the various schools and centers have theit own
approaches to personal marketing of their customized services. For example, JTI employs a
number of staff as placement officers to develop potential job placements for graduates of JTI -
training. As these persons make contacts with companies in the area they are also expected to
make use of those contacts to help bring in new training opportunities. The direttor of JTI
spends a portion of her time “knocking on doors” of local companies to generate opportunities
for customized training programs through JTI. In the School of Career Education, various
program areas have program coordinators—faculty members who, in addition to teaching and
other duties, both sell and develop customized programs. Progr~m coordinators receive a stipend
for any program sales and development they initiate.

. Program Deslgn and Delivery

Needs Assessment for Upgrading and Retraining

Needs assessment for industry. As part of its marketing approach for customized training,
Tnton offers free technical assistance—usually in the form of training needs analysis—to existing
or incoming companies. For companies that then request customized training, the needs
analyses serve as the basis for outlining specialized programs to improve the skills and
productivity of the employees. .

As part of Triton College's strategic planning, College staff members (especially the
administrative staff) are continually involved in activities termed “environmental scanning.” These
involve needs assessments of job markets (short- and long-range), technological change, and
emerging skills. Such activities also serve as evaluations of the College’s placement successes,
marketing approach, and so forth. (Triton does not have a formal needs assessment process,
although its director of research and research staff do conduct some formal surveys.) College




staff members "scan” the environment in their own ways, but are expected to.keep their °

particular areas up to date in terms of meeting changing technological needs, job demand,
certification, and so forth. As Triton’s president points out, “I think we have such extensive
contacts with business that we aren’t missing out on anything very often, .. .*

Environmental scannlng involves keeping close contacts with industry and government and
with reading widely in related areas. College administrators encourage any College staff person
to watch fo: opportunities for the College to reach out into the community with training, and to

seize that opportunity or pass on the information.

The College’s research staff embers conduct formal surveys to assess community needs
and to determlne the congruuty (or lack of congruity) between College training and community
needs. Triton's Office of Research annually conducts a follow-up survey of occupational
graduates to monitor changing employment opportunities. The College also has had a Gallup
poll taken of its service community to assess community educational needs as well as attitudes
toward flexible schedules and interests in various types of courses. These data are used
mtensnvely for marketing training services (especially by the School of Continuing Educatlon) as
well as for revision, deletion, or addition of courses or programs.

v

Tralning Agreements for Customlzed Programs '

Tritoy's customized training agreements with companies and trade associations are
essentially contracts to delive~ specific training. Many of these contracts are open»end'ad in terms
of their ongoing nature

Training agreements with trade associations that have their headquarters on campus are
special, and grant certain mutually beneficial privileges to each of the participants. For ‘example,
the training facilities for the Society of Die Casting Engineers are to be used not only for the
Society's own upgrading and training courses for its members, but also for one- and two-year
entry-ievel training programs offered as part of Triton's career education curricula.

A variety of other training agreements involve cosponsorship and cooperation in conducting
training courses with companies, trade associations, and other organizations and educational
institutions.

™
Course Development <3

For noncustomized instructional prbgram's. Triton makes strong use of its environmental
scanning information, its advisory committees, and the expertise of its own faculty members
(including adjunct faculty) to provide input for the design and development of courses or
programs. In the School of Career Education, the program coordinators become involved in
developing both noncustomized and customized courses. For example, in school year 1982-1983
the program coordinator for the Nuclear Medicine program will perform the following tasks
related to program design and development, in addition to other duties:

® Revise [course] NUM 120 to include computer content.

*Personal interview with Brent Knight, President. Triton College, 8 July 1982,




1 Evgluate and identity clinical' fecilities .{o determine if changes within the hospital will
impact upon the program.

e Coordinate activities of ten clinical institutions.
® Pursue expanded facilities to serve increased enroliment.
e Assume leadership role for Nuclear Medicine program.

For customized programs, design and development are often cooperative efforts between the
College staff and company representatives. At other times, the College staff members prepare
most of the course, often by modifying units of courses offered regularly at the College In cases
where the customized program is one that has already been dgveloped and used by the company,
(or trade association) at its own training facilities, Triton staff members make what modifications
are necessary to suit the College facilities or other specifications and to reproduce the training
experiences according to the COmpany or society’s design.

The Job Training institute frequently customizes a regular course to fit an accelerated
structure, or revises it to make use of company-specific equipment or processes. Customized
courses borrow freely from established courses, while maintaining the Kind of flexibility needed
to meet the needs of individual learners as weil as of the particular firm or trade association.
Most of the customized JTI courses make use of part-time (adjunct) faculty for instructors. These
instructors are also frequently commissioned to work with the company and the College staff in
designing ard Jeveloping the courses. This arrange ment is especially useful for highly technical
courses utilizing changing technologies a uipment.

JTI and other deliverers of customized training at Triton usually require three months from
the time that a customized course is requested until it is designed, developed and ready for
implementation. .

Curriculum materials and content. In finding or devising curriculum materials and content,
there is a long history of excellent cooperation among different schools and departments at
Triton. The accelerated courses offered through JTI, for example, are often condensed versions
of full-length courses offered in the School of Career Education.

Many courses—both noncustomized and customized, though especially the latter—are
designed to include some basic skills components early in the course. For example, the Screw
Machine program has a two-week mathematics and blueprint reading “brush-up” component so

_students are reasonably competent in reading micrometers and performing necessary
calculations.

For customized courses, the content is cooperatively determined by the company or
organization, the College:administration, and the course instructors. in many cases, companies
provide their own instructional manuals and/or materials for the ‘course. An example is General
Motors' arrangement with Triton for its mechanics apprenticeship training program. Although the
students for the program are actually sponsored by individual dealerships, GM provides most
materials {componsnts) for training. Anytime a component is more than two years old, GM's
policy is, “We want it back and we will replace it with the latest.”

Selection of mode of Instructlon. Flexibility is the key principle in all instructional delivery,
and the College endeavors to offer the highest quality instruction in whatever mode best suits
students. For example, some courses are available in a modular, open-entry/open-exit structure

-
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{such as the word processing lab, which allows students to come or go at will during operating

hours). For some courses, the use of videotaped instructional materials allows mogular learning

at the students’ own pace and time during a semester. Many courses are also available as

telecourses (broadcast on cable television), and some have been offered as a series of lessons in .

a local newspaper. .

.

Tniton instructors make excellent use of adult education principles, particularly in the” School
of Continuing Education’s courses and customized courses. Group process techniques are an
important part of many courses. Instructors are expe,ct'ed to vary the teaching modes in order to
keep interest levels up, and student input is solicited during the courses to help keep courses
interesting and on track. Team teaching and interdisciplinary teaching are also important
methodologies that add much to the interest and pertinence of Triton's courses.

#

Customized courses are carefully tailored to meet the needs of both the companies or
organizations and the emBonee-students. For example, in.the GM Apprentice Mechanics
Training program, the instructional mode shifts back and forth over the duration of the program
between on-campus instruction and hands-on experience at the students’ sponsoring
dealerships. In cooperative training programs with trade associations or societies that have their
training headquarters on the Triton campus, even greater flexibility in instructional mode is |
possible. Practicing, experienced members of the societies are available to lecture to students’
(especially those in the School cf Career Education programs) at Triton, and to share their
insights and experiences. The on-campus society arrangements allow a uniquely ciose
relationship between professionals and apprentijces and between the College and industry

Y

Course Approval .

1

Courses that grant credit must be approved by the department chairperson and/or program
advisory board, and must also be approved by a curriculum committee made up of three to four
adminisfrators, three faculty, three support staff, and several students. This committee meets
twice a month. If the course is approved by the committee, it goes to the president of the College /
and his cabinet, who review the curriculum and either pass or reject it. From there it goes to the
Triton College Board of Trustees, who submit it to the lllinois Community College Board for final
approval. ° g

Many customized courses are not given for credit, but Triton obtains credit approval if a
company requests it. As many customized courses are condensed or only slightly modified
versions .of approved, credit-granting courses at the College, course approval is usually not
necessary in order to grant credit.

Funding and Budget

Most of the noncustomized courses delivered by Triton are paid for by student tuition and
funds from the state and local taxes. Triton has made every effort to keep the costs of its
programs and coyrses at the lowest possible level for area residents. In noncustomized courses
given through JTI.and EDI, companies or organizations sbmetimes Send employees to take the
courses and pay the tuition. In addition, some companies request noncustomized courses for
delivery at .ne company site (e.g., English as a second language, mathematics courses, and other
coursps identical to those in career education or continuing education programs). in these tases,
the company also pays the students’ tuition. . ‘
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Except for HITS training, customized courses are paid for entirely by the company
requesting the course, whether it is delivered at the company site, on campus, or at another
location. Costs for customized courses are calculated on a break-even basis (i.e., on the basis of
the number of students attending and thé costs to the College for running the course in terms of
facilities, materials, instructor fees, etc.). Thus, the College charges the company only what it
actually costs to run the program. Most customized courses are taught by adjunct faculty, who
receive between fourteen and fifteen dollars an hour for teaching. As a result, ins Jctor costs are
often a large portion of customized course costs. Even so, Triton offers customized training at or
just barely above the break-even point in order to deliver the most cost-efféctive training services
possible. °

-

Selection of Instructors

, Recruitment and selection of instructors. Triton College retains a faculty with wide-ranging
expertise in technical and related subject areas. Most ‘faculty members in the School of Arts and
sciences are full-time. About one-fourth of the faculty in the School of Career Education is full-
time, with three-fourths being part-time or adjunct faculty. This ratio is about one to one in the
School of Continuing Education. Triton's location in a heavily industrialized and major business
area is a good one, as there are many persons with business or industriel expsrtise and hands-on
experience available to serve as part-time instructors. ’ ’ ’

~

‘

In the School of Continuing Education, the directors of some program areas deliberately
select instructors so that an interdisciplinary instructional team is formed. Thus, team teaching
(or “marrying the practitioner with the ecucato:”) is used to considerable advantage. For
example, in the School of Continuing Education’s Allied Health area, a medical social worker, a
nurse, a physician, an allied heajth worker, an expert in nuclear medicine, an x-ray technician, a
dietitian, and even a clergyperson may become involved in the interdisciplinary planning for a
program as well as its teaching. A program area may have planning and instructional input from
as many as ten different but related disciplines.

Instructors, whether full-time or adjunct, are chosen carefully, using interagency networking
and recommendations from companies, advisory committees, and other knowledgeable sources.,
EDI uses primarily adjunct faculty—persons who are essentially consultants and who have
extensive industry or business experience. JTI generally locates its own instructors (also
primarily part-timers), whose selection is the responsibility of the JTI director. For many .
customized courses, the instructors are skilled employees of the company being served.

74 a .

Instructor preparation and upgrading provisions. Triton makes numerous provisions and
offers a variety of incentives to encourage both full-time and adjunct faculty to prepare for
effective teaching and to upgrade their skills and knowledge. The usual, rather heavy teaching
load for full-time faculty.is fourteen to sixteen lecture hours, so staff development must be
squeezed into instructors’ schedules whenever possible. Four major workshops on teaching
methods, tests, and measurement are held on Saturday mornings for faculty. Faculty are not
required to attend, but receive a stipend as well as a small salary raise for completing the
modules. In addition, “professional growth units” are given for “return to industry” experience to
fuli-time faculty who use their summer vacations or sabbaticals to acquire practical work
experience in their specialties. In addition, each department gets a fund of $600 for faculty
development, plus a $150 travel allowance per staff member for professional development
purposes. -

L4
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Part-time faculty have extensive faculty development programs available. Qne program pairs
full-time faculty members with adjunct faculty in a mentor relationship. Thergsare also “eat and
meet” sessions for part-time faculty—a light dinner with a twenty-minute presentation just prior
to evening classes. In addition, a computerized student evaluation of part-time instructors is
administered at the-end of every semester. These evaluations, according to the dean of the
School of Career Education, are "an excellent device for screening and monitoring parnt-timers"*
as well as for pointing out their need for further professional development (usually in the arsa of
instructional techniques). Finally, part-time faculty in the School of Career Education are given
an “instructor survival Kit,” which provides tips on teaching techniques and the like.

Scheduling, Facllitles, &nd Equipment

Triton attempts to ﬁweet the diverse scheduling needs of adults through its flexible (and oftgn
innovative) course schedules. In school year 1881-1982, Triton offered a wide variety of ¢ . ss
times, Course lengths, and locations to meet student needs. Some of these options incluue the
following:

e Early morning classes—the “Breakfast of Champions” courses—offered from 7.00 to 7.50
a.m. for those students who have regular daytime jobs.

o “"Midnight College,” which makes career education opportunities available batween 11.60
p.m. and 4:00 a’'m. This arrangement is especially useful for courses requiring use of
equipment that i3 in high demand at other times of the day and for students who work
second shift and wouid normally be unable to attend classes.

1

* Open-entry courses (such as the School of Career Education’s Word
Processing/Specialized Typewriting course) in which students can enroll and begin
classes at any time during the year, and can choose their own class hours.

e “Tuesday-Thursday College,” in which regular classes are scheduled into concentrated
time blocks during the day or evening. This program allows students to earn an
associate degree in one of four program areas in three years. *

¢ Nine-week condensed courses, usually offered through the Job Training Institute, in
which students meet for longer class sessions than they would for normal classes but
cover the same course content as they would in a full semester.

®» Telecourses broadcast a variety of times on a local TV station, at Triton, or at three
nearby public libraries. Videotaped and radio courses are also offered, and a unique
arrangement with the Chicago Tribune allows students to take courses via a sgries of .
newspaper articles.

¢ “Flexible Entrance Courses,” which are organized into modules to allow students to
enroil up to the midterm date of a semester, and then catch up on the modules at thelr
own pace. .

* Neighborhood classes, which include daytime and evening classes offered at extension
centers such as area high schools.

‘Parsonal interview with Vernon Magnusen, Dean of the School of Career Education, Triton College, 8 July 1982
.
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¢ "Family College,” which offers courses on the weekends in which children and parents
can learn something togethgr. regardiess of their age, thus allowing families to attend
college together.
¢ Tnton's accelerated basic certificate programs, which offer condensed ‘courses and
programs. These altow students to learn skills that are in demand by local businesses in .
a very short amount of time, while still covering all the content of full-semester courses.
The accslerated courses are most often offered through the Job Training Institute.

* Registration at convenient locations such as in shopping centers and o*.sr locations.
>

Much of the equipment used in Triton programs is donated by area companies or
organizations, who see the advantages in,help'ihg keep Triton's training facilities up to date. In
the Schodl of Career Education, where the up-to-date equipment is a particular need, program
coordinators monitor the use, maintenance, and replacement of equipment as needed.
Equipment replacement funds for most programs are drawn from the College budget, and
typically amount to 10 percent of the entire budget annually. There is no state agency to provide
2 pool of equipment for state community coliege$:

Tnton's program of bringing societies and company training headquarters to the campus is
one of its most potent strategies for providing the up-to-date equipment needed for its
programs—particularly for new programs in emerging technologies. When such organizations
locate their training facilities on campus, they generally provide or donate all equipment
necessary for training ir their specialties. As part of the College/society arrangement, such
facilihes and equipment are made available for noncustomized training by the College, as well as
for customized training for the society or cdmpany.

Sharing facilities has been a problem, especially with the overlap of training areas between
the various schools and institutes. As there is high demand for the use of certain labs and
equipment (e.g., the word processing lab), Triton prefers to set up customized courses at
company sites whenever possible. '

~

Evaluation

Evaluation of courses and programs. Virtually every course, program, or seminar delivered
by Triton is monitored in order to ensure that the program content, instructional methodology,
and instructor are meeting the objectives and expectations of the sponsoring school or institute
(or in the case of customized courses, of the company or organization that requested the
course). in courses operated by the Schogl of Career Education or the School of Continuing
Education, deans and associate or assistant deans visit classes and periodically monitor them In
EDI, the program director monitors the opening of everyfemi’nar the Institute offers.

The School of Continuing-Education’s Center for Health Professionals recently pilot-tested a
summative evaluation instrument that was administered in five arbitrary courses in order to
determine (1) why students selected Triton for their training, (2) whether they came to the
program voluntarily or because they were told tc do so by their employers, and (3) what they
planned to do with their training experience. This irstrument will now be used widely to guide
the selection and direction of future courses offered by the center. )

The Employee Development Institute evaluates every one of its seminars by having
participants fill out an anonymous evaluation at the end of the seminar. The evalustions provide
- 1
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feedback on the eifectivenass of (1) the instructor(s), {2) the programming and content, and (3)
the facilities and administgation. The svaluations also gather nr.formatlon related to future i
marketing of the same or similar seminars.
Custc‘mlzed courses have a spacific formative evaluation component whereby an evaluation
form is givan to students halfway through the course. Instructors then use the feedback to
modify the course or redirect it if the need is indicated.

[ }

Customized training courses aiso have a built-in summative evaluation, which students fill
out at the conclusion of the course. Frequently, comparnies and organizations also conduct their
own svaluation of the course’s effectiveness. The College further relies on verba} feedback from
companies and organizations to administrators such as the associate dean of bysiness and
technology. who maintains almost continual contact with area businesses.

Triton has a number of evaluation provisions for ensuring the quality of its instructors.
including the monitoring of classes and seminars and the formative and summative course
evaluations: Adjunct faculty are evaluated specifically through two methods. (1) a computenzed
student evaluation form administered at the end of each semester, and (2} evaluations of adjun:
taculty cenducted in the Career Education programs by full-time program coordinators. Each 2
coordinator 1s responsible for evaluating a mimmum of two adjunct faculty per semester in his or &5
her specialty area. as well as for serving as gp-advisor to the department chairperson or
assoclate dean on the hiring, evaluatiqn;éhd retention of adjunct faculty.

Evaluation of Industry services. As mentioned, Triton makes good use of informal.feedback
from area companies and organizations tn evaluating its effectiveness in meeting area training
nzeds. The College also conducts formal evaiuations tn order to guide its programmatnc and
service decisions and policies Most of these evaluations are conducted through the College's
Office cf Research. An example of such a survey is the annual follow-up of occupational
graduaies This survey is conducted by telephone. with all calls tc graduates made 1n the evening .
to cptimiak response rates.

Although the state requires that community colleges conduct such follow-ups every five
years. Triton conducts one every year in order to monitor changing employment opportunities
ior Triton graduates.

Short Courses .

Besides the full-length and condensed courses offered by Triton, the College delivers
hundreds of short courses—seminars, clinics, and workshops—i{or interested persons and for
companies and organizations tn the Triton service area and around the state. A great many of
these courses are tailored te meet spacial short-term training needs to upgrade the shills and
knowledge of employees in specific companies or organizations.

Customized seminars and courses are given at timas and places most convenient to the
participants or to agcessing needed equipment. Logistics of seminars held on campus are, . .
arranged by Triton's seminar coordinators, logistics of those held elsewhere are arranged by the
individual company of orgamzatnon The outline and objectives of customized seminars are
negouated between the raquesiting company or organization and Triton, but course instructors
Jesign the actual seminar content. Wheie appropriate and possible, seminars are cosponsored
with other educational or professional organizations or institutions.




