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Parameters for Program Design

Bring postsecondary education opportunities to the low wage/lower skilled workers in the
workplace.

Develop programs with the college/university connection.

Use electronic or digital learning components in the delivery of workplace-based
education programs.

Key Strategies for Workplace-Based Education Program Success

¢ Strengthen the community college position to reach out to the low wage/lower skilled
workers.

¢ Integrate remediation, basic skills development and ESL into the postsecondary
curriculum.

¢ Obtain “buy-in” from the top down at both the college and the employer company or
organization.

¢ Build a solid partnership between the college and the employer company or
organization.

o Develop workplace-based education programs with a work-based learning approach.

¢ Involve college faculty members in the design and implementation of the workplace-
based education programs.

¢ Incorporate on-site supervisors or “faculty extenders” as instructors in the workplace.
¢ Provide academic mentors for low wage/lower skilled workers

¢ Connect low wage/lower skilled workers to community organizations, social services,
and public health resources.

¢ Provide an incentive hierarchy for the workers progressing through the program.

e Use E-Learning and other electronic components to enhance or facilitate the learning
process for low wage/low skilled worker education programs.

¢ Allow ample time at the outset for planning and design phase of workplace-based
education programs

¢ Accommodate unique aspects of various work settings in program design.
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INTRODUCTION AND BACKGROUND

Purpose of Exploratory Assessment

Washington State Legislators through the Washington Workforce Training and
Education Coordinating Board (WTECB) have an interest in learning more about
the potential for workplace-based training and education opportunities for low
wage/lower skilled workers in the state. Through an exploratory assessment
the WTECB wanted to learn more about promising practices and outcomes of
workplace-based educational programs with a college or university connection
that are currently in place in the United States and to then provide useful

information to state legislators.

The WTECB collaborated with the Social and Economic Sciences Research
Center (SESRC) at Washington State University to conduct the exploratory
assessment. Specifically, the aim of the assessment was fo identify and evaluate
current national private employer workplace-based educational programs with
electronically distributed learning components provided by public and private

colleges and universities.

Key questions addressed in this exploratory assessment are:

e What is the basic design or structure of workplace-based programs with
a public / private college or university connection?

e Who is served by these programs?

e What role do college and the college faculty have in the design and
implementation of the programs?

e What is the relationship between colleges and employers are using
these programs?
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¢ Are these programs in the workplace offered for college credit and is
there a demand for degree programs that are offered for credit?

e What electronic components are most often used in the workplace-
based programs?

e How are these programs funded?
e What are the main benefits to employees who complete the program?

e What are the main benefits to employers who have these programs in
their workplace?

In this exploratory assessment, the SESRC identified and reviewed relevant
literature and searched for programs that are connected to a public or private
college or university and have electronically distributed components (including
web based/online and non-web based such as DVD, software, etc.). The
SESRC contacted leads for information on workplace-based education and
training programs that fit the criteria of interest. The WTECB provided
coordination, consultation, and liaison services in order to facilitate the
exploratory assessment. The timeframe for this exploratory evaluation was
October through November 2008.

Parameters for Program Design

Bring postsecondary education opportunities to the low wage/lower
skilled workers into the workplace.

Bringing the opportunities for education to the workplace is desirable and even
essential for programs designed for low wage/lower skilled workers, rather than
requiring workers to come to the college campus or some other centralized
location. Postsecondary education opportunities are made accessible to

workers who would otherwise not have those opportunities.

Workforce Board: Evaluation of Workplace-Based Education Programs
Social and Economic Sciences Research Center Technical Report 08-067
January 2009



While workplace-based learning brings the coursework to the worker in the

workplace, what is even more desirable is a model for work-based learning

which incorporates the course delivery and assessment into what workers are
doing on the job (Rebecca Starr, Jobs to Careers, 2008). By using this
approach, programs capitalize on the experiential knowledge the workers have
as well as address other aspects of adult learning such as relevancy,
practicality. Work-based learning thereby becomes more than just bringing the
coursework to the workplace. The mere process of incorporating the
coursework delivery and assessment into the job will improve educational
outcomes. For example, using work situations and cases that are drawn from
circumstances the worker face in their everyday jobs speak louder than

hypothetical examples or exercises that are used in textbooks.

Under the work-based learning model, the employer becomes a learning

organization; learning is a partnership shared between the employee and the
employer. Another aspect of this learning model is that the college and the
employer share control of the curriculum, and teaching is a joint effort between
the college and the employer. In this model the learning process is embedded
in the work. (Begay, et al. 2008).

