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Preface

The Community College Labor
Market Responsiveness
Initiative

The Community College Labor Market
Responsiveness (CCLMR) Initiative was created by
the U.S. Department of Education, Office of
Vocational and Adult Education (OVAE), to develop
and disseminate information and tools enabling
community colleges, as a unique and critical
component of America’s education and training
system, to keep pace with the needs of a diverse
student body and a dynamic labor market.

The main goals of the initiative are to: 1)
determine the characteristics of a “market-
responsive” community college and identify the
indicators and measures by which market
responsiveness can be judged; 2) identify the
policies and practices community colleges have
put in place to facilitate and support labor
market responsiveness; 3) pinpoint the steps
colleges can take to improve labor market
responsiveness and the quality of customized
programs they offer to students; and 4)
disseminate that knowledge to the field.

This guidebook is the main tool for this
dissemination effort. In writing the guide, Westat
and AED relied heavily upon case study analysis
of more than 30 community colleges in 10

diverse labor markets, especially hundreds of
interviews and discussions conducted with college
leaders, local employers and economic
development professionals. To augment the case
studies, we collected standardized data across all
colleges using surveys and document review,
conducted statistical analyses, reviewed the
relevant literature, and consulted with experts.

This report does not represent findings from an
experimentally designed study carried out in a
controlled setting. Rather, it represents an
extensive analysis of the work being undertaken
by multiple community colleges. This is a new
area of study, and no preliminary analysis has
been conducted that was ready to be subjected
to a more rigorous research design. Given these
methodological constraints, the report cannot
assert a direct causality between any of the
identified characteristics and particular student
labor market outcomes. This study, however,
can lay the groundwork for future research that
would use an experimental or quasi-experimental
design to test the impacts of the characteristics
identified.

Nonetheless, documenting current practice
across a sample of more than 30 colleges,
something that has never been done as
extensively as in this study, may provide value to
college leaders. As more colleges review these




materials and take action based on the collected
professional wisdom documented, we expect to
advance the field of knowledge about how community
colleges can better respond to and provide leadership
in preparing students for labor market success.

In addition to this guidebook, other useful products
listed below have emerged from the research
component of this initiative. These are available at
www.ed.gov/about/offices/list/ovae :

B Documented Characteristics of Labor Market-
Responsive Community Colleges and a Review of
Supporting Literature (Westat and AED, 2003)

B Research appendices to The 21st-Century
Community College (Westat, forthcoming)

Purpose of This Guidebook

Aiming to help all community colleges unleash their
potential for workforce and economic development the
Office of Vocational and Adult Education of the U.S.
Department of Education sought to identify ways college
leaders can improve those programs and services that
most directly affect the ability of citizens to compete in
today’s increasingly demanding skill-based labor market,
and the ability of employers to compete in today’s
challenging global market. The result is this guidebook,
which has three major goals. The first goal is to share
up-to-date information on labor market
responsiveness. Based on contemporary research,
this guide explains what is meant by “labor market
responsiveness,” delineates factors associated with
becoming more responsive, and clarifies why labor
market responsiveness is so important to community
colleges in the 21st century.

The nation’s community colleges provide
the most logical—and, for all practical
purposes, the only—foundation for building
a broad-based workforce development
system that can respond to local and
regional needs.

— Julian Alssid, Workforce Strategy Center*

The second goal is to offer practical guidance to
college administrators seeking to take actions
that will allow them to maximize their labor
market responsiveness. We believe college
leaders will be especially interested in learning how
their colleagues across the nation have endeavored
to make their colleges more responsive to labor
market conditions.

The third goal is to encourage community college
administrators to engage in a critical self-
assessment process. The guiding questions that
appear throughout the guidebook and the self-
assessment tools provided suggest a process that
will help college leaders and top officials to identify
gaps in programs and services as well as
opportunities for promoting action on campus.

This guidebook is directed to you, the top leadership
at community colleges as presidents, boards of
trustees, and the senior administrators and deans
responsible for the colleges’ missions and programs.
In turn, we expect that you will share portions of this
guide, or its entirety, with others—faculty, staff,
employers, economic development professionals,
and public officials. Involving the broader campus
and community in self-assessment and strategic
planning is an important step toward becoming
increasingly anticipatory of and responsive to local
and regional workforce development needs.

The guidebook has three volumes. In Volume 1, we
provide an overview of labor market responsiveness.
We define what it is, explain why community colleges
need to be intentional in their responsiveness to
labor market conditions, and show how responsive
colleges can more effectively contribute to the
economic development of their communities.
Volume 1 previews the main lessons learned from
the literature and case-study research. We
encourage college leadership, in particular the
president and members of the board of trustees, to
read through Volume 1 to obtain a common
grounding on the issues. Volume 1 provides the
information necessary to enlighten and motivate
community college leaders toward decisions that will
maximize their labor market responsiveness.

Volume 2 is the heart of the guidebook. Drawing
from in-depth case studies of more than 30 colleges,
it presents a roadmap for action. Each of Volume
2’s seven modules explores a different facet of the



community college that contributes to labor
market responsiveness. These modules are
expected to function as practical guides that can
be used independently of one another and
referenced time and again as each college
president and his or her team progresses
through the processes of self-reflection and
strategic planning. In each, broad findings and
lessons learned are explained in great detail and
numerous examples from colleges are
presented. Throughout the seven modules,
there are guiding questions that will cause
presidents and their staff to reflect on current
structures, policies, procedures, and programs at
your college. Each module closes with a brief
summary of lessons learned. Interspersed
between the seven modules, we have included
detailed information on especially relevant
resources and practical advice that have general
applicability to labor market responsiveness
culled from other sources.

Volume 3 contains two practical tools to guide
each team through a self-assessment process
and a wealth of resources to help them build a
strategic plan. The first tool, keyed directly to
the seven modules in Volume 2, helps each
college to reflect on the internal structures,
policies, and practices that inhibit or promote
responsiveness. The second tool helps the
college to systematically look outward to its
community to determine specifically what
programs and services will best meet the needs
of its service area. Both of these are designed to
be completed by a team, including leadership,
administrators, faculty, and even community
partners. We have also included an annotated
bibliography of documents and reports to inform
effective thinking and planning, in addition to an
annotated listing of organizations and projects
that are interested in providing assistance to
colleges as they strive to become more labor-
market responsive.
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The Time Is Now

The story is told of a Midwestern community
college located in a town that was facing a
major economic downturn. Historically
productive plants were soon to be shut down as
the existing technology was becoming obsolete
and production was slated to be moved
elsewhere. Everyone saw that the writing was
on the wall. Eventually, the plants closed, jobs
were lost, and the entire town suffered, just as
predicted. Looking back, a staff member of the
community college said, “The saddest thing is,
we saw this thing coming. We talked about it a
lot, but we never took action.” Ten years later,
faced with another economic shift, the
community college was at the forefront of
envisioning the area’s economic future,
recruiting new industry, and retraining dislocated
workers for the new opportunities under
development. Community members recognized
the economic development resource they had in
their community college, and the transition was
markedly less painful. Clearly, community
colleges have a vital role to play in ensuring that
their communities effectively anticipate and
respond to the economic challenges and
opportunities they face.

Many believe that as community colleges enter
their second century of service, their role as
engines of economic development will come to
the fore. Twenty-first century community
colleges will be characterized by their pivotal role
in a seamless system of education, workforce
development, and economic development. As
Norton Grubb observed, “Modern community
colleges have a major responsibility for preparing
the nation’s current and future mid-skilled
workforce, which accounts for three-fourths of all
employees in the United States.”” Now more
than ever, it is critical that all community
colleges realize their potential to strengthen
the U.S. economy by meeting the workforce
development needs of its citizens and
employers.

The need for 21st-century community colleges to
become flexible, market-responsive providers of
postsecondary education, worker retraining and
certification, and continuing education stems
from the need for ever-evolving job skills in a
continually changing work environment. Global
competition contributes to increased pressure on
business and industry to be more productive.
The demand for skilled labor grows. As a result,
the training needs of employers have expanded




and accelerated. Communities that prosper are ever
more dependent on employers that respond to the
need for skilled labor.

The ability of a company to be competitive
in this new economic environment requires
a capacity to improve productivity, to
innovate, and to push innovations to
market faster than competitors. None of
this can be accomplished without a skilled
frontline workforce that can harness the
tools of technology and quickly adapt to
changes in a global economy.

— Bob Tempilin,
Northern Virginia Community College’®

Health-care, manufacturing, and information
technology-based companies spend more dollars
every year on training to upgrade the skills of their
workforce. The demand for training has created a
market for contract training and curriculum
development that community colleges are uniquely
qualified to meet. At the same time, with the
increase in training budgets, competition for this
market has expanded both from private vendors and
from within the companies themselves. Although
many community colleges have become more
market-responsive, securing such training contracts,
others have been less successful.

Workforce development is almost universally
accepted as a key component of economic
development. The time is right for community
colleges to fully embrace and achieve their potential
as engines for economic development. With a
network of 1,600 community college campuses and
countless on-site training facilities, this potential is
vast. Our community colleges are well positioned to
contribute statewide and locally. At their best, they
work closely with business and industry to offer a
continuum of training—from students without
workforce experience to veteran employees
upgrading their skills to advance in their jobs or
make career transitions.

While recognizing the potential of community
colleges to promote economic development, it is
important to remember that their missions are
multifaceted. Community colleges are well aware of
the multiple roles that they play—in providing
opportunities for students to earn associate degrees
and to prepare for transfer to four-year colleges, for
adult members of the community to pursue
continuing education and avocations, and for new
and incumbent workers to obtain vocational training
in the form of certification and other specialized
programs. Colleges need to balance these and other
functions if they are to maximize their role in
workforce and economic development in response to
changing conditions. As our nation undergoes a
continuous technological and economic evolution,
the importance of the workforce development
mission of community colleges rises to the fore. For
many of them, this will require significant institutional
change before the potential for meeting local labor
market needs is fully realized. How effectively
community colleges transform themselves into
market-responsive institutions determines how
effectively they will support the economic
development of their communities.

Market-responsive community colleges with high-
quality career-oriented programs are able to
anticipate local community needs, secure contracts
to custom-build programs for employers, deliver
courses and credentials that align with current and
future workplace needs, and accurately evaluate
training outcomes. Over the course of their 100-
year history, a growing number of America’s
community colleges have become highly responsive
to labor market conditions. Several of these colleges
have been recognized by the American Association of
Community Colleges, the National Alliance of
Business, and the National Council for Continuing
Education and Training, among other organizations,
as exemplary in their efforts to advance the linkages
between education and training and economic
development.

The mission of community colleges is
evolving because the communities within
which they are situated are changing.
— Debra Bragg, University of Illinois*



Yet, not every community college fully
recoghizes its potential in meeting these goals
nor are they equally capable of providing career-
oriented training. Colleges vary with respect to the
economic conditions in which they operate, the
dynamism of their leadership, the resources allotted
by state and local funding sources to the vocational
training mission, the nature of local training needs
and interests, and the extent to which they must
compete with other providers of vocational training in
their area. In his landmark 1994 study The
Contradictory College, Kevin Dougherty found most
community colleges to be “much less responsive to
the demands of the labor market” than many
observers contend, stating that the typical
community college “dances to the music of the labor
market but does so only clumsily.”

Others have likewise doubted the ability of
community colleges to be tightly linked to local labor
market demands. They cite the oversupply of
graduates in some vocational fields, the inability of
other graduates to find employment directly related
to their training, and the reliance of some employers
and industries on proprietary schools. For
researchers like Dougherty, the weak connection
between output and demand is explained by “the
fact that the community college’s vocational effort
has been governed by nonmarket as well as market
criteria.”

Community colleges, for many reasons,
are moving to the forefront of workforce
and economic development due primarily
to their location at the grass-roots level in
their service regions. Today’s community
colleges offer far more than the traditional
vocational and general education
programs of the recent past, yet many still
need to adopt a more market-driven
approach to workforce and economic
development programming.
— Richard Drury,
Challenging Management Development, Inc.®

Nevertheless, as local economies and employment
outlooks change, some community colleges are able
to respond. Some even anticipate these changes.
Looking to better serve their students and employer
partners, these colleges have become more
aggressive in their outreach to their communities.
Leadership at these colleges tends to assume an
anticipatory stance. College presidents and boards
of trustees have gathered adequate information to
point the institution toward the most promising set of
economic and workforce opportunities. Leaders have
improved internal responses to these opportunities
by confronting the institution’s structural and cultural
weaknesses. And these institutions have developed
strong relationships and partnerships, and committed
resources adequate to overcome obstacles.

The specific strategies employed by market-
responsive community colleges are not identical.
Although any college can serve economic and
workforce needs, these needs vary according to the
local economy, the size and strength of the business
community, the types of industries that dominate,
the level of demand for specific skill sets, and the
changing demographics of the community.
Moreover, college structures and strategies are
shaped by state and local policy, funding
arrangements, and local history. Therefore, there is
no “one size fits all” approach to labor market
responsiveness.

Yet, market-driven community colleges do tend
to share fundamental characteristics. The
literature on market-responsive community colleges,
published over the last 10 years, suggests that they
share the following important traits:”

* Leadership committed to the goal of making the
college market-responsive;

* Internal response mechanisms that influence
campus organizational structure and culture;

* Conscious and deliberate efforts to nurture
business and other partnerships; and

¢ Thoughtful and strategic approaches to building
stronger connections to the local economy.



Volume 2 of this guidebook introduces a wide range of
colleges across the United States that have taken
steps, sometimes incremental, sometimes bold,
toward reorganizing themselves as educational and
training institutions that are market-responsive. In our
fieldwork, we visited with staff at more than 30
colleges in 10 diverse labor markets. (See Appendix A
for a listing of the specific colleges and their labor
markets.) Through these case studies, as well as
through a review of the literature and consultation with
experts, we discovered how colleges approach their
workforce and economic development missions, how
they design effective programs, and the creative ways
that they overcome obstacles. This guide presents the

cumulative experience of these colleges as well as the
strategies that their presidents, boards, and other top
officials have used to pilot their transformation.
Volume 2 describes the practical steps they have
taken on their journey toward becoming ever more
responsive to their labor markets, and perhaps more
importantly, anticipatory of future needs, regardless of
the economic environment that they face. This
guidebook provides community college leaders with
the encouragement, information, and resources with
which to take action now. Volume 3 provides a self-
assessment tool to help colleges reflect on internal
structures, policies and practices that inhibit and
promote responsiveness.




A Closer Look at Labor

Market Responsiveness

By now, most community college leaders have a
general sense of what is meant by the term
“labor market responsiveness.” They recognize
the role that colleges can play in workforce
preparation, workforce development, and
economic development. Community colleges are
increasingly key players in developing technology
parks, hosting small business incubators, offering
entrepreneurship development, partnering in
business recruitment, and conducting applied
research to name a few. The preponderance of
activity at community colleges, however, remains
centered on education and training. Therefore
this guide carefully examines the important
contribution that labor market responsiveness
makes to economic development through a
better prepared workforce. Using this lens, we
sought to establish a definition of “labor market
responsiveness” that focuses attention on
workforce development.