Quality'instruction is clearly the key to successful seminars and workshops Thus, Triton
makes excellent use of the expertise of its.own ad,unct faculty and of consultants drawn from the
community or through professional networks. Many seminars are team-taught with a variety of
different spaakers, whe can provide interdisciplinary perspectives on the topic. For many .
customized seminars, instructors are drawn from the sponsoring company or organization itself.
Consultants, unlike adjunct faculty, are contracted on a one-time basis for each seminar.

Most of the customized seminars and workshops conducted by Triton are offered through
the Employea Development Institute, although any area of Triton (especially JTI and the Schooli
cf Career Education) that is most suited to fulfill & customized seminar need will deliver such
training. ED! runs betyeen 120 to 150 seminars a year, a great many of which are not
customized. Each noncustomized seminar is marketed individually with a brochure, and each
brochure ns\sr/\lailed to the personnel and training directors of batween ten to twenty thousand
comparnies. Most of the customized seminars and workshops are developed from these contacts.

SUMMARY v :

Ke)! Factors in Upgradipg and Retralning at Triton

At Tnton College, a wealth of key factars have combined in a dynamic chmate to create an
institution whose forward-thinking services in upgrading and retrajnung adult workers are most
exemplary. ) .

Some fixed factors have given Triton special advantage in establishing its exemplary
programs for regnonal economic development The location of the College is pamcularly good, L.
as it 1s within the most heavily industrislized region of lllinQis and within Ch Jago's suburbs.
Another advantage 1s that the previous College president had mostly completed his own plans
for establishing’ Triton College as a truly comprehensive community college. This has given the
current president a solid base upon which to create his own new priority for greater involvement
in sconomic deveiopmaent.

Triton has excellent linkages with the membars of its own slected board of trustees, who in
turn hawve good relationships with agencies and with legislators in both parties in the state
capital. Tritons board endourages its economic devalopment thrust and sdpports it with
génerous funding.

Triton maximizes its relationships with business, industry, government, and trade
associations or societies by involving theis leaders in College advisory committees. Such
nnvolvement i5 accomplished by biinging these persons in as part-time faculty or lecturers, and
by hterally delivering ali kinds of training oppoitunities, customized and otherwise, to their
doorsteps Some vety spbcial relahonspips {such as the ongoing customized training programs
for General Motoss and the establishment of the hee.dquarters for the Society of Die Casting
Engineers on the Triton campus) have been vigorously pursued by the College. Advantages
accruing to the Coliege from such relat:bnships includo equipment donations, expert members
for advisory committees. experienced part-time‘instructors, and scholarships.

Many key Triton administrators have extensive work experience in business or the trades.
Thus gives tha College an edge in dealing with compamies, who can be assured that the College
staff understands their priorities and “"speaks their language.” M
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The management.style at Triton allows individual staff members to pursue their
responsibilities and goals in their own ways. There is.the freedom to pursue ideas, but also the
pressure to develop and achieve. The free flow of ideas is backed by teamwork and cooperation,
and staff members do not stand on protocol. Everyone (including the president) pitches in where
he or she is needed according to individual competencies. Triton's “esprit de corps” ensures that
responses to expressed community or company needs are met with enthusiasm and skill.

Strategic planning, environmental scanning, and creative marketing are intrinsic to Triton's
development of its goals. Triton's strategic planning uses corporate methods. Triton also uses .
forecasting, supported by its environmental scanning and research surveys, to try to eliminate or
avoid bureaucratic red tape (particularly in regard to funding sources) that can delay needed
program implémentatjon. The College planners constantly strive to stay ahead of the times in
terms of curriculum needs, a strategy that well serves a College in the midst of such high-
technology companies as Quasar and General Motors.

Strategic planning depends on determining which influences will change and which wt!l
remain in the coming years and on adjusting the College’s development efforts accordingly. The
College has a separate Office of Research, which conducts formal and informal surveys of
changing elements in such arenas as employment and education. The College's informal
environmental scanning is the responsibility of all staff, but especially of the administrative staff,
who are expected to “keep their ears to the ground” regarding changes in their specialty aieas.
As the director of the Office of Research pqints out:

Our environmental scanning frequently has us ahead of a lot of businesses in terms of
what might be coming down the road. They may not bé& capable of investing in the
kinds of advancements that we already know are eventually going to be sither adopted
by them ofr will drive them out of business . . . things like CAD/CAM gechnology. . . . In
a sense we are more up to date on that than a lot of businesses.’

Use of such forecasting techniques allows Triton to bring traifing courses into operation as sood
as they are needed~-a vital service for companies whose capital investments are stretched to
their limit to buy new technologies and whose solvency depends on making those new
technologies work for them as quickly as possible. #

Triton puts more resources into it marketing than most other educational institutions,
although its investment is small compared to what a profit-making organization would invest.
Triton staff members see marketing as the College's key to economic development efforts
because it gets the word out about what the College is deing, what it has done, and what it is
capable of doing.

A major part of Triton's marketing makes use of the College's consistent credibility in serving
the traininy needs of business and industry. By marketing ifself as a regional center for high-
technology training, Triton places itself in a position to get some things that a typical community
college cannot get. Triton is striving to became an institution that, should a company plan to
donate equipment or scholarships or to request customized training services, will be considered
as a primary site. Much of Triton's formal and informal marketing has promoted the notion that
"whie _cople think of economic development in the greater Chicago area, they think of Triton
College.” .

*Personal interview with David Prendergast, Director, Office of Research, Triton College, 8 July 1982, !
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Triton's marketing approach is aggressive and slick. Reputation, credibility, commitment, and
creativity are emphasized in all of the College's press releases, publications, and other
promotional activities. Methods employed include direct mail marketing with telemarketing
follow-up, marketing through newspapers and radio, expert use of publicity, and immediate
tollow-up on all contacts and commitments. The College’s promotional success is supported by a
talented marketing and graphics staff.

Of course, all of Triton's marketing evolves from the College’s excellent and innovative
delivery of training. Triton delivers what it promises, and College staff members make good on
commitments even if there are some miscalculations. Staff members follow up on training
arrangements and make them work, even if personnel or equipment costs exceed expectations.

The delivery of training programs is highly flexible, and the Gollege has a policy of tieing
willing to try new things in order to meet the needs of adult learnars.” V:r‘eotaped modular
courses that can be taken at the students’ own pace over a.semester are just r:1.e example of this
responsiveness. Triton will also take its courses and semmars wherever is mcst convenient for
the students. .

Scheduling flexibility is one of the most pronounced factors in Triton's policy of service.
Unique scheduling plans include the Midnight College, “Breakfast of Champions,” express
courses, and Tuesday-Thursday College, as well as telecourses and newspaper courses. Triton
glso makes registering for courses fast and easy through registration on campus by telephone,
and in local shopping centers and other convenient locations.

Two unique ways of delivering upgrading and retraining to adult workers are th rough the
training programs offeved by Triton's Employee Development institute and ifs Job Training
Institute. EDI is a separate institute in the College that delivers generic and customized seminars
and short courses to upgrade employed adults’ work skills. These seminars and short courses
are held in offices and plants as well as on campus. JT| is also a separate institute that offers
accelerated courses (100-300 hours) that teach entry-level skills for high demand jobs. JTI
courses are created or dropped according to fluctuations in regional demands for those skills
JTI training includes a placement service, which has a 70 percent placement rate. Although JTI
and EDI incorporate some training ideas that appear in many other community colleges, the fact
that both are independent institutions w'thir the College, with their own specified focuses, is an
innovative concept in training.

The School of Continuing Education and the School of Career Education also deliver
customized training on request. In essence, these two schocls are involved in creating and
delivering customized training for business and industry at four levels: {1) college
seminars/courses used as they are or slightly modified to the needs of the company or
organization requesting the training, (2) seminars/courses tailored or developed cooperatively to
meet the company's specific needs, (3) seminars/courses sponsored jointly with a company or
organization to meet its needs, and (4) customized training for a specific company or
organization that is housed in a permanent training installation on the Triton campus {(e.g., the
Society of Die Casting Engineers' headquarters). Triton tries to offer the greatest flexibility in
order to meet the needs of each particular company or organization.

s

Creating and developing continuing training relationships with organizations with ongoing
training needs, such as GM or the Society of Die Casting Engineers, are not new ideas. However,
having societies and associations locate their «vaining facilities (and even their entire
headquarters) on a campus is unique. Not only have these new relationships brought new
facilities, equipment, expertise, and scholarships to Triton, they have also become a major way of
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) attracting other societies and industry training contracts. The reaction of many company and
society representatives who visit Triton has been, “We had no idea that community colleges had
this sort of thing going on!" .

Triton takes all customized training very seriously. Basic skills ecomponents are inserted in
almost all customized courses as “brush ups" for adult learners. Triton also considers good )
instructors to be a vital part of training. Faculty and consultants who teach the customized ’ ‘
seminars and courses are “the cream of the crop,” not only in terms of their expertise, but also in
terms of théir teaching abilities. N ’ - 7
- _ Part-time facuity and consultants are usually brought in to teach customized courseés,

because full-time faculty already have heavy work loads, and because having a large pool of

part-time faculty and consultant§'greatly extehds the College's ability to be flexible in meeting -
industry’s needs Triton also develops the capacities of it part-time faculty through instructional

methodology seminars, “eat and meet sessions” before evening classes, assistance from full-time

faculty members, and an instructor's survival manual containing teaching tips and other useful

information.

Overall Success of Triton’s Approach .

Triton has already begun to fulfill a number of its goals related to economic development.
The Job Training Institute and the Employee Development Institute—innovative concepts whose
creation invoived considerable risk—are operating efficiently and effectively. The president's
vision of an “Avenue of the Societies” on campus is well under way, with more trade associgtions
inquiring about or in negotiation with Triton for location of their training facilities and/or
headquarters at Triton. New program areas, such as the Laser/Optics program, are being
developed and put into place according to the training needs predicted by Triton's environmental
scanning. Negotiations are underway for yet more new programs, including a CAD/CAM facility.

"In over fifteen years of providing customized training, Triton has upgraded the.skills and
knowledge of gver twenty-five thousand adult workers. In 1981 alone, ED} délivered over 166
different training packages to sixty-three different organizations, and trained over twenty-two
hundred adult students. The College hds established large, ongoing training contracts with a
number of major corporations, including Quasar and GM. The College attracts over two .
thousand students a year from the city of Chicago, even though the city is out of Triton's district
and tuition for lllinois residents outside the district is substantially higher than for district -
residents. In fact, student evaluations of Triton’s seminars have conslstently shown that most
students come t® Triton for training because of the quality of the instruction—not because of the
College's accessibility Through all this, Triton has managed to keep its costs to students and to
companies and organizations low.
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South Oklahoma City Junior College

OVERVIEW OF THE COLLEGE AND SETTING
/

South Oklahoma City Junior College (SOCJC) is the largest institution of higher education
in Oklahoma City. It was founded in 1972 to serve the southern half of the city. This is a large,
spread-out area containing a sizeable industrial and business component as well as residential
neighborhoods. About 60 to 70 percent of the College's students come fromi Oklahoma City .
proper and 90 to 95 percent from the Standard Metropolitan Statistical Area, which includes five
counties. The oil industry has a strong effect on the economy of the city, and in the first haif of
1982, that industry was still heaithy, as reflected in a low 5 percent unemployment rate.

The College is noted for its accountability and flexibility in responding to the needs of
individuals and companies in its service area and beyond. The College’s programs, services, and
environments are learner and learning centered. The competency-based approach is applied to
both education and management of the institution. The performance of all those associated with
the College—whether students, or faculty, or admunuStrators-ls evaluated against the goals and

. objectives set for them.

The architecture of the College reflects its philosophy through open landscaping of offices,
classrooms, and service centers, This is intended to enhance accessibility and communication
and to provide flexibility in programs and services. ’

® OVERVIEW OF STRUCTURE FOR UPGRADING AND RETRAINING

State-level Structure

Although SOCJC was formed in 1972 as a technical education district, new legislation in
1974 made it part of the state’s system of higher education. As such, SOCJC is under the
governance af the Oklahoma State Board of Regents for Higher Education. The State Board of
Regents overseas twenty-six colleges and universities. Coordination—is provided at the state
level under the State Regents, with emphasis in the areas of functions and programs of study,
standards of education, and finances. Operation and management responsibility for each
institution is vested in a governing board of regents at the local level.

Oklahoma has received national recognition for its effective system for attracting new
industry to the state. This is a well-coordinated etfort among the Oklahoma Office for Economic
Development, the Oklahoma Vocational and Technical Education Department,.the Governor's
Industrial Team, and local chambers of commerce. Junior colleges are not included as active
members of this team. However, once new industries are established and operatmg in Oklahoma,
they have a coatinuing need for upgrading and retraining, and the community junior colleges are
responsive to this need. They see this recurrent training as an important part of their mission.
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institutional Structure

.

&
Organlatlon of the College

South Oklahoma City Junior College (SOCJC) is under the immediate jurisdiction of a local
board of regents. This board is composed of seven members who are appointed by the governor
with the advice and consent of the state Senate. The board members serve seven-year
overlapping terms. The board of regents selects the college President and approves all full-time
professional personnel appointments. The president is the chief administrative officer of the
governing board for operation of the institution. As such, he makes recommendations in the
following areas to his governing board: (1) the appointment of faculty and staff, (2) contracts for
other services needed, and (3) management and acquisition policy. The president himself
assumes responsibility for leadership in the general administration of the institution.

For. the last eight years, SOCJC has been under the presidential leadership of Dr. Dale L..
Gibson. During his tenure, the College has undergone very rapid growth, has established a
distinctive identity based on its untraditional approach to education, and has achieved
accreditation from the North Central Association of Colleges. Early in Gibson's presidency, the
College earned a five-year accreditation from North Central and in its second evaluation by *'.at
agency in 1981 it received a ten-year accreditation approval (the maximum time granted by the *
Association). One of Gibson's major contributions as president of SOCJC has been to establish a
systemized management program that aliows faculty, staff, and students to be involved in
establishing the direction of the institution.

The president has three vice-presidents reporting to him: the vice-presidents for
administrative services, instructional affairs, and student development (see figure 23). Activities
relating to economic development and to upgrading and retraining for industry occur under the
vice-president for instructional affairs. Reporting to the vice-president for instructional affairs are
the dean of career development and industrial relations, the dean of community services, the
dean of instruction, and the dean of learning resources.

The dean of career development and industrial relations is the top-level administrator
responsible for establishing contacts with executives in industry and coordinating tife various
College units and persons supplying educational services to industry. This is a College-wide
developmental and coordinating position, more of a staff position than it is one of line
responsibility. Such a position is necessary at this level because of SOCJC's decentralized
approach to providing customized training for industry. It is under the dean of community
services, however, that the coordinator for continuing and occupational education is placed, who
is the main.staff person working with industry tqQ serve its upgrading and retraining needs.

There ard five training institutes in the jurisdiction of the dean of instruction: the Institutes of
(1) Allied Health, (2) Naturai and Applied Sciences, {3) Business and Management, (4) Media and
Arts, and (5) Human Affairs. The faculty members under the five institute managers do much of
the teaching in the customized coursas for industry. These key people are committed to
providing quality education and training programs to further the economic development of their
community and to improve the well-being of the pegple they serve.

~
Mission of the Coilege’

Pl

South Oklahoma City Junior College has as its philosophy-the desire to provide accessibility,
comprehensiveness, flexibility, quality, and accountability in all its programs. The purposes of

¢
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the Cullege are a direct outgrowth of its philosophy. The stated purposes stress retraining or
recurrent education and emphasize the importance of tifelong learning and the College’s
commitment to being accessible throughout that process. in describing the College's
commitment to quality, the 1982 College Bulletin states that ""this commitment requires
axcellence of personnel, programs, and facilities and must be measured by strict accountability”
(p. 4). This is accomplished by establishment of yearly objectives and the evaluation of their’
accomplishment. -

*

Funding for the College v

Capital funds for SOCJC are provided through general obligation bonds approved by the
voters, revenue bonds, State Capital Fund appropriations, local tax revenues, and grants. There
are three main sources for educational and general operating funds. These are (1) the ad
vaioram tax of property owners in the College technical district, (a source that may be used for
either general operational or capital funds); (2) state appropriations received through the
Oklahoma State Board of Regents for Higher Education; and (3) fees charged to students on a
per-credit-hour basis. Other financial sources are the student service fee and funds from three
College enterprises—the Game Room, Food Service, and the Student Store.

. The costs of customized training for industry are paid by the company being served.
Noncredit courses are paid for on a cost-recovery basis. For in-piant credit courses, the payment
. may be to cover the tuition of the company's employees in the course; the same holds true for
empluyee enroliment in on-campus courses that are covered by a company'’s tuition
reimbursement policy.

The preparation of SOCJC's budget for each fiscal year begins in early fall and is designed
to draw input from all College areas in order to determine the new fiscal year’s needs. The local
board of regents reviews the budget request in the late fall and submits an estimate of needs to
the State Board of Regents for Higher Education. The State Board of Regents then develops a
funa.ng request for all institutions of higher education in the state. The state legislature’s
appropriation is made to the State Regents as a total amount, which is then apportioned by the

State Regents to the indiyidual institutions. The amount per institution is based on the number of -

full-time equivalent (FTE) students. Becauge the economic condition of the state has been
strong, funding for higher education has been very satisfactory.

Distinctive Features of the College

South Oklahoma City Junior College is a young college—only ten years old at the time of
this study. It was created in a "fast track” construction mode and has been growing rapidly ever
since. At this stage it is maturing, making changes, reorganizing to solve fast-growth problems,
and beginning to move in directions appropriate for a healthy community-based cqllege. This
maturing is reflected in SOCJC's current goal of expanding its services to industry and in the
formation of a task for.e to make recommendations for achieving this goal. Throughout this
period of maturation, the College has remained true to its basic philosophy of providing
arcessibility, comprehensiveness, flexibility, quality, and accountability.

SOCJC has an exemplary goal-setting process that involves everyone affiliated with the
College (see figure 24). This College-wide planning system is one of the achievements of

President Gibson. Each spring the College's director of institutional research and development
solicits concerns from all of the College's various constituencibs A form for submitting concerns
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is published in the student newspaper to get input from students, and meetings are held with
student government members. Both full-time and part-time faculty members are also provided
forms and asked t0 list their concerns. Administrators are involved in the same way. Advisory
committee members communicate their concerns through the appropriate Institute (department)
managers. An annual midyear retreat is held for the local board of regents members to get their
recommendations. This accumulation of cQncerns is an excellent way to |dent|fy problems and
find solutions as well as point to new thrusts for the College.