Educating working adults is more than just allowing workers to earn degrees
in the workplace from “existing programs.” As discussed, workers often
have developed skills “on the job” that fulfill specific learning objectives within the
course requirements. The student learning objectives defined in a course are
translated into job competencies. Overall, the work-based programs are paced
differently and eliminate redundancies in what workers can and may have
already learned on the job versus what is in the “textbook” or other more
traditional course material. Strategies need to be identified for translating and
equating specific learning objectives with specific industry competencies (this is

already occurring in the Jobs to Careers Initiative which will be discussed later).
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Workplace-based education (including work-based learning models) reduces
employer costs associated with “sending” employees out for educational
pursuits and costs associated with high employee turnover. Basing the program
in the workplace may also reduce costs for colleges by reducing overhead costs
at the college or university. Instead these programs capitalize on space and
other resources that already exist in the workplace. Furthermore, by providing
education in the workplace the intention is to create a path of economic mobility
for low-wage/lower skilled workers, which in turn should lead to higher retention

and increased productivity for employers.

Workplace-based training and education is difficult to do, but it has
to be part of the portfolio for higher education in the future if we
want to keep college accessible to the public. Even at the
community college, the growing cost of tuition and the high levels of
state funding required, is increasingly making traditional modes of
college inaccessible” (Michael Tagawa, Leeward Community
College, 2008).

While the ideal is to develop “work-based learning” programs, this report casts
the net a little more broadly so that key aspects of other types of workplace-

based education will be reviewed and evaluated.

Develop programs with the college/university connection.

There are numerous organizations, agencies, and companies that offer
workforce training options. Many of these vendors aim to address skill
development in many areas and/or on demand. However, the Washington State
Workforce Training and Education Coordinating Board (WTECB) is focusing its
effort on education and training programs that have a connection to public or
private colleges or universities. Because the specialized skills needed for many
of high demand jobs are at a postsecondary level, it follows that colleges and

universities would be integrally connected to the programs. Furthermore, some
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of the skill development needed is highly regulated (e.g. many of the jobs in the
health sector) and already mechanisms in place that oversee the degree
requirements at postsecondary institutions. Furthermore, colleges and
universities are an existing structure or network that facilitates the
implementation of program initiatives or recommendations and directives at the
state level. If states hope to invest in work-based learning programs, there is an
existing network within which to work. Furthermore, publically funded community

colleges and universities are accountable to state.

College/university involvement in workforce education in these high demand
areas means that the low wage/lower skilled workers in the program can acquire
credentials and degrees that help them advancement along a career path. For
example, by completing an associate’s degree, a person can advance in a four
year degree program. By creating opportunities for advancement, these
programs promote a more educated population which have positive implications
for the overall economy. The degrees earned are also portable so that workers
have the flexibility of “taking” the degree with them when they are finished; it is
not dependent on staying in their current location and/or place of work (even
though the hope is that employers will retain workers who have completed these
programs). A connection to a college or university also gives the education or
training programs greater credibility. “Companies use the community college

because of cost, quality of instructors and quality of programs” (Yeager, 2006).

Electronic or digital learning components are useful in the delivery of
workplace-based education programs.

The assumption is that electronic learning, or “e-learning” and digital
components, are the way of the “future” for the working adult training and

education programs.
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E-learning is a groundbreaking paradigm shift in the field of learning
that provides high-speed access to knowledge and information.
(PrimeLearning, Inc. 2001)

Specifically, e-learning can be defined as the “delivery of a learning, training or
education program by electronic means and involves the use of a computer or
other electronic devices in some way to provide training, educational or learning
material” (Stockley, 2003). “E-learning” makes use of computer network
technology, primarily over an intranet or through the Internet, to deliver
information and instruction to individuals (Welsh, et al., 2003). It is “Internet-
enabled learning” that uses network technologies to create, foster, deliver, and
facilitate learning, anytime and anywhere (The Ageless Learner, 2008). Other

types of electronic learning components do not rely on Internet access.

Some examples of non-web based electronic learning are:
DVD
CD-ROMs
Software applications
Software based simulators

Some examples of web-based electronic/digital learning components are:

Streaming audio or video content or video conferencing?
Text/chat for real-time student feedback/questions

Open source books/courses

Shared instructional design (shared course templates)
Content repositories (shared learning modules)

Blogging (alternative communication channels for students)
Wikis (collaborative teams working on projects)

ePortfolios (portable transcripts)

Webinars (reusable lectures/fishbowl seminars)

Blackboard.com (online means for course management, content
authoring, collaborative discussions, virtual classrooms, as well as testing
and grading).