Drawing on the written literature as well as the
hundreds of conversations and interviews we
conducted, we propose the following definition:

A labor-market-responsive community
college delivers programs and services
that align with and seek to anticipate the
changing dynamics of the labor market it
serves. These programs and services

address the educational and workforce
development needs of both employers and
students as part of the college's overall
contribution to the social and economic
vitality of its community.

This definition highlights several important facets
of market responsiveness:

B First, it distinguishes programs, such as
courses or certificate programs, from
services, such as small business
development, industry recruitment, and
corporate consulting, while identifying both as
equally important. Although analyses of labor
market responsiveness often emphasize
noncredit programs, it is important to note
that this definition does not distinguish
between credit and noncredit programs,
because both are important components of a
comprehensive strategy.

B Second, this definition draws attention to the
importance of aligning these programs and
services with local conditions and recognizes
the fact that local conditions are constantly
changing. In other words, one size does not
fit all, and what worked yesterday may not
work tomorrow.




B Third, this definition indicates that to be
responsive means to be anticipatory. Even
the most nimble community colleges, which
can develop new courses of study in a matter
of months, must constantly look ahead to
ensure that new programs are in place by the
time that business and industry need them.

B Fourth, a college’s service area is not
restricted to its locality. More and more
colleges are responding to markets that
extend far beyond county, state, or even
national borders. Economies and markets do
not recognize political or geographic
boundaries.

W Fifth, this definition incorporates academic
education as well as vocational education
and workforce development. The traditional
hard lines—between academic education and
vocational training, between credit and
noncredit courses—are increasingly blurred.

W Sixth, it recognizes that the constituencies
who benefit from labor market
responsiveness include students, employers,
the community as a whole, and the college
itself. Responsiveness enables the college to
better serve all of its customers.

B And lastly, the definition asserts that the
community’s economic vitality, and by
extension the regjon’s, depends upon
meeting the mutually reinforcing needs of
students and employers. By addressing the
supply side and the demand side, and by
aligning the educational and training needs
dictated by each, the community college
enhances the overall well-being of the
community in which it is located.

The community colleges are very well
adapted to meeting the needs of local
employers. They're flexible, they're able

to say to an employer, 'What do you
need?' and 'We'll educate the people for

the kind of workers you need.'
— President George W. Bush®

What does this definition mean in practice? It
means going the extra mile to develop programs
to meet community needs perhaps not
immediately obvious. Colleges take markedly
varied paths toward market responsiveness,
shaped to a great degree by surrounding
community conditions and internal
institutional capabilities. Each community
college is unique in its approach to and
relationship with its local market, and each labor
market presents a unique set of conditions and
opportunities.

There exists a wide range of effective approaches
to determine and meet economic needs, some
simple, some complex. The more well-known
approaches include contract and customized
training programs, new certification and
credentialing programs, and increased flexibility
with respect to course delivery, scheduling, and
location. However, forward-thinking college
leaders tend to incorporate a variety of mutually
reinforcing strategies, approaches, and
techniques to position the institution as
responsive.

Contextual factors, such as changing local
demographics and industrial mix, inevitably
influence the choice and effectiveness of these
approaches. Depending on local conditions,
context can either enhance or inhibit their
implementation. The important lesson is that a
college’s ability to serve its constituents and
contribute to economic development is directly
related to its ability to design, develop, and
implement practical approaches that take into
account these contextual factors while tightening
the linkages between what the college offers and
what the community needs. Let's take a closer
look at three instructive examples to see how
community colleges have tackled the issue of
labor market responsiveness in practice.




The Institute for Manufacturing Productivity (IMP) at
York Technical College in South Carolina is an effort
to meet both local and national workforce needs in
the area of manufacturing, and to improve the
productivity of manufacturing industries in the
United States. In 2002, the college built a
20,000-square-foot facility, today filled with millions
of dollars of equipment—machine tools, simulators,
and CAM software—in partnership with about 15
companies. The executive vice president of the
college characterized the IMP as “the college’s
niche right now.”

Okuma America, a machine tool manufacturer
with its Western hemisphere headquarters in
Charlotte, N.C., is a key partner in the IMP.
Historically, Okuma maintained a training
division with a physical facility on a company
site. During the 1990s, Okuma leadership
realized they no longer wanted to support their
own training center. When York Tech
approached the company in 2001, asking
Okuma to place several machines in the
college’s new facility, the company suggested a
larger-scale partnership. That year, Okuma
moved its entire corporate training center to the
IMP. Okuma donates the training equipment
and York Tech employs company trainers. The
IMP conducts training almost every week for
employees, customers, and suppliers from North
and South America, and sells Okuma equipment
off the floor. The president of York Tech noted
that he plays a major role in maintaining this
valuable partnership through his personal
involvement.

The IMP also functions as Charmilles
Technologies’ application and demonstration
center for the Southeastern United States and is
now building a metrology lab with a grant from
the Tyco Electronics Foundation. The IMP

The Institute for Manufacturing Productivity
at York Technical College

conducts training and product development for
other national and international companies,
including General Motors, Ingersol-Rand, Harley
Davidson, Federal-Mogul, Honda, and Siemens,
serving hundreds of incumbent employees. The
facility provides office space to technical people
from the partner companies. Laboratories,
classrooms, and offices are named for the major
donors to the effort. The institute also serves as
a training ground for York Tech students in
machining and industrial technologjes.

The college capitalizes on the opportunity to
interact weekly with manufacturers, suppliers,
and their employees from around the country,
staying current on training needs and future
trends in the industries represented by those
visiting the center. York Tech conducts follow-up
with the home companies of those trained, not
just on their satisfaction with the training
received but to learn what lies ahead for those
industries.

The IMP also plays a consulting role, assisting
local industry in identifying in-house
manufacturing, process, and operational
improvements. A success story in this realm
involves a core pin that Tyco Electronics bought
for $50-75 a piece in the United States. The
company was considering getting the parts from
China for about $47. The director of the IMP
assembled a team of local industry experts and
a Tyco employee, who performed hours of
research to create a new method for
manufacturing core pins and succeeded in
creating a process to produce them for about $9
a piece. This team gave the process to Tyco and
trained a company technician, feeling that they
had made a significant contribution to keeping
manufacturing in the United States.




A three-way partnership—between the Moraine
Valley Community College Nursing Program, the
University of Chicago Hospitals (UCH), and the
UCH Academy (UCHA)—offers qualified UCH
employees the opportunity to complete an
associate of applied science degree in nursing.
The partnership responds to projected nursing
shortages, a crisis evident to hospitals
attempting to hire nursing staff, and thoroughly
documented in labor market analyses. By
training its employees to become nurses, the
UCH realized it could “increase capacity and the
number of students matriculating with nursing
degrees, not just compete for the existing
talent.” The Nursing at the Forefront Scholarship
pays 100 percent of an employee’s tuition, fees,
and textbook expenses. All coursework, theory,
and clinical experiences are offered at UCH.

Three years ago, UCHA approached Moraine
Valley about bringing the college’s nursing
program to UCH. UCHA and the college had an
existing relationship, having partnered on
previous efforts, such as a medical terminology
program. The excellent reputation of Moraine
Valley’s nursing program also attracted UCHA—
as its executive director noted, “one of the finest
degree completion nursing programs in the state.”

Given the opportunity to contribute to the social
good, the leadership of Moraine Valley was
enthusiastic about the invitation. “The board is
so pleased and proud of this program, because
it was absolutely the right thing to do,” one
administrator explained. Not only would the new
program help those on the long waiting list for
admission to the college nursing program, but it
also addressed a social crisis—the shortage of
nurses.

Support from the college’s top leadership was
critical, because the logistics of creating the

Nursing Program Partnership With the
University of Chicago Hospitals Academy

program were very challenging and required
consistent administrative support. The
willingness of senior administrators to tackle this
challenge reflected the college’s organizational
culture, which values risk-taking, vision, and
continuous improvement. The nursing program’s
faculty members were initially very cautious,
wanting to ensure that the UCHA program would
be of identical quality as Moraine Valley’s.
Thanks to an organizational structure that
permits creative strategies for scheduling
courses and compensating faculty, one result is
that Moraine Valley nursing faculty, not adjuncts,
travel into Chicago to deliver the program. UCHA
pays an annual stipend of $10,000 to cover the
college’s additional responsibilities incurred by
this partnership. Moraine Valley covers the cost
of faculty assignments at UCHA, as all clinical
staff faculty are full-time faculty members at
Moraine Valley. The college absorbs the travel
costs, and UCHA covers the cost of additional
instructional materials required by the program.

The program began in spring 2002. Each cohort
of 18 new students must meet UCHA's eligibility
requirements as well as Moraine Valley’'s
admission requirements. Some prospective
nursing students on Moraine Valley’s waiting list
have become employees of UCH in order to get
into the new program. The UCH system is
already seeing results. UCH employs all the
students, many as nursing assistants, and they
are smoothly assimilated into the organization.
Formal evaluations, comparing employees who
learned through tuition reimbursement outside of
UCHA with its cohort learners, have found that
90 percent of cohort learners are still employed
by the UCH system while 50 percent of the
tuition reimbursement group has left by the time
they receive their degree. It appears that cohort
learners feel a greater affiliation with the
organization where they trained.




Shoreline Community College's Professional
Automotive Training Center (PATC) is a nationally
recognized, award-winning initiative. The center
houses the college’s automotive factory training
programs sponsored by General Motors,
American Honda, Toyota, and DaimlerChrysler.
The center offers two-year technical training
programs specific to each manufacturer’s
technical needs. Dealerships sponsor students
for the duration of the program. Students
alternate each quarter taking classes at the PATC
and working in a dealership. Students who
complete the program receive an associate
degree as well as factory certification. Of those
who enter, approximately 90 percent complete
the program and 100 percent are placed in jobs.

Shoreline’s automotive program began in the
late 1980s when an instructor in the college’s
manufacturing technician program explored the
need for automotive technicians in the Puget
Sound region. The college conducted research
by talking to representatives from the Puget
Sound Automotive Dealers Association (PSADA),
comprising more than 260 new car dealers.
Personal leadership by the president, the vice
president for academic affairs, and the vice
president for administrative services, in
collaboration with PSADA, particularly the
association’s executive director, was instrumental
in Shoreline’s success.

Beginning with a partnership with GM, the
initiative has expanded to include four major
corporations. The program, geared to both
emerging and incumbent workers, is overseen by
the college’s Business, Automotive, and
Manufacturing Division, which is part of
academic affairs and primarily state-funded.
Over the years, the college’s partnerships with
the PSADA, as well as with the dealers and the
factories, have greatly expanded. For example,

The Professional Automotive Training Center
at Shoreline Community College

the PSADA's headquarters has been housed in
the program’s center since the 32,000-square-
foot building was constructed in 1992, through
private money raised by the college foundation
and donated by area banks, business leaders,
and dealerships. As a tenant of the building, the
PSADA provides the infrastructure for the
automotive division in terms of secretarial
support, office equipment, and building
maintenance.

Shoreline’s partnerships with dealerships are an
integral part of the program’s success. In
addition to internships and employment, dealers
provide students with tools and equipment
during their training. The college also relies on
its partnerships with the sponsoring factories.
For example, they provide the college with new
vehicles for training purposes and upgrade
training for instructors. Most of the training
equipment is loaned to the college from various
manufacturers. For example, Snap-On Tools
loaned the college $400,000 worth of
equipment, and Hunter Engineering Corporation
supplies the college with alignment equipment.

Relationships with high school automotive
programs are crucial to the PATC as well. The
college is an active participant in the Automotive
Youth Educational System (AYES) and has
partnered with more than 16 high schools in the
state. The program has an advisory committee
of dealers that meets three times a year with
instructors and the dean of the automotive
division. Through these meetings, the college is
able to determine how well the dealers’ needs
are being addressed and identify needs that
have not been met.
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These vignettes describe innovative programs
that go beyond the traditional and expected
institutional responses to changing needs.

These community colleges determined specific
local workforce needs and responded with
creative solutions to those needs. The programs
are far-reaching and strategically planned. Once
we had heard numerous such stories, through
interviews with more than 200 individuals at
more than 30 community colleges, we acquired
a clear picture of labor-market-responsive
strategies and an appreciation for their range.
We then set about to determine what accounts
for the varying ability of colleges to enact these
strategies, beyond the influences of their
differing economic contexts. We focused on
factors over which community college leaders
have the most control. Our research question—
and the question we believe college leaders want
answered—became, What specific things do
effective colleges do that enable them to be
more market-responsive?

Community colleges are specially
situated to address the unique workforce
and education needs of any given
community. | have long admired the
community colleges' ability to adapt and
evolve with the ever-changing face of
today's students. Community colleges
have long been at the forefront of
meeting the education needs, transfer
opportunities, and training needs of
emerging workforces, and | applaud their
continued effort.

— Rep. Michael N. Castle,
Chairman of the House
Subcommittee on Education Reform?®

Even the casual reader of these three stories
alone will note emerging themes. All three
colleges successfully addressed such issues as
partnership, organizational flexibility, information
gathering, strategic planning, resource
development, and leadership. We found that the
answers to the research question we had posed
could be organized into seven broad dimensions
that promote or inhibit a college’s ability to be
labor-market-responsive. It is these dimensions
of the community college that leaders must
address in order to maximize labor market
responsiveness:

Leadership and governance
Organizational structure and staffing
Organizational culture

Resources and funding

Information and data
Relationship-building

Partnerships
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These seven dimensions provide a useful way to
examine the factors that colleges need to
address to improve their labor market
responsiveness. Although we have separated
them for the purposes of discussion, in reality
they form an integrated, mutually reinforcing set
of practices, policies, and philosophies.
Addressing any one in isolation is unlikely to
result in the intended outcome. In and of
themselves, these dimensions do not equal labor
market responsiveness. Instead, they represent
the dimensions of college life and practice that
leaders must successfully manage on the path
towards becoming more labor-market-responsive.
Volume 2 of this guide is organized into seven
modules informed by authentic and practical
examples that guide colleges toward self-
assessment and action. A self-assessment
questionnaire in Volume 3 may be helpful in
prioritizing the areas on which to focus attention,
thus determining the most useful modules of
Volume 2.




Key Lessons Learned

As a preview of Volume 2, we offer a brief
summary of key lessons and strategies explored
in its seven modules. Examining this overview
may enable you and your team to determine
which modules to explore in greater detail.

Leadership and governance
The leadership of top college officials—the
president, the board of trustees, the vice
presidents, and the deans—underlies and
influences each of the other six dimensions.

B Effective leaders make market
responsiveness one of their college’s
priorities and communicate this mission
internally and externally.

B They maintain a regional, national, or even
international outlook, conveying a vision that
extends beyond the college’s traditional
service area.

B |eaders inform themselves about economic
and workforce trends and function as a key
conduit for bringing information back to
campus and putting it to work.

B |eaders effectively portray the college as a
workforce development partner in the
community and build relationships with
powerful people, in the process often

acquiring the resources needed to start new,
large-scale programs.

Organizational structure
and staffing

The reporting structure of community colleges
reflects their priorities. At responsive colleges,
the continuing education or workforce
development division no longer suffers from
second-class status in comparison with credit
programs, and this is reflected in the senior
administration.

