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Q Analyzing Workforce Education

Preface

In January 1995, the Texas Community and Technical College Workforce
Education Consortium sponsored an intensive Workforce Education Analysis Academy in
El Paso, Texas. Thirteen Texas community and technical colleges were represented:

Austin Community College
El Paso Community College
Grayson County College
Houston Community College
Howard College
Kilgore College
McLennan Community College
North Central Texas College
North Harris College - NHMCCD
North Lake College - DCCCD
Richland College - DCCCD
Odessa College
Texas State Technical College Sweetwater

The participants studied current issues in workforce education to expand their knowledge and
enhance their programs serving business and industry in Texas. The academy provided a
forum for college professionals to analyze their current experience in workforce education
as a means of facilitating program refinement. Topics addressed, based on a prior survey of
participants major concerns, were: marketing and company buy-in; needs and task analysis;
issues in curriculum development, revising Indicators of Program Quality for use in
designing, implementing and evaluating workforce programs; and transfer of training.

This report details strategies for program improvement, as defined by academy participants,
for the topics mentioned above.

© Texas Community & Technical College Workforce Educatibn Consortium 3
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Q How do we know what they need?

Debating the efficacy of extensive task anzlysis.

Task Analysis. A few years ago the term was new to most of us. As we

learned more about creating functional context curricula in workplace settings, the process
became the order of the day. Yet, now, as federal funding for waorkplace education
dwindles, and industry transforms at a rapid pace, educators often find that the words “task
analysis” cause a quandary. We think we should do it, but tight resources and rigid
timelines frequently make it difficult to carry out meticulous audits prior to course
development. Participants at the Workforce Education Analysis Academy sponsored by the
Texas Community & Technical College Workforce Education Consortium all agreed that
extensive task analysis is necessary for some workforce education efforts, but that it is
unrealistic for others. In fact, participants actually sighed in relief when facilitators broached
the issue. It seemed that "task analysis guilt” had plagued the group. The message from
leaders was clear, if you're going to create authentic functional context curricula, extensive
task analysis is a necessary precursor.

When the Consortium published its handbook in 1991, staff presented a detailed
compendium of needs and task analysis techniques developed to leave no stone unturned
when initiating new educational programs in partnership with business and industry. Time
commitment estimates for needs assessments that included these task analysés averaged 12
hours for every course hour to be offered. Task analysis usually included employee
interviews, detailed observations of job tasks, and exhaustive surveys of printed text used on
the job. These activities, when correlated to a matrix of literacy and basic skills, are
sometimes called a “literacy audit,” or a “literacy task analysis,” designed to deliver a
detailed picture of exactly what underlying basic language and math skills workers needed
to perform their jobs. At that time, many programs nationwide enjoyed prosperity from large
federal grants. These resources made it possible to conduct extensive needs assessment that
included these meticulous task analysis processes.

© Texas Community & Technical College Workforce Education Consortium 5
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Other community and technical colleges not blessed with federal dollars were continuing
with business as usual - channeling requests for workforce literacy, basic skills, and ESL
classes to contract training departments. There, coordinators often “determined” needs during
one or two short meetings with management. Frequently, company representatives simply
told educators, “My employees need to get the GED,” or “These people need to learn
English.” Task analysis was rare. Coordinators selected pre-packaged curricula, hired
instructors from rollodex listings, and scheduled classes. Success, of course, varied greatly.
If the class failed, the business often simply declined to renew the contract to continue the
educational effort.

This year, Congress will likely slash federal funded workplace education. Simultaneously,
more and more businesses request literacy, basic skills and ESL instruction for their
employees. College contract training departments now recognize the value of more
comprehensive needs assessment, including task analysis/literacy audit activities, and
resulting functional context curricula. Therefore, coordinators ask businesses to pay for these
costs, which can be quite extensive. Businesses may be unwilling or unable to shoulder
the burden. Workforce educators from around Texas express this quandary: they feel
compelled to do extensive task analysis as a precursor to course development, but often
haven't the means to do so. As a result, some come to question the legitimacy of their
products.