After the concerns of all constituencies are collected, the director of institutional research
and development groups them into the following four categories: (1) student concerns, (2)
instructiunal concerns, (3) administrative and management concerns, and (4) personnel welfare
concerns. In March a workshop is held to.combine duplicative items and to prioritize items. The
following persons are involved in this workshop: all management personnel, one faculty member
from each institute the president of the faculty association, six to eight students, and four
members of the classified staff. The final result of the workshop is a prioritized list of concerns
representative of the whole institution. ’

A two-day management retreat is held in April to develop a final list of about ten institutional
goals based on the prioritized list of concerns. These goals are recommended to the local board
of regents for final approval. Each institutional goal is assigned to a particular vice president or
to the president, this person.is then held accountable for its achievement. The extent to which
goals are attained is a factor in the evaluation of individuals and units. Each faculty member and
each administrator sets his or her own goals to be accomplished during the year. This method of
personnel evaluation is based on the attainment of stated goals and objectives, much like the
College's competency-based instructional system.

This competency-based approach to education has been a hallmark of the College from the
beginning. Initially the College provided open-entry/open-exit, individualized, competency-based
instruction. There are now seven points in time during the year when students may obegin,
classes; furthermore students now have a choice of individualized, group-paced, or multiple-
paced (a combination of the two) instruction. Each course is divided into modules, with clearly
specified learning objectives for each module. Objectives tell students what they will be able to
do, how learning will be demonstrated, conditions under which testing will occur, and the criteria
against which they will be evaluated.

The architecture of the College is another distinguishing feature. Located on 143 acfes on
the southern edge of Oklahoma City, SOCJC's main facility is a large, three-story structure with
connecting buildings. The tmain building contains 266,500 square feet witn un open-landscape
interior that provides easy student access to faculty and also facilitates communication among _
staff. Colorful acoustical panels form walls around classréoms and offices. Everything from the
president's office to the cafeteria and Learning Resources Center follows this open design. This
reflects SOCJC's philosophy of accessibility and flexibility.

Structure for Economlic Development
«

South Oklahoma City Junior College serves existing companies in its area, as well as those
industries that become established in Oklahoma through the state’s thrust for economic
development. There is a continuai need for upgrading and retraining of local workers, and as
more industries are brought into the area, the College’s services are increasingly in demand.
However, as a junior college under the State Board of Regents for Higher Education, instead of
the State Department of Vocational and Technical Education, SOCJC is not a member of the
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coordinated economic davelopment team that provides free start-up training for new industries.
This team is composed of the Oklahoma Vocational and Technical Education Department, the
Governor's Industrial Team, and the Oklahoma Office of Economic Development.

The compani€s for whom SOCJC provides upgrading and retraining finance such services
themselves. This is either through a direct cost-recovery payment for customized training or
through payment of the tuition of their employees for credit courses.

\

Interfacing with Locai Agencies

South Oklahoma City Junior College works closely with various local organizations and
agencies, such as chambers of commerce, governmental agencies, and trade and professional
associations. One important working relationship is with the South Oklahoma City Chamber of
Commerce.

There has been a long, close relationship between the South Oklahoma City Chamber of
Commerce and SOCJC. The Chamber, established in 1905, was instrumental in the creation of
SOCJC. In 1870 the Chamber circulated petitions to have a coilege created in South Oklahoma
City and worked with the legislature to bring it about in 1972.

During 1982 the president of the College, Dr. Dale Gibson, was also elected president of the
Chamber of Commerce. He has provided strong leadership for the business community and has
created active interaction through Chamber channels netween the College and the business
sector. Other administrators and faculty members of the College have also been actively involved
in Chamber of Commerce activities. Dudley Freeman, dean of community services, was a
member of the Chamber's Business Assistance Committee. He also chaired the Chamber-
sponsored Fall Arts, Festival held at the College on Labor Day weekend; the Festival brought over
one hundred thousand peopte to the campus. The executive director of the Chamber, Gene
Ramsey, has stated that every committes of the Chamber has a member from SOCJC.

Following a needs assessment by the Business Assistance Committee, the Chamber
sponsored a series of business assistance classes and seminars for Chamber members. Thase
courses were developed and conducted by SOCJC at the Chamber building. The Chamber and
the College have cosponsored numerous other courses. The Chamber also publicizes courses for
business and industry in its newsletters, as well as maintalnlng a display that provides brochures
about College programs in the lobby of its offices.

College Structure for Upgrading and Retraining

Community Service Center—
Business and Industry Coordinator

The main College unit for providing special training for industry is the Community Service
Center, under Dean Dudley Freeman. He supervises the coordinator of continuing and
cccupational education, Leonard Smoot. It is the Continuing and Occupational Education Office
that is in direct contact with companies in the Oklahoma City area. Leonard Smoot calls on
industry on a daily basis and works with them to ascertain their specific needs; he then secures
the resources of the College to respond to those needs. (See the job description for this position
in figure 25). Smoot’s position is usually often referred to as the business and industry
coordinator,.although this is not the official title. >
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JOB DESCRIPTION
COMMUNITY SERVICE COORDINATOR
(BUSINESS AND INDUSTRY)

JOB FUNCTION

subsequently designing, implementing, monitoring and evaluating those training programs.

SUPERVISION

services.

JOB DUTIES

the successful completion of an assignment.

1pon by the dean of community services. Generally stated, duties are to:

® dentify topics for program development addressing business and industry training needs;

® adequately monitor the progress of activities;

.

quality and effectiveness of activities and the means of doing so;

® represent the College in business- and industry-related cooperative arrangsments; and

mental communication, and other policies that are applicable.

The community service coordinator for business and industry (i.e., business and industry coordinator) is
responsible for assisting business and industry in the identification of needs for educational training and

The commumty service coordinator for busmess and industry is accountable to the dean of community

The omission of specific statements of duties does not exclude them if the work is related to or necessary for

The following statements of activities represent an outline of professional employment for a given year. As
speuific needs are identified, assignments to meet these needs will result in tasks and objectives to be agreed

® work with business and industry representatives to develop training activity objectives and content
ippropriate to meet identified needs and implement these at the appropriate time and location;

® provide participants, instructional personnel, and cooperating agencies the of)portunity to evaluate the

® when developing and implementing activities, conform to the College’s established policies concerning
systems approzch to instruction, ppropriate interaction with faculty and staff, adequate interdepart-

. Figure 25. SOCJC's Business and Industry Coordinator Job Description
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The College takes a decentralized approach to designing and implementing tailored
programs for industry. SOCJC administrators believe that the resources and expertise of all units
in the College should be available to serve industry's special.training needs. This requires that
the College’s business and industry coordinator have good working relationships with deéans,
institute managers, and faculty members throughout the College. it also requires that these
persons have & high degree of trust and confidence in the coordinator.

The business and industry coordinator sets forth his objectives (these are listed in figure 26)
for fiscal year 1983, as all faculty members and administrators do each year. As noted in his
eighth objective, this office has a Business/Industry Advisory Committee. The College itsslf has
an advisory committee, &s do all occupational programs in the Cutlege. These advisory
committees provide excellent avenues through which to reach out into the business community
and open up many opportunities to provide customized training.

Decentralized System f‘or Industry Services .

In a decentralized system fer industry services, it is essential to have the support and
cooperatior: of administrators and faculty members. There are many positive factors bringing this
about at SOCJC. Of utmost importance is the active support of the president and the vice-
president for instructional atfairs. Many persons involved in industry services have stated that
they receive strong support from the top, and that the president helps to remove barriers and
achieve institutional flexibility, particularly when internal budget flexibility is needed.

Another strong incentive for faculty involvement and support is related to the College's
marketing plan and its system for setting objectives and measuring performance against them.
The funding from the state is tied to the annual number of full-time equivalent (FTE) students.
Cansequently, goals are set for the number of FTES that each Institute (department) within the
College is to generate for the year. The same is true for each faculty member and administrator.
At evaluation time, each unit and person is assessed (along with many other factors) as to
whaether or not they met their goals for FTEs. This responsibility is written into job descriptions.

Business and Industry Task Force

Intensive work duri}lg school year 1981-1982 focused on developing and implementing

'program‘s for three spacial target grouips. One of these target groups was the business and

industry community. A midyear task force was formed to develop recommendations for
increasing the services SOCJC provides for Oklahoma City companies.

The task force recommended the establishment of a Business and Industry Development
Center, and the setting of objectives and desired outcomes for the next fiscal year. The task
force believed that such a center would give clearer identity to industry services and attract more
industry to the College. The center would probably be administered by Community Services,
where the present business and industry coordinator is located.

Although there was a recommendation to establish such a center, the task force made it
equally clear that the decentralized approach should be continued in designing and
implementing industry services activities. A solution was presented to the sense of fragmentatlon
that decentralization has created, and this has been implemented in the fall of 1982. The solution
is to place at a high executive level within the College the responsibility for internal coordination
of all persons and units involved in providing special courses for industry. The formér dean of
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OBJECTIVES FOR FISCAL YEAR 1983 .
CSC COORDINATOR FOR BUSINESS AND INDUSTRY

Continue efforts to identify training needs of business and industry with emphasis on working closely
W .. the dean of career development and industrial relations and other appropriate institutional personnel.

Actively support the successful completion of the institutional goals, the Instructional Affairs goals, and
the Community Service Center goals.

Prom. 2 a business and industry community attitude to Collefe personnel by including staff in pro-
gramming input, instructor identification, and ajtendance at bysiness and industry seminars for evaluation
input and professional development.

Coordinate the AACJC/SBA granf'in accordance with grant provisions (program at least 15 activities for
the remainder of 1982.) °

Continue to expand personal marketing activities to include working with the Chamber of Commerce,
involvement with professional organizations such as the ASTD, and continue expansion of personal
contacts with business and industry personnel. .

Work toward increased growth without increasing expenditures of resources by utilizing resources of
other agencies for promotion, promoting programs through professional organizations’ newsletters

“{Chamber of Commerce, insurance newsletters, etc.) and improving p:.blicity and elimination of excessive ,

mailings.
A3
Monitor ail activities for purpose of quality control.

+

Continue to maintain and revis? as needed a Business/Industry Advisory Council.

Continue to develop personal and professional skilis by part.cipating in the College’s staff development
programs and other such opportunities.’

Serve as a volunteer for the Fall Arts Festival.

a »

Figure 26. Objectives of the SOCJC Businass and Industry Coordinator for FY 1983
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Aruitoxt provided by Eic:

JOB DESCRIPTION
DEAN OF CAREER DEVELOPMENT AND INDUSTRIAL RELATIONS

JOB FUNCTION

The incumbent is responsibie for developing and evaluating the College’s technical educational programs and
for directing the College’s interaction with business and industry in the greater Oklahoma City Area.

SUPERVISION
The dean of career development and industrial rzlations reports to the vice president of instructional affairs.
JOB8 DESCRIPTION

{The amussion of specific statements of duties does not exclude them from the position if the work is simular,
related, or a logica! sssignment to the position.)

1. Develop and maintain contacts with middle- and upper-le sel management of Okla:roma City business
and industry and promote the College’s technircal educational services .n the College service area.

2. Develop and maintain contacts with other agencies and institutions involved in technical/ocupational
education.

3. Direct institutional !iaison with area business and inciustry, including:
a) manners and means of institution’s presentation of its services to the community, and

b} assignment to appropriate institutional personriel responsibility for cerrying out spec.al educational
ser - ces and programs. . .

4. Operate a master advisory committee made up of area business and industrial personnel for determining
iang-range educational ard training needs of the community.

5. Present to the business and industrial community the College’s needs for .apital support, including
supplies and equipment, and secure donations when possible.

6. Direct evaluation of career programs,
7. Direct the program advisory committee process.

8. Ccnduct feasibility studies for potential career prugrams and aevelop {in concert with institute managers)
initial curriculum for new programs.

S. Direct planning and prioritizing of space and equipment needs for Instructional Affairs.

10. Assume additional responsibilities as assigned by the vice-president of instructicnal s€fzirs.

Figure 27. Job Description of SOCJC's Dean of Career Development and Industrial Relations
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career development now has the additional responsibility for industral relations, and the posmon
is called dean of career development and industrial relations (see figure 23).

The job description of this position is presented in figure 27. The dean of career
development and industrial relations has the broad responsibility for interacting with industry in
all the College's activities with that constituency. This responsibility also contains significant
marketing and resource development components. Of greatest importance, though, is that the
dean now has the authority to assign needed faculty and financial resources to carry out specific
projects for industry.

Decisions still have to be made on whether the dean of career development and industrial
relations has line or staff authority, and whether the present business and industry coordinator 1s
most appropriately placed under the dean of community services or the dean for career
development and industrial relations. A new staff member has been selected from a national
search for this expanded deanship, and a new College president has been appointed to begin in
the fall of 1982 Therefore, the industry services structure will undoubtedly be subject to further
change and reiinement. In fact, the Business and Indust-y Task Force specified that fiscal year
1983 should be a year of study and decisior and the institutional goals for school year 1982-
1983 identify iridustry relations as a priority.

Regular' Technical Education -

“for Occupatlonal Advancement

The educational programs and activities at South Dklahoma City Junior College are
incorporated into five institutes, the Learning Resources Center, and the Community Service
Center The five Institutes are Business and Management, Allied Health, Human Affairs, Natural
and Applied Sciences, and Media and the Arts. \

There are two types of degree programs, preparatory and immediate job-entry. Preparatory
programs are designed for students who plan to transfer to a four-year institution. The immediate
job-entry programs are for students who wish to enter or cont.nue in a carear immediately after
graduation Some immediate job-entry programs offer a certificate requiring fewer than sixty
credits, whereas othe s provide associate degrees. There are thirty-nine imm ediate joo-entry
programs covering seven broad areas. These areas aré management, marketing, mass
communication, human services, health, engineering, and manufacturing.

SOCJC has an educational system based on performance. Students select a performance
level, depending on individual and educational goals. They work through a cou:se toward fixed,
measurable objectives This is particularly advantageous for ad\ulta wishing to upgrade their
competences. .

The accessibility and flexibility of career programming at the College and the
straightforward. cor..petency-based approach facilitate the further education of adults who wish ,
to retrain for another job or upgrade to a better one. The average age of students is over thirty,
and the large majority of them are working part-time or full-time while pursuing their education.
Sixty percent of the students attend classes in the evening.
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CUSTOMIZED TRAINING PROGRAMS AT SOCJC

' "\ . /'

The coordinator of business and industry tra‘ining. Leonard Smoot, has a loyal following
among local companies and receives much “repeat business.” A representatives of one of the
firms he has sorved voiced a common viewpoint with the statement that “Leonard understands
our needs, will follow through, and will take good care of us.” They look upoh the College as an
important resource for their companies. The following brief descriptions are typical of the kinds .
of companies served and the training services offered .

1]

“Star Manufacturing

Alien McCollum, currently the personnel manager at American Fidelity and Assurance
Company, is a strong supporter of the College and what it can do for his company. This is the
third company in which he has worked as personnel manager where he has used the customized
training services of SOCJC. This personal manager's “repeat business” with the College is based
on his confidence that the College industry coordinator will oversee the training process so thai
the company’s workers§et the training they need. McCollum first used the College’s training
services when he was afl Boeking Machlnery. then later at Star Manufacturing, and now at
American Fidelity. , -

When he was at Star Manufacturing, McCollum wasover'y involved with the College. A lot of ¢
his employees were taking advantage of the company’s tuition refund program through
enroliment at SOCUIC. Also, he had a great deal of contact with the College's placement office,
as well as being on an advisory committee for the Secretarial Program. So it was natural to call
upon SOCJC for customized training when the need arose. College staff, together with the
personal director and other Star Manufacturing representatives, deveioped a special maintenance »
training course to upgrade presen: maintenance employees and to help others move inte the
maintenance departmént. The program was conducted in the evening at the company and had
‘ive major components. math, measuring instruments, electrical instruction, mechanical
instruction, and safety Star provided the course for no cost to the students who were taking .
on their own time.

Cost was"figured in terms of contact hours, and credit could be earned if desired. Star
Manufacturing specified the skills and behavicrs to be achievad and helped select the instructor.
All planning contact with the College was with the business and industry coordinator and later,
with the selec*.ed instructor.

McCollum states that a very critical element for the success of this course was the
involvement of key people in the plant in planning and monitoring the instruction. He and the
maintenance supervisor sat in on the classes. Also, in the planning phase, the instructor was
brought into the plant to becomefainiliar with the equipment, systems, and policy, the instructor
worked closely with the maintenance suparvisor during this process. In this way the new training
was not threatening to the maintenance supervisor, and the instructor received the needed
orientation to the company. It was during his previous experience at Boeking Machinery that
McCollum learned the importance of this procedure, for problems resulted there because plant
supervnsors were not involved.

McCoIIum listed three items that Jie feels are important to have in a successful training
course offered for employess:

-
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.

1. A good relationship between the college instructor a?nd plént supervisor

2. An incentive or reward for employees for taking the course

3. Trust between employees and the company

<

Western Electric

, Soutn Oklahoma City Junior College has done a lot of customized training over the years for
Western Electric. Employees are upgraded in the trades through such courses as blueprint
reading, welding, and machine technology. Police and security guard training also have been
offered The company believes that it is to its definite financial advantage to use the Coliege's
services Western Electric not only contracts for caurses to upgrade and retrain its employees
during working hours, but also has a tuition refund program for job-related courses taken after
work The company encourages employers to take credit courses, if possible, because they are
seen as motivational for the employees.

Clem Lepak, section crief of managed education and training at Western Electric, says that
good communication between the company and the College is essential for success in joint
undertakings He believes that the College must be service minded and that both parties must be
committed to making the training relationship work.

Small Business Programming

SOCJC was successful in obtammg a grant from the American Association of Community
and Junior Colleges (AACJC) to provide special programming for smali businesses. The grant
objectives were completed early and were above expectations, and the College recewved the
initial award given by AACJC for creative and innovative programming. The Senior Care of
Retired Executives (SCORE), the Small Business Administration, and the South Oklahoma City
Chamber of Commerce were involved in these activities. The Coliege has been asked to continue
the project for the coming fiscal year. .

American Institute of Banking

SOCJC has worked closely with the Oklahoma City chapter of the Americdn Institute of-
Banking (AIB) since 1973. In its Banking and Finance Program, the College provides special AIB
courses for many area banks, offering the courses in the banks as well as on campus. A full-time
coordinator employed by the College for the program. Approximateiy eight hundred students
enroll per year. The banks are billed directly by the College for the fees of the enrolledgidents.
In addition to these AIB courses, many related short courses and seminars are also provided.
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‘OVERVIEW OF PROCESS FOR DELIVERY OF
UPGRADING AND RETRAINING

Linkaées '
SOCJC has many bridges into the community, and ail are credited with bringing businesses
and industnes to seek the help of the College in providing upgrading and retraining for their
current or naw workers.