B Responsive colleges tend to centralize
relevant services into one division to support
larger efforts and provide clients with a single
point of contact. However, no one division
should hold sole responsibility for an
institution’s labor market responsiveness.

B Responsive colleges bridge the traditional
credit-noncredit divide, and staff collaborate
across these divisions in mutually supportive
ways.

B Because collaboration requires faculty and
staff to play expanded roles, the college
invests in professional development to help
everyone succeed in these new roles.

11
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Organizational culture

In responsive colleges, new values, attitudes,

and orientations toward market-responsive

activities prevail over traditional mindsets. The
culture is entrepreneurial, flexible, open-minded,
innovative, and collaborative.

B A cultural hallmark of a responsive college is
how well its staff members reflect and
respond to diverse cultures and changing
populations in the surrounding communities,
in the effort to meet their needs.

B Responsive colleges involve business and
industry in curriculum development to ensure
that credit courses meet employer needs.

Resources and funding
Successful labor market responsiveness requires
adequate resources. College leadership
assumes responsibility for identifying and
accessing these resources.

B Responsive colleges access a wide variety of
resources beyond state funding, including
grants, state initiatives, federal funds, in-kind
donations, and employer partnerships.

B Responsive colleges are creative and
entrepreneurial in fundraising, securing new
funds through legislation or providing college
services on a fee-for-service basis, for
example.

B Local funding is crucial, whether obtained
through increased county support or bond
initiatives to construct new facilities.

B Staff dedicated to seeking new funding
sources and writing proposals are essential,
as are the fundraising efforts of the president
and trustees.

Information and data

Effective community college leaders rely on solid

data and current information to inform their

strategic planning and decision-making.

B Key types of information concern local and
regional economic and workforce trends and
employer needs.

B Personal contacts with employers and the
economic development community are crucial

for gathering up-to-the-minute information on
local needs and trends. To make program
decisions and evaluate market
responsiveness, hard data are usually
required.

B Enrollments in career-oriented programs often
serve as a proxy for the needs of the market
and employers. However, responsive colleges
seek out any mismatches between
enrolliments and employer needs in high-
wage occupations and address the imbalance
by promoting interest and enroliment in these
programs.

Relationship-building

Responsive colleges develop relationships with
an expanded set of constituencies—a broader
range of employer partners and economic
development groups, planning groups,
community-based organizations, K-12 systems,
four-year educational institutions, political
leaders and power brokers, the department of
social services and Workforce Investment Boards
(WIB), industry associations, and unions.

B Forming relationships with other community
colleges is also important—for information-
sharing, for regional collaboration, and for
jointly accessing large grants.

B The president, trustees, and the workforce
development division take the lead in
relationship-building, but it is considered the
responsibility of everyone, including faculty
and administrators in for-credit programs.

B Colleges find new avenues to market their
responsive services to employers and
students. They convey messages to
potential partners about the institution’s
quality as a training provider, its flexibility, and
its proactive and problem-solving approach.

Partnerships

Effective colleges partner with employers and
associations based on strategic priorities. They
assess local labor market needs and determine
how the college could most effectively meet
them. They consider future trends and partner
with emerging and expanding industries.



B The most responsive colleges partner with
leaders—Ilarge employers and innovative
industries when possible.

B Responsive colleges ask partners not for
resources, but rather how the college can
help accomplish mutual goals.

B When partnering, effective colleges
emphasize long-term benefits over short-term
gains.

B Successful partnerships often lead to
expanded or entirely new partnerships.

13
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Overcoming Impediments

As community college leaders initiate strategic
planning around the design and development of
labor-market-responsive programs and
approaches, they will inevitably encounter an
array of barriers. Some of these barriers are very
real; others are more a matter of perception or
misinformation. The box at right lists some of
the impediments most commonly invoked. Yet
this guidebook provides many examples of
community colleges that, having faced these
same barriers, found effective strategies to
address and overcome them.

The findings presented in this guidebook confirm
that through a combination of self-reflection,
strategic planning, and strong leadership, all
community colleges are able to enhance their
labor market responsiveness, regardless of the
specific barriers that they may initially encounter.
Resistance to change is to be expected. A sober
assessment of unique challenges, a clear plan
for moving forward, and the application of proven
remedies will help manage the change process.
The tools provided in Volume 3 are a beginning
step in assessing the environment surrounding
your college and its unique barriers and in taking
stock of factors internal to the college that might
hinder your institution from reaching its potential
in labor market responsiveness.

Common Barriers to

Market Responsiveness

“That’s not our mission.”

“Noncredit programs and career-oriented
programs are second-class at this college.”

“All our students transfer to 4-year colleges.”
“This community won't go for it.”

“We’re already labor market responsive.
Look at this great program we have over
here.”

“It’s hard to fund career-oriented programs—
besides, they cost more to offer than
transfer courses.”

“We’d like to be more market driven,
but state funding won't allow it.”

“The faculty here is very traditional and
academically oriented.”

“We’re unionized.”

“There aren’t any companies in our district
to partner with.”

“We don’t have enough information
on which to base that kind of effort.”

“The accreditation procedures for credit
programs prevent that kind of flexibility.”
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The Responsive Community
College in Context

An important lesson emerging from our
study is that colleges in dramatically diverse
environments, with very different
enroliments and budgets, launched highly
innovative and highly useful programs (see
Appendix). This confirms the premise that
regardless of the unique challenges and
opportunities a community college faces, its
leadership can succeed in enhancing its labor
market responsiveness. However, it is critical to
recognize that the context in which the college
operates—the local economy, the local
workforce, and the history and circumstances of
the institution itself—do affect the college’s
capacity for innovation.

No doubt, community colleges with solid
financial assets, healthy enroliments, and a
supportive economic environment start out at an
advantage. Substantial enrollments and budgets
indicate that there are (a) the administrative
resources to devote to designing and securing
funds for effective market-responsive programs,
and (b) the educational resources to create
cooperative programs with businesses and
economic development groups. Financial

support from local government brings not only
new dollars but also represents the buy-in from
local civic leaders that rewards and recognizes
the college’s efforts to meet local education and
training needs.

America's community colleges play a
critical role in expanding access to the
Skills and knowledge students of all ages
need to be competitive in an ever-
changing global economy. The high-
quality education and training
community colleges provide are
increasingly developed in partnership
with business. This trend means
students are better prepared to meet the
needs of the local and regional
workforce, a development that must
continue for the benefit of students
across the nation

— Senator Judd Gregg,
Chairman of the Senate Health, Education,
Labor and Pensions Committee™
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A campus in proximity to major high-tech
employers is an asset to a college because its
location presents rich partnership opportunities
that will reinforce the college’s role in contributing
to local and regional prosperity. While a
suburban location is not inherently an advantage,
most major high-tech firms, especially
headquarter operations, are located in suburbs.

A campus in a predominantly blue-collar
community has an advantage because such
populations are more likely to seek training in
order to gain employment, advancement, or new
careers. Community colleges in affluent areas
often face high demand for programs geared
toward students looking to transfer to a four-year
institution and leisure-oriented continuing
education. Community colleges in low-income
areas must address the pressing need for basic
education. A community college that must
respond to demands for these types of
programs, regardless of their importance, may
have difficulty freeing up the resources and
attention to devote to career-oriented programs.

The policies and funding practices of state
governments and governing boards establish
another context within which community colleges
operate. Centralized statewide workforce and
economic development, operated through the
state community college system, may offer
important resources and funds to some colleges.
Some state systems provide information
resources, for example, giving colleges access to
outcome data on the employment of their
graduates, occasionally matched to wage records.
State funding formulas, including the extent to

which these cover the costs of noncredit
programming, may limit a college’s ability to tap
these resources for career-oriented programming.
Performance-based funding systems and regional
accreditation agencies may also limit a college’s
ability to focus on labor market outcomes. Thus,
if colleges are constrained by the state, having
strong local support provides the freedom to be
substantially more innovative.

However, these advantages and disadvantages
do not determine which colleges will become
more market-responsive. The challenges differ,
but whether a college is situated in a high-
growth, high-tech environment or a more rural
region, the pursuit of a labor-market-responsive
mission will require its leadership to engage in
strategic efforts and secure additional resources.

Colleges, whatever their circumstances,
need to recognize that impediments to
market responsiveness can be overcome
through investment of effort and innovation.
Careful self-assessment and strategic planning
enable a college to recognize its environmental
assets and liabilities, and, as many colleges
have demonstrated, to move on, working within
and even building successfully upon what
appeared to be constraints. Our case studies
suggest that in various circumstances — whether
small or large, rural or urban or suburban,
financially comfortable or facing lean times,
receiving more state support or less — colleges
can successfully maximize their potential. The
bottom line is, as one economic developer
observed, “No matter where you are or what
obstacles you face, you can do more.”




The Promise of Labor
Market Responsiveness

The value of being a labor-market-responsive
college extends well beyond the college itself,
beyond its students, beyond its public- and
private-sector partners. Many community
colleges have demonstrated that by developing
programs to address employer and industry
needs and continually seeking ways to engage in
the region’s economic development, they
improve not only the employment prospects of
their students but also the economic outlook for
their communities and regjons as well.

Colleges that maximize their responsiveness
enable displaced workers to transition from one
career to another, employed workers to upgrade
or learn new skills, and students to prepare for
meaningful careers. Such a college is also a
magnet to industries and employers because its
training capacity promises a steady supply of
properly trained workers.

Although community colleges have historically
pursued multiple missions, their emergence as
trainers of choice has brought to the forefront
their potential as engines of workforce and
economic development, improving the economy
of their communities and simultaneously the
employment outlook of their students.

The avenues to acquiring [new] sKills are
many, and one effective tool that we
have developed to facilitate the
transition to a new job or profession has
been our community colleges. These
two-year institutions have been in the
forefront of teaching the types of sKills
that build on workers' previous
experiences to create new job skills.

— Alan Greenspan,
Chairman of the Federal Reserve™
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The journey to labor market responsiveness
requires thoughtful self-reflection and
strategic planning. Maximizing a college’s
responsiveness is a function of effectively
managing the seven dimensions discussed in
this guide. A focus on any one or two
dimensions is not sufficient. Guided by visionary
leadership and governance, built on an
appropriate organizational structure, staffed by

empowered professionals, nurtured by a
conducive organizational culture, supported
through adequate resources and funding,
informed by solid data and current information,
inspired by strategic relationship-building, and
delivered through innovative partnerships, the
community college of the 21st century can
realize its full potential as an engine of economic
development.




The Center for Workforce Preparation at the U.S.
Chamber of Commerce, in conjunction with the
American Association of Community Colleges
(AACC), conducted a series of regional forums to
identify promising practices that will build the
capacity of chambers of commerce and
community colleges to develop the workforce
necessary to keep their communities competitive
in today’s and tomorrow’s economy.

Participants were asked to imagine themselves
five years in the future telling a group of business
associates about their local market-responsive
community colleges. Here are some aspects of
their vision:

Community colleges are the “trainers of
choice” for local businesses.

Businesses play an important and active role
in the development of community colleges’
strategic plans by providing richer quantitative
data on specific job needs.

Community colleges design career-ladder
approaches to certificates, with course
sequences drawn from associate degree
programs.

Community colleges blur the lines between
credit and noncredit courses.

Community colleges, workforce investment

Afterword: A Vision
For the Future

boards, chambers, and local business leaders
meet regularly to keep current on the
changing marketplace.

Community colleges offer flexible training
options and multiple delivery systems.
One-stop centers are located on community
college campuses, presenting an educational
environment instead of a governmental
social-service stigma.

Community colleges collaborate with each
other to meet specific workforce needs in the
community and region.

Bridge programs have been created with
schools and universities to seamlessly serve
students K-16.

The community college system has a “center
for excellence” that provides resources to the
system and that helps gauge supply and
demand in the local labor market.

There is a bridging of internal service delivery
“silos” to achieve the set of economic goals
and objectives set by the community.
Workforce investment boards develop regional
economic centers at community colleges.
Small businesses are able to cost-effectively
create contracts with community colleges.
The return on investment from market-
responsive community colleges is equal to
that of regional economic development.
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APPENDIX A

The Colleges: Who They Are
And Why They Were Chosen

Westat and AED systematically gathered
information from a variety of sources. We began by
synthesizing the existing literature on labor market
responsiveness. We invited expert opinion from
researchers, practitioners, and policy-makers. An
analysis of the accumulated literature produced a
set of general findings and themes. These findings
were then converted into research hypotheses and
areas of inquiry that were put to the test using a
strategjcally selected sample of colleges.

Our original charge from the U.S. Department of
Education was to carefully examine 10 community
colleges that presented the characteristics
documented in the literature associated with
exemplary labor market responsiveness. As we
began identifying such colleges, we came to the
important realization that they exist in and serve
unique labor markets. Thus, to better understand
the context in which they operate, and the internal
and contextual variables associated with labor
market responsiveness, we agreed with the
Department of Education to examine small sets of
colleges serving the same labor market. This
afforded the research team an opportunity to
compare and contrast variations across colleges
facing similar contextual circumstances.

The study design then evolved from an analysis
of 10 “exemplary” community colleges to an
analysis of multiple colleges serving 10 distinct
labor market areas. Colleges in the final
sample include those with a national reputation
for being market-responsive; those that
appeared to have similar assets and liabilities
but did not attract national notice; and those
that lacked some of the assets of the nationally
prominent colleges, but were in the same labor
market. For seven of the 10 labor markets, we
chose three colleges to include in the final
sample. The rural community colleges, located
in different states, each served different labor
markets. Finally, two of the areas are served
by community college districts, and in these
cases, we were able to collect and include data
from more than three colleges. Thus, the final
sample contained more than 30 community
colleges. The participating colleges, organized
by labor market area, are presented in figure 1.
The colleges in the study sample vary with
respect to size, geographic location, overall
budget, student populations, funding stream,
and other variables reflecting the full range of
community colleges in the United States.
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Field researchers conducted case studies of these
community colleges to determine how they anticipate
and respond to the changing needs of business and
industry in their communities. This approach offered
the opportunity to tease out the different strategies
that colleges employ when faced with comparable
economic and market conditions. It also provided
the opportunity to observe how varying contexts
influence college behavior and responsiveness. We
sought to critically examine the differences in the
colleges’ programs and relate those differences to

variations we observed in a set of critical factors,
such as internal leadership and organization,
resource allocation and sources of support, and
external relationships and partnerships.

Examining these colleges, our field teams set out
to collect and organize lessons learned that others
could fruitfully apply in their own settings. A
comprehensive analysis of these colleges led to
the findings and recommendations presented in

the guidebook.

igure 1: Colleges in Study Sample by Labor Market Area*

Labor Market Colleges/Presidents

Charlotte, N.C.

Chicago, Ill.

Metropolitan D.C.

Greater Orlando, Fla.

Quad Cities, lowa/lll.

Springfield, Mass.

Seattle, Wash.

Rural Colleges

San Diego, Calif.