During a recent teleconference sponsored by the National Center for Adult Literacy, Larry
Mikulecky suggested that educational entities offer a free job task analysis as a marketing
tool. While this may be an intriguing concept, community college staff seldom have the
luxury of offering a bulk of their time on speculation. Texas State Technical College was
able to provide an area manufacturer with a free needs analysis under the assumption that
the data would lead to a large Smart Jobs grant. It did. However, these opportunities may
be the exception rather than the rule. In any event, TSTC staff has developed a
comprehensive needs analysis system that includes a menu of tools to quickly and effectively
gauge industry need. '

The task analysis quandary may be misguided. Sheryl Greenwood Gowen, in her book “The

Politics of Workplace Literacy,” (1992, Teacher's College Press, New York) questions the
outcomes of extensive task analysis efforts:

“The literacy audit, the centerpiece of much functional context curriculum, is a process
whereby observation, interviews, and the collections of written materials are used to

@ Texas Community & Technical College Workforce Education Consortium 6
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determine the literacy skills supposedly “embedded” in specific job tasks. This audit
assumes that employees and supervisors explicitly know and can explain in step-by-step
sequence what skills are needed to perform a job well It further assumes that the auditor
will be able to recognize and describe literate behaviors in the same ways employees and
supervisors do and then construct ways to measure these behaviors. These two assumptions
conflict with current research (Cook-Gumpez, 1986; Heath, 1983; Lave, 1988; Scribner &
Sachs, 1990; Sachs, 1991), which suggests that knowledge about process is often more tacit
than explicit, that it does not necessarily transfer from one task to another or one context to
another, that it is socially and culturally constructed, and that it is not always conceived of
in linear, sequential detail.” |

While most acknowledge the importance of authentic needs analysis, workforce educators
began questioning the cost-effectiveness of conducting elaborate, expensive, labor-intensive
task analysis as a pre-cursor to curricula development. These questions became even more
relevant in relation to SCANS and the move toward team production and continuous
improvement. Jobs change so rapidly, and employees shift so regularly, educators find
themselves asking, “Is it really worth the effort?” while businessmen query, “What am I
getting for my investment?” A year of exhaustive work could be invested in task analysis
and comprehensive functional context curricula, only to have the product become obsolete
within another year. Industry representatives recently criticized educators in Texas for their
inability to react quickly and provide services in a timely fashion. Over-reliance on doing
extensive job task analysis as a precursor for instruction exacerbates this problem. And,
although developers claimed that the products had relevance in similar business/industries,
transference rarely occurred.

Clearly, early task analysis models have roots in specific job task training. (Indeed, it was
first by the military in the 60s to pinpoint specific training needs for skills-poor recruits.)
In these cases, the desired result was narrowly defined, top-down rote learning to master
specific tasks. (For instance, teaching a garment worker to sew on a watch pocket, or
teaching a maid to ask guests how many towels they need.) The lessons often addressed
only skills that the employee needed right now - ignoring skills the employee likely would
need in a few months or years. Current research regarding changing workplaces and skills
defined in SCANS . is antithetical to this practice - warning against rote learning of rigidly
defined tasks in favor of critical thinking and problem-solving. (For instance, facilitating a
ganrent workers analysis of current work processes and development of ideas for
improvement, or facilitating development of a maid’s communication strategies for dealing
with a guest who is angry for a variety of reasons.)

© Texas Community & Technical College Workforce Educaiion Consortium 7
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In addition, economists and human resource professionals describe an increasingly mobile
labor force and predict that most workers will stay in one job an average of three years.
They site flexibility, and the ability to adapt and learn new concepts as primary. Job
“resiliency” will replace job “security.” This prediction leads usto question the whole notion
of functional context based on discrete job tasks and the skills underlying them. Too often,
this process feeds traditional top-down modes of education that focuses on a narrow range
of skills defined for specific job categories. We have to ask ourselves, “How beneficial will
this be for a workforce on the move?”

Indeed, in “Basic Skills for the Workplace,” (1991, Culture Concepts, Toronto) Paul Jurmo
suggests that educational programs may not even be the best option for some companies.
“The solution to many supposed employee basic skills problems might in fact be a
restructuring of particular jobs to enable workers to perform more efficiently and safely with
the skills they already have.” In a recent report entitled “What Makes Workers Leam,”
(1993, NCAL, Philadelphia) Donald Hirsch stresses “There is a need to pay more attention
to the tools people may need to learn more effectively within their organizational settings.”