6
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Some of the advantages of e-learning are the flexibility in terms of schedule and
timing, the “just in time” aspect or the ability to provide up-to-date information, the
continuity in delivery, the broad reach or scalability, and cost savings once the
initial investment is made (Chang, 2003; Kapp and McKeague, 2003; Huffaker,
2004). In the work setting, employees often already have access to the IT
infrastructure that would support the learning. E-learning allows distance
learning (no travel needed, no time restrictions) and allows learning at one’s own
pace (Kapp and McKeague, 2003). Another advantage is that online learning
can take advantage of an expert’s limited time by capturing her or her knowledge
in an e-learning module. Experts can present the instruction and provide a high
level of instructional credibility (Kapp and McKeague, 2003). The use of e-
learning can also improve tracking of student progress; their activities and
mastery of material. Tracking and storing information about individual students is
automated which is particularly useful when training is required for compliance
(Welsh et al., 2003). The initial costs required for developing a highly interactive
e-learning courses or other electronic formats can be high, so savings are not
automatic (Welsh et al., 2003).

The flexibility in scheduling and providing greater access at a lower cost are two
of the biggest reasons for using electronic learning components with workers in

their workplace.

Electronic components are a more cost effective way to deliver
training to employees. Many expenses, booking training facilities,
travel costs for employees or trainers, plus employee time away
from the job are all greatly reduced (Strother, 2002).

Most e-learning is asynchronous, or available to employees at any time of the
day, potentially from any location (e.g. slides on the web, learning simulations).
Synchronous e-learning involves learning sessions that are live and requires all

learner to be in front of their computers at the same time (e.g. webinars, chat
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sessions) (Huffaker, 2004; Welsh et al., 2003). Synchronous e-learning
encourages the social side of learning and creates less isolated learning
(Huffaker, 2004). Interactive Learning (IL)—a particular type of e-learning. It
offers both face-to-face and online communications, thus providing more
opportunities and options for communications between learners and with
instructors (Chang, 2003).

Many companies use a mix of delivery options for their classes. Some have
found that both basic information provision through electronic means as well as
complex simulations done electronically are useful. This suggests there may be
roles for both simple and complex asynchronous learning experiences in
organizations (Welsh et al., 2003). Synchronous e-learning involves real time
“chat” sessions where employees log on at the same time to discuss training
topics. Or there may be a training sessions where learners from diverse locations
log into the training at a set time and an instructor facilitates a discussion while
showing slides or writing on a “whiteboard” that appears on the computer
screens of the learners. During these sessions learners can ask questions,

sometimes verbally, of the instructors.

While many of our organizations began with less sophisticated e-
learning applications, they quickly learned that employees typically
want more interactivity than that provided by slides on the Web.
Additionally, as technology limitations decrease, more complex
training can be offered. (Welsh, et al., 2003).

Blended learning uses some combination of technology and classroom-based

learning and is becoming a popular form of training.
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In today’s environment, it is not enough to merely have an on-line
library of compliance training programs, nor is it enough to have
only instructor-led compliance training. Smart organizations
understand that one type of training is not the answer to all the
training needs they face. (Kapp and McKeague, 2003).

Blended learning has many different forms with various mixes of asynchronous,
synchronous, and classroom learning (Welsh et al., 2003). An advantage of
blended learning is a reduction in information overload. E-learning can more
effectively manage the amount of information that employees need to learn. The
growth in the amount of information that is being conveyed can often lead to
information overload during training, resulting in ineffective training when learners
cannot retain all of the information presented. By using a blended approach,
learners can learn some of it asynchronously—at another time/at their own pace.

This is thought to improve retention (Welsh et al., 2003).

Ultimately, the goal for investigating workplace-based programs with a college or
university connection is to better understand their potential for workforce career
advancement. Therefore the focus of this study is on programs with a career
pathway, or pathway to a credential in a particular career or an academic degree,
instead of merely programs that train workers to boost specific skills. With
workforce career advancement, the WTECB hopes to address the larger
economic and societal concerns for maintaining and strengthening a globally

competitive workforce in the United States.
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EVALUATION METHODOLOGY

The original objective for this exploratory evaluation was to interview and collect
data from companies and organizations that have implemented education
programs in the work place that have a connection to a college or university. By
focusing on companies and organization, the SESRC planned to review program
“outcomes” by quantifying the numbers and demographics of those participating
in programs, measuring observable changes/improvements in the workplace for
employees as well as employers because of participating in these types of
programs The SESRC made numerous calls and sent emails to leads in order to
locate and develop a list of companies with workplace-based programs.
However, this approach turned out to be unsuccessful, because the bigger

challenge was locating programs that fit the study criteria.

After our initial effort to develop a list of companies to survey, the SESRC
focused our efforts to locating programs that fit the study criteria. Then through
telephone interview and email exchanges, we learned more about the profiles of
various programs from perspective of program directors. We asked these
contacts about their impressions of what seems to be working well and what

contributes to success of workplace-based programs.

FINDINGS

Prevalence of Workplace-Based Education Programs

Many education or training programs that we contacted did not fit the specific
criteria for our study. Some programs were not employer “sponsored” or
workplace-based efforts; sometimes the programs were online or campus based
courses at a community college that anyone can take. Other programs were not

a career advancement effort, but rather training on a variety of very specific skill
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areas (e.g. using excel, or other software packages). Others we contacted

turned out to be programs not directly linked to a college or university.