Dallas, Texas

Central Piedmont/
Anthony Zeiss

Moraine Valley/
Vernon Crawley

Anne Arundel, Md./
Martha Smith

Valencia/
Sanford Shugart

Kirkwood, lowa/
Norm Neilsen

Springfield Tech/
Andrew Scibelli

Bellevue/
Jean Floten

South Piedmont, N.C./
John McKay

San Diego District:
Mesa / Constance Carroll
Miramar / Ron Manzoni

Gaston/
Patricia Skinner

Oakton/
Margaret Lee

Montgomery, Md./
Charlene Nunley

Seminole/
E. Ann McGee

Black Hawk, Ill./
Keith Miller

Holyoke/
William Messner

Shoreline/
Holly Moore

Mountain Empire, Va./

Terrance Suarez

San Diego City / Terrence Burgess

Dallas County District / Jesus Carreon (Chancellor):

Richland
North Lake
Cedar Valley

Mountain View
Brook Haven
El Centro

York Tech, S.C./
Dennis Merrill

Malcolm X/
Zierre Campbell

Northern Virginia/
Robert Templin

Indian River/
Edwin Massey

Scott, lowa/
Patricia Keir (Chancellor)

Asnuntuck, Conn./
Martha McLeod

Green River/
Richard Rutkowski

Walla Walla, Wash./
Steven VanAusdle

Palomatr/
Richard Jones

Eastfield

* In Dallas, all of the colleges were part of a single community college district. In San Diego, the colleges
were in two community college districts. In those cases, we examined the organizational structures at the
district level and drew examples from among the colleges in those districts. Because rural colleges each
serve a unique labor market but share similar characteristics, we selected three rural colleges in different

states to constitute one case study.




To examine the economic and social environment of
each of the 10 labor market areas, the team first
reviewed published documents and gathered regional
and county-level data from the U.S. Census Bureau and
from the U.S. Bureau of Labor Statistics. The team also
reviewed college mission statements, organizational
charts, budgets, student enrollment information, student
handbooks, promotional materials, course catalogues,
and college fact books, as well as documents collected
on site—including meeting minutes, program reports,
curriculum samples, and where possible, data
describing or assessing the impact of college programs
on business recruitment, retention, and growth.

Data collection activities (primarily document review,
on-site visits, and phone interviews) occurred
between August and December 2003. To ensure
cross-site consistency, semi-structured, open-ended
interview protocols were used to guide interviews and
focus group discussions with college administrators,
college faculty, and community partners. The team
interviewed organizations and individuals beyond the
college, including employers, community-based
organizations, and economic development agencies.

Data analysis resulted in three broad but not
mutually exclusive categories of variables related to
labor market responsiveness that we named
contextual, internal and external. Used primarily to
structure the case studies, these categories helped
the team organize the features and factors that
appear to be correlated with labor market
responsiveness across the numerous colleges
participating in the study.

Contextual variables are those that exist
independently of the college and reflect conditions
and features of the environment in which the college
operates. These include:

B State-level polices and funding formulas
Community demographics

Local labor market conditions

Economic trends and conditions

The community orientation toward the community
college specifically and higher education in general

Internal variables are those that exist within the

confines of the institution itself and as such are

those over which the community college has the
greatest degree of control. These include:

B |eadership

Organizational structure

Organizational culture

Internal resource allocation

Internally developed data

External variables are those that exist in relationship

to the college and are manifested through the

interplay between the college and its context. Thus,

“external” variables capture the interaction between

internal practices and the surrounding context.

These include:

B College funding (i.e., local and non-formula
funding)

B Relationship-building (formal and informal)

B Partnership operation

B Externally developed data

The guidebook recognizes the significance of
contextual factors, but mainly addresses those
factors over which college presidents, trustees, and
administrators have greater control, namely, the
internal and external variables listed above. Volume
2 examines in detail these variables and their
relationship to labor market responsiveness.
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Preface

The Community College Labor
Market Responsiveness
Initiative

The Community College Labor Market
Responsiveness (CCLMR) Initiative was created to
develop and disseminate information and tools
enabling community colleges, as a unique and
critical component of America's education and
training system, to keep pace with the needs of a
diverse student body and a dynamic labor
market. The U.S. Department of Education,
Office of Vocational and Adult Education (OVAE)
undertook this initiative in the fall of 2002.

The main goals of the initiative are: 1) determine
the characteristics of a "market responsive"
community college and identify the indicators
and measures by which market responsiveness
can be judged; 2) identify the policies and
practices community colleges have put in place
to facilitate and support labor market
responsiveness; 3) pinpoint the steps colleges
can take to improve labor market responsiveness
and the quality of customized programs they
offer to students; and 4) disseminate that
knowledge to the field.

The conclusions presented by Westat and AED in
this guidebook rely heavily upon case study
analysis of more than 30 colleges in 10 diverse
labor markets, especially hundreds of interviews
and discussions conducted with college leaders,
employers, and economic development
professionals. To augment the case studies, we
collected standardized data across all colleges
using surveys and document review, conducted
statistical analyses, reviewed the relevant
literature, and consulted with experts.

In addition to this guidebook, other useful
products listed below have emerged from the
research component of this initiative. These are
available at http://www.nccte.org/ and at
http://www.ed.gov/about/offices/list/ovae/.

B Documented Characteristics of Labor-
Market-Responsive Community Colleges and
a Review of Supporting Literature (Westat
and AED, 2003)

B Research Appendices to The 21st Century
Community College (Westat, forthcoming)




How to Use This Guide

Volume 1 of this guidebook provides an
overview of labor market responsiveness and
establishes common ground from which you,
the community college leadership, can
address this important issue. We encourage
you and those at your college engaged in
promoting labor market responsiveness to
read it through to better inform yourselves
and motivate others.

Volume 2 is the heart of the guidebook.
Drawing from in-depth case studies of more
than 30 colleges, it presents a roadmap for
action. Each of Volume 2's seven modules
explores a different facet of the community
college that contributes to labor market
responsiveness. These facets, which range
from leadership and structure to resources
and partnerships, represent various aspects
of an organic whole. As such they are not
mutually exclusive, but rather mutually
reinforcing, and the user will find
considerable cross-referencing among the
modules as the connections and
interrelationships are discussed.

While it is possible to read this volume in its
entirety, the seven modules are in fact
designed to be used independently of one
another and referenced time and again as
each college president and his or her team
progresses through processes of self-
reflection and strategic planning. Like a
travel guide, this volume points out numerous
paths leading to the goal of labor market
responsiveness. The starting point will
depend upon local conditions, immediate
needs, and existing opportunities.

Although some community colleges may
benefit from the lessons learned in each
module, most will likely discover that there
are two or three dimensions that need
special attention. By using the self-
assessment tools in Volume 3, the college
leaders and their teams will be able to
better determine which of the critical
dimensions presented here need to be
prioritized for action.

In each module, broad findings and cross-
cutting themes are explained in great detail and
specific examples from colleges are presented.
Each module closes with a brief summary of
lessons learned. Questions are embedded
throughout the modules to provoke thoughtful
reflection and focus attention on practical
action regarding current structures, policies,
procedures, and programs at each college. The
outcomes of discussions among the college
president and his or her colleagues will inform
the college's strategic planning process.

The information and strategies appearing in
the seven modules emerged from our
extensive study of over 30 community
colleges. To promote additional thinking, we
have interspersed between these modules
detailed information on especially relevant
resources and practical advice culled from
other sources. These supplementary
materials point to opportunities and strategies
that have general applicability to labor market
responsiveness rather than applicability to any
specific dimension of it. However, these are
just examples, not an exhaustive list;
there are other materials that may be
useful, including materials that are still in
the production stage, and we encourage
each reader to seek them out as they
become available.

Practical Examples
And Resources

During the course of our study of community
colleges across the nation, we endeavored to
identify practices that highlight the range and
creativity of their efforts. This guidebook
showcases some of the most innovative and
promising of these practices. Many represent
common strategies that most colleges
employ; others are unique. Some would
require major investments, while others could
easily be emulated with only minor
reallocation of resources.

Because these illustrations are drawn from a
wide cross-section of community colleges,
regardless of your college's location, student



demographics, or local economic conditions,
you will find examples applicable to its
circumstances. In many cases, a community
college could adopt these strategies with only
modest modifications to match its
circumstances.

A brief profile of each college participating in
this project is presented in the appendix to
this volume. There you will be able to quickly
determine how your college compares to
those sharing promising practices here. We
have also provided the main telephone
number should you wish to contact the
college directly for additional information. For
additional information on colleges of particular
interest, see Research Appendices to The
21st-Century Community College forthcoming
at http://www.ed.gov/about/offices/list/ovae/

Seven Key Modules
Of This Guide

It is no coincidence that our in-depth
exploration of the dimensions associated with
market responsiveness begins with
leadership. Leadership is critical to all
aspects of a college's success, but to none
more than to shaping the very essence of the
college's underlying mission and creating a
shared understanding of what it means to be
labor-market-responsive. Following this
module and stemming directly from
leadership are discussions of the responsive
college's internal structure and culture.

Acquiring resources and gathering data in
order to develop effective programs follow.
The final two modules focus on the interface
between the college and its community:
building relationships and implementing
partnerships.

Although these discussions are overlapping
and mutually reinforcing, we examine each
dimension in turn. Each module presents
information, guides self-reflection, and offers
practical examples for action. Taken together,
we hope these modules provide the key
ingredients necessary for community colleges
to maximize their potential as labor-market-
responsive colleges.

Throughout this guide we refer to "labor-
market-responsive colleges" or "responsive
community colleges." All of the colleges
mentioned in this guide employ noteworthy
and promising practices and strategies, and
these are highlighted throughout. Many of
these approaches are employed at multiple
colleges. Others are unique, created from
local circumstances and inspiration.

However, none of the colleges visited
incorporated all of these approaches
simultaneously and not all colleges portrayed
uniform depth and complexity of
implementation. When we refer to "the labor-
market-responsive college" in this guide, we
are describing an ideal toward which colleges
can aspire rather than any actual institution.
The colleges cited in this guide point the way.







The right leadership is essential to a labor-
market-responsive community college. Both
research and common knowledge suggest this to
be the case. The case studies conducted for the
development of this guide elevated the
importance of leadership. It is perhaps the key
feature internal to a college that improves its
potential to meet and anticipate local labor-
market needs. The most responsive and effective
colleges have become so through their
leadership. A senior administrator at Anne
Arundel Community College in Maryland noted
that the leading "colleges that come to mind in
workforce development are who they are because
of the commitment of their CEO." The influence
of leadership permeates every aspect of the
responsive community college and its efforts.

Entire books have been written about the
complex and multifaceted subject of leadership.
This module limits its discussion to general
findings and guidance concerning effective
leadership of the market-responsive college. We
highlight six particularly relevant aspects of
leadership: the locus of leadership; the priority
placed on the mission; a vision that extends
beyond the traditional service area; knowledge of
economic and market trends; effectiveness in

Leadership and Governance

public relations and resource acquisition; and
such personal qualities as entrepreneurship.

Leadership Cannot
Reside in One Person

Although the president is the college's primary
leader, he or she cannot lead in isolation.
Leadership that nurtures labor market
responsiveness also resides with the board of
trustees. We observed that responsive colleges
had boards that were active in setting priorities
and an overarching mission that focuses the
college on its local labor market, and kept the
college committed to the policy and program
directions that stem from that mission. Boards
may even play a role in allocating resources to
workforce development. At Valencia Community
College in Florida, the board earmarks
$300,000 a year as start-up capital for training
for businesses that are relocating to Orlando, as
part of an initiative with the local economic
development commission.

An important governing role of a college board
includes the selection of a new president. An
abiding interest by the board in workforce
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development will influence their search for a
new CEO, since they will choose a candidate
who shares that commitment and passion.
Additionally, the president must have the full
support of the college governing body in
leading the institution towards market
responsiveness. Achieving agreement on
values and priorities related to labor market
responsiveness is an essential first step.

Although leadership starts at the top, it must
also be diffused throughout the organization.
Senior administrators who participate in
decision-making and program management
play important roles as part of the leadership
team at the effective colleges we visited. At
some colleges, faculty members as well as
administrators were expected to assume
leadership roles and empowered to take
initiative. Vernon Crawley, the president of
Moraine Valley Community College in the
Chicago area, expects staff to be risk-takers,
self-starters, and able to set a vision. Faculty
and staff at that college have spoken up upon
seeing an opportunity or the solution to a
challenge, or otherwise seized the moment
for action. Moraine Valley's training
partnership with Cisco Systems, in which the
college functions nationally as a Cisco
Academy Training Center, is cited as an
example of faculty leadership, both in its
initiation and its subsequent expansion. To
sustain institutional engagement in labor
market responsiveness over the long haul,
colleges must place a consistent emphasis
on leadership development for administrators,
board members, and faculty.

Making Labor Market
Responsiveness a Priority

Exceptional leadership begins with recognizing
the value of labor market responsiveness.
Before leaders can develop a strategic plan to
achieve labor market responsiveness, they
must understand the role that the community
college can play in the local economy.
Knowledge of the national labor market
enables leadership to envision how the

What priority do you
place on the mission
of meeting local
workforce and economic
development needs?

college could address those needs as well.
This awareness translates into commitment
from the top of the organization to making
labor market responsiveness a college priority
and to embracing that commitment publicly.
As personnel at Moraine Valley Community
College observed, success in responding to
the labor market "starts with a leadership
commitment to making it happen." And they
praise their board for its "social conscience at
the leadership level."

The Importance
of Mission and Vision

All community college leaders have a vision
for the future of their institutions. For a
growing number, this includes envisioning a
more significant role for their colleges in
meeting labor market needs in their
communities and beyond. A vision
encompassing labor market responsiveness
that has been internalized by college
leadership and staff will lead to numerous
workforce and economic development
initiatives.

Leaders at labor-market-responsive colleges
convey their commitment to and vision of
meeting local labor market needs publicly and
widely through the college's mission and
strategic plan. Written goals encourage
action. Labor-market-responsive colleges have
adopted a mission statement that establishes
workforce or economic development as an
institutional commitment. College personnel
consistently refer to these statements and
plans when speaking of institutional activities
and direction on their campuses. Though
most community colleges have long been
involved in market-responsive activities, the



need to formalize these commitments in
official ways became clear from the colleges
studied. It was evident that the most
effective colleges had honed their written
goals for some time, while others were
infusing new impetus or a more holistic
approach to their activities by redrafting
mission statements or adding a new focus
to strategic plans. In addition to
overarching goals, the strategic plans of
responsive colleges specifically target local
labor market needs and spell out the college's
plan for fulfilling its local economic
development role. As the boxed examples
demonstrate, written statements showcase a
college's willingness, and that of its
leadership, to commit resources to
developing the workforce. These documents
directly influence the culture on campus,
dictate its structure, and determine actions to
be taken.

The processes of establishing these
statements, college representatives confirm,
are themselves key to securing the
commitment of leadership and staff to labor
market responsiveness. When labor market

To what extent is your
college's commitment to
labor market
responsiveness reflected
in the mission statement
and strategic plan?

responsiveness is on the table during the
information-gathering, self-evaluation, and
goal-setting processes that underlie mission-
building and strategic planning, it is more
likely to take root in an organization as an
idea and a purpose. Not only is there
opportunity to define the concept and explore
its implications for the campus, but staff
members also have the opportunity to air
their concerns and even fears. Widespread
campus commitment to the new purpose is
more likely to result from a process that
allows staff members to voice their
apprehension about the ramifications of what
is a profound cultural shift from the academic
purposes of a traditional community college.