Advisory committees are powerful sources for communicating the Coilege’s capabilities, as
well as for notifying the College of companieg’ and organizations’ needs for special training.
SOCJC has thirty-four program advisory committees contajning 307 members from 200
organizations. Also, faculty and staff members serve on thirty-six advisory committees of various
community organizations, such as the Real Estate Commnssnon and the Hospital Quality
Assurance Committee for the Operating Roc¢.7i. In addition, facujty and staff are active in twenty-
nir.e professional and trade associations, such as the Word Processing Managers Association
and the National Tooling and Machine Association. Other bridges into the community are
afforded by technical practicums at forty-nine clinical sites, as well as by work experience in
printing plants, automobile shops, and other work settings. The large number of adnmct faculty,
many of whom COme from lndustry provndes anotherstrong linkage. .

The most focused linkage is that of the coordinator of continuing and occupatlgﬁal
education (business and industrv coordmator) who calls on.industry on a daily basis to inform
them of the College’s customized training services and1p coordinate programs with them. The
new dean of career development and industry services will also have a strong puht.c relations
function In contactmg company executives.

Program Design and Dielivery
Needs Assessmant for Upgrading and Retrairing

Through SOC.JC’'s competency-based approach to education, the business and industry
coordinator and/or customized course instructors can help companies identify what it is that
they specifically wish to achieve via special courses. Since the competency-based approach
begins with the identification of outcomes, the Coliege can state explicitly what em ployees will
be able to do upon completnon of training.

Course Development ) . o
The business and industry coordinator, customized course instructors, and company
supervisors or personnel officers work closely together in developing customizad courses and
planning thejr delivery Courses can usually be developed quite econOmlcaIIy by adapting the
competengy modules and learmng packets from regular courses given at the College. These
modules are reorganized and tailored to meet the specific outcomes desired and equipment and
processes used by a company.

‘
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Course Approval”

Courses for industry are offered for either credit or noncredit, depending upon the wishes of

"the company. Specific credit is attached to each module or grouping of modules, so appropriate

credit can easily be identified. Howaver, if an off-campus cburse is offered for gredit, approval
must be obtained from the State Board of Regents to do so. The same restriction does not apply
to noncredit courses. SOCJC can issue an emergency request to the State Board for approval of
off-campus credit courses. This takes about thirty days. This alternative provides flexibility in
spite of the restriction.

\ (Y

Funding ’ o - ,

For customized ¢ourses, companies pay for the number of contact hours, any developmental
costs, and extra costs for materials or equipment. The contact-hour cost is calculated in order to
recover the instructional cost to the College.

Selection of Instructors

SOCJC likes to use its regular faculty for courses for.industry if an appropriate faculty
member is aviilable at the time needed. With a choice of seven course entry points during the
school year, and with the modular competency-based approach, facultly members can more
easily be reassigned to industry courses. If a faculty member is not available or if special
technical competencies are required, an instructor will be secured from industry—perhaps from
the company requesting the course. Thé business and industry coordinator has a pool of
persons from whom he can select an instructor qualified to teach the particular subjact in the
pertinent industry.

Companies approve the course instructe,s, and the instructors are then oriented to the
organizations and work sites. Instructors work closely with the appropriate persons at the
companies to make suré the content and methods meet their needs. The businsss and industry
coordinator monitors the prccess.

¢ 4

The dean of"instruction, Robert Todd, says that SOCJC tries to select faculty members and
administrators who understand and ancl are committed to terving industry's training needs.
Robert Allen, the manager of the Institute of Applied and !atural Sciences, states that his faculty
members realize that this is a part of the mission of the College and is part of their jobs.

Scheduling, Facllifles, Equipment, and Materiais !
/ . :

The scheduling of classes, the location, and the equipment and materials used in customizad
courses are all designed to meet the specific needs of companies. The length and compactness
of the courses and whether they are offered during working hours or after depend upon the
needs of the industry. Employers usually want the classes to be conducted at their plant or
office. This works well for the College, because its labs and classrooms are usually occupied by
ragular classes.

-
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_ curricuia are réadily adaptable for use in special courses for industry.

SUMMARY

Key Factors in Upgrading and Retraining

South Oklahoma City Junior College came into being ten years ago through the urging and
supportive activity of the Soath Oklahoma City Chamber of Commerce. The College has had a
close relationship with the business commumty ever since. At the time of this study, Oklahoma
City has a healthy, oil-based economy, which is reflected in the area’s low unemployment rate.

The programs and activities of the SOCJC are based on the College's philosophy of
accessibility, flexibility, comprehensiveness, quality, and accountability. An outgrowth of this is
its competency-based approach to education, with learning objectives and,performance criteria
set for each course. With learning materials organized into modules and I)arnlng packets,

.- SOCJC has a highly developed system for gathering input from the entire college
community in its annual goal-setting process for the institution. Through this process,
departments, administrators, and faculty menbers develup;their own goals and objectives, on
which evaluation of their cerformance is based. There is cc; siderable benefit in having everyone
know what the priorities are and what is to be achieved. \1

\

The College has purposely selected a decentralized apptoach to providing upgrading and
retraining services to industry. The business and industry coordinator under the dean for
community services is responsible for seeking out and respJndlng to industry’s speecial training
needs, and for using College resources to organize, develop, and monitor the traininy services
provided.

A Business and Industry Task Force in the College was formed to study and recommend
ways to increase services t0 the business and industrial constituency ,The Task Force
recommended (1) making such activity & high-priority institutional goal, and greater identity and
visibiltiy for the activity. it elso recommended that the person with the responsibiltiy for slanning,
developing, and administeting this center be given the propar authority to carry out the job. In a
reorganization this summer, this latter recommendation was implemented by the creation of the
new position of dean of career development and industrial relations. The new posntlon places
broader industry services responsibilities at the deanship level.

Overall Success of SOCJC’s Approach , )

South Oklahoma City Junior College is a youfig but maturing coliege moying more fully into
upgrading and retraining for industry. It is unfortunate that the resources and capabilities of the
College are not utilized by the state as part of its effective economic development system for
attracting new industry to Oklahoma by providing free start-up training, among other incentives.
However, SOCJC is in a prime position to serve those industries once they are established.

The College’s system of annual goal setting for the institution and all - s and persons
within it is a potent strategy for continued improvement, growth, and leadership in‘the
community. With the new institutional goal of increasing services to industry, additional
resources will likely be allocated to address this priority. The recommendation of the Business
and Industry Task Force to establish a Business and Industry Development Center, if
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implemented, should not only give identity and visibility tb SOCJC’s industry services, but also
serve as a home base for expanded services.

There has been a problem of fragmentation of effort in providing industry services, due to
the College's decentralized approach and the fact that there has been no one with ifficient
authority to draw all its efforts together, but this should be helped by gaining-a new
administrator at the dean level who has broad institutional responsibilities for industry services. It
is questionable, however, whether combining these responsibilities with those of career .
development will allow the dean sufficent time to deal with the major thrust of expanding
involvement with and services to industry. Even so, with greater priority gnven to these tasks may
come the resources to do the job. . s

SOCJC has been doing an outstanding job of responding to requests from local industry for
special courses to meet their upgrading and retraining needs. In the first decade of the College,
the decentralized approach has been quite appropriate, particularly as it has concentrated on
serving students coming to campus. However, as SOCJC grows and matures, it has the
opportunity to create units to expand services and focus on the special needs of its
constituencies. At this point in time, creating a multiple-staff Business and Industry Development
Center under ah administrator with sufficient authority to draw upon the resources of.the rest of
the College may very well be what SOCJC needs to achieve its institutional goal. A favcrite
statement by Dale Gibson expresses the situation most appropriately. “Success is a process and
not a destination.”

l ) . o .
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CHAPTER 4
BARRIERS AND SOLUTIONS

>

During the five case study site visits, probing questions were asked regarding the kinds of
barriers-and related solutions, if any—staff members at the five colieges encountered in their
efforts to participate in economic development through upgrading and retraining ef adult
workers. More often than not, the enthusiasm of the college representatives for their programs
was such that discussions veered away from direct discussion of barriers, focusing instead on
the innovative policies and procedures by which the colleges managed to avoid or demolish such
barriers. As a result, analysis of the case studies provided a plethora of “solutions” whose
barriers could only be inferred from the discussions. The barriers thus derived seemed to cluster
into the following categories:

State and local linkages for economic development
Course approval systems -
College forecasting and planning
Marketing of customized training
Quick response customized training
Customized training management

. Flexibility of resources
Internal organization and cooperation
Faculty and staffing
Other economic development outreach services

C—_TOMmMmOO WP

In the discussions that follow, specific barriers related to each of these categories will be
examined, and practical solutions (where they exist) utilized by the different case study colleges
wall be reviewed.

A.STATE AND LOéAL LINKAGES FOR ECONOMIC DEVELOPMENT

BARRIER 1: ltis difficut to convince.state and local politicians and agencies to consider
educational needs in a long-term, futurist perspective. By taking a long-term perspective, it
should be possible to institute programs and create funding to meet evolving training needs and
avoid a multitude of related problems. For example, shifts in demographics will vastly increase
the demand for postsecondary adult education whjle decreasing the demand for secondary
education throughout the remainder of the 1980s. More importantly, the increasing rate of
technological change coupled with shifts in employment sectors in the 1980s are likely to require
workers to seek more frequent upgrading and retraining. Unfortunately, few states are currently
in sufficiently comfortable economic situations to worry about long-term problems, and persons
in political power appear to §iiy away from long-term planning in favor of short-term solutions
designed to ensure their reelgetion. Even were they ditferently inclined, there is a crippling'
absence of reliable labor projéctions—at both the national and local leveis—upon which to base
long-range program planning.
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Solutions. At Triton College, the president has the ear of the locally slected board of
trustees, who “have bought into” Triton's priority for economic development. At the state level,
Triton’s president, top administrative staff, and board of Trustegs have developed excellent
contacts and working relationships with lllinois representatives and senators, with the state
agencies, and with the governor himself. An unusual plus for Trite:: is that members of this
board of trustees, being elected politicians themselves, wield influence with state legislators and
use that influence in support of Triton’s economic &evelopment efforts.

At Tri-County in South Carolina, College administrative staff members have developed their
own personal contacts and relationships with the state TEC System and the state’s economic ¢
development agency. Although the TEC System appears to be more formally forwardlooking
than most state education agencies (its “Design for the 80s” is a unique plan for meeting the
state’s technological training needs throughout this decade), Tri-County staff did suggest a
number of strategies that could stimulate continuing long-term perspectives and planning. These
include (1) esteblishing a computerized network across state postsecondary institutions to
facilitate ready access to statistics on any area of the state, and (2) conducting more joint
regional funding projects and seminars to educate local politicians about changing educational .
needs and the great potential that training represents for improving the local and state
economies. .

BARRIER 2: There often are problems in acquiring funding and nther support from the state for
college economic development efforts. Colleges frequently face problems of insufficient funds,
facilities, and other support in reaching out to become effectively involved in delivering

upgrading and retraining for adult workers. This is particularly difficult when such training is not
given for coilege credit, because in the majority of state community college systems, colleges are,
not reimbursed by the state for noncredit courses and community service activities. This places
ar additional burden on alrexJdy strained college resources.

4

direcf approach to this problem by making sure that ali upgrading and retiaining courses offered

“b+he College, whether customized for industry or not, are credit-granting courses This is
because the state reimbursement policy is based on the number of ctedit hours generated. The
College designs all courses for ifdustry to meet both internal (and company) standards ard all
state requirements for credit. This has reportedly not interfered with the College’s flexibility to
customi29 courses for industry. (The approach is not necessary for custoinized courses for new
and expanding industry, as such courses are wholly funded by Tennassee's Industry Training
Service.) .

;fimlons. At the State Technical Institute at Memphis, College administrators take a very

In Michigan, where Macomb Community Coiiege is located, the state recently began to fund
start-up training in the state through its community ciolleges. The effort is very new, however,
and not well marketed. Even so, the Michigan Community College Presidents’ Committee on
Economic Development took the major responsibility for proposing and promoting the initiation
of the state program. The skillful use of such formal organizations’ influence is one avenue to <
awakening legislators to the potential of postsecondary training activities for ecoinomic
development. ) .

_State funding for start-up training in lllinois (the High Impact Training program) is likewise
very new and very modest in funding allocations. Triton College is making use of its influential
Board of Trustees as well as the state’s Community College Presidents organization to take
aggressive leadership and create publicity to get the attention of state legislators and state
agencies, in order to convince them that community colleges—with more generous funds from
the state—can play vital roles in the state’s economic development efforts.
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BARRIER 3: State funding for custamized training exists, but it Is too often limited by strict
eligibility restrictions, thereby reducing its effectiveness. One example of these restiictions is that
there is funding for customized training in Michigan, but it is available only for new or expanding
industries, and a company must promise to hire the graduates of the training program. Likewise,
in Sodth Carolina the state will provide training funds only for companies that are creatlng new
jobs. This makes it difficult for colleges to provide customized training for workers who are
already employed by a company, even though without such training, the cempany's productivity
and competitiveness will by hampered and its solvency perhaps even threatened. Far companies
considering moving out of an economically depressed state to a different location, an important
factor in the decision may be the first state’'s unwillingness to absorb some of the expense of
upgrading the current employees.

Solutions. As cited in the preceding barrier/solution, there are at least several avenues for
colleges to acquire state funding for customized courses, if they are willing to assume leadership
in influencing state economic development activities, or are willing to look for ways to ensure
reimbursement by the state for customized courses offering credit. Where such avenues are not
available or effective—as in the case for Triton College and for South Oklahoma City Junior
College—the colleges may assume responsibility themselves for trying to provide inexpensive
customized training to industry. Such courses may be offered at cost or ~* near-cost by the
colleges, or funds may be sought from other, local sources, such.as a county or city council.

BARRIER 4: There Is the wliil for cooperation between state agencles and colieges in economic
development efforts, buug,por or muddied communications hamper those efforts. Confusion .
often arises when there is either a lagk of clear responsibility or a duplication. of responsibility for
making or rnaintaining communications, either in the college or in the agency (and occasionaily
in botk). The result is that vital information does not always reach the proper person directly or
in time for effective cooperation.

Solutions. A number of the colleges designate: a single person as the contact for
communications about economic development sf{orts, both for the college and for the agency.
While colleges have no control over such desiignation: for state agencies, within tlie college itself
the designated contact most often is the presidert. By dealing on a one-to-one basis with the
agency commissioner or board director, rapport is built, confusion and red tape are avoided, and
the college is able to move faster, when necessary, on qustomized training agreements. College
presidents or other senior administrators can also serve actively in any local development
agencies, in order to cultivate crucial contacts and es:ablish useful commumcatnon networks
across polifical leve!s. .

BARRIER 5: Poor or insufficlent communications and articulation among state and local
educational institutions often hamper thelr efforts to improve thelr ecoromic development
outreach.

Solutions. The State Technical Institute at Memphis shares its courses, curriculum materials,
and expertise with area vocational-technical schools in the state so they may better serve
industry throughout the state. The Institute has also contracted with eight area vocational-
technical schools to bring them under the administration of the Institute in order to further their
outreach to industry and to ensure efficient and accurate articulation of technical training.

Tri-County Community College, as part of Sodth Carolina’s TEC System, will ~oon have

access to model curricula (as well as a mobile equipment pool) in the six designated high-
technology training areas served by TEC's Innovative Technical Resource Centers.
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BARRIER 6: Formal contracts mandated for some states’ customized training programs for
industry may require many signatures of various college and staie officlals. This requirement for
higher approval may be costly in terms of being able to move quickly to meet industry’s training
needs. For example, in Tennessee, contracts with companies for Industry Training Service (ITS)
start-up training require up to ten signatures, inciuding the company representative, the college
or school president, the head of ITS, the assistant commissioner, the commissioner of education,
the commissioner of community and economic devslopment, the commissioner of finance and
administration, the state attorney general, and the state governor. Schools in that state may not
legally start to deliver customized training programs until all signatures have been obtained,
which can take up to six months. This delays training response, and may be costly (in terms of
productivity) to the racipient companies. ’ '

" Solutions. In some states, contracts are either not required, or they require the signatures of
only the college president and the company representative. In Tennessee, the State Technical
Institute at Memphis has, on occasion, felt it necessary to begin training before all the numerous
signatures were obtained on the contract. In that state, new legislation will be necessary to
desete the contractual red tape This is a barrier that may be best avoided in other states from the
time of initial state legislation to fund customized training. Legislators must be educated about
the costs of bureaucratization so that the legislation allows any contracts deemed necessary to
be signed only by the company representative and the college president. . -

: . AY

B. COURSE APPROVAL SYSTEMS

BARRIER 7: Credit courses, whether customized or not, require time-comumlnb course approval
by the state board of regents or other state education agency. In some states, new course and/or
program approval is conducted at the state level only once a year; in other states, new courses
are reviewed twice a year, but seldom more often than that. This is a probiem for colieges trying
to respond in a timely way to changing technologies, shifting.labor demand, and companies’
often immediate need for customized training in which college credit is requested or is necessary’
for certification to meet government regulations.

Solutions. The Oklahoma State Board of Regents for Higher Educal.on reserves for itself the
right of approval for not only every new program, but every new course. South Oklahoma City
Junior College (SOCJC) maintains some flexibility by creating course categories with a Special
Topics subcategory that has a generic course description. This descriplion is writlen so it can be
used for almost any new kind of course, within the general course area. The Special Topics
courses are also written to have variable credit (0-4 credit hours). The newly developed course
description is then transmitted to the State Regents as a Special Topics coitse within the
approved course category. Such Special Topics courses require only internal college approval.
The state Regents recognize the necessity of such a generic course generation system, and
informally allow much flexibility. The State Board of Regents also has a procedure for thirty-day
emergency course submission and approval. )

N :

The State Technical Institute at Memphis has a similar arfangement with the Tennessee
State Board of Regents for customized credit courses. The College is not required to submit a
revised course description for approvadl unless that course has had its content changed by more
than 10 percent, overall. When more than 10 percent of an existing, approved.course must be
changed to meet customization requirements, the College makes use of a Special Course
designation that has a previously approved generic description.
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BARRIER 8: When seeking course or program approval, the State Board of Regents regulires that
employer demand be shown, even though thic Course may address training needs that are only
emerging. This can be a particular problem in a region where a new technological application is
just becoring available (e.g., CAD/CAM) or is just starting to catch on (e.g., word processing).
New machines and processes are not usually adopted at the same rate everywhere in the nation,
and sometimes there simply are no recorded data on employer demand, or the data available are
not current and reflect (inaccurately) a very low demand. Colleges concerned with providing
training on the “cutting edge” of new technologies frequently encounter this situation.

Soiutions. At Triton, the College’s Office of Research conducts employer surveys to
determine demand levels, with a short turnaround ‘ime on the research. This is highly useful to
the College not only for course or program approval, but for gauging job demand for graduates
of its accelerated Job Training Institute courses (as well as for adding, dropping, or modifying
them). Triton also finds it very usefu! to survey all possivle applications tor new technology areas
to determine the true job demand level. For example, for laser/optics, Triton researchers found
very low demand for the obvious manufacturing applications, but the demand for laser ~
technicians rose significantly when they surveyed laser applications in optical-, medical-, and '
research-related jobs.
Colleges also make effective use of advisory committee members to collect data on employer )
demand. Advisory committee members, especially those employed by or owning local
companies, have numerous contacts through their professions and can ask other employers
more readily for sensitive data than can College representatives.