Tota! Quality Management trainer Joe Ramirez in 1994 told Consortium members that where
a business is going may be more important in terms of training than where it is now. He
advocated a broad-based needs analysis comparing current job requirements with anticipated
job requirements, instead of specific task descriptions.

Student-centered or participatory education approaches may meet the needs of the rapidly
changing industry environment, the portable workforce, and the tight purse strings of the
community colleges. These open-ended instructional strategies that focus on commonalities
and developing over-arching critical skills don't depend on tight task descriptions. Gowan
(1991) sees whole language approaches as key in workplace education. "The functional
context approach, especially its emphasis on literacy audits and job tasks, fits nicely with
industrial models and assembly line techniques. Whole language fits with a mode of
production that emphasizes redistributions of power in the decision-making process through
flattened hierarchies, work team, and participatory management.” Obviously, though, whole-
language activities can be developed around work situations and authentic contexts.

Participatory education in the workplace may indeed involve task analysis - but at a different
level and without volumit. ous up-front labor, time commitment and costs. Instead of rigidly
defined, pre-determined content based on pre-done task analysis, student/workers actually
spend class time identifying issues, problem areas, literacy and communication needs. The

© Taxas Community & Technical College Workforce Education Consortium 8
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curricula provides a framework for development of skills. Instructor training becomes
paramount - instructors MUST know where to go next. Administrators must provide them
with the staff development they need to take student-expressed needs and facilitate
meaningful learning activities that will not only meet immediate needs of the student, but
will help students develop the critical thinking and flexibility to respond to upcoming job
transformatiorss. - Kay Taggart

© Texas Community & Technical College Workforce Education Consgortium 9
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Q Just In Time:

Creating Dynamic Curriculum

When I was recruited to develop curriculum for our National Workplace

Literacy Project, the clock was ticking. The program was in its final year, and unexpected
staff turnover and plant re-engineering meant that the final phase was behind schedule. My
job was to complete a 144-hour Workplace Communication curriculum in record time. A
previous attempt had floundered and demoralized the development team - major
reorganization at the partner company had kept the pilot class in turmoil.

The program had been in existence for four years when I came on board. Extensive needs
and task analysis had been completed earlier. Pages and pages of details documented every
move made daily by each job category. While this information had been valuable during
the creation of the first curriculum (Workplace English) to come out of the project, I could
see little value for my objectives. The company was in the midst of moving from assembly
line to team production. Workers were engaged in extensive cross-training. Plant
management had requested a communications course that would help workers communicate
. better, and ultimately help them participate as dynamic team members.

I was faced with a dilemma. The existing task analysis data told me little about team
communication needs. Of course, I could have spent the next several months observing
teams in action, interviewing team leaders and team members, holding management focus
groups, etc. But we were running out of time. I had to find a way to get curriculum on
paper and classes going as soon as possible.

First, I spent a little time educating myself about team management. To my surprise, this
"new” technique mirrored many of the processes I had trird to implement on my own for
years. Since I had little confidence in ordering others around, I had always drawn the staff
together to plan, organize, set policy, etc. To broaden my base, however, and to related team
processes to the manufacturing industry, I attended some seminars, met with a TQM
consultant, and read a wide variety of material.

© Texas Community & Technical College Workforce Education Consortium 10
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But time was wasting. In our development team (curriculum coordinator, partnership
coordinator, technical coordinator) at the college, we collaborated and decided to develop this
curriculum based on a continuous improvement model we had become familiar with as a part
of research on teams and TQM. (See Appendix A.) Instead of developing the curriculum
up front, we would use a circular process, involving students, facilitators and technical
assistants in suggesting lesson themes, piloting lessons, and providing feedback for revision.

Of course, we had to begin somewhere. Our development team came up with two initial
lesson themes, which we felt were universal enough to address the needs of team members
anywhere. The themes were “Communication Stoppers,” (See Appendix A.) and “Nonverbal
Communication.” The lessons were simple, not revolutionary. The first was designed to
halp students develop verbal strategies to respond effectively when someone else put down
an idea. The second was designed to help students interpret and use nonverbal
communication.