Market Responsiveness Reflected in

Mission Statements
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Indian River Community College (Florida):

“In partnerships with business, industry, educational institutions and the community, the college is a leader in
economic and workforce development and a center for professional, personal, and cultural enrichment.” Indian River
Community College Web site: www.ircc.cc.fl.us/atircc/welcome/missionstmt.html

Mountain Empire Community College (Virginia):

“MECC functions within the educational community to assure that all individuals in its service area are given a
continuing opportunity for the development and extension of their skills and knowledge through quality programs and
services that are financially and geographically accessible. MECC provides leadership in determining and addressing
both the needs of individuals and the economic needs of the College's service area.” Mountain Empire Community
College Web site: www.me.vces.edu/mission.htm

Springfield Technical Community College (Massachusetts):

“STCC has a strong and recognized commitment to the economic development of the Pioneer Valley, Massachusetts,
and the nation.” Springfield Technical Community College Handbook, available online at:
www.stcc.edu/services/handbook/stateanddisc.html
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In addition, the leadership of community
colleges that meet local labor market needs
maintains a broad outlook on economic and
workforce trends. It is a truism that we
operate today in a global economy. Colleges
fail to prepare workers adequately if they
attempt to define local employment needs in
isolation from other labor markets. Regional,
national, and global economies profoundly
influence local labor markets. Understanding
these broader trends enables one to
anticipate local shifts. Although most
college mission statements do not set forth a
regional or national agenda, it is evident from
conversations on campus that the leadership
of many community colleges looks far beyond
the local horizon of the college district or
traditional community.

DoeS your OUUOOK As Dennis Merrell, the
extend beyond your
CO//ege'S traditional South Carolina noted,

president of York
Technical College in

with regard to

service area? economic and

workforce trends, "If a

community college is
only looking at their service area, they've got
to get their heads out of the sand. We're
looking at the thing right in front of us, but
we miss the tsunami." Numerous college
personnel emphasized the importance of not
limiting the vision to regional concerns, but
going national. Responsive colleges told us
that national visibility and connections help
them in many ways - from the political to the
strategic and financial. Colleges depend
upon their leaders to articulate this broad
perspective and communicate its importance
to faculty and staff.

The Public Relations
Role of Leaders

Presidents are regularly viewed as the face
of the community college. Through
observing and listening to the president,
community members learn about the

Strategic Planning for

Economic Development

One initiative in the Gaston College (North
Carolina) five-year strategic plan is providing proactive
leadership in economic development. The five goals
under this initiative clearly articulate the mission and
vision of its leadership:

B Strengthen regional partnerships with
business/industry, community agencies, and
other educational institutions to enhance
economic development;

M Increase involvement of business/industry
employers and economic development organizations
in educational programs and course development;

B Develop programs and services that fit the needs and
requirements of external funding groups to better
serve special populations such as displaced workers;

B Provide opportunities for a renewed sense of
entrepreneurship in the business community; and

M Continually implement new curricula that respond
to the emerging needs of the community.

Vision for the Future: Gaston College Strategic Plan 2003-2008

Regional and National

Vision

Tony Zeiss, the president of Central Piedmont
Community College (CPCC) in North Carolina led
the formation of the Charlotte Region Workforce
Development Partnership, which involves 10
community colleges operating in 16 counties, the local
school district and university, chambers of commerce,
economic development groups, and business. He
notes that recruiting new industry benefits the region,
not just the county where a particular business
relocates. Reflecting on the nationwide retirement of
baby boomers, the president is thinking about sources
for replacement workers. If the labor pool increases
through immigration, the college could offer more ESL.
The college could also train seniors and functionally
illiterate individuals, especially if national security
concerns restrict immigration. CPCC has rallied Rotary
clubs and volunteers to run literacy courses and works
with a local senior center to reach older workers.




Do you capitalize on
opportunities to lead by
example in community
involvement? Are you
outspoken in your public
commitment to market

responsive goals?

interests and activities of the institution.
Enhancing public respect for the college
and recognition of its contributions helps
ensure that it is regarded as a key partner
in local economic development. Presidents
share this public relations role with their
board members. These leaders educate
opinion leaders and power brokers about
the institution, both to familiarize them with
the college and to secure new partnerships
and resources. College leaders network
with leaders from other arenas - corporate,
political, government, even sports and
media - to make connections that will
further the college's mission. They find
ways, on campus and off, to showcase the
college's mission and accomplishments and
reward friends of the institution. In
addition, effective presidents forge
connections with the leaders of other
community colleges and create networks of
education and training providers.

"Cheerleader" is a term often used to
describe the presidential role. The
community relations role of dynamic senior
administrators and program managers of
continuing education and training divisions
was clearly important at the colleges we
visited. However, in the most responsive
colleges, presidents and board members
take on the majority of high-level networking
roles. The involvement of these leaders
appears particularly significant in securing
large grants or the substantial resources
needed to begin a new program. Presidents
occasionally act as the key contact with
important partners, in order to demonstrate

President as Public

Relations Vehicle

"l am the cheerleader," said Zerrie D. Campbell, the
president of Malcolm X College in Chicago, "the major
public relations vehicle." She is not only visible in the
local community and energetic in encouraging its residents,
but is also energetic and effective in bringing powerful
players to the campus. The president holds a gala in the
atrium of the main campus building each February,
primarily for corporate leaders. Her breakfast for legislators
brings city and state politicians to campus, "to see what
we've accomplished and what we need." The Jazz Café,
also held in the atrium, is free to the community but
strategically draws people from business and industry. She
ensures that graduations are opportunities for awards to
powerful friends of the campus "to showcase those who've
been responsive to us." All of these campus events
become opportunities to showcase the mission and
accomplishments of Malcolm X College.

to both sides of the partnership the
commitment that the college is making to
labor market responsiveness. Because one
person can develop and maintain only so
many strong partnerships, the community
college leader needs to select strategically
among relationships and events in which to
take part and delegate this responsibility to
other college officials.

Well-Informed Leaders Are
Anticipatory

Good leaders are well informed on the
issues. Labor-market-responsive presidents
actively seek out information and data on the
overall economic picture. The leaders of
responsive colleges understand the evolving
needs of local employers and familiarize
themselves with local, regional, and national
labor market trends. This investment of time
is well spent, for such information forms the
building blocks of plans to anticipate and
meet coming needs. Given the importance
of this information, the president and senior
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Anticipating the

Economic Future

In the 1980s, York Technical College (South
Carolina) became involved in the maintenance of electric
vehicles. College leaders, familiar with national research,
knew that many of these cars were being built but that no
one was anticipating the need for maintenance. As a
result, York Tech became a charter member of the National
Alternative Fuel Training Program Consortium and
developed a training program adopted nationwide for
electrical vehicle maintenance. The first program led to a
focus on natural gas vehicles in the early 1990s, then fuel
cell vehicles, and now hybrids. Alternative energy is
important to the local community because auto pollution
has caused air- and water-quality problems that could
hinder local economic growth. York Tech is now moving into
the field of energy efficiency and alternative energy for the
home. The college plans to educate the public and begin
to train plumbers and electricians in the new systems,
rather than wait to be asked to do so. "Part of our role is
proactive, staring out towards where the end of the
headlights reach," says president Dennis Merrill. "This is
going to have an impact on our community. Are there things
we could start doing now to prepare for that?"

officers must drive the institution's research
agenda to ensure effective decision-making.
Information-gathering positions the college
as anticipatory, looking ahead and planning
for the future.

Presidents and administrators at responsive
colleges referred to articles, reports, and
data as a matter of course when discussing
national employment trends or the local
industry shifts. Their sources were many
and varied. Examples of national
information-gathering include the high-
growth industry profiles distributed by the
Employment and Training Administration at
the U.S. Department of Labor and an article
on the coming job boom in Business 2.0.
Constance Carroll, the president of San
Diego District's Mesa College, foresaw a
training need in chemtech, and

Do you seek out reports
or data to familiarize
yourself with local,
regional and national
economic trends?

subsequently developed a program to meet
it, having read in the newspaper about the
large number of pharmaceutical companies
moving into San Diego.

Economic information can be gathered from
experts as well. To anticipate how national
economic trends might impact local workforce
development needs, and to prepare the
community college to train that workforce,
Anthony Zeiss, the president of Central
Piedmont Community College in North
Carolina, invited representatives from the U.S.
Departments of Education and Labor, the
U.S. Chamber of Commerce, and the
American Association of Community Colleges
to a workforce summit in Charlotte with local
economic development officials, businesses,
and community colleges. As convener of the
summit, the community college enhanced its
reputation as an institution capable of
anticipating the opportunities in and
challenges facing its community.

In addition, leaders must keep current with
the practices of other community colleges
that succeed in responding to their local
markets, analyze their applicability to the
local environment, and implement appropriate
programs and strategies. Senior personnel at
Gaston College near Charlotte, N.C., reported
that the president frequently asks them what
other colleges in the state are doing and
intentionally uses those colleges as
benchmarks for measuring progress and
assessing possibilities.

Leaders gather important information and
share it with the campus. College
personnel frequently report how much they
gain from and appreciate their leaders'



participation in economic development
meetings and in relationships with powerful
figures and key partners. Thanks to the
college leadership, faculty and staff become
aware of new industry prospects for
recruitment and employer needs. At
Valencia Community College in Florida,
President Sanford Shugart is credited with
pinpointing the fields that would need
trained labor over the next three to 10
years - nursing and information technology.

In addition to sharing information, top
leaders at responsive colleges effectively
communicate to staff and faculty the
mandate that they respect and embrace the
workforce-centered mission wholeheartedly.
These messages must be accompanied by
changes in college culture and structure
that emphasize the institutional vision.
Leaders do not micromanage, but leave
staff with no doubt as to their
responsibilities and the high expectations
placed on them.

The Personal Qualities
Of a Proactive Leader

It is often said that leaders are born, not
made. Indeed, some innate personality
traits appear typical of the leaders of labor-
market-responsive colleges. Such
characteristics include anticipatory thinking

and planning, innovation, and
entrepreneurship. At Dallas County
Community College District's Richland
College, an administrator described the
president as a risk-taker with "a bungee
cord attached," meaning that he makes
difficult decisions with sufficient information
to know that an action will not harm either
the institution or its students. These
leaders are also passionate about workforce
development and meeting community
needs. Hiring faculty and staff with similar
qualities and attitudes further encourages a
campus culture that supports such "out-of-
the-box" approaches. Staff and faculty at
effective colleges noted that they take
calculated risks without fear of failure,
because the leaders encourage innovation
and entrepreneurship throughout the
institution, and support them with
resources, information, professional
development opportunities, and
administrative flexibility.

To what extent are your
leaders characterized by
passion, entrepreneurship,
anticipatory thinking and
innovation?
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W | eadership is visionary and instills that vision in others, both within and beyond the college.

B | eaders of responsive colleges communicate and take seriously the institution's mission and
strategic plan.

B The college president and board of trustees are the most important figures in setting the direction
for improving labor market responsiveness.

M | eaders of labor-market-responsive institutions make themselves very visible in the larger
community, where they are recognized as community leaders and partners in economic
development, as well as educational leaders.

B In most cases, the president and the college's board are the primary forces in obtaining the large-
scale resources needed to develop exemplary programs. Rarely does anyone else at the college
have the personal prestige and expertise to raise funds and establish consortia.

B Effective leaders are well informed, driving the institution's research agenda to inform strategic
thinking and planning. Leaders function as key conduits for information, enabling their staff to
anticipate coming changes.

B The personal characteristics of market responsive college leaders mirror those of successful
businesspeople-entrepreneurial, anticipatory, innovative, and proactive. Leaders seek to develop
these same characteristics in their boards, administrators, and staff.




The Workforce Development Institute

Community colleges face the daunting challenge

of educating more students with fewer resources.

A demand-driven economy is changing the world
of our students as well as our communities. The
annual Workforce Development Institute (WDI),
sponsored by The American Association of
Community Colleges, is intended to better equip
professionals from community colleges and other
organizations to advance workforce training. The
Institute offers outstanding learning and
networking opportunities, bringing together
experts from business, education, and
government to discuss innovative workforce
training techniques and applications.

The 2004 conference was arranged around four
themes: customer service, partnerships, national
initiatives, and professional development. The
program focused on practical applications for
improving community college workforce services.
Sessions allowed participants to interact with
presenters and each other.

WDI is the focal point of a grant funded by the U.S.
Department of Labor’'s Employment and Training
Administration. Designed as a comprehensive program
for community college-based workforce service
providers, including faculty and administrators, WDI
provides participants with the resources and training
to meet the workforce development needs of both
employers and employees. WDI educates, invigorates,
and motivates those who are new to workforce
development as well as seasoned practitioners.

For additional information concerning past or
upcoming WDI conferences, please contact
Carolyn Teich at 202-728-0200 x 228 or
e-mail wdi2004@aacc.nche.edu

American Association of Community Colleges
(AACC)

One Dupont Circle, NW, Suite 410

Washington, DC 20036

(phone) 202-728-0200

(fax) 202-833-2467

http://www.aacc.nche.edu/
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As any CEO will tell you, dynamic leadership and
vision can take an institution only as far as its
internal structures will allow. College leaders
must identify the ways that the institution's
organizational structure limits its capacity for
economic and workforce development and then
remove these organizational barriers to labor
market initiatives.  Senior administrators at
Moraine Valley Community College in lllinois view
this as a key responsibility: "to keep the streams
clear so the salmon can swim upstream;" that is,
to ensure that the institution places no barriers
in the way of staff who take the initiative to
make things happen.

The leaders of labor-market-responsive
colleges frequently reconfigure organizational
structures and charts. Because organizational
structure reflects college priorities, it is an
important mechanism for conveying the
importance of the mission. Thus organizational
structure and organizational culture, addressed
in the module that follows, are without a doubt
closely linked. However, as they can operate
independently and may need to be addressed
separately, we have presented them as two
cross-referencing modules.

Organizational Structure
And Staffing

Although there is no "ideal" structure or
organizational chart for the labor-market-
responsive college, leaders who have adopted
this mission re-think the organization of their
workforce and economic development services
and, in particular, often-address the stature of
noncredit or continuing education programs and
the traditional credit-noncredit divide. Careful
assessment may indicate whether the
institution can allocate resources more
efficiently to meet student, community, and
business needs by increasing collaboration and
reducing program duplication.

The Organizational Chart
As Equalizer

Community colleges traditionally pursue multiple
missions that compete for priority and resources.
Historically, the academic and transfer functions
receive the most attention. Workforce
development and continuing education divisions
have often had second-class status compared to
the academic and credit divisions. Several
college personnel in career-oriented divisions
stated that their units were no longer the "red-
headed stepchild" on campus. As their
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Reconfiguring

Organizational Structure

The organizational structure of the Moraine Valley
Community College (lllinois) administration unites all
programs directly related to instruction and learning under
the senior vice president for academic affairs. Seven deans
report to the senior vice president, with responsibility for:
career programs; enrichment programs and services; liberal
arts; workforce development and community services;
science, business and computer technologies; academic
services; and academic development and learning
resources center. Senior staff members are unanimous
that "in the early stages, workforce development and
training was confined to a unit. As the college matured, it
became everyone's job-part of every administrator's job."
The organizational move of continuing education and
workforce development from the division of student
services to the division of academic affairs was crucial to
this evolution. The move demonstrated the evolution of
continuing education from an activity marginal to the
college's purpose to "the heart of things." With all the
deans reporting to one administrator, their discussions
tended to converge on a united purpose.