C. COLLEGE FORECASTING AND PLANNING

-

BARRIER 8: There are problems tinding enough reliabie information on changing job demand,
high-technology trends, changing occupations, changzing rxgional economic patteins, shifting
demographics, and sc forth In order to make Iinteiligent decisions about both short- and long- .
range institutionai nees and economic development programs. Colleges must ¢ontihually be
“sensing” the environment in which they exist in order to judge their priorities and sssk

opportunities to create and/or upgrade prograins anc policies to keep pace with both current

and future student training needs and with the labor needs of industry. But mechanisms or

strategies to collect and analyze such information mey not always tap into the best and most

accurate sources, or the strategies themselves may te ineffective—which can eripple a college’s
successful outreach.

Soluticns. At Triton Coliege, long-term strategic planning. is emphasized, and depends on an
information gathering and sorting strategy called “environmental scanning,” as well as qn formal
surveys conducted by the College's Office ot Research. Environmental scanning is considerad
the responsibility of every staff member, aithough top administrative staff members have the
primary responsibility to "keep their ears to the ground” for reliable, useful information and data.
Environmental scanning is conducted infarmally, with all Triton staff encouraged to keep track of
what is going on in their own specialty areas in whatever manner is effective and fits their own
work styles. Information is fed back to the administration to guide priorities and decisions. The
state of ilhnois also conducts surveys every five years, and Triton staff members make use of that
data, but also conduct their own annual graduate surveys and other more frequent surveys of the
community in order to have the mast up-to-date information. In some cases, Triton makes
excellent use of professional surveys, such as the Gallup poil, but most often Triton’s surveys are
conducted by its own staff via telephone. .
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Macomb Community College also has access to some statewide data, but has not always
found them applicable. Macomb supplements state data with its own evalutions and surveys. A
special department, the Center of Community Studies,.is being set up to help.gather data for
planning and development. The Cénter uses primarily telephone surveys, and,plans are to have a
special room designed with plug-in phones and staffed with ten to twelve trained persons to
niake and take calls. ’

BARRIER 10: Changing technologies continually render current programs obsolete. Programs
and courses in high-tachnology areas may require annual (or even more frequent) upgrading in
regard to course content, instructional materjals, and especially equipment. In order to produce
the best, most current training’ (with which graduates will be able to become productive
immediately in new or upgraded jobs), departments and divisions within colleges must track
significant charges in & wide variety of technological breakthroughs and applications—a difficult
task in many fields (e.g., in microcomputer developments, articles or evaluations of new
hardware or software may become obsolete in even the few months between the time the article
is accepted by a periodical and the time it is actually published). In addition to upgrading current
programs, colleges must also have reliabie informati®n on emerging technologies and
applications in order to plan programs and facilities for new occupations, or for occupations
whaose labor demand is likely to increase or decrease significantly.

Solutlons. At South Oklahoma City Junior College, the College administration recently
added six months of “futuring” activities to its regular duties, in order to collect information on
changing technologies and application trends and to forecast how the College's own priorities
would be required to change to meet the emerging training needs. This futuring activity included
considering the information in Three Thousand Futures. The Next Twenty Years for Higher
Education (Carnegie Council 1980). As a result, the College has created four in-house task
forces to conduct intensive brainstorming sessions with mid- and upper-level management staff
and with releted faculty in the College in specific content areas. These groups have collaborated
to develcp departmental and institu..unal goals fo their training areas, with schedules for
deveiopment of programs and acquisition of fe.g'un%es and/or equipmeni over the next ten years.

At Triton College, technological forecasting depends in part upon the staiff's environmental
scanning approach, and in part upon advice and indights from the various programs’ advisory
committees These committees deliberately infolve experts from the technologies related to the
programs—including researthers and users of the technologies, persons who are active in the
industries. information from advisory committess is also a primary source of technglogical .
forecasting for the State Technical Institute at Memphis and for Tri-County Commq‘nity College.
Tri-County also has access to information and foregasts from the TEC System's six {nnovative
Technical Resource Centers around the state, whosa express mission is t6 keep the TEC,System
colleges on the cutting edge of technical training in the six designated technological areas.

13
L]

BARRIER 11: Poor communications between businass and industry and the two-year colleges
keep them from becoming informed about each osther's needs and services. The need for two-
way communication Is vital to any college’s successful economic development outreach.

Solutions. Much of a college’s communications relate to the way it markets its training
services, and to its methods for gleaning important environmental information for forecasting and
planning. All of the colleges in the site visits give strong emphasis. to finding more (and more
expert) industry people for their advisory committees, because these persons are key agents in
linking the private sector with the colleges. At Tri-County, top College administrators work to
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convince county planning commassnohs to include more expert business and industry
representatives on the commissions and other related agencies or counnlls Tri- County also
conducts plant-site vnsnt_s with most companies for which it delivers customized training, one
purpose being to establish good communications with'that company and its industry. Tri-County
faculty members are encouraged to become involved in plant functions and to spena summers L
seeking on-site work experiences with comparies in their ..pecnalty Tri-County ajso has a TEC
industry services representative who spends the majority of his time in the field making personal
calls on companies to market the College’s customized training services and to establish two- .
way co”mmunncatnons between the companies and the College for any other purposes that may £
ariser
. L : :
Triton College has perhaps the most unique—and probably one of the most effective—
strategies for establishing two-way communications with the private sector through its special R
relationships with professional societies and trade associations, and through the long-term
training contracts it has established with corporations. Bnngnng the trade associations' |
headquarters right onto the Triton campus has been especially effective, as it encourages experts
in various fields to become involved in College training activities as students, instructors (or
lecturers), or as advisory committee members. Triton also puts time and effort into maintaining . oy
its contacts with a variety of professional and technical networks around the country. These
contacts serve a variety of two-way functions, but are especially useful to Triton in locating
experts to |nstruc,t highly speclallzed customlzed courses Or seminars.
N

.’ [ ~»
BARRIER 12: Job openings may not always be available for graduates of tralning programs,
especlally of programs designed to retrain adulfs for new occupations. Retraining alone may not
solve unemployment problems; the result may simply be a graduated class of retrained,
unemployed people. Colleges must do everything possible to make sure that levels of labor
demand ensure jobs for such graduates, regardless of levels of student demand.

\

Solutions. Customized training for start-up in Michigan (Macomb Community College) is
funded by the state only if the company requesting the trairiing guarantees to hire all qualified
graduates. In South Carolina, start-up training funded by the state does not have this stipulation, -
byt the majority of training graduates have always been hired by the requesting companies, and '
Yurnover rates for hired program graduates ‘after one year in the company have been consnstently _

Iow (often around 1 percent).’ |

-«»

-

Triton College makes good use of its environmental scanning and its annual graduate
surveys to keep the College informed of local job market changes. The annual survey of
graduates probes how many graduates are employed in the areas of their training, and how wel!
their training matehes up with what their jobs entail. This information is used for yearly decisions .
on whether to add, delete, or modify courses and programs. In addition, Triton’s Job Training
Institute (JT1), which delivers accelerated training to adults forentry-level employment in high
demdnd job markets, has its own placement specialists, who contact business and industry and
"develop” jobs for JTI graduates. The goal is to have at least one promising interview Imed up for
trainees upon cornpletlon of their JTI training.

[
» ~y
-

‘ D. MARKETING OF CUSTOMIZED TRAINING

~

: L Y .
BARRIER 13: Colleges do not always make the right contacts or adequately communicate thelr
commitment to economic development and thelr customized training services for industry.
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. Ma&;etmg 1s a vital part of becoming involved with economic development in a'college's service

" area and is a sensitive function that requires skill, diplomacy, commitment, and intelligent insight
into the needs and desires of industry. This is particularly-a challenge when convincing top
company management of the benefits of customized programs to upgrade or retrain, the
company’s employeés, because companie’s ‘may not see the advantages of training through
community colleges, or may think there is a “catch” involving payment or governance. i

- - [] . 3

Solutions. There are a variety of approaches to marketing a college’s economic development

services, but at virtually every college studied, top administrative statf members at the college as
well as faculty in general are considered "‘salespersons” for customized training. At Tri-County,
Triton College, and South Oklahoma City Junior College, the top administrative staff conducts
intensive personal marketing that involves meeting with industry representatives who approach
the cpllege for training services. Several of the-colleges studied have specific persons or
depdrtments responsible for making direct industry contatts with the express purpose of
informing those companies of the college’'s customized training services and then selling them.

‘Several colleges make effective use of other marketing strategie< in addition to personal
selling. Triton College probably has the strongest and most diverse marketing strategies of the
colleges studied. Triton uses catchy slogans ("Are you running a school or are you running a
business?” and "Triton for Training”) in its direct mail marketing of training to companies, as
well as in marketing its courses to the community at large (daybreak courses have been ]
advertised as the “Breakfast of Ghampions™). Triton puts considerable emphasis on fcllowing up
every “nibble"from its direct mail campaign with intensive teleniarketing follow-ups {i.e.,
telephone contacts intended to set up appointments with company representatives in order to
sell customized training services). Triton also uses journals, popular periodicals and newspapers,
professional and trade networks, and radio ads. The college has a marketing office devoted to
pursuing its aggressive marketing policy, with expert graphics and advertising sfaff_to prepare its
enticing booklets, brochures, posters, letters for mail campaigns, and copy for ads.

Every college involved in actively marketing its customized training sevices has emphasized
the need for staff members. who speak industry's languaye—that is, these staff members must
understand a business’s priorities, listen well, talk “turkey,” try not to preguess or tell a company
what its needs are, and avoid educational jargon. A number of colleges are fortunate to-have
their key marketing'\,staff be persons who have owned or worked with industry, which lends not
only greater savvy to college-company contacts, but also greater credibility.

BARRIER 14: Colleges may not have the resources or may not have made It a prlorlt’y to do
extensive marketing of customized training services, though they may wish they could do more.
Some colleges simply cannot afford a marketing department, or do not have $tate funds to
support a person primarily.responsible for marketing customized training (as dogs Tri-County
through the TEC System). At other colleges? the notion pf economic developmé’nt outrgach
through customized training (is only beginning to catch on, or is not a priority-(i.e., may not be
. included in the college’s mission statement), or may not receive much support from the stg?e.

Solutions. South Oklahoma City Junior College (SOCJC) has an interesting tradition in
regard to marketing customized training that appears to work well, despité its somewhat reduced
emphasis on direct and aggressive marketing, as compared to some other colleges. SQCJC does
give some responsibility for direct marketing to the dean of community services, the dean of
career development and industrial relations, end the business-industry coordinator, but much of
this responsibility is shared with the rest of the College faculty through SOCJC's ®decentralized”
marketing approach. In this system, faculty menibers have primary responsibility for looking for

"
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opportunities to expand economic development participation and training in their own
specialties.’ While this approach has created a “fragmentation” of effort in the past, the new
structure —with the expanded resppnsibilities of the dean of career development and industrial
relations—should remedy the problem. The dean will coordinate all the faculty efforts and follow
through on institutional objectives. Fasulty members are nonetheless considered the best
program marketers because they have the expertise ‘and are best equipped to talk to rndustry
about the training opportunltles they can provrde

Macomb Community College does not have the resources to do.an extensive amount of
customized training, nor has it made this one of its priorities. Michigah's Department of Labor
provides some funds for free.start-up training for industry, but the state does not aggressively
advertise this service, nor is there a team approach.among the state commumty colleges to
promote~thé trarnrng As a result, Macomb staff have been Yeluctant to take a leadership role—
they have all they can handle in trying to stretch their budget-to meet.other college obligations,

“of which economic development-is only a part. Macomb staff members have recently been '
organized, however, to create a center for community studies and services, which does some.
planmng and outreach to inform the community of the College’s services, and to gauge what the,
commumty and industry want from the College Most outreach has been through contacts with
local chambers of commerce (highly active in economic development) and with work-education
councils in the county. The College has joined with the Michigan Community College Presidents’
committee to pressure the state to step t[p its support of customized training*and of the
marketing for programs that do exist. . :

~

BARRIER 15: Colleges may run into problems convincing companies of their commitmeént and
credlbility in deliv€ring customized training. Ngtonly do many company representatives think

there is a “catch” to customized training from a community college, they sometimes also doubt

that the training will be of sufficient quality, or that the coliege will foIIow through on all its

promlses . , e . .

Solutions. Administrators at alf the colle§es studied emphasized that the persan.responsible
for making direct contact with a company to market customized trainirig has to (1) convince the
company-that the college’s ‘customized training,program will be*‘conducted by qualified
instructors and (2) that the program will meet all of.the company'’s specified needs (as well as
any certification standards, where they pertain). One of' the most important marketing aids is the
college's track record, whrch should, show its long-term commitment to-industry training needs,
customized and/or noncustomized. The college should also cultivate a reputation for always
making good on its promises. For this reason, the president of Ttiton College has laid down the
College policy regarding all cujstomrzed training, _whereby even if College representatives -
miscalculate what the College’can deliver, the College always backs its comymitments and invests

- whatever resources are-necessary to make the training program work. . ' ] \\

Colleges that have bgen involved successfully in delivering customized training generally
keep track of the effectsfof the training on the productivity and employer turnover of the
companies. South Carolina (Tri-County) claims that its “Start-up in the Black” training allows
new companies to operate at almost immediate hlgh productivity rates because trainees receive
instruction on equipment and processes that are virtualiy identical to the set-up at the new plant. v
While this claim might be argued, there does seem to'be a reduction in the amount of time that
plants starting up in that state take to become productlve compared with start-up in other states
without such training. In addition, Tri-County keeps track of the rate of turnover for trainees from
its customized training programs, and in many case$ (especially for start-up training, where the

*
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College is involved in recruiting and selecting the 'lralneés) the rate of turnover is as low as 1
_percent during the first year of employment. This compares with turnover rates as high as 150
percent in a year for new employees recruited. bythe company and pot gi@en customized
training. Even in the less stable economy of Michigan, turnover rates of graduates from
Macdmb s customized training programs are 20 percent’in a year, compared to local companies’
‘more usual 85 percent. . ’ o

.

s

Several colleges take representatives of prospective companies to meet representatives of
~companies for which the college has delivered €G§tomized training. The local companies '
frequently.are quite ‘eager to give their recommendations to the visitors, and satisfied .
“customers” lend enormoUs credibility to a college's sales pitqh
At all of the colleges studied, the most important agent for commumcatmg and supporting a
college’s credibility is the college president, who must be the ultimate leader and contact for the
college’s customized training services. At several of the colleges, the interest, knowledge, and 1 1
commitment of the president to the college’s economic development éutreach and track reéord
have been’extraordinary, and the'colleges’ track records have been impressive. Presidents who .o
have the support of their boards of trustees and state agenciés in marketing customized training
and in insisting on maintaining the college’s training credlblllty tend to be the most effective, byt
even without sugh external support, the college presidénts are probablV the most important - —_ -
marketers for any economic developrnent outreach . ‘ : .

BARRIER 16: Some colleges have trouble convincing or assuring a company-that upgrading its
employees through customized training will not resuilt in those employees’ taking their new skills
and leaving the_company-for more lucrative employment eisewhere. This side effect of upgrading
programs is real, and some employees frequently take this path. Rival companies have also been
known to “pirate” such newly trained workers away from the original firm by offering the .
upgraded workers better wages or other benefits. - s *
] -

Solutions. Although no such instance was uncovered irf the five case studies, some . .
companies and/or colleges apparently require trainees in customized courses to sign documents
stating that they will stay with their original employer for a stipulated length of time following l
completion of the courses. At the request of a given firm, some colleges make sure that courseg
for industry make use only of that company’s specific materials and customized machines and
that training is highly specialized to the particular company’s operations. Changing jobs involves -
a basic individual freedom in this country,’however, it is questionable just how much any <ollege
or company can or should try to block workers from“exercising this right.

© 14
,

* BARRIER 17: Some companies do not want customized training because they do not want . ~
outsiders Invoived In thelr business. This fact has a is particular meaning for colleges delivering
- state-funded customized trdining, because some companies clalm they don't want a
governmental agency telling them what to do. o "
+ &( . - )
Solutions. No solution was encounteyed for this problem at any of the five case study sites. -
Macomb administrative staff members admit that it is virtually impossible to design customized
training without being given enough information about a company to “know what's going on with
it.” Therefore, they do not pursue customized training agreements with such firms.
. - \ 4
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E. QUICK RESPONSE CUSTOMIZED TRAINING l

” -~

BARRIER 18: It is &ften difficult te develop effective customized training courses on short notice.
When companles come to a communlty college for customized training, they often need the
trained workers * ‘yesterday.” Opportunltles for meeting these kinds of economic devefopment
needs are often unpredlctable Colleges frequently must scramble to design and develop N
curricula and lnstructlonal materlals find facilities and equnpment and acqunre or orient qualified”
instructors. \ o
In unionized compames it can be dlfflcult to get a consensus among company. union, and
college regarding delivery of castomized training and what the training should consist of.
Another related problem is that faced by Macomb College, whose area companles often handle
customized training as a bidding situation—that is, companies frequently call two or three other
cofleges, and the College then must (1) decide almost |mmed|ately whether it can and will deliver
-the training, (2) say how much it will cost, (3) make a commitment on a fast start-up date, and
(4) designate a qualified instructor. If the College does not respond with a “bid” that same,
afternoon or the next morning, the training contract almost certain'lég is lost to another institution.
- . - ' . . ”~
Salutions, Several colleges emphasize the importance of having all staff and ?aculty be well
informed about their college’s eConomic development priorities and why economic development
is so vital to the commur.ity. This—and a good deal of general preparedness on the part of those
staff charged with negot.ating and developlng the customized tralnlng—lnfuses college staff and
faculty with a sense of commutment fo economuc development efforts, and provides motivation
and confidence in meeting unpreducted training opportunities. -

The difficulty of finding qualified instructors is cited as one of the worst barriers to quick
response. Strategies for locating such instructors incluc e using full-time faculty where practical,
using members of adjunct (pzrt-time) faculty, using out: ide consultants, and using experienced |
employees from the very comvany requesting the custoriizes training. (These will be dlscussed
later'in the barners under “Fauulty and Staffing.”)

Macomb College, because of the very limited Tunds committed to providing customized .
training, sometimes functions as a broker rather than a provnder of training; by steering a firm
reQuestlng customlzed lralnlng to the services ot other area trainers V{ho own their own. training
consultation firms and work independently. Even here, the companies usually want the College
to remain a participant to some degree, asking College staff to look over the independent
trainer's syllabus, to cosponsor the trainihg arrangement and in general, to provude input that
‘adds credibility to the training.