The unique aspect of these lessons had more to do with methodology. In previous curricula
in this program, pre-produced videotapes had accompanied most lessons. Due to time
constraints and the desire to try something new, the development team decided to use video
differently. Instead of showing students video, we would have students star in the video.
What better way to develop oral communication skills than to practice on video, and then
critique your own performance? This methodology necessitated a technical assistant in the
classroom - at least until the instructor and students became comfortable enough with the
video camera to take over. The technical assistants ultimately provided a great deal of
insight to the cutriculum development process. Their perspective on the process often
showed us things we had not before considered.

Indeed, the technical crew suggested a change in the lesson model prior to the first pilot
class. I had begun with our standard set of inquiry questions to get students thinking
critically around the theme. “The workers are pooped,” they reasoned. “Let’s get them active
right away.” They developed an incredibly simple script in which two workers effectively
silenced a third who had excitedly expressed an idea. At the beginning of the class, the
instructor pulled up three students, briefed them, and went through the script with them. The
students then role-played in front of the camera and their classmates. inquiry discussion
followed. The tactic worked, and tired, distracted workers were immediately engaged. We
followed this pattern for the rest of the session. (Although we didn't use a script each time;
sometimes another form of interaction served the purpose.)

© Texas Community & Technical College Workforce Education Consortium 1
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In order to ensure formative feedback, we paid the Communications instructors for two extra
hours of work each week. The development team met with the instructors each week. We
discussed, in detail, what happened in the previous classes. The instructors candidly
explained what parts had been productive and what parts had bombed. I took meticulous

“notes. ‘The instructors also wrote down and passed along notes. I used this feedback to
revise the lessons.

Here's the best part. Along the way, an authentic needs/task analysis happened. We had
planned to ask students specifically what additional themes they needed to be addressed in
class - communication themes relating to team work. It tums out we didn't have to ask.
Beginning in the first class period, students offered up themes galore. Using comments like
"You know what else we have problems with?” and “That reminds me of whai happened last
week.” Students delivered music to our ears. They described difficult team interactions in
detail and emptied their communication frustrations at cur feet. All the instructors had to
do was pay attention, take notes, and pass them along to me. I turned the students’
comments into lessons and handed them back to the instructors.

At first, I was a little concerned about also meeting the needs of plant management. But that
concern didn't last long. The classes had not been operating for a month when management
began coming in off the floor and telling instructors, “What are you doing in here? I'm
seeing people communicate who never spoke up before. And they're doing it in English!”

We finished our grant project with a complete, revised, authentic curriculum that addressed
student needs directly. In addition, we had pilot data and were not faced with the drudge
work of after-the-fact massive revision. And, we had done it all without extensive, up-front
task analysis. Of course, we went into the project with a good basic understanding of the
workers, processes and challenges facing them.

We came to value the diverse wealth of knowledge brought to class by our students.
Ultimately, they knew what they needed. We gave them the space and support to tell us,

and provided “just in time” service by creating lessons that immediately addressed these
needs. - Kay Taggart.

© Texas Community & Technical College Workforce Education Consortiurn 12
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O Realistic Estimates:
The Cost of Doing Business

With the reality of dwindling public money available to provide workforce

education, more colleges across Texas are faced with the need to look at requesis for
services in a more business-minded fashion. Program development and implementation costs
money. In the Consortium’s previous handbook, published in 1991, editors cited formulas
for computing the costs of developing and implementing training. Participants at the
Workforce Education Analysis Academy each defined their costs in different ways, based
on a whole host of variables. Some colleges had coordination staffs supported by
institutional dollars; others had to cover all costs through billing. Each college had different
methods for determining needs and creating curriculum. Some cut curriculum contracts and
others used hourly-paid staff. Instructor salaries ranged widely as well.

Clearly, earlier "formulas” for determining costs were irrelevant for many colleges.
Acaderny participants felt that previously cited time estimates were not realistic. The 91
handbook, for instance, quoted 12 hours needs assessment coupled with 60 hours of
development time for one hour of classroom instructional design. If college personnel

regularly used this formula for costing out programs, many businesses would be unable to
afford the products.

Academy participants did cite a need for a template that would help them figure costs. The
following template is open so education professionals can insert their own, realistic estimates
for product and service delivery. Of course, each category won't be completed for each job,
and some categories may be donated in-kind by the educational institution involved. Even
when some costs are absorbed internally, it is important for educators to recognize the true
value of all personnel time. When we begin to track and report these figures, we will begin
to think more like business and industry, and we will have the ability to express a more
realistic picture of our value in the community. An additional template is included to help
track in-kind donations by the company. These figures can be useful for reporting purposes,
and for business and industry representatives to use as they blow their own horn for the
contributions they are making to education of their workforce.