Centralizing Economic

Development Activities

Seminole Community College (Florida) took an
important step by reorganizing and consolidating economic
development activities occurring across campus under the
newly created Office of Economic Development and
Employer Services. This new division allows the college to
handle much bigger projects competently, to present a
unified face to economic development activities, and to
make it easier for clients to access programs and services,
thereby significantly improving interaction with clients.

institutions focused increasingly on the
business community's needs, their status
improved. One way to bring the status of
these divisions into parity with the academic
divisions is through the reporting structure or
organizational chart. Some colleges create

Does the college's
organizational chart
reflect the equal
importance of for-credit
and noncredit programs?

administrative positions dedicated entirely to
workforce and economic development.
Seminole Community College in Florida added
several new deans-for business and
technology, career programs, and economic
development-to increase flexibility and
institutional responsiveness to employers.

Responsive colleges ensure that
administrators for workforce development or
continuing education have the same standing
as those who head academic divisions, giving
them equal access to staff and resources.
Many different structures can accomplish this
purpose. Walla Walla Community College in
Washington employs two vice presidents of
instruction, one for the academic side and
one for the workforce side. At Oakton
Community College near Chicago, one vice
president is responsible for academic affairs
and another for continuing education,
training, and workforce development: both
report directly to the president. At other
colleges, a vice president for academic affairs
or instruction oversees the deans of the credit
divisions as well as the continuing education
and workforce divisions. Various approaches
succeed; the challenge is to make the
divisions equal partners.

Some community colleges elevated the status
of their workforce division and showcased
their commitment to business by promoting
its head to vice president. The state of
Virginia supported the establishment of deans
of workforce development at all community
colleges to coordinate WIA activities, in part
to raise the stature of noncredit programs.
The leadership of Northern Virginia
Community College promoted its dean of
workforce development to vice president in



order to reflect the institution's commitment
to this goal and to coordinate cross-campus
integration of services. Some campus
observers have since noted "a growing
'oneness' between the credit and noncredit
sides. We're all beginning to see the
importance of workforce development."

The Value of Centralizing
Market Responsive Services

Labor-market-responsive activities take place
all over the campus, serving different clients.
There is often a center that supports small
business, other offices that provide
customized corporate training, and many
continuing education courses scattered
across programs. Although the program
divisions house the technical expertise, the
skills of packaging curriculum for business
audiences and cultivating relationships with
employer partners may reside elsewhere. A
college may offer similar content in a variety
of formats-credit classes, continuing
education courses, and contract training, for
example-in order to meet the needs of
different clients, setting the stage for
competition over students and resources.

Several colleges found that consolidating
their workforce development services
enabled them to serve needs more
efficiently and raise the visibility of college
offerings. Black Hawk Community College in
Illinois merged continuing education and the
Business and Industry Center to eliminate
the confusion caused by their similar
programming. The college is using fewer
resources to accomplish the same purposes
and meeting the needs of students and
customers more easily. Indian River
Community College in Florida had
traditionally offered continuing education
courses through the college's applied
sciences divisions, the locus of technical
expertise on campus. With the growth of
these courses, however, administrators
found that centralizing them in the Business
and Development Center improved

coordination and management.

Taking a different approach, Springfield
Technical Community College in
Massachusetts separated its Division of
Economic and Business Development (DEBD)
from its Division of Continuing Education.
With the separation, the DEBD gained its own
vice president and a focus within the college's
upper administration on workforce
development and entrepreneurship. Thus,
this reorganization also strengthened the
college's focus on market responsiveness.

College leaders should consider whether or
not to consolidate workforce and economic
development activities on campus. A
specialized division can also bring business
attitudes and practices into the campus
workforce development activity, an approach
to which industry partners can relate.

Bridging the Credit-
Noncredit Divide

Traditionally, community colleges have sharply
divided the credit and noncredit sides of the
house, with the noncredit programs typically
marginalized. In part, this was a function of
state funding formulas, which, in most states,
either do not fund noncredit programs at all
or do not fund them equally with credit
programs. Outside of the few states that
fund credit and noncredit full-time equivalent
students (FTEs) at the same rate, complete
integration of credit and noncredit divisions is
rare. Nevertheless, many labor-market-
responsive community colleges appear to
invest great effort in blurring or at least

To what extent do credit
and noncredit programs
collaborate to develop
and deliver career-
oriented training?
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Roles for Academic
Faculty in Workforce

Development

Job descriptions for academic faculty have been rewritten at
Anne Arundel Community College (Maryland) to
include workforce development responsibilities in their
teaching load. A teaching load could include noncredit
courses, for example. Although administrators at many
colleges noted the importance of using experienced
professionals as instructors in noncredit programs, others
reported that businesses appreciate academic faculty. They
know that academic faculty are experienced teachers and see
the commitment of the college's human resources to a project
as an indication of the partnership's importance to the college.
As a result, there are many examples of academic faculty
collaborating on projects responsive to labor market needs.
Faculty in the School of Business, Computing and Technical
Studies run the Cisco Training Academy. Education faculty
members train teachers in technology for the school district.
Faculty have taught at the National Security Administration and
developed distance education models for training retail
employees. Architecture faculty members advise the county on
environmentally friendly structures.

Connecting Credit and

Noncredit Programming

Holyoke Community College (Massachusetts) has
formalized a noncredit-to-credit career-ladder program in
nursing. The college is also working to incorporate the
Division of Continuing Education's (DCE) Microsoft Office®
Specialist exams into credit word processing and
spreadsheet courses. Furthermore, faculty and
administrators of noncredit programming rely on their credit
counterparts as resources for developing curriculum. When
DCE administrators applied for funding to offer a preparatory
course for the National Council Licensure Examination
(NCLEX-RN®), they relied on Nursing Department faculty to
understand the exam and its components.

collaborating across these lines, regardless of
state policy. Collaboration is especially
important in responding to labor market
needs, because the credit and noncredit

sides offer complementary strengths and
resources. Responsive colleges remove
bureaucratic hindrances to collaboration and
try to make the credit-noncredit distinction
almost invisible to students and employers.

Such collaboration often meets initial
resistance from faculty, some of whom view
continuing education staff as competitors or
worse. At these schools, effective
administrators demonstrated the advantages
of working together, sharing teaching or
training responsibilities and facilities. Over
time, it became evident to all that the
noncredit side can serve as an entryway for
additional credit students. Recasting
traditional faculty roles was the solution at
Northern Virginia Community College.
Contracts with faculty now stipulate both
credit and noncredit responsibilities, which
formalizes the philosophical stance emanating
from the president's office. The contracts
officer stated that this change "helps narrow
the divide between credit and noncredit." A
cultural shift is required to ensure that all
forms of learning, whether in credit classes or
not, are viewed as equally important.

At many colleges that effectively meet labor
market needs, faculty and administrators
engage in partnerships across credit-
noncredit lines. Academic faculty members
teach noncredit courses or act as corporate
trainers for employers, in some cases
receiving extra pay or stipends for noncredit
program management. Faculty teaching
credit courses use equipment purchased
through partnerships on the noncredit side.
Noncredit courses transfer to credit programs.
Administrators at Kirkwood Community
College in lowa have learned to engage
academic faculty early on in noncredit
program development, in order to develop
future avenues for integrating the new
courses into credit programs.

At these colleges, both credit and noncredit
sides actively develop and maintain off-
campus partnerships with employers and



Would a closer working
relationship between the
credit and noncredit
sides improve your
college's ability to provide
market responsive
programs?

other agencies. Community outreach seems
to be a barometer of credit-noncredit
integration. Colleges striving to maximize
their responsiveness report that it is
everyone's responsibility to reach out to the
community and employers. On these
campuses, academic faculty, deans, and
administrators view community involvement
and marketing as part of their jobs. At
Northern Virginia Community College,
administrators recognize that committing to
workforce development means giving up a
certain presence on campus, remarking, "You
have to be out with business more, and not
as involved in campus life and politics."

One structural way to "blur the lines" between
credit and noncredit is the institute model.
An institute is an organizational tool that
brings together faculty, staff, resources,
equipment, and facilities to focus on the
same field or subject matter. For example,
many colleges have established institutes for
information technology, healthcare, technical
careers, manufacturing, business
management, or construction. The institute
houses credit as well as noncredit coursework
and short-term corporate and customized
training services. It requires collaboration and
cross-training among these faculty members
and instructors, protecting credit faculty's
authority over course development while
encouraging more sustained relationships
with employers. Administrators of colleges
that adapted this model spoke of providing
seamless delivery based on a college-wide
approach to meeting industry needs, and the
ability to better serve students and clients

The Institute as an

Integration Model

The Homer S. Gudelsky Institute for Technical Education at
Montgomery College (Maryland) offers credit and
noncredit courses, programs, and certifications, in addition
to customized training. Prior to developing the institute,
college staff had difficulty responding effectively to client
requests, redirecting them to multiple programs managed
by different units of the college. Moreover, there were
variations in quality and curriculum across programs that
affected the reputation of the institution as a whole.
Housed in its own building, the 10-year-old institute
operates on a single-point-of-contact model in which a
prospective student or client can be connected to the right
offering through one conversation. Once enrolled, credit
and noncredit students sit in some of the same classes.
Positive outcomes include a 15-fold increase in contract
training over the last 10 years and a 55 percent growth in
total enroliments. With the success of the model
established, the IT Institute was established in 1998. A
new facility is under construction to accommodate the
Health Sciences Institute, due to open in 2004.

through a single point of contact. The
institute is a "one-stop shop" notion that
appeals to business and students alike. An
individual or company seeking computer
training can approach an intake person at the
information technology institute and get
assistance in determining whether a degree
or certificate, noncredit coursework, or
customized training will best meet the need.

Integrated Versus Distinct
Divisions

On the other hand, leaders at a few colleges
believed that the independence of the
division responsible for workforce
development ensured that administrators
would give more attention to this mission. In
their opinion, merging the two divisions
would cause the workforce development
mission to suffer due to the difficulty and
time-consuming nature of modifying credit
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programs and the need for separate staffing
mechanisms for academic and noncredit
faculty. While the compartmentalization of
workforce programs at these institutions
allows them to remain customer-oriented,
flexible, and free of bureaucratic rules, it
prevents the colleges from maximizing their
labor market responsiveness across all
divisions and departments.

State funding differentials for credit and
noncredit programs are evidently a significant
factor in choosing such a model, as are
policies that require structural differentiation
between credit and noncredit divisions.
However, colleges without parity in funding
have made significant strides toward
integrating the two sides of the house and
collaborating across credit-noncredit divisions.

Many assume that colleges that appear to
have integrated for-credit and workforce
divisions are not unionized. Indeed, some
colleges report that restrictive union contracts
can create difficulties in assigning academic
faculty to teach noncredit courses. The
faculty is unionized at Montgomery College in
Maryland. Initially, the American Association
of University Professors (AAUP) agreement
specified that only credit courses counted
toward the 30-hour teaching load they
carried, posing a barrier to the integration of
credit and noncredit programs through the
institute model and a hindrance to noncredit
staffing. The college changed the AAUP
agreement so that 16 credit hours, the
majority of the faculty's teaching load, could
be taught in noncredit courses, thus also
incidentally raising the standing of noncredit
classes. Unions and union agreements differ,
but are not inherently an insurmountable
obstacle to institutional integration.

Despite fiscal and policy constraints that
prevent the complete integration of the two
sides of the house, it is important to
recognize that the benefits of close
collaboration between credit and noncredit
programs go beyond workforce development

Would a closer working
relationship between the
credit and noncredit sides

improve your college's
ability to provide market

responsive programs?

programming. Indeed, collaboration can
have positive results for credit course
offerings. College personnel spoke of
noncredit courses acting as harbingers of
credit programs. The flexibility of the
noncredit division allows the quick creation of
new courses that respond to immediate
needs; enrollments can grow while credit
programs and credentials are seeking
approval from individual academic
departments of the college. In addition, new
subject matter first introduced for a specific
training course or customized program can
influence the content of credit courses in
similar areas.

Using the Right Staff to
Play the Right Roles

Responsive colleges are well staffed to fulfill
their workforce development missions.
Noncredit instructors in career-oriented
programs at most community colleges are
part-time with extensive professional
experience. Some colleges, such as Oakton
in the Chicago area, employ sales

Are human resources
at your college
deployed in the most
efficient manner to
meet labor-market-
responsive goals?



representatives experienced in consulting and
training to network and make cold calls to
increase contract and customized training
opportunities. Regardless, the most effective
institutions hire key staff and administrators
who bring experience in business as well as
education. Their attitudes toward the
community are conducive to partnering. They
network off-campus and form relationships
with industry. They seek out entrepreneurial
and innovative people in hiring new staff and
academic faculty and support them through
open communication and professional

Institutionalizing
Professional

Development

Kirkwood Community College (lowa) made
professional development a high priority, devoting a great
deal of time and resources to it. One staff member
reporting to the executive vice president is in charge of
staff development campus-wide. The college provides
resources for further education for faculty and a large travel
budget for staff to examine best practices and bring new
ideas back to the college. There are even professional

development.

With appropriate staffing, workforce
development roles, including program
development and outreach to employers, are
shared across the administration and faculty.
All vice presidents at Seminole Community
College in Florida are required to engage in
economic development. Although the vice
president for workforce and economic
development at Shoreline Community College
in Washington coordinates market-responsive
activities, senior administrators clearly convey
the message that involvement in workforce
and economic development is everyone's
responsibility. As one way of expanding their
roles, the vice president encourages faculty
from the academic divisions to accompany
her to meetings and conferences involving
business and industry. Faculty at Kirkwood
Community College in lowa are responsible
for developing the required resource and
business plans for new noncredit
programming, determining the partners to be
involved, and accurately demonstrating the
need to be addressed. The college expects
staff to engage in outreach and to always
look for new opportunities.

development performance expectations for employees.

In order to ensure that faculty members
succeed in these roles, responsive colleges
sponsor professional development programs that
place academic faculty in contact with industry.
Noncredit instructors and administrators who are
already well connected to industry meet with
business representatives regularly, but faculty
are often more comfortable remaining in an
academic milieu and may not understand the
outcomes for which they are preparing students.
At York Technical College in South Carolina, the
head of computer and electrical engineering
spent 10 weeks at Duke Power on a summer
externship. English department faculty and
department managers spent time at the local
hospital and paper mill in order to understand
the communications taking place. All went back
and revised credit curricula to make them more
relevant. New faculty joining Anne Arundel
Community College in Maryland participate in a
one-year orientation called "The Learning
College," which instills the value that credit and
noncredit programs are equally important in
responding to community needs.
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B | abor-market-responsive colleges create a reporting structure that places workforce development on
an equal footing with academic programs, conveying the message internally and externally that
workforce development is a priority.