Reyarding designing curricula and providing instructional materials, many calleges base |
customized courses on training modules that are already in use at the college in regular
occypational training programs. At South Oklahoma City Junior €ollege, statf members who put
together customized courses phone publishers to try to locate any materials that may relate to
the course (or any future courses the College is likely*to customize). The College staff’ members
also try to keep materidls on hand that appear to have utility for any potentual customized
courses. Many regular college courses are deliberately designed to be modular and flexible in
content so they can be reorgahized and adapted readily for customized tralnmg needs.

’ s

At Memphis, all courses—lncludlng customnzed training-must be for credlt and College staff
members are careful to make only minimum adjustments,to existing, approved courses,
whenever possib'z. Te remain elidible for credit (and thereby for state reimbursement), course

. .
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content must retain 80 percent of the approved curriculum. If the’ Cuo.tomized course requires

more adjustment the College compe sates an instructor to revise the curriculum or desrgn a

new one. Such curricula (with more than 10 percent revision) are designated “Special Courses,” $
and are covered for state approval under a generic Special Course description. This speeds up ’
the deslgn approval, and delivery of customized training enormously. (Course approval can take

up to a year in Some states, so most colleges do not offer customized training for credit unless a
company specifically requests it. In those cases, most colleges make use of special emergency
procedures to obtain state-approval, though delays are stiil a problem )

v ' ' Both SOCJC ana Tri-County use a competency-based approach in all |nstruct|on and this J/

enables very clear and concise definition in agreements about course content ‘and objectives P

Y when determining training needs. Tri-County also is currently puttlng all fundamental course,
modules on a word processor so staff can store, reorganize, modify, and print out customlzed
courses a§ they are needed . s .o

A SN
4 ) ) .

bARRlER 19: Many colleges have problems tinding funds to provide quick response in N

developing and implementing customlzed training as the. need arises. .

Solutions. In states where free start-up training is provided, there are usually set-aside
monies for the purpose of develo'bing or modifying courses. In South Carolina, facilities are

_created or adapted to meet special training needs through funds appropriated from local taxes X .
by the county planning commissions, but the state TEC System pays all other developmental a
costs. The focal and state economies are not\unduly stressed by these costs; since most such - - L

. g
training pays for itself in additional |ncome and revenues created by the new jobs, ofter” within a
year or two. N /

. At both SOCJC and Memphis, there is cons|derable budget flexibility, so that customized:
program development needs can bé met. At Memphis, a certain amount of money is budgeted
annually for its Business, industry, Government Division to operate customized programs, and
this money pays the salaries of the staff that develops the courses. On occasions when this
annual allotment runs dry, the College president always finds fund$ to continue the' division's
work. At alt of the colleges, the staff does whatever is necessary to gét a program up and,,
running—secure modules, hire consultants to develop a program, or fln‘d some other method to

enable quick response, and to fund course.development. . . . .
. hd <
o

4 , . X
F. CUSTOMIZED TRAINING MANAGEMENT

v/

BARRIER 20: There is a danger of a college overpromising on what it can actually deliver
regarding customized training. It is all too easy to get carried away by enthusiasm. The result
can be that a college tries so hard to be responsive thatits offers exceed its ability to,deliver.
o
Solutions. Having an administrative staff member ora department charged with coordinating
and controlling the college’s economic development outreach and marketing can dIPJnISh the
likelihpod that overpromising will eccur. Colleges such as Triton, where marketing i a major
thrust, nave found that they must continually caution themselves not to let their reach exgeed
' their grasp. The message is not, “Don’t do it”; rather, it is remembering that resources are not
limited. The ph|losophy at Triton has been, "'We take risks, but we don't fail—even if we lose
additional resources.” That is, if a commitment costs the College more in personnel or
equipment than was budgeted, the College tries to make good on its promise any\lay. because

%
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CoIIegF admrnrstrato*?s believe that the College's reputatron and cred|b|I|ty are worth more than.

some lost momes Once a collegs fails to deliver on its promises, it will take much more time and

many more resources to convince industry that the college will Tﬁ) it right”.the next tinre® e
A K
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BARR!ER 21 Companleh may collaborate wlth a college on setling up customized training for

. thelr employees, and then have to back out of the arrangement. This may occur after both the

- N company and the college have invesfed time_and money.into designing and developlng the entire

. training course, including curricula and instructional materials. The reasons usually are an

’ economic turridown or othey unexpected factor. . . ot

.\'A_\, -

Solutlons. There is no simple solution to this prob‘lem; colleges must be prepared to take this
. risk. However, economic development staffs at several colleges recommend that college
- management be careful about how much consulting the college gives away, gratis, in the
* planning phase of the activity, and how many staff members become involved whose time (and
salaries) will be a loss to the college if a company must back out of a customized training
"agreement after resources have been committed. It may also be a good idea in some cases to
have at least a simple contract with the company, aiid to write into that confract that the
company will reimburse the college for developing the instructional materials and syllabus and
consulting fegarding the activity. (This does not apply, of course, to start-up trarnrng funded by

-

¢
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, BARRIER 22: It can be difficult for college course developers to make sure that customized

courses teach the skills that trainees need and companies want. In other words, colleges must be
careful to communicate clearly with companies when designing the syllabus and content of a
customized course, so that graduates of the training have the skills to do the work the‘company
has lined up for them, Failure to match training with skill requirements can damage the
ctedibility of a college’s customized training services. ~* -~

. A related problem & making sure that courses teach the skills that actually relate to the
company's problems Too often, companies think they know their training needs, only to ¢

’ drscover Iater that they were on the wrong track.

- -

Solutlons At Tri-County, the College provides free needs assessments and qualified College
staff will frequently make site visits to company plants to work With company representatives on
designing course outlines and writing competency statements to guide instruction. The course .
syllabus and instructional materralsﬁ):e»closely teviewed by the College and the company, - -
logether, prror to implementation of training. The use of competency statements and the )
cqgmpetency-based approach to instruction srmplrfres communications and course development

efforts. o \/—~\
v * - ° -

SOCJC has companies that request customized training do their own in~house training
needs evaluations, and then the College collaborates4vith the company to produceTlsar-cut
competency statéments to guide course design, much as Tri-County uses. To keep the course in
line with the competency objectrves course instructors conduct interim evaluations using

. student feedback and revise the course as needed. This kind of formative evaluation is
conducted durrng customized training delivered by most of the colleges studied and has proven
invaluable in making sure that trainees are indeed learning the skrT’they are being taught, and
that these are the skills strpulated by the aqreement between the coIIege and the company.
Colleges may also encourage a company to conduct its own interim evaluat:on so tHat the
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_company can ascertain whether the skills belng learned are the skills it truly needs. Should any
“inconsistencies be revealed the company and college can collaborate on course modifications,
as needed : s :

3 .
L} @ . : " * .
f . - ‘f
BARR!ER 23: College qourse deslgnLrs may run Into problefhs wlth persons taklng customized
or other special training who do not have sufficient basic skiils to learn the more advanced skills
belng taught. Some colleges offer special training courses (noncustomnzed) on an open-door
basis—that is, Jequiring no prerequisites (e.g., Triton's Job Training Instltute) —but find that .
applicants frequently do not have even the basic skills needed. This problem is also encountered
in customized training, where skill deterioration due to disuse creatés basuc skills deficiencies in
some prcspectlve tralrfees . . . s
L] -

SOIutlons At Macomb, Triton, and Tri-County, applicants for special training courses are all
pretested in basic skill§, which may include basic reading, math, English comprehension and
verbal-ability, mechanical aptitude, and so forth."For Macomb's robotics training program,
applicants go through a two-week pretesting period that measures mechanical aptitude; space
relations, aﬁstract relatlons .math and English, and mechanical space relatians skills. i

To compensate for trainees' basic skills deflcuencles most of the colleges have begun to
include math and reading review modules in thelr customized training courses, to serve. as
“brushups"” for students whose skills have deteriorated throligh disuse. At SOCJC, students
whose skills are insufficient to enter Special training courses are offered remedial, open-ended
courses, suchr as.math review, where students’sindividual needs and levéls are jdentified and
materials are provided to bridge the gap between basic skills deficiencies and the skills to be
coveréd in the special training course. Students review the individualized materials and are
usually able to enter the special training tourse within eight weeks or less.

S s

At Triton, persorfs whose basic skills are not adequate for Job Tralmng Institute (JTI)
programs are counseled to get tutonng, including tutoring in English as a second language at
the College's Learning Assistance Lab. “If such prospective trainees insist on taking a JTI tourse
without the remedial tutoring, they are required to sign a dlsclaumer absolvmg the College from
responsublllty if they fail the course.

’

[y
v

BARRIER 24: Aliult students demand more in terms of training content and instructional '
methodology than do tradftional community college students coming directly from high school.
Some colleges frequently find themselves at a loss when adult students Iqse interest in chsses
rundaccording to the traditional lecture mode Adults also demand more individualization of
instruction. Holding the interest of adult learriers is 'vital to successful training, whether in
customized courses ot other occupational training.
Solutions. At Tri-County:instructors are required to conduct interim student evaluations
regarding the effecfiveneSs and interest level of the material and instructional modes and to
modify those as needed. Instruction is delivered in a wide variety of modes-—vudeotapes role-
playmg. hands-on experientes that relate academic instruction to tha job, slide-tape .
cpresentatlons paper-and-pencil actlvmes group discussions, and so forth. These modes are Y
interiixed to maintain a high level of student interest, Students also have access to videotapes
of the operations they are trying to Iearn so they may review the operatlons and assimilate the
material®more or less at their own rate.

~

“
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. there is state support for customized trainirg or not’

-

Triton's courses have buiit-in adult education techniques that vary the instructional modes to
maintain student interest. Some courses are on videotape and course conteni may be studied at
the students’ own pace during a semaster. Some courses and labs are open-entry/open-exit so
students may use the equipment at their own convenience during certain hours of on certain

days. - . -
y / ' » ] . Jnn,

At SOCJC, all of the courses are competency based and individualized to focus on students’
individual peeds in developing specified competencies. The College’s philosophy is to strive to
serve‘lndnvnduals first, because mdwnduals are the basic unit upon which industry's labor needs
‘must ultimately depend. .

Most of the colleges studued provide some form ofitraining in the mstructlon of adult learners
for their adjunct faculty who deluver most adult tralnlng ,

BARRIER 25 Too often, persons’in re!raining programs for the unemployed come to the
termination of their unemployment benefits or other resources, and must drop out of the tralning !
before completion. When this happens, the purpose of such training programs is instantly
negated; the trainees are unable_to use the training to get the targejed iobs, and the co]lege

loses the time and funds it has invested in those trainees:

SOIutIons Thisis a most serious problem in states such as Muchngan. where high rates of
unemptoyment make such retraining opportunities a vital hope, but \yhere unemployed workers
and their families increasingly find themselves at the end of their financial tethers. The retraining
program in robaotics offered by Macomb College in cooperation with the Downriver Community’
Conference has run into this problem frequently. The Downriver Community Conference has
tried to help keep such trainees in the program by providing a small stipend (at minimum wage)
for the time trainees spend in class. If such trainees are on government assistance (thenr .
unemployment compensation having run out), the Downriver Community Conference also gives

-

" them a stipend of thirty to forty dollars a week, plus ten dollars toward gas for travel. This small

incentive apparently can make the difference to soms trainees between having texdrop out of the
training’ or being able to complete it and go on to find employment in robotics.

- y'\ '
BARRIER 26: Colleges may find It difficult.to stretch limited resources to meet the chailenge and
additional costs of providing customized training. This is a problem at every college, whether

.
.
R

Solutions. The presidents at the five colleges studied are particuld?ly active in seeking ways
to stretch their colleges’ limited resources, making “the most of what we have.” Some presidents
be.ome entrepreneurial to a great degree, getting funding from as many sources as they can
find. They look for equipment donations and .facilities. They try to set up special training e
relationships with industry and trade associjations, as well ag with professional associations. They

. gampaign for gifts of scholarshlps For customized training etforts that are not funded by the ,
" _state, they become involved in determining how those courses can be offered in the most cost-
effective manner both for the college and the company. Often this results in customized courses

requiring a certain minimum of students in order to maintain at least a break-even status on
expenditures. Some colleges (such as Macomb) cannot always stretch resources to meet all
customized training requests, but do serve industry at least in the capacity of brokers to help
them locate expert trainer? ta deliver the needed training. )

.
- . -
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they come into operation, and there is often still srgnlfcant overflow.

- G. FLEXIBILITY OF RESOURCES
)
BARRIER 27. Competition is keen for limited space on campus {0 conduct both special training
. (including customized training) and regular college programs. Not infrequently, students or
companres may require the use of training facilities that are also used heavily by other coliege
programs For example, there is conflict at Triton over access to the word processing lab

because of great demand. Most seminars in Tritor’s growing Allied Heatth arga compete with
traditional classroom courses for space. Newly built fagilities on the campus fill up as fast as

.

-

Soiutions. Where practical, most of the colleges deliver customized training courses at ofi-
campus sites, most frequently at the company’s site. Triton also uses hotel or other facilities
when necessary. For Tri-County’s Spegial Schools training, it.is the responsibility of the local
county councils, together with the TEC System area commission, to set up and pay for.facilities

. off-campus if necessary.

Some colleges designated certain areas of buildings as specnal training centers, but overflow
. and competition for so:ne facilities and equipment remain a perennial nuisance. SOCJC has
" open landscaping in all its facilities, and diyiders can be moved around to give considerable
flexibility to classrooms and offices, but this is not always sufficient to meet all training needs.
Triton College puts its Office of Research to work saheduling usage of space for competing
p‘rograms in order to determine the best ways—and times—to share facilities during peak
periods. Triton also uses new buildings and training facilities built on campus through unique

cooperative relationships with trade associations. Collaborative scheduling allows the —_
associatlans and the College to share training facilities both for the assocratlons special training
and regular College programs. o

Creative scheduling is another important solution to conflicts for space and equipment.
Triton has at least partially resolved the problem of demand for its word processing lab by
. scheduling special training prqgrams’ use of the fagflities at unusual times, when regular classes
are not using them. Mem phis aTso uses creative scheduling to resolve conflict over the use of its
computer facilities by running some, of its customized computer training courses out of sync with
the school quarter when regular demand is greatly reduced. Macomb runs Saturday classes,
midnight or eatly morning classes, class€s on holidays, and classes between semesters in order
to give trainees in special programs access to equipment that otherwpe isin heavy use. Triton
uses the same strategy to considerable advantage.

¥ -

BARRIER 28: Working adults .and companies needing customized training are often unable to
-use traditional schedules. Many working adults have work schedules or home responsibilities )
that prevent them from taking cowses during nermal day or evening times. Companies may also
need training for employees to begin and end at times that do not coincide with the college’s
semester, trimester, or quarter. -

. »

Solutions. Triton and several of the other colleges make extensive efforts to meet the training
needs of adult workers by offering courses at unusual times to fit unusual needs. For example,
Triton has a Midnight College program offering a variety of training classes that run throughout
the night. These courses are especially convenient for persons working a second shift. Triton’
“Breakfast of Champions™ is a menu of courses available in the very earlysmorning (6 a.m. and
later) for adults wisning to take,a class before going to .vork. Weekend College courses at Triton
enable working adults to bring their children into the classroom, where subjects are taught so
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that both parents and chnldren may engage in intelesting Iearning opportunities. Also at Triton,
open-entry/open-exit courses allow adults to view videotaped course.-modules and/or to mak
.- use of lab facilities on a flexible schedule of thelr own choosing. 7\ ¢
At SOCJC, the academic calendar overlaps, with essentially seven different official entry
points thfoughout the year (every eight weeks) when students can begln courses. Every course
taught at Memphis is videotaped so that if working adults &fe forced to muss a class, they can go
. to the Learning Resources Center and review the tape.

To meet industry's training needs, roost of the colleges will begin a customized course at any
time of the year, because when companies naed training, they very often need it immed fately (or
nearly so), not when it is convenient for Ee college to start up a new class. SOCJC's frequent
course-entry schedule gives greater flexibility for customized courses that are run on campus,
though.the College will begin a new cougse at any time if the need is great. Triton is able to
customize a seminar or short course on fairly short notice, and uses flexible scheduling to enable
sharing of facilities on campus for courses that cannot begin off campus. Memphis’ Business,

' Industry, Governmernt Division frequently operates its customized training courses out of sync
with the rest of the College and while this has created some auditing problems {because ali
customized courses there are. given for credit and reimbursed in part by the state), the fL\xIblhty
is considered a vital part of the dolleges economic development commitment.

/ R -

- BARRIER 29: Every college faces problems keeping up-to-date_equipment for high-technology s
programs. With the increasing rate of new tegchnological developments and applications, colleges
have to scramble to keep track of the new developments, as well as to find funds or other
resources to acquire expensive equipment 1ha{ too-quickly becomes obsolete.

Solutions. It may be all but impossible for twdgyear colleges to acquire truly state-of-the-art
equipment in high-technology areas for training pragrams. As Clem LePack, section chief of
management and education for Western Electric (Oklahoma City) points out, "It is impossible . . .
for any school to keep up with what is going on in industry. In out particular case, you put your
new machines into your own development groups, you don't give them around to schools . . .
You supply your customers first.” ) . .

Y]

Even so, colleges must strive to acquire access to high-technology equipment, even if that
equipment is not the very newest, "cutting edge” equipment. For this purpose, most of the
colleggs studied actively seek loans or donations of equipment from industry. For many
customized courses, the colleges turn to the requesting companies to supply'the equipment, or
try to gain access to in-plant equipment for training at times of the day when the equipment is

r not normally in use (or between peak usage times). -

Tri-County haw access to & state equipment pool through the TEC System and the state’s six
Innovative Tgchnical Resource Centers dre busy acquiring up-to-date équipment in each of their
specialty areas. Some of this equipment is slated to be installed in mobile demonstration and
training lab units that can be moved around to the difjerent.collegei or other sites as nszded.

. v . x
ATriton College has resolved a number of its equipment problems\by bringing trade . -

association headquarters and training facilities onto the campus. The trade asso'cietions.maintain

. the most up-to-date equipment for their training programs and share the facilities and equipment

‘with the College's regular programs as well.
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BARRIER 30: Outside institutions that previously have provided free cooperative educatjon
oppoftunities for community college students are iow beginning to charge for those .
opportunities. For example, the hospital that used o provide clinical training for a number of
health-related programs at Macomb is now requiring the College to pay for the training. If the
" 7 Cdllege does not do so, the hospital will merely offer its facilities for clnmcal training to another
college or private school that will pay.
rd
Solutions. , The problem, of course, stems from the fact that hospitals and similar mstatutuork
are also suffering budgetary problems and must “find new squrcés of funding. It seems at this
time that colleges will have to find monies to pay for such clinical education opportunities.
 Alternatively, colleges could close such training programs and allow hospitals to do their own’
training —whereupon the hocpitals wolld find their training costs soarirg. The mutual
dependency of the institutions needsto be recognized. - .

. H.INTERNAL ORGANIZATION AND COOPERATION

.. ) N . o
’ ! - .