© Texas Community & Technical College Workforce Education Consortium 13
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Task

Staff Member

Hrly Rate

Hrs Spent

Total

Prelim Meetings

>

>

Needs Analysis

e Tool Selection

o Coordination

¢ Implementation

® Interpretation &
Recommendations

RIS I I R A L R i R e

>

Proposal Development

¢ Internal Meeting

® Writing

® Meeting w/Company

MR IR I E IR R A e

Page #1 Total

el S B

— —— —
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Task Staff Member  Hrly Rate Hrs Spent Total

Evaluation Plan

® Meet w/Company

® Develop Instruments

® Meet w/Company

® Revise Instruments

MR IR IR IR I A IR I R A Rl el e
f

® Implement Evaluation

® Aggregate Data

|| ® Write Report

® Meet w/Company

SRR B B B Bl e
0

T
Page #2 Total |
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Task

Staff Member

Hrly Rate

Hrs Spent

Total

Course Development

® Theme Selection

® Method Selection

® Model Selection

® Write Units

® Write Support Mat'ls

® Create Assessments

® Internal Meetings

® Meetings w/Company

® Revision/Refinement

e Editing/Proofing

SRR I I R I R I L A T A e e e el B

Recruiting

® Develop Information -

& Recruitment Mat'ls

@ Disseminate Mat'ls

® Create Roster

Page #3 Total |
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Task

Staff Member

Hrly Rate Hrs Spent Total

Student Assessment

® Select Tools

® Schedule

¢ Implement

® Score

o Schedule one-to-one
advisement for students

AR AR A A R A B Rl e
]

¢ Implement Advising

® Aggregate Scores

® Share Report w/Co.

S| D] D] S| M M P | XK
"

Plan Classes

® Meet w/ Company

® Create Calendar

M| e s

Page #4 Total

==h—==i=======:===-=

© Texas Community & Technical College Workforce Education Consortium 17

1




Task Staff Member

Hrly Rate

Hrs Spent

Total

Hire & Train
Instructional Staff

® Advertise Positions

® Take Applications

#® Schedule Interviews

® Conduct Interviews

® Select Hires

® Notify Applicants

® Schedule Training

® Select Methods

® Plan Training

® Implement Training

o Schedule Plant Visits

® Implement Visits

® Implement
Supplemental Training

IV Y N N A R A I I I I R A R A R R B e Bl e  Bel e

Page #5 Total
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Task

Staff Member Hrly Rate

Hrs Spent

Total

_ Implement Classes

® Provide Instruction

® Provide Tutoring

® Provide CAI

® Provide formative
feedback for Instructors

SR ISR B R BN B IR e

>

>

® Maintain
communication w/Co.

>

® Final Assessment

® Aggregate Data

® Report Writing

® Schedule Recognition

® Publicize Recognition

® Recognize Students

S N I - R I B e

Page #6 Total
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Materials/Services Description Cost "Quan. Total

Commercial Instructicnal Materials

AR ARl Ke
"

Recruitment Materials Printing

4
"

>
"

Lesson Units / Instructional Guide Printing

>
"

Student Handouts Printing

Sl B B
I

Misc. Instructional Materials

Office Rental

In-Town Travel / Staff

S I B R o
"

Telephone / FAX Charges

Page #7 Total
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Company In-Kind Commitment Description =~ Wage Hrs Total

Management Personnel Time Commitment
X =
X =
X =
X =
X =
X =
X =
X =
X =
X =
X =
X =

Student/Worker Time Commitment
X =
X =
X =
X =
X =
X =
X =
X =
X =

Page #8 Total |
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Company In-Kind Commitment Description Est. Value Quan. Total

—

Classroom Space

>
"

Computer Use

Other Equipment/Technology Use

Copier Use

Instructional Materials

AR AR AR R
"

Student/Worker Incentives

AR AR Rl Be
i

Ll::-ige #9 Total
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Costing Grid Totals Sheet

Co;t Description

Cost.