B Effective institutions often increase efficiency and customer service by consolidating or centralizing
campus workforce and economic development efforts.

H Collaboration across credit-noncredit divisions helps meet labor market needs. Divisions share
resources and complement each other's strengths, making the college's offerings appear seamless
to students and employers. Integration across divisions is easiest when supported by state funding
policy, and unionization does not necessarily inhibit credit-noncredit collaboration.

B Each college needs a structure that will accommodate both the development of new, large-scale,
market responsive initiatives and the everyday activities of monitoring existing programs,
implementing continuous improvements, and responding effectively to external demands.

B Program development, outreach, and interaction with employers can be everyone's job. Institutions
need to invest in professional development and support to help faculty succeed in these new roles.
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PRACTICAL ADVICE

Steps to Becoming an

Entrepreneurial College

Research shows that colleges follow various paths
on the journey toward maximizing labor market
responsiveness. The steps suggested by Richard
Drury offer one such path.

The entrepreneurial college does not simply respond
to needs, but creates conditions that demand its
services. It is nontraditional in its offerings, and for
the most part, these offerings are noncredit. It
relies on community-based programming. A
coalition of interested stakeholders is formed to
undertake a cooperative process coordinated by the
community college that involves a series of steps to
identify community needs.

B The college's vision, mission, philosophy, and
goals need to be critically examined or revisited,
to assure their compatibility with community-
based programming.

B Environmental "scanning' needs to be
undertaken, carefully noting opportunities and
threats in the economic, social, political,
technological, and ecological environments.

B All stakeholders in the collaboration process
need to set priorities among the opportunities
and threats.

B Stakeholders affected by the results of the
scanning process need to be identified, both
those affected by the factors and those with a
vested interest in their resolution.

B The community college assumes the leadership
role as the catalyst for the coalition of
stakeholders.

B Coalition members follow up with their
respective constituents to keep communications
flowing.

It is through collaboration among the citizens of a
community, its leaders, community-based
organizations, business and industry
representatives, and community college that the
workforce and economic development objectives of
the community are achieved. In short, the
entrepreneurial college is a partner in bettering the
local community.

From: Richard Drury, "The Entrepreneurial Community College," Inquiry 6

(Spring 2001).
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The multiple missions of community colleges
often create tensions on campus that play
themselves out culturally as well as
organizationally. For example, community
colleges have historically played a significant
role in preparing students to attend four-year
postsecondary institutions. As higher education
professionals, many community college faculty
and administrators embrace traditional
academic values, attitudes, and beliefs. As a
result, community colleges often focus narrowly
on their transfer mission, placing greater priority
on academics and for-credit courses than on
workforce development. Although the transfer
mission remains important in an economy that
will continue to demand graduates with four-
year degrees, the realities of the work world are
changing and require changing preparation of
the workforce as well. More than half of the
fastest-growing occupations in the United States
require some postsecondary education but less
than a bachelor's degree.* At a bare minimum,
a high school diploma or its equivalent is
essential in today's labor market, and
community colleges are responding to this
educational need. Uniquely positioned at the
forefront of workforce development, community
colleges must maintain an appropriate balance

Organizational Culture

across their multiple missions. Fulfilling basic
education, transfer, and career-oriented
missions requires academic rigor and a focus on
the quality of instruction.

Colleges that attempt to respond to local
economic and labor market conditions are at
times hindered by a campus culture that
devalues career-oriented programming in favor
of traditional academic priorities. An official at
one college said, "The credit faculty think that's
what they are here for, and that they don't have
a role to play in workforce development. They
joined the faculty to teach English, history,
science, not to help develop workforce skills.
But that's a narrow view. In [our state],
English, history, and science are workforce
skills." Thus, creating a truly labor-market-
responsive college usually requires cultural
evolution on campus.

Cultural change is at best gradual and complex,
encouraged by leadership, informed by solid
data, and supported by organizational
restructuring. Here we focus on the key
mechanisms that campus leaders may employ to
bring about cultural change—language and
organizational structure.
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What adjectives would
you use to describe

Cultural Evolution

Traditional academic views of workforce
development activity must change if a
community college is to embrace the
mission of labor market responsiveness.
Many continuing education personnel,
reflecting upon the changes that had
occurred on their campus, lauded the fact
that the
workforce-
development
division was no
longer relegated
to second-class

the climate and culture status.

22

of your campus?

Organizational
structure can play
a role in elevating
the stature of
continuing education, but a corresponding
shift in values, expectations, incentives, and
attitudes must occur as well. Leaders are
responsible for introducing and instilling new
values and attitudes and for ensuring that
responsive practices and engagement in
workforce-development activities are
recognized and rewarded among faculty and
staff. A college leader's visible commitment
to the culture of market responsiveness is
essential for such evolution to occur.

What does a labor-market-responsive culture
look like? On campuses striving to maximize
responsiveness, workforce development and
lifelong learning are key institutional values.
Conversations on campus reflect these values
daily. Staff members bring academic
excellence and credentials, as well as
characteristics like risk-taking,
entrepreneurship, innovation, flexibility, and
empowerment. As one individual at Scott
Community College in lowa explained, "New
ideas are valued. We have an atmosphere of
not just being talkers but doers."
Collaboration is a hallmark—across internal
divisions and with external organizations.
College personnel exercise their networking
skills and spend time building relationships on

and off-campus. They engage business and
industry partners in program, course, and
curriculum development. They constantly
seek ways to improve.

Language as a Tool
For Cultural Change

One key mechanism that campus leaders use
to promote cultural change is language, in its
simplest form a motto or mantra that is
repeated across campus. College leaders
introduce the motto to signal concisely what
the leadership values and expects of staff. At
Central Piedmont Community College in North
Carolina, President Zeiss, when he took the
helm 11 years ago, asked staff to consider two
questions in decision-making. He still advises
his staff to guide program development with
those questions: "Is this good for our students?
Is this good for our community?" As the
questions imply, what is good for students and
the community is good for the college. The
Anne Arundel Community College (Maryland)
mantra is codified in numerous institutional
documents and frequently heard on campus,
"Learning is learning is learning." This mantra
emphasizes the structural and cultural shift
towards a one-college model in which
academics, career-oriented courses, and
corporate training are all considered learning
and given equal priority.

Shared values and attitudes are summed up
in other formats, both written and oral.
Virtually all the staff, faculty, and
administrators at York Technical College in
South Carolina with whom we spoke,
including those not directly associated with
technical career preparation, spoke of the
importance of having manufacturing in their
community and its capacity for creating
wealth through associated service jobs. This
common belief clearly originated in the
president's office to focus the staff on the
college's niche in improving manufacturing
productivity. President Crawley of Moraine
Valley Community College (MVCC) near
Chicago summarized in an open letter the



Is there a college motto
or frequently repeated
theme that ensures a

focus on workforce
development?

attitudes and behaviors expected of staff.
These expectations also inform the hiring
process, as staff search for people whose
portfolios include the attitudes and values
that harmonize with the MVCC mission of
community and economic development.

Organizational Structure
Communicates
Institutional Values

Organizational structures that allow colleges
to be more responsive to labor market
conditions are discussed in the preceding
module. Structural change can minimize
bureaucratic hindrances to responsiveness-
streamlining processes and increasing access
to resources. Structural change can also
advance key messages on campus, such as
the importance of collaboration across
traditional credit-noncredit lines and the
equality in status of academics and workforce
development. The leadership of Shoreline
Community College in Washington State
wanted to move the campus beyond the
notion that professional/technical programs
do not have the stature of academic
coursework. The dean of academic affairs
now oversees all 52 professional-technical
programs. This organizational structure
prevents institutional separation of
professional-technical from transfer programs
and promotes an atmosphere conducive to
blending workforce development goals with
academic objectives. Green River Community
College in Washington State found that
creating a new position of vice president for
economic development raised the stature of
workforce development at the college by
giving it a key place in senior college
leadership. Hiring the former executive dean

Fostering Cultural

Change

Moraine Valley Community College (lllinois) spent
academic year 2000-03 creating or expanding programs to
serve a new learner-centered focus and to address
objectives covering five areas: (1) underprepared students,
(2) learning outcomes, (3) selecting and developing staff,
(4) learning technology, and (5) organizational culture.
What MVCC participants discovered through the process
was that as they worked on the first four areas, the fifth-
organizational culture-"put itself together." As a senior
administrator observed, "You can't just impose
'organizational culture' by talking about it." One result
today is that conversations with MVCC staff members are
peppered with language-"seamlessness," "web of
inclusiveness" --that both describes and signals the
existence of an organizational culture characterized by
collaboration and learner-centeredness. One administrator
noted: "The people here talk like that. We live it. You're
either on board or you go away."

Structural Change

Brings Cultural Change

President Martha Smith of Anne Arundel Community
College (Maryland) determined that the college would
respond to community needs, including those of business.
One dean noted, "With the culture before President Smith,
it was a different college. [Credit and noncredit] were
distinct with no integration. Now there is a 'one college'
concept-they all develop human resources in a
collaborative fashion." It became clear to administrators
that to meet an increasing demand for lifelong learning
opportunities not tied to traditional, credit-driven
modalities, they needed to value all instructional programs
and services equally. One step in this direction was to
reorganize the senior administration. The positions of vice
president for academic affairs and vice president for
continuing education and workforce development were
merged into that of vice president for learning. It is
important to note that the new vice president for learning
was recruited from the Workforce Development Division,
sending a clear signal throughout the campus about the
integration of academic and vocational education.
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Campus Culture
Reflects Community

Culture

Margaret Lee, the president of Oakton Community
College (lllinois) has communicated the message that
the changing demographics of the college district, including
burgeoning Asian and Eastern European populations,
should be celebrated, not merely tolerated. The leadership
has sought to educate its faculty. A recent professional
development activity was a bus tour of the district, which
included stops at a social services center, a church that
serves African Americans, and a very diverse high school.
Many of the new immigrants are well-educated people in
need of employment, whose difficulties with English were
misinterpreted by some faculty as ignorance. The college
offers an afternoon class for faculty, taught in different
languages, to make them more sensitive to the difficulties
non-English speakers face in communicating.

Competency-Based

Curricula

York Technical College (South Carolina) considers
itself competency-based and uses the DACUM (Develop A
Curriculum) process for curriculum development. This
involves bringing employees of industry to campus for a
day, picking their brains about the jobs for which students
are being educated, noting the competencies identified,
and looking at coursework to ensure that it covers those
competencies. The college focuses on lifelong learning and
responds to employer needs for soft skill development by
incorporating competency modules into all its classes.
Doing so required the development of a portfolio system to
document these soft skills, as well as changes in the way
college faculty teach and assess learning.

of instruction to fill the new position also sent
messages about the integration of traditional
academics and career-oriented training and
the importance of collaboration between the
two. Structural change can also
communicate institutional values like flexibility
and partnership and instill in all staff an
awareness of their role in outreach.

Do your workforce
development strategies
reflect the cultures in the
surrounding community?

A Campus That Embraces
Community Cultures

One way in which the culture of a community
college can reflect responsiveness to the local
labor market is in its willingness to adapt to
changes in its demographic or community
context. Dallas County Community College
District's Richland College is a member of the
Asian, Hispanic, and African American
Chambers. While senior administrators at
Malcolm X College, one of the seven City
Colleges of Chicago, remain attuned to the
African American community that the college
has historically served, they are keenly aware
of the shift in student demographics in West
Chicago, where the campus is located. They
seek to engage students of other ethnic
backgrounds, Hispanic students in particular.
The college made great efforts to be
classified as a Title V school and belongs to
HACU (the Hispanic Association of Colleges
and Universities). On campus, these changes
are reflected through artwork and banners
that represent a variety of cultures, and in
cultural events throughout the year to
recognize and encourage student and
community pride.

Staff at many colleges we interviewed spoke
of growing populations of new immigrants in
describing the changing demographics of
their service areas. In most parts of the
country, the need for English as a second
language courses is increasing, and
community colleges are at the forefront of
offering workplace Spanish courses for
supervisors. English has become the most
fundamental job skill for many populations.
Responsive colleges creatively refine their
own cultures to remain in tune with the
changing needs of the community.



Community college leaders should consider
whether the culture and climate of their
college encourages immigrant and other
nontraditional populations to enroll and feel
comfortable and whether staff are flexible
and open-minded enough to adapt
institutional culture to meet the needs of
new segments of the community.

A New Culture for
Curriculum Development

Another opportunity to observe cultural
evolution on campus is in the process of
curriculum and course development.
Although all occupational programs have
advisory committees that oversee curriculum
development to some degree, the extent to
which they are actually involved in the
development, delivery, and alighment of
coursework across the campus says much
about the cultural context. Traditionally, the
culture of higher education has asserted that
faculty members are the most knowledgeable
about course design and development. At
the labor-market-responsive colleges, faculty
still play a key role, but business and industry
representatives are brought in at the
beginning and the courses that result reflect
their contributions as well.

The changing needs of business and industry
have led some colleges to develop
modularized programs. Rather than a
semester- or yearlong curriculum that covers
a topic thoroughly, modules allow employers
to pick and chose exactly the components
they want to see in a customized course of
study, a concept new to the teaching world.
Scott Community College in eastern lowa is
developing a logjstics program based on
employer needs and plans to survey local
companies and invite them to help develop
the curriculum. Administrators expect that
much of what the firms will identify already
exists at the college. Thus, to create a
customized program would require simply
assembling modules.

In addition, employers are increasingly looking
for soft skills, such as problem-solving and
teamwork, in those they hire and often expect
the community college to train in these areas
as well as in technical skills. Designing
courses to teach soft skills, in addition to
academic or technical knowledge, and finding
ways to assess and document their
development, usually requires a cultural shift
among faculty members previously focused

on academic knowledge transfer.
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B Community colleges must balance multiple and sometimes competing missions. Cultural beliefs,
values, and expectations on campus will determine the relative priority assigned to those missions
and which ones are successfully accomplished.

B Responsive colleges have established cultures that support workforce development and value the
personal traits of entrepreneurship, innovation, flexibility, and risk-taking.

B Structural changes alone will not successfully engage faculty in the process of market
responsiveness. A corresponding cultural shift is also required.

B Those charged with fulfilling workforce development goals at the community college must operate
with appropriate incentives in a culture that maximizes their flexibility.

B Responsive colleges empower staff with the freedom to explore partnerships and take risks. Leaders
recognize and reward their staff for work related to labor market responsiveness.

B |anguage is critical in creating and changing cultural orientations. Mottos and widely disseminated
documents help create strongly held common values and beliefs.

B Colleges need to forge connections with the surrounding cultural communities in order to meet their
workforce needs.

B Responding to employers' needs and engaging them in curriculum development requires new ways
of thinking.




The Workforce Initiative

The League for Innovation in the Community College's
(the “League”) interest in the corporate relationships
of community colleges stems from a seminal meeting
in 1990, when the Business and Industry Services
Network (BISNET) was formed to facilitate the
exchange of knowledge and information among
member institutions. It soon became clear that more
formal mechanisms were needed to coordinate
information, facilitate communication, disseminate
information, and assist in organizing collaborative
projects. The idea of an alliance of community
colleges with business and industry arose, and with
encouragement from several corporate leaders, the
League sponsored a Community College Business
and Industry Forum in Dallas, Texas, in early 1992. At
this meeting, attended by representatives of 23
corporations, the League was urged to develop a
national effort to coordinate information, activities,
and collaborative projects that would assist
community colleges in serving the training needs of
business, industry, government, and labor.