BARRIER'37: Staff resistance and institutional red tape within a college may teduce the
efficlency and effectiveness of the‘callege’s economic development outreach efforts. For
innovative programs internal barriers may involve the college's regular operational. procedures
and rules, contracts with faculty unions, and the fragmentatlon of perspectives on the college’s
mission and priorities that can occur in large, comprehensive community colleges.

Solutiong. First and foremost, administrators at all five collgges emphasize that ecoriomic
development™heeds to be identified clearly as a major component of the college‘s mission.
Colleges involved in economic development ‘outreach also need & “team spirit,” wherein all staff

and faculty understand and, feel part of the college's economic development efforts. At both™Tri- ‘

County and Triton, the priorities, goals, and pace come down from tha college prestdents and
faculty and staff are appnsed at every opportunity of those pnontles and of the college's
successes. Al Triton, the management style is free, allowing staff and faculty to pursue economic
development activities in their own individual ways. So long as’the jOb gdts done, there lS
freedom in how'the Triton staff does |t

.
v

At SOCJC, the College conducts a two- day annual management retreat {(about thlrty staff
from mid-management on up) to go through a process of prioritizing the ideas and concerns of
all staff and students. This group then decides on the institutional goals for that year and
delegates-tesponsibility for them throughout the College structure.

» ‘N v

At Memphis, the Business, Industry, Government Dlvision coordinators can call for
assistance from anyone in the Institute it help is needed. The Institute's pnoruttes are well
communicated to the staff and faculty, and everyone seems td"‘tave the commitment to do
whatever is needed. There is heavy reliance on the use of interdepartmental memos to convey
needs for assistance, and staff members expect to have to "do thlngs 8 hittle faster or d:fferently”
rnow and then to get the job done. .

In fact, being wnlllng to bypass or cut through procedural red tape when necessary is a
characteristic of the,most actie colleges in economic development-outreiich. For example, at
Triton, computerization is used as much as posslble to speed ug ordering books and other tasks.
but staff members 'do not hesitate to resort to pencnl and paper, telephone calls, or whatever it
takes tn get the job done. v .

P -
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Colleges havmg contracts with fullitume faculty members usually use direct negotlatlon.~but
this can lead tc troublésome delays. At Macomb, faculty members have shown considerable * .
flex:bullty. even though in somg instances. the College has had to override some gundellnes
previously establlsh)ed The strength of Macomb's internal responsiveness lies in‘the'fact that the
administration first ‘acquired the understanding and cooparation of senior faculty representatives. _

L1 “ . . . b
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Barrler 32: Unciear internal structure for handllng economic development efforts may create .
confusion among faculty and staff, as well as among companies requesting customized training
services from the college. That is, when responslbllmes for economic development outreach are
not clear to the staff and faculty of a college, important information tends to get lost or become
jumbled, and critical tasks may not be completed. Internal cooperztion is hampered. In addition,
companies interested in requesting customized training may be unsure of whom to contact at the
college. or who.at'the céllege is responsible for seeing that certain related tasks are done.

Solutions. The simplest and perhaps most efficier:t strategy that was encountered is for a
collége to create an internal organization and/or to identify a specific staff member (or members)
as the primary contact and organizer_ for the college s economic development outreach efforts.
Memphis has its Business, Industry, Government Division and codrdinators, who are selected for
their good human relations skills—which not only enables them to deal effectively with industry
representatnves but also facllntates good working relations with other college staff and faculty.

Triton takes a somewhat more diverse approach, with the president and all top admmlstratwe
staff being contacts with industry, along with the heads of the Employee Development Institute
and the Job Training Institute. Tri-County has a similar arrangement, although the industry
services coordinator is the main industry contact for start-up training. At these two colleges, the
involvement and awareness of faculty and staff are such that industry representatives can contact

. any staff member initially arid word will be passed along to the right people.
. ~~.

SOCJC appears to have melded the best elements of both the~eoncentrate" and diversitied
approaches On the one hand, industry contact is decentralized, with eiry staff and faculty
member being a part of the team. This is based on the notion that faculty members aré the most
knowledgeable persons to talk to industry representatlves about their specialty areas. On the
other hand, SOCJC does have an industry services coordinator who coordinates economic
develogment outreach attivities throughout the College, and who is responsible for fdllowmg up
on faculty contacts with industry, as well as for calling on indusiry himself. -

At all of the colleges studied, the issue of interdepartmental territoriality over the delivery of
customized training is a moot one. Departments and divisions seem willing to share
responsibilities, and most faculty and staff members are kept informed of the colleges priorities
and expectations in that regard. in all cases, the support and influence of the college presidents
are major elemgnts in ensuring clear communications and willing coperatlon

- BARRIER 33: There may be poor articulation—or sometimes competition—~among sister colieges
for economic development outreach efforts, especiaily for customized training opportunities. In
states with overlapping ecucational systems and jurisdictions, articulation may be poor, with an
element of territoriality and compstition for valuable resources (such as donated equipment) that
sometimes come to a college through customized training arrangements .

Solutions. Aithough the opportunity for considerable competitiveness among the sixteen
TEC System colleges in South Carolina wouid seem to be great, the state offices of TEC oversee

-

/ ‘ 191 ‘




\

the distribution of funds and equipment among the colleges and coordinate the articulation of
currigula as well. In Michigan, the absence of coordination of community conege services at the
state level is quite noticeable, and is probably responsible (at least in part) for the sometimes
acute competition among the state’s two-year colleges for customized training opportunities and
other potential resources. - .

The State Technical Institute at Memphis does not compete directly with its sister
organizations for students, funds, or customized training contracts. In fact, Memphis gives as
many customized training opportunities as it can to area vocational schools in West Tennessee
in order to reduce the competition for space and resources on its own campus as much as
possible without compromising the quality of instruction. It also articulates many of its curricula
to its sister institutions. Memphis faculty and staff are well aware that economic development
outreach is the number two priority in the Institute’s mission statement, and that economic
development must be a statewide effort.

I. FACULTY AND STAFFING :

BARRIER 34: It Is frequently difflcult to find quallfled instrucjors—often on short notice—to teach
customized couries. This barrier really has three main elements: (1) quite often, companies need

customized training in emerging technologies where the skills and knowledge to be taught are so )

new that few if any college faculty are qualified to teach them, (2)'companies need the training
to begin almost immediately, leaving little time to locate such instructors; and (3) even_for ’

customized courses not requiring instructors on the cutting edge of a technology, full-time )
college faculty usually already have full teaching loads and cannot teach a customized course as
well.” s

" Solutions. Four of the five colleges studied rely«primarily on part-time faculty or consultants
to teach customized courses or seminars. The major reason for using them is that such
instructors—who usually are also employed full-time in the spec alty—have the most up-to-date
skills and knowledge available in the training subject. Quite ofte:, especially for seminars and
workshops, such instructors have practical, hands-on experience with the theories, processes,
and/or equipment involved. In addition, these experts are often willing to travel to off-campus
sites to teach, and to teach in the evening hours or other times convenient to the company
and/or trainees.

Triton:College is'in a particularly advantageous region for finding qualified part-time
instructors in a.plethora of specialties, because of its metropolitan Chicago location. The College
also makes effective use of its many contacts through professional networks, its advisory
committee$, its other customized training customers, its relationships with trade associations,

i N . . . .
and other sources in order to locate and contract the best possible instructors for its customized
training courses. Such instructors are generally contracted on a one-shot basis, thcugh some
adjunct faculty have been with the College for years.

Tri-County is aiso able'to find part-time instructors for most of its customized courses
because the College is located in a retirement resort area. Many eminently qualified retirees
teach customized courses for the College. Tri-County and several other colleges may also use
skilled employees or even training personnel of the company as instructors for the course. This
is often riecess.ary for highly technical training because the course content may be proprietary.
SOCJC has even gone to a competitor company to find an instructor for a customized course,
simply because that person was most qualified to teach the course. )

<
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At Macomb, full-time faculty members in the various spémalty areas afe responS|bIe for
providing and updating lists of candidate instructors Sor customized training in their specialties.
The full-time faculty members consult the candidate mstructor files and make recommendations
for prospectlve instructors upon request. They sometimes make initial confacts with the
prospective instructors. This strategy has not always been completeiy sucéisful as lists are
inadequate for some specialties. Y

.. : . EY ,

B .

BARRIER 35: Regular, full-time-faculty demand the first shot at teaching all customized courses.
This may not be a problem for some colleges, but it is a serious one (especially for colleges with
" faculty unions) if full-time faculty are not actually qualified to_teach the specific courses.or if
they are already overloaded with teaching responsibilities. In ‘addition, consulting with full-time
faculty regarding instruction of customized training courses may delay finding a part-time
instructor elsewhere who is truly qualified. )

Solutions. At Memphis the Business, Industry, Government coordinators, with assistance
from the industrial relations and outreach staff, do al! recruiting for customized training. The staff
members of the divjsion do try to find a qualified full-time faculty member to teach the course’
before looking outside the Institute. -

At Macomb, the faculty contract procedure requires that when a continuing education
opportunity arises (this includes customized training), a notice must be posted for at least five
days to give regular faculty the first chance to bid on teaching the course. Most do not bid,
however, because many of the courses are conducted off-campus or at odd times. Also, in many
colleges, continuing education salary rates are lower than regular teaching rates (although in
some, such as Tri-County, the rates for customized mstructlorﬁn be substantially higher).

Of course, there are occasions when part-time instructors cannot be found to teach
customized courses, especially when the courses are offered during normal working hours (8
a.m. to 5 p.m.). At SOCJC, many customized courses are held during the daytime working hours,
when employees get released time from work. SOCJC has found that most part-time insiructors .
can only teach evening classes, so the College relies heavily on its own full-time faculty. Where
‘possible, those faculty members get released time from part of their normal teaching 1oad, and if
the assignment goes beyond their regular workload, they receive overload pay.

- , \
BARRIER 36: Part-time faculty have technical expertise In their speciaity, but may not be skilled”
or experienced in instructing adult workers. It does not help for instructors to know their
instructional content if they cannot convey that content effectivély to the students.
\/‘

Solutions. At Tri-County, the College offers a specnal Job Ins(}actlon course on fundamental
adult instruction, just to train instructors how to teach customized training courses. Triton has a
variety of approaches to helping part-time instructors become effective teachers. New part-time
faculty members are assigned a full-time faculty member as a mentor. Instrtictional methodology
and other important topics are covered in seminars opien to both full-time and part-time faculty
on Saturdays, with a small stipend As an incentive to attend. "Meet and eat” sessions are
provided to Triton’s part-time instructors, in which speakers give brief talks on instructional
methodology and other topics of interest prior to evening classes. Finally, new part-time facuity
at Triton are given an “instructor’s survival manual” containing teaching tips and other useful
information. .
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BARRIER 37: Coileges may have problems keeping fuli-timie faculty upgraded in thelr speciaitles.
Upgrading is especially important for instructors in high-te.hnology areas, because of the epeed
with which innovagions ar8 applied in industry and pecome vital to the training of qualified
employees. In some fields, such as computer applications and microelectronics, the evolution of
new technologies and ‘adaptations is so rapid that even the major manufacturers have problems
finding qualified trainers for their personnel. .
i

Solutions. For specialities where instructors need to be on the cutting edge of de.velopn%g?s.
. perhaps the most effective solution the colleges u<s is to send the instructors into industry,
receive hands-on experienceAvith new applications. At Tri-County, instructors are encouraged—
and rewarded—for seeking industry experience during the summer, and in some situations, the
College has been able to set up cooperative arrangements with companies or even research
centers at universities in order to train College instructors .and upgrade their know/le’dge and
skills. Triton College rewards its faculty for seeking industry experience by giving “points”
toward raises and promotions. While Memphis also praises this strategy, so far only about two of
-its full-time faculty per summer have been able to take advantage of the "return to industry”
experience. < . e )

Tri-County also sends its faculty along with students to take its Gwn customized courses
when those ‘tourses are taught by industry instructors. But most colleges must rely mainly on
providing occasional seminars-or workshops-for-faculty, on bringing-in-experts to speak d®vital
developments, or providing small allowances for individual or departmental staff development
purposes. SOCJC recently conducted computer literacy and applications sessions for all
departments in the College. Triton conducts its Saturday morning lectures for faculty, and also
" provides $150 in travel ailowances during the school year for each full-time faculty member to
attend professional development workshops or other activities.

o — ——— e . o

J. OTHER ECONOMIC DEVELOPMENT OUTREACH SERVICES

BARRIER 38: Colleges must find ways to meet the training -needs of entreprensurs and smali
businesses that cannot afford customized training.

2 A

o
Solutlons. Both Tri-Gounty and the State Technical Institute at Memphis have small business |

.institutes to serve local sfnall business training needs. These institutes are part of a small
'business network that is a project of the American Association of Community and Junior
Colleges and is partly funded by it. SOCJC also participates in this network.

Macomb has its own Small Business Institute—not part of the AACJC network—which helps
small businesses in the Warren-Mt. QEemens area. This institute provides early morning classes
(*Sunrise Seminars") for small businesses and for entrepreneurs. The College also offers
business courses for entrepreneurs at a local shopping mall. )

BARRIER 39: Colleges may find it difficuit to deliver much-needed counssiing and placement
services (fot training and-inding jobs) to the community at large. This service is particularly vital
for areas experiencing hif%h unemployment, and commiunity colleges are eminently suited to
deliver such services. In‘most cases, however, the service is not one that is stipulated either in
the college mission statement or in the institutional goals, nor is it supported by state funds or
priorities. If it is mentioned at all, it is clustered with "community service"—usually a low priority
in most state community college system mission statements. )
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_ Solutions. Some of the colleges try to meet at least some of this community economic
development need through seminars and workshops. Triton College, for example, recently
conducted a,one-day job clinic that offered occupational and training information, resume
preparation clinics and aid, plac_,m aid; counseling, and other one-hour talks or workshops -
related to the problems of unsmployment and job seeking—all free to the public.

/‘As part of a U.S. Department of Education project (the Collaborative Community Career
Guidance Program), the National Center for Research in Vocational Edugation trained Macomb -
Comrunity College counselors to provide guidance counseling to the pubtic in such locations as
public libraries, in order to maximize guidance counseling,outreach ,The philosophy of the
approa‘ch is that community colleges need to institute “storefront counseling” in order to take . *
career guidance out to where the citizens are and where they will feel comfortable in using the
service. This project is part of a long-term plan for even greater outreach, which may involve .’
taking guidance counseling into other public and semipublic locations such as shopping centers
and union locals. ) '

. -
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- ' . " GHAPTER 5
- CRITICAL ELEMENTS AND RECOMMENDATIONS

Analysis of the five community and technical colleges and the industry services they provide

has afforded some unique insights into,the critical factors for effective partlclpation by two-year

colleges in local and state economic development and the delivesy of training-for industry. These

recurring themes or elements for successful upgrading and retraining of workers also constitute

recommendations to practitioners and. policymakers who wisk: to become or already are involved

in meeting their communities’ job-related training needs. This sec}lon describes some.of those

critical elements and makes suggestions for how they can be incorporated into.colleges’

economic development outreach efforts. .

. 1. =Strong leadership on the part of the coliege president Is essential in mobllizing thes
coliege to serve industry and to aid in local and state economic deveiopment. College
presidents who see the need-for their institutions to beddme thus involved should take
the initiative instead of waiting for thsir states to manda}e their involvgment. Presidents

" 7 must educate themselves and their key staff members tq the poteptial roles that two- - ,

year collegés can take in economic development that angyond the scope of regular
‘occupational education and continuing education programs. Other critical tasks are to
assess community and industry training needs‘and-to0 make initial centacts with and
seek the cooperation of local industries, organizations, and agencies. At the sarrne tlme
presidents should make a priority of communicating the new institutional goals to their
staff and faculty, and sholld seek new ways to inspire them to a sense of commitment
and cooperation. Presidents must also reailocate the resources of their ;nstltutlons to
address the new priorities. ) s N

. " An excellent Caample is the preS|dent of Macomb Community College, who took
personal initiative in finding effectivé ways to stretch College resources and serve the . .
dire community need for economic development. Under hls leadership the College has
been a catalyst in getting area organizations working together on unemployment and
other related local'probiems. He has been particularly quick to seize opportunities to
.provide educational services for industry, as is shown in Macomb’s involvement with the
United Auto Workets and the Ford Motor Company in establishing théir National
Employee Development and Training Center, and with Volkswagen of America in
establishing its assembly plant in Sterjing Heights. The pfesident enabied Macomb to .
pursue these roles by restructuring some internal College organfzation and by putting ’
some Kkey staff on special assngnment

/f ) .’ ' »
The president of Triton College, through creative planning, enviroanmental scanning,

and.jnnovative programs and management, is in large part responsible for putting Triton

on the forefront of high-technology training and economic devélopment in Hlinojs.

2. The visibie commitment of top college administrators is a key in fostering commitment
throughout the college to serving Industry. Commitment results when governing boards,

. »
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‘administrators, faculty, and support.personnel are willing to do whateverit takes to get
results. The drive for such gdmmitment must come from the college president and, top
administrative staff, wpo must educate college staff and faculty, the board of trustees,
and community leaders in the crucial economjc development roles of two-yeag colleges.
This commitment is based on Iﬁa realization that the economic development activities of
*he college—including servnng the training needs of mdustry directly—have the potential
.o improve lite for everyone in the community.

At Tr| County Techlcal ,College, the presudent and everyone throughout the
institution are geared to serving |ndustry They know that this ultimately serves the
people by helping to provide well-paying jobs in the area. Commitment is equally
evident at the State Technical Institute at Memphis, where administrators and faculty *
alike are aware that provudlng special training, services to industry is an,important part of
their jobs. .

An explicit statement in the college’s mission statement or the institutionai goals-of the
president should commit the college to providing special training and educational
services to industry. By specifying such services to industry in these important .
documents, it becomes clear to everyonez-both internal and external to the college—
why the college is there and what it is to accomplish. Such a statement'should also be
supported by clear and vnsuble internal structures and procedures for operating the-
industry services programs, for promoinng and communicating the college’s intentions
and related needs to all selevant outside orggnizations and:agenciss, for finding
resources to |n|t|ate and supnort_ the industry sertvices, and for keeping always in vuew
the.mission of the programs and their fe{is:blllty 8

At Tritom Coliege,the presudent has placed economic development and serving
industry’s needs at the top of the annual list.of goal statements issued frcm the
president’s office. The list stipuldtes the institutional priorities and puts the rest of the
College on notice without the administration’s having to go through the complex
process of- updatlng the mission statement. LT '

» 4

At South Oklahoma Clty Junior College, everyone in the College has the
opRortunity to be involved in the institutional goal-setting process. Out of t;us process
has come the College's 1982-1983 goal to expand and give higher priority to |ts special
educational services for industry. .