(1) Meetings, Needs Analysis and Proposal Development

(2) Project Evaluation Plan and Implementation

(3) Course Development and Student Recruitment

(4) Initial Student Assessment and Class Planning, Scheduling

(5) Instructional Staff Hiring and Training

(6) Class Implementation and Student Recognition

(7) Materials and Supplemental Services

® Total

Company In-Kind Contributions

Est. Value

(8) Company Personnel In-Kind Time

(9) Compsauy In-Kind Materials and Supplemental Services

¢ Total
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20
\.

i

23

’
v N




Q Getting the Word Out:
Marketing and Company Buy-In

Academy facilitator Anne Lomperis of Language Training Designs, in

introducing the marketing and company buy-in session, presented strategies for marketing
at the "Macro” and “Micro” level. She provided a framework from which participants could
develop strategies that are m~st appropriate to the Texas community and technical college
experience.

At the macro level the first step in analyzing the local corporate market for training needs
is to develop a market profile. The facilitator suggested several questions that needed to be
answered in order to determine the training needs of local business and industry and
identified possible sources for gathering this information.

Participants in team discussions came up with the following questions:

Q Who are the current employers of the local population?

@ Which industries have employees who need to improve basic skills?
Q What positions need to improve basic skills?

Q What skills need to be improved?

Q What possibilities for advancement are there?

O What new markets are there?

Q What are the short/long term needs for new employees?

O What job skills are needed? For what level of worker?

Possible sources for obtaining this information include:

Q Better Business Bureau

Q Chamber of Commerce

Q Economic Development Council

Q Industrial liaison in house at technical colleges

Q Professional associations (ASTD, Greater Houston Partnership)
Q Industry sector associations

© Texas Community & Technical College Workforce Education Consortium 24

1




QO Reference manuals (Moody's, Standard and Poors, Book of Lists)

Q Electronic networks (Internet-WWW)

O Company annual reports/fiow charts

O Wani-ads to determine what skills are in demand

Q Business section of local paper - to keep up with buy-outs, mergers, and trends

The next step in marketing workforce education programs is to analyze one’s institution as
a provider of basic skills training. Ms. Lomperis identified several key points for discussion.
She indicated that participants needed to be able to do the following: 1) determine what
services they currently have the capacity to offer; 2) identify what their competitcss services,
market niche and costs are; and 3) develop professional standards for providing quality
training services.

Participants :dentified several major weaknesses that need to be addressed in order to enable
Texas community and technical colleges to develop their capacity to provide training services
to business and industry. In response to the first item listed above, participants determined
that the majority of their institations offer courses in reading, writing, math, communications
and problem solving. However, participants expressed difficulty in getting companies to pay
for customization of curriculum to meet specific company needs. Secondly, participants
complained that finding qualified instructors to teach in business and industry was another
major hurdle because salaries ranged from $13.50 per hour to $35.00 per hour. One
participant voiced her frustration by saying, “How can I expect to get a professional to go
out to businesses to teach for only $14.00 per hour?”

Participants suggested the following strategies for addressing these weaknesses. National
workplace literacy curricula are available through the Consortium's three regional resource
centers. To avoid duplication of effort and expand our capacity to provide quality workforce
education programs, participants plan to make use of already developed customized
curriculum materials that only need minor revisions to be appropriate for use with local
industry. Participants also encourage the use of the newly revised Indicators of Program
Quality to streamline the steps for providing workforce education programs: marketing,
partnership development, needs assessment, curriculum design, implementation and
evaluation.

The consortium has made efforts to address the final recommendation made by the session
facilitator “to develop professional standards” by forming a provider network through the
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recent publication and dissemination of a technical assistance manual. This manual includes
information about consortium member institution’s industries served, services offered and
products available.

For achieving company buy-in at the micro level academy participants examined strategies
for marketing to individual companies. Ms. Lomperis suggested the following two strategies:
“the soft-sell” to educate the company about workforce education; and “the hard sell” to
advertise through a variety of media. Participants generally agreed that they felt more
comfortable with the “soft-sell” approach, but wanted to learn more about successful
techniques for the “hard sell” approach. '

Participants identified a number of activities they have undertaken to educate companies
about specific education and training services available to them at the community and
technical college:

Q Create advisory committees of businesses and ask them how colleges can best serve them
Q Join business and professional organizations

(ie. ASTD, Chamber, Greater Houston Partnership)
Q Speak at conferences, meetings, institutes, etc.
Q Offer courses at the college for hot topics in business (ie. TQM, ISO 9000, NAFTA, etc.)
Q Write articles for journals, newsletters, etc.