Further, it became clear that much more
information was needed about the activities of
community colleges in the corporate arena. In
1992, the League embarked on a comprehensive
national investigation of the scope of community
college involvement in workforce training. More than
725 colleges responded to the league survey, which
revealed that 96 percent of community colleges
provided workforce training for employees of
business, industry, government, and labor. As a
result of these findings, and with the public support
of corporate and educational partners, the League
advanced an ambitious 10-point agenda to promote
the expansion and improvement of community

college workforce development programs. This
agenda, expressed in a white paper titled The
Workforce Training Imperative: Meeting the
Training Needs of the Nation formed the core of
what has become a major strategic focus of the
League, the Workforce Initiative.

The Workforce Initiative serves as an umbrella for
a wide-ranging set of projects and activities. It
serves as a topic stream in "Innovations," the
League's annual international conference on
innovation in the community college. The
"innovations" stream on workforce development is
designed to help community colleges understand
and address the tremendous issues involved in
ensuring that the nation's workforce is competitive
in the global marketplace.

Working continuously with key corporate partners,
the League is involved in a variety of efforts to
assist community colleges, including: sponsoring
conferences, workshops, seminars, training, and
showcases for innovative workforce development
activities; disseminating information about model
programs and practices in community colleges
through publications such as newsletters,
monographs, and special reports; and conducting
focused special projects that develop, demonstrate,
or evaluate innovative workforce development
activities in community colleges.

League for Innovation in the Community College
4505 East Chandler Boulevard, Suite 250, Phoenix,
AZ 85048

Phone: (480) 705-8200

www.league.org
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Adequate resources are, of course, necessary for
a community college to become more responsive
to its labor market. Most community colleges
have historically acquired the largest proportion of
their funding from the state, through formulas
based on student enrollments or apportionments.
Some state systems have also provided workforce
development monies to individual colleges to
meet particular industry needs.

State funding environments differ substantially
across the nation. Fewer than half provide any
funds for noncredit students at community
colleges, and only three fund credit and
noncredit students equally.> College
administrators frequently observe how different
their institutions would look with parity in state
funding, because they would move so many
programs from credit to noncredit status in order
to provide greater flexibility and quicker response
times in customizing them for clients.
Community colleges in the three states that
allocate equal funding for credit and noncredit
programs lobbied very hard for parity.

Regardless of state policies, resources for
education are notoriously limited and shrinking.
Some argue that community colleges are facing

Resources and Funding

a fiscal crisis. A recent survey by the Education
Commission of the States found that 33 out of
40 state oversight agencies cited funding as one
of their main challenges.®> Many colleges have
had to lay off employees, cut programs and
courses, and reduce operating expenses. At the
same time, because many colleges face growing
enroliments, they have fewer resources per
student. In times of fiscal austerity,
administrators at Montgomery College in
Maryland note, "Business is a good advocate
when you need to go to the state for more
money. They are extremely valuable politically in
telling the governor that community colleges are
important." For employers to advocate
effectively for community colleges in the political
arena, institutions must first demonstrate their
value to such partners.

Although individual community colleges have
little control over state funding policies or annual
apportionments, through partnership with
employers, economic development agencies,
and other colleges, they may be better
positioned to seek increased state support. In
addition, responsive colleges have found ways to
innovate and expand programs despite fiscal
constraints. They look beyond the state to new
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Diverse Funding for
Small Business

Assistance

In 1996, administrators and faculty at Green River
Community College (Washington State) determined a
need for assisting emerging local entrepreneurs. The
college received a $30,000 grant from the Herb B. Jones
Foundation and started a Small Business Assistance
Center (SBAC) staffed with a part-time counselor. After its
first year, the SBAC received state funding and was able to
hire an additional full-time counselor. The SBAC is
currently receiving funding from the cities of Auburn and
Enumclaw in the form of federal block grants.

sources of funding. The local economy may
also limit its immediate resources, but
responsive institutions are not hindered by
this constraint either. Effective colleges find
new ways to raise money, whether through
legislative initiatives or marketing expertise on
a fee-for-service basis. They maximize local
funding from county and bond initiatives.
College leadership, particularly the president
and board of trustees, play a crucial role in
securing new funds. Internal allocation of
resources, for professional development for
example, reflects labor market priorities.
Specialized facilities may become important
assets in labor market responsiveness.

Looking Beyond the State

Colleges tend to be resource-sawvy, but differ
in the ways they go about obtaining resources.
Community colleges that effectively meet labor
market demands access a wide variety of
funding sources beyond the state. Common
sources of revenue include federal funds to
states (such as Perkins Act funds authorized
under the 1998 statute), other grants,
partnerships, contracts, training, state
initiatives, in-kind donations, and self-
supporting programs. Not surprisingly,
community colleges with higher revenue
dollars tend to have more formal programs in

What sources of income
beyond the state does
your college pursue to

fund your workforce
development programs?
Have you explored the
widest range of
possible options?

place to address specific employer needs,
while those with fewer revenue dollars have
more programs linked to state initiatives.
Tapping into a wide variety of funding requires
an investment of human resources on the part
of the college. College personnel actively
scan the horizon for funding sources, write
grants and proposals, and build relationships
with potential funders and partners.

Grants: Workforce investment boards,
corporate foundations, unions and professional
associations, community-based organizations,
states, and federal government agencies like
the National Science Foundation (NSF) all
provide grants to colleges. Several community
colleges participating in this study received
NSF Advanced Technological Education grants.
Springfield Technical Community College in
Massachusetts has received numerous NSF
grants, one of which established the National
Center for Telecommunications Technologies,
tasked with developing a national model
curriculum. Regjonal collaboration with other
community colleges is a strategic way to
compete for larger grants and acquire more
political leverage for a proposal to a federal
agency. A collaborative approach answered
Coca-Cola's need for employee training
throughout the state of Texas. The Bill J. Priest
Institute for Economic Development and El
Centro Community College of the Dallas
County District are collaborating with 10
community colleges in northern Texas to
determine how to offer the training, with the
state providing part of the funding.



Partnerships: Partnerships with employers
and industry can bring in donations,
contracts, and equipment. Start-up funds,
donations of equipment or machinery,
investment in new facilities, and space for
clinical experiences are common benefits.
College administrators advise that alignment
with business is key to securing corporate
funding for programs. In several instances,
business partners have entirely transferred
their internal training functions to the local
community college.

In-kind donations: Responsive colleges tap
their industry and employer partners to obtain
costly equipment and update technology.
Manufacturers have donated or loaned such
heavy equipment as tractors, automobiles and
trucks, forklifts, manufacturing equipment,
motorcycles, printing and flexography
equipment, and heating and air conditioning
equipment. Although some colleges noted the
drawback of receiving outdated equipment,
more supportive partnerships provide the up-
to-date technology essential to train a skilled
workforce. York Technical College in South
Carolina holds two warehouse spaces in
downtown Rock Hill, a few miles from
campus, to store supplies and equipment
donated by companies closing down or going
through buy-outs.

Employers invest nearly $30
billion annually in employee
training. Community colleges
can provide training more cost
effectively than many other
public- and private- sector
organizations because most
have the capacity to provide
technical training already or can
develop it at a lower cost.

—Richard Drury®

Colleges as Corporate

Training Departments

Okuma America, a leading machine tool manufacturer with
its Western hemisphere headquarters in Charlotte, N.C.,
outsourced its training division to York Technical
College's Institute for Manufacturing Productivity (South
Carolina). The company provides new equipment for the
facility on the college's campus and its trainers are now
college employees.

Federal-Mogul Sealing Systems, a manufacturing company
with 1,600 employees, outsourced all employee training to
Oakton Community College near Chicago, most of
which is conducted on company property, and provides
office space at the company for a training manager and
an assistant.

Federal and state initiatives: Federal
initiatives that provide funds directly to
community colleges include Developing
Hispanic Institutions grants, Preparing
Tomorrow's Teachers to Use Technology, and
Tech-Prep Demonstration Grants.* State
funds include training initiatives for specific
industries or companies, grants, and other
allocations. Responsive colleges
aggressively ferret out these opportunities.
Walla Walla Community College in
Washington State - which, according to one
college official, "never lets a state-level
initiative go by without pursuing it," - has
secured two Washington State "Title II"
grants. The Bill J. Priest Institute for
Economic Development in the Dallas County
Community College District received a $1
million grant from the state to train people
to work in call centers being established in
Texas. When Texas Instruments (Tl) needed
literacy training, the institute obtained $1
million from the state to train its workers.
According to one institute administrator,
most employers contribute at least 25
percent more than the grant provides.
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Have you developed
innovative methods to
raise funds for high-
demand programs?

Using College Services
As a Fundraising

Mechanism

Central Piedmont Community College's (North
Carolina) institutional effectiveness office conducted a
study on economic and workforce trends and business
needs in the region in partnership with the local chamber
of commerce. This office, now marketing its ability to
conduct such studies to all the chambers in the United
States, generated more money than any other unit of the
college in a recent quarter.

new training relationships aggressively.
Community college presidents in a recent study
noted that, in addition to new income,
equipment, and services, contract training
generates important political benefits,
strengthening the college's support from local
and state constituencies and its public visibility.®
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Self-supporting programs: Some
occupational or workforce development
programs operate on a self-supporting basis
through tuition and fees. This support is
common among business and technology
courses. Some colleges, seeking to depend
less on limited state funding, have offered
credit occupational classes on a self-
supporting basis. For example, North Carolina
funds summer semester credit students at
just 10 percent of what they provide for the
spring and fall semesters. Therefore, Central
Piedmont Community College, which is
located in Charlotte, N.C., offers summer
credit courses on a self-supporting basis
rather than remit tuition to the state.

Contract training: Contract training is a
special example of a self-supporting program.
Because contract training operates in an
entrepreneurial environment, these programs
can become an actual source of profits if
enough businesses employ the college on a
fee-for-service basis. Colleges operating in
states that have historically subsidized
corporate training through economic
development funds or noncredit enrollment
reimbursements find it more difficult to
convince employers to pay the actual and
reasonable costs of customized training.
Although some colleges did not cite contract
training as a significant source of revenue,
more responsive institutions typically pursue

Creativity in Generating
New Resources

Responsive colleges go beyond ensuring that
they access a variety of time-tested sources
for revenue. Colleges focused on this mission
regularly develop creative ways to generate
funds. College leaders encourage their staff
members to think outside of the box in
seeking new ways to raise resources,
including entrepreneurial enterprises and
legislative efforts.

Entrepreneurship: Entrepreneurial efforts-
typically marketing college services and
expertise on a fee-for-service or consulting
basis-are a source of new funds for some
campuses. The programs themselves
generate revenue, but other colleges also
contract out their institutional research
services, marketing and learner services
departments, or curriculum development and
educational technology expertise. Some
colleges and districts, such as Central
Piedmont and San Diego, have created
stand-alone not-for-profit organizations to
house entrepreneurial enterprises. One
advantage of this method is to gain more
control in allocating revenue from these
services. At Walla Walla Community College
in Washington State, many programs have
an enterprise component and substantial
income-generating capacity. The college
owns and operates a vineyard in order to



Could college funding
from local sources
increase?

teach viticulture (wine making) and sells the
wine that students produce. The automotive
program generates revenue by refurbishing
and selling classic cars. Students handle all
aspects of production, marketing,
distribution, and sales.

Legislation: Colleges have also secured funds
through legislative avenues. These can
support one employer's training needs or
provide new funding for all community colleges
statewide. The president of Central Piedmont
Community College has been active in efforts

to benefit North Carolina's community colleges.

He assembled a state coalition that
successfully pushed the legislature to allocate
unused unemployment insurance funds to
community colleges to purchase equipment,
expected to generate $2 million. The
president also advocated for the state to
underwrite the tuition and fees for students
who enroll in high-demand occupations facing
a shortage of skilled workers.

Other examples of creative funding include:
actively pursuing large donations through
naming opportunities for buildings; selecting
business leaders to become "President's
Associates" who donate $5,000 per year and
act as an advisory board member; and
creating a venture-capital model in which
program start-up funds are a loan, based on
a solid business plan, and expected to
generate long-term revenue.

Local Funding Is Key

Many community colleges receive local or
county funding but effective colleges seem
to place a special premium on this source
of funds. Local revenues came in two
forms: county support and bond initiatives.
Strong community relationships are
essential to securing or increasing funds
from both.

Legislative Funding for

Employer Partnerships

The Chicagoland Regional College Program (CRCP) is a
partnership among Moraine Valley Community
College, Chicago State University, and United Parcel
Service (UPS) designed to meet workforce needs and
provide financial and other support to individuals who might
not otherwise enter college. The program is costly, providing
full tuition, fees, books, a $2,000 transportation allowance,
a $4,000 housing subsidy, health benefits, and support
services, including mentors, to UPS employees working at
least 16 hours a week on difficult-to-staff shifts. To obtain
the funding needed, the partnership and UPS worked
closely with the state legislature, securing a $2.2 million
line item to support the first year of operation. They attribute
their success to the leverage of the partners and the
economically depressed status of southwest Cook County.

Venture Capital as a

Funding Mechanism

Most workforce-development efforts require substantial
investments of start-up money. At Northern Virginia
Community College, programs are treated like
businesses. The Workforce Development Office requests a
loan from the college, and must present a solid plan for
creating income in the long-term and a return on
investment. "Resources are always a concern, but this
program generates its own revenue," stated one director of
continuing education. "Our president makes venture capital
available. You give him a business plan, and if he likes it,
he'll give you the seed money to develop the program."

In communities where citizens value the college,
bond measures are very effective in raising
funds to construct new facilities. Central
Piedmont Community College in Charlotte, N.C.,
added five campuses in seven years, because
each time they were on the ballot for bond
funds, they received overwhelming support.

Increasing county financial support appeared
to be a hallmark of responsive colleges.
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Staff Dedicated to

Fundraising

At Walla Walla Community College (Washington
State), the Workforce Division contains the Workforce
Effectiveness Center that is solely responsible for bringing
in alternative (nonstate) revenue. The center has a full-
time staff of four and serves as a clearinghouse for grants
and other contracts. Center staff are also responsible for
seeking out every state and federal training grant that the

college could potentially secure.

College personnel consistently noted that
the percentage of local or county funds in
the total college budget was positively
associated with their responsiveness. The
county is one avenue through which colleges
have made up for state shortfalls. Despite a
general economic slowdown, many colleges
spoke of increasing county support, often 5
to 6 percent a year. Among community
colleges studied, the highest levels of local
funding reached 30 to 40 percent of general
fund revenue or even more. Many reported
receiving levels of local support above the
average of other community colleges in their
state. Administrators at York Technical
College reported that
York County, South

Are there sufficient Carolina, stands out

in the state for its

Staff dedicated to high level of support
obtaining resources
that Support that this support is

to the technical
college. They noted

based on the college's

I’GSpOI’)SiVG pl’ograms? productivity and the