The State Technical Institute at Memphis has the goal of serving the upgrading and
retraining needs af wdustry as the second half of its official mission statement. *
Institutional ﬂexlbliﬂy Is cruclai in respond.ng to industry's upgradlng and retraining
needs, as well as those of adult workers. industry's needs usually do not fit colleges’
regular patterns of-operation. Companies’ requests often stipulate tra»nlng at the 9
company site. Starting times and program lengths seldom conform to the academic
schedule, and companies usually want the training to start almost immediately. To
customize curricula-and find instructors, books, and equipment may require special
action within the institutions. Flexibility must be built into institutional budgets to enable
industry training activities to take place despite the,unpredictability of training demands.

Colleges must also become fledle to mest the training needs of adult workers.
This means being as flexIbie as possible in scheduling classes, sharing labs and high *
dermand equipment, iocating instruction, using instructional modes, and providing
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alternatives to class attendance for adults with home and other outside responsnbllltles .
Other nontraining assistance to help adult workers or the‘tinemployed to €nd classes
and complete their training may require institutions*to build basic skilis.remediation
directly into customized or bther special courses, as well as to provnde tutonng child
care, financial aid, and other kinds of assnstance

The mission statement of the State Technical Institute at’Memphls spécfﬂes that
there shall be flexlblllty within theystltutlon to provide special training services to
industry. This exceptional statement highlights the priority the Instltute.glves to meetlng :
industry’'s special t’plmng needs. . e

S. Good communicatjons—both-with outside organlzatlons and-within the college itself— S

are pivota! to servlng industry’s tiaining needs: Colleges must communicate clearly to

industry what kinds of Services they offer}hat will'help companies increase their

productivity through |r3vestment if upgrading and retraining employees. To that end, i)

colleges need a sttucture for marketing their servnces as well as effective strategies for

contacting local and prospective employers. The major tasks of the markefung unit must

be to communicate what services the college offers, how the services may be delivered,

how dependable the college is in making good on its promises, and what benefits there .

are for companies that use the upgrading and retraining programs. College )

representatives must also Iisten carefully to companies’ expressed needs and must seek \
! : oppottunities to meet those needs. Finally, lnternal communication lines and clear

procedures are needed within a college to enable information about opportunities.to

serve industry to reach the right people promptly, and to facilitate interdepartmental

cooperation in developing and delivering mﬁustry training.

.

-~
Triton College has exhibited unusual expertise in communicating to tompanies and
individuals the College's capabilities for serving their training needs. Triton's remarkable
marketing strategies have attracted many clients and its creative, high quality services
have established its excellent customized training reputation and inspired the spread of '
favorable comments about its services. . . S
/
The business and industry cootdin&tor at South Oklahgma City Junior College
) emphasizes the importance of listening thoughtfully to clients, as well as gearing up
\ ' College resources to tailor programs or services to meet those-needs. As a result, the
College has received accolades from catisfied customers for staff's ability to understand
what companies want, for delivering it as promised, and for monitoring the process to
ensure company and student satisfaction.

6. The college must convince Industry of Its commitment to serving industry’s tralning
. heeds, Coileges mus{ make their commitment visible to companies. One way is through
official mission statements and established industry services units. Another is being part
of a state-level economic development system with mandated funds to support
customized tralning. But perhaps most convincing is establishing and meintaining a
track Yecord of sound successes and no fallures—"nothing succeeds like success.” This
means that colleges must give careful attention tn the details of planning and delivering
training programs. College representatives should listen closely tc what companies are =~ # '
a telling them, and should “speak industry’s language” to gain the respect and confidence
of management and workers. Finally, colleges must be ready to back their commitments,
no matter what problems may arise. A college that backs out of a commitment or fails to
deliver on its promises loses its training credibility. More resourcas may be expended

. . v
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, recouping & college’s damaged reputation than are.likely to be spent supporting an
underbudgeted course or revising a program in midstream to make it deliver what was
promised. ,

Labor organizations must also be convinced of colleges’ commitment to serving
them. In colleges’ educational outreach, labor organizations dtten feel-left out or
ignored. College representatives need to learn how to establish relationships with and
gain the confidence of labor leaders. Labor representatives should be included on
appropriate advisory committees. Also, college industry service representatives or
college apprenticeshio coordinators need to be aware of labor's educational needs and
how to tailor the college's services to them.

The State Technical Institute at Memphis makes its commitment clear through its
mission statement and through the existence and activities of its industry services urfit,
the Business-Industry-Government Division. In South Carolina, the state Technical
Education System (TEC) is active proof of the state’s commitment to attracting and
serving industry. Tri-County Technical College embodies this commitment with its
impressive track record of industries.it has,served. While Triton College is,not «
sig ﬁifiga ntly involved with state economic development efforts, it has built an impressive
track rec0(d.and makes good use of it In its industry services marketing aotivities.

! .

Accurate and up-to-date profiles of local industries are vital to serving local economic
development needs effectively. Such data reveal training needs anq identify factors that
have potential for incregsing economic growth. An up-to-date profile of area,industries
.is evidence of the extent of the college’s ifvolvement and commitment to meeting local
industry. training needs. An area profile can also be a powerful public relations
instrument, showing linkages with industry, success in providing customized training,
and a record of the college’s responses to local economic development needs.

Tri-County Technical College keeps close tabs on companies in its service area, as
well as of potential new companies. Staff members with this responsibility are the
president, the industry services representative, and specialists in the Continuing
Education Division. Their giforts are pobled to produce accurate, up-to-date annual
reports and other publications showing the number of people trained through the
College, tho number of new jobs the training helped to create, and the amount of money
they subsequently brought to the area. The focus of the College’s 1982-1982 Annual
Report was on economic de_velopment and the College's successful role in it.

Triton College in lllinois uses two main methods in keeping up to date on changes
and trends in thé negds of companies in its service area. Its Oftice of Research conducts
frequent surveys to gather needed information. in addition, Triton’s administrators are
adept in “environmental s¢anning,” whereby they seek pertinent information on events
that affect their activities and the College's'role in economic development. In this way
they can be proactive in seizing opportunities and addressing both short- and long-term
needs. . < . -

Designating an office with specific-responsibiiity for providing industry training services
s critical to suctess. This not only furnishes an identity for the cgllege’s services to
industry and provides staff to‘do the job, but also—by allocation of these resources—
demonstrates institutional commitment. =

*”.




All five colleges in the study have clearly designated affices for industry services.
There is considerable diversity in the structure and responsibilities of these offices, as
well as variety to where in the institutional organization they are located, but their
. .1 existence makes clear tc everyone that customized training is available. For example, .
! Macomb Community College has its Tailored Educational Programs and Services .
.(TEPS), Triton College has its Employee Development Institute (EDI) and Job Training
Institute (JTI), and the State Technical Institute at Memphis has its Business-Industry- -
b Gavernment (B.I.G.) Division. } i .
4 ¢ . .
9. Companies must see how they wlil benefit from using the upgradihg and retraining
. services provided by the college. Profit must be the “bottom line” for industry, and
colleges must demonstrate clearly that they understand and support that priority for

industry. @ .

. One of the statements repeatedly made by satisfied.customers of South Oklahama .
City Junior College is that the College is able to provide the training the companies . *
want at a cost that is less than if the companies were to do the training themselves. In

South Carolina, where the state provides free start-up training, companies are ablé to

use such training to “start up in the black.” Even there, however, many companies must

still be convinced by industry services representafives and other TEC System tollege

person‘hel that colleges such as Tri-County can really do the job, for them and will teach *

the cbmpetencies t?eir employees need. . .

s

* 10. Being an Integral part of a state system for economic development is an advaniage for a .
" two-year college. Colleges that are part of a cohesive state economic development team .
usually have state funds allocated specifically for start-up or retraining programs, N
including funds for equipment. This kind of relationship also fosters good cooperation
among the various agencies and bodies involved in economic development.

teams. Some states do not have specific economic develdpment agencies, or economic
development efforts are in their infancy. Two-year collegés in such states should lobby
for more active roles in state economic development plans, and especially for funding

} for (at least) customized start-up training and for an equipment pool for the state two-
year college system. By becoming part of active state economic development efforts,
two-year colleges can greatly extend their capacity to reach out to meet ind ustry «
training needs with up-to-date instruction and equipment. N ‘ .

In many states, two-year colleges are not part of the{\ates' economic development

4\
In states such as Tennessee and South Caroliha, two-year community and technical--\-—-—-"
colleges are important elements in economic development and function successfully in
that process. At Tri-zCounty Technical College, faculty members can call upon state TEC
System resources to help develop curricula, produce instructional materials, find needed -
equipment, and even pay the costs of delivering cystomized start-up training, as well as .
provide many other advantages.

11. A staff development system that helps faculty keep up to date is crucial in dellvering .
effective ‘'upgrading and retraining. One of the challenges of working with industry is
keeping instructors abreast of changing technologies. This is particularly essgntial in
delivering*customized training in high-technology epecialties. N
All of the colleges in the study have found that working with industry is good for

faculty members, especially in terms of keeping their skills and knowledge up to date
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with the equipment and processes being used by local companies. The more exnerience
faculty have-with igdustry, the easier it is for them to relate meaningfully to the workers
they train. Structured work experiences, whether durlng summer vacations or on
sabbaticals, are proven staff development experlences The colleges studied all are in a
developmental phase of arranging such work exparlences or providing incentives for
faculty to pursue ‘them. S :

Active advisory committees ate critical in providing information and contacts for quality
upgrading and retraining programs. Advisory commr\ttees can be useful at many college
levels including committees for regular program areas, for the industry services unit,
and a commlttee to ‘advise the collegé as a whole. ' . s

~m M f
All of the colleges studied have well- establlshed advrsory commlttee systems and a
firm philosophy that expresses their |mportance The colleges make extensive and -
frequent use of their advisory committees and deperd on them for information and
guidance. Advisory commitee involvement nakes-a significant difference in the quallty

and .éxtent of the colleges’ programs and services, especnally when committee members

.are owners or executives of'representative area industries: * .

A - >

Up-to-date eqﬁlpmenl is a Key element In providing quality upgrading and retraining for
Industry. Educetion often lags behind industry in using equnpment available for training.
But matching equipment used in ingtruction as closely as possible to eqlipment used in
actual work is crucial, because the ¢loser the training experiences are to actual work
situations, the greater is the transfe bf learning and the development of competencies
needed on the job. - - ¢
o \ .

All of the colleges studied had problems obtaining equipment needed to keep théir
high-technology programs up to date. Technology is changing so rapidly (at the same
time that funds for education are declining) that the colleges are caught in a bind. Some

‘companies have come to the rescue by donating or lending equipment. An example is at

Triton College, where the National Society of Die Casting Engineers has astablished its
headquarters on campus and has provided access to its equipment for the training not
only of its own members, but also for stydents in the College's regular Die Casting

.
-

In South Carolina, the state provides equipment from its equipment pool for the
Spacial Schools start-up training delivered by the technical colleges, such as Tri-
County. But there and at other colleges, when equipment is otherwise not available, the
colleges conduct customized training at company sites and use the companies’

" equipment and facilities where and whenever they become available for training

purposes.

Close coordination Is essential among college lndush’y services reprasentatives,
customized training Instructors, and company personnel when planning, conducting,
and evaluating customized training courses. Colleges should follow this philosophy in
order to ensure that the courses fit the needs of the company, follow its procedures, and
adhere to its philosophy of training. . »

A company personnel director who\,bes used the customized training services of
South Oklahoma City Junior College stressed the importance of this kind Qf attention tb
cooperation. In a company where the plant supervisor was not involved with the college
instructor in planning a customized cqurse, the supervisor felt threatened by the course

.
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and created problems, thereby reducing its effectiveness. The College delivered a similar .
course for a different company, but in this instance the company supervisor was asked
to orient the course mstructor provide input into the course content, and monitor the .

.instrection. This time, the supervisor saw how the workers' learning could be applied,

and the company received the full benefit of the training.

Technically competent instructors who know how to teach adults effectively are

necessary for quality training in an industrial context. The importance of tha instructor

in teaching adults in.a work setting was stresed at all colleges studied. The State

Technical Institute at Memphis has strengthened its instructional outreach to industry by .

hiring two full-time master teachers for the Business-Industry-Government Division. One

instructor’s expertise is in human relations and management and the other's is in the.

technical-scientific arena. .

Ve »

Often a potential instructor'is technically competent but lacking in teaching skills, in »

which case in-service education.is requited to give the instructor the range of

competencies needed to reach adults in the work environment. Triton College relies

heavily on practitioners hiréd from industry to teach its customized courses, and it has

found that it needs tp help these people develop teaching skills. To do so, the College

ofiers a series of semiriars in adult teaching msthodology, and provides a full-time

faculty member to sefve as mentor for each new part-time instructor. This has worked

so well that all part-time faculty are now involved in the program.

An institutional incentive system helps secure the involvement and cooperation of

facuity in servlng industry’s needs. The colieges studied have found that customized

\]

" courses seldom fit usual college time frames and procedures. To encourage staff and

faculty cooperation in such efforts, colleges should find meaningful ways to reward thelr
people for the extra work and time they put in to make-the courses work.

At South Oklahoma City Junior Collgge, ifistructors and departments are expected
to meet annual goals for a set number of full-time equivalent students (FTEs).
Participating in or offering courses for industry increases the number of FTEs generated

.and is counted toward the department’s or ihgtructor’s goals, and is also taken into

account for instructors at evaluation time. Th¥ State Technical |nstitute at Memphls
adds the incentive of a dollar an hour more for instructors for classes taught off-
campus.

The scheduling of courses at times and piaces convenlent to companles and employees
is critical to successful economic development outreach. This perticular area is highly
dependent on college flexibility and creativity. It often means that a course may best be
taught in a place of business or during working hours or |mmed|ately after them, or even
during the "'swing shift.” Colleges must be willing to go where students need them,

when the students need them.

r

Macomb Community College offers its popular "Sunrise Seminars” for retailers of a
_local shopping center in the mornings before the center opens. Triton has reached out
to its community through its “Breakfast of Champlons” courses in the early morning
hours. Triton also has a "Midnight College" whose classes start after midnight. Triton’s
Employee Development Institute offers customized courses around the clock wherever
they are needed. s < \
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)mlsunderstandmgs between industry and the college, a college should stipulate time

“responsibilities. If & faculty’ member from elsewhere in the Institute is utilized, that
o

19 "'Qulck response”is a key factor In meetlng industry's training needs effectively.

- often wanted and expected the colleges to deliver such training very soon after request,

‘company, and printed out for use. ¢

- . . . * " ' l‘\ » -
lncludlng time for course development and evaluation in schedules and budgets for .
customlzed training is crucial to successful programs. To avoid budgetary problems and

and budget monies for the de elopment,of customized courses as well as for their
evaluation, A cojlege should aSsign a staff person to develop the necessary course
materials, and this person’s time should be budgeted in the customized course funds in
order to ensure that the work is accompilshed and. a quality educational experience is
provided. , ) &

The State Techn!cal Institute at Memphis finances such activities by maintaining
staff in the Busmess -Industry Government Division who have these specific

person’s'time is supported. South'Oklahoma City JuniorCollege has flexible contracts
with faculty members that enable them to build course development time into faculty
members’ assigned scopes of work. -

Colleges must create or have in place a response mechanisfn that allows them to
respond Gujckly and flexibly to industry training requests and to assign gppropriate staff
and r,esources to the effort. At all the colleges studied, companies requesting training

because the companjes’ productnvuty and market competitiveness required employees'to
develop new competencies quickly.

Tri-County Technical College is always in a “go" position to respond quickly to .
training requests. This is facilitated (for start-up training) by the state's Special Schoois k&
concept that provides a pool of funds, equipment, and services, as well as by a full-time
industry services representative located at each technical college. In addition, the total
commitment of Tri-County staff and faculty to servihg industry gives such requests a ..
high tnstltutlonal priority. To facilitate quiok responses even more, the College is putttﬁ’g\
its instructional modules onto word processor disks. This should save much course
development.time, as related modules can be quickly revised, reorganized, tailored for a

The same pervasive sense of mission, as well as a superb organlzatIOnal‘structure .
and mandated flexibility for providing industry services enables the State Technical
Institute at Memphis to respond quickly to industry tralnlng requeéts The establishment
of the Business-Industry-Government Division as an entity equal to the other units of
the Institute gives the division the authority, staff, and resources to respond quickly and
with quality Instruction

Sharing resources amonig related colieges—especially those within state systems—

should enable more colieges to meet industry's training needs more effectively. Colleges
should seek ways t0 pool and share resources, even when the state system does not
specifically support such activities.aPooled resources could include the sharing or

lending of equipment, instructors, and curricula. A currlculum-sharlng network may be .
the most immediately feasible type of resource-sharing activity, and could be greatly
facilitated by putting course outlines and other materials onto word processors and/or

sharing the materials via electronic networking {using computers hooked into the phone
system). Colleges with newly developed courses that are on the cutting edge of a .
technology may even be able to "rent” such materials to other colleges in the state or

sts.

&5 '

across the country, thereby recouping socme or ail of the course development




21. Evaluations and feedback mechanisms gauging the quality and outcomes of customized

instruction should be bullt into customized courses In ordeér to ensure successfui
programs. Formative evaluations conducted at midpoint or at several pgints during a
course are invaluable for ensuring that a course is on-target and that students are
learning the competencies desired, because such feedback perniits *midcourse”
corrections to be made to steer the instruction into more appropriate directions, if
necessary. Summative evaluations provide valuable inforination on the strengths and
weaknesses of the course and the instructars that can then be applied to improving
future courses. Summative data are also highly important to building a credible track
+« ‘record in customized training offered by the college.

. Because of the changing nature of the.economy, tec?mologies. the job market, and
worker expectations, colleges should review summative evaluation data periodically to
get an overview of how effective and on-target their overall customized training policies
and procedures are. Colleges should expect to have to refine or revise such policies and
procedures periodically. Also, the policies and procedures shauld be expected to
change as colleges mature in their customized training outreach efforts. The needs and
capabilities of a college just beginning such efforts will not be the same as those of a
college with a more established program.

CONCLUSIONS

The analysis of the five college case studies substantiates the claim that two-yeér colleges
can contribute substantnaliy to local and state economic development despite very divergent
economic climates, significantly different.state community and technical’college systems, and
different institutional missions and structures. All five of the colleges studied found creative ways
to adapt and respond to upgrading and retrammg needs despite such common problems as strict
limits on funding and other resources, shifts in student demographics, scarcity of space and.
equipment, and especially the rapid pace of advancing technology. The colleges’ track records
[prove that they have made a::gal difference in their communities’ economic health by providing
trammg and other industry services that contribute sngnmcantly to job creation, industry .
retention, technology transfer, increased worker productwnty. and the betterment of work life for
community adults. . - .

The colleges are able to provide these special services for adult workers and industry
because strong presidential leadership and thd commitment of administration and staff create a
climate of cooperation, flexibility, and service. College staff members have shown their
willingness to make extra efforts and to go beyond standard operating procedurss to reach out
and meet--even anticipate—upgrading and retraining needs with innqvative scheduling,
instructional locations, course content, and modes of instruction. This commitment and flexibility
ate at the heart of successful upgrading and retraining programs at postsecondary institutions.
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