Participants indicated they have difficulty “hard-selling"” their training services to the local
community due to a lack of resources. Limited funds are available for colleges to advertise
services on television £ad radio, or in newsletters and journals. To develop high quality
promotional materials such as videos and glossy brochures takes not only funding, but
technical experience which colleges do not have readily available to them.

Some of the more successful “hard-sell” tactics participants mentioned included developing
brochures for specific training areas (ie. telecommunications, ESL, computers, etc.) Samples
of brochures that several Texas colleges have developed to market training services to
business and industry are included in Appendix B. Linda Mast of North Central Texas
College indicated that putting a package together in a hard cover binder that included a
college catalog, brochutes, business card, etc. was the best way for her to prevent businesses
from automatically throwing the information away. Inez Scott of Grayson County College
invites human resource managers from area companies to bi-monthly luncheon meetings to
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showcase her trainers. She provides a one hour presentation on topics such as “Managing
Change in the Workforce”. (See Appendix B.) Finally, participants agreed that cold calling
and written surveys proved to be very challenging marketing strategies because it is so
difficult to reach the company representative with decision making powers to endorse an
investment in education and training.

An issue raised by participants at the close of the marketing session is the need to achieve
buy-in within the college before we can actually market services to business and industry.
Participants indicate that they have to promote the idea of workforce education to all the
college departments through intensive networking because otherwise they cannot recruit
teachers to transition from the academic to the business setting. One participant said
“Continued networking among consortium members will increase the community and
technical colleges ability to refer business clients if they are located out of our service area
or if we do not have the expertise to serve them.” - Andrea Binder
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Q Making it Great:
Indicators of Program Quality

’

In 1991, the National Literacy Act renewed the federal commitment to adult

education and called for the development of indicators of program quality that could be used
by states and local programs as models by which to judge the effectiveness/of services.
Answering this call, the Texas Education Agency developed a comprehensive listing of
indicators and disseminated them across the state in 1993. While these indicators directly
related to adult basic education efforts, they did not reflect specific concerns of programs
involved in workforce education offered in partnership with business and industry.
Participants on a subsequent statewide TEA workforce education grant, “Total Quality
Workforce Education for Texas” revised the indicators to reflect workforce terms.

Richland College and El Paso Community College have successfully used these indicators
to guide workforce education program development and implementation. Indeed, the staff
at Richland shares the indicators with business representatives at.the first meeting, and
explains that they will be using them as an ongoing guide for program development.

During the Workforce Education Analysis Academy, participants carefully critiqued these
revised indicators, and suggested further additions and changes that would more specifically
address workforce education programming. Consortium coordinators used participant
suggestions to refine the indicators once again:
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A. AREA: LEARNER OUTCOMES

(1) ACADEMIC: Learners demonstrate increased proficiency in oral and written

communication, problem-solving, and math as it applies in the workplace. This
means that:

. O oral proficiencies are a part of the program, and measurement is directly

related to the outcomes.

OJ Written proficiencies are a part of the program, and measurement is directly

related to the outcomes.

O Problem-solving proficiencies are part of the program, and measurement is

directly related to the outcomes.

O Math proficiencies are part of the program, and measurement is directly related

to the outcomes.

(2) PREPARATION FOR TRANSITION (CROSS-TRAINING): Learners

demonstrate progress toward attainment of skills that will allow them access to
other training opportunities and/or cross-training in the company. This means that:

O Outcomes for cross-training/training opportunities are an established

part of the program; and measurement is directly related to the outcomes.

O3 portable skills are an established part of the program, and measurement is

directly related to outcomes.

(3) REAL LIFE SKILLS: Learners demonstrate improved capacity to participate
responsibly and productively as life-long learners. This means that:
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0 Real world life skills are an established part of the program outcomes, and

measurement is directly related to outcomes.

(4) WORKFORCE DEVELOPMENT: Learners demonstrate increased
proficiency in academic skills needed to enter the workforce and/or progress in the
high performance work place of the future. This means that:

[J Outcomes for preparation and/or progress in the workforce are an established

part of the program, and measurement is directly related to the outcomes.

[J Instruction addresses competencies out