Some programs target low wage/lower skilled workers but do not actually deliver
or assess competencies in the workplace. Throughout our data collection phase,
we found that the various “programs of interest” were not truly based in the
workplace and therefore did not fit the study criteria. For example, we contacted
the project director of the Skills in Manufacturing and Related Technologies
(SMART) Initiative in which Connecticut Community Colleges were awarded a
$2.19 million grant from the US Department of Labor, the grant funding will be
used to “build capacity of the Connecticut Community College System to develop
and provide students with the educational programs and skills needed to enter
and advance in manufacturing and related technology-focused careers”

(http://www.mcc.commnet.edu/). In talking with the director of the SMART

Initiative, we determined that while their efforts are directed at low wage/lower
skilled workers and in building skill sets for high demand jobs in manufacturing,

the program is not based in the workplace.

The Bellingham Technical College has a several programs that start with campus
based classes and labs and then moves students into the workplace for an
internship as they complete their degree requirements. Specifically their
programs for Radiologic Technology, Automotive Technology and Diesel
Equipment Technology are structured with a strong face to face component in
the program through the internships. During the internship, the college faculty
make regular site visits in the workplace to monitor activities. In the workplace,
there are preceptors that are responsible for mentoring student in their work

responsibilities.

Through the SESRC'’s effort to locate and contact programs, it appears that

workplace-based education programs that actually fit the study criteria are not
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very prevalent. Clearly there is interest out there for workplace-based education
programs for low wage/lower skilled workers with a connection to a college or
university. People recognize the need for preparing workers in specific high
demand jobs. It is less clear whether there are very many programs that use this
approach thus far, specifically ones that aim to create career pathways for low
wage/lower skilled workers. In consulting with one of our contacts in customized
training programs, there may be more “talk” or hype and less of these types of

programs actually happening thus far.

Several reports that were reviewed describe the challenges and what is needed
for these types of programs. In one study that we reviewed pertaining to

immigrant workforce in the manufacturing sector, the researchers found:

In spite of the compelling need, few partnerships strategically
connect working Hispanic immigrants with college level
opportunities. . . . Far fewer programs are making the connections
that link working immigrants with the English skills, the job skills,
and the academic credentials needed to compete in today’s labor
market. (Gershwin, 2008).

Despite the promise of a career pathways approach, few
community colleges have actually implemented programs
according to its principles. Often the programs are small scale with
funding from grants or other sources of limited duration. (Jenkins,
2003).

So far, no best practices have yet been established for workplace-based
programs with a college/university connection. Most of the programs of this type
that we contacted are new or are still in their formative stage. Nonetheless,
through the data collection phase, the SESRC was able to begin to get a picture
of the potential for work-based learning programs by interviewing directors of
some key programs that are being implemented, as well as in talking with other
contacts or programs that are similar, but may be defined by slightly different

parameters.

12
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College and University Context for Working Adult Learners

One of the missions of community colleges and four year educational institutions
is to prepare people for the workforce. The community colleges in particular
strive to provide greater accessibility for incoming students and have already laid
the groundwork for working specifically with working adults. The mission of
community colleges also includes addressing workforce needs of employers. To
that end, community colleges have a strong record for building and maintaining
strong partnerships with employers. It is less clear whether community colleges
as well as four year institutions are adequately prepared to meet the specific

needs of low wage/lower skill workers.

Many customized contract training programs and continuing education classes
are being offered in the workplace. Most of the time these opportunities are
noncredit options, but sometimes credit is offered. Academic courses for credit

are being offered through distance degree and online education programs.

Customized Contract Training Programs and Distance Degree Education

In this exploratory assessment, the SESRC “interviewed” several contacts
involved with customized workforce training in the workplace conducted by
colleges, often by community colleges. These customized trainings do not
represent career or educational pathways but instead represent very specific
training in specialized areas. Employers contract with colleges to provide worker
training in very specific, targeted areas. From these contacts, the SESRC was
able to get a perspective of how colleges currently work with companies and
organizations and how that may be similar in some ways, yet different from the
relationship that is established between employers and the college for workplace-
based education programs—and more specifically those programs with the

intention of providing career advancement for low wage/lower skilled workers.
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The SESRC was also able to gain insights about continuing and distance
education options offered through colleges and universities as being distinct from

the workplace-based programs that are the focus of this study.

Most colleges and universities offer some type of continuing education (CE)
and/or customized contract training programs that are often “housed” within

“Business and Industry Services,” “Distance or Professional Education,” or
“Workforce Development” or within a Continuing Education Program. CE
courses are offered to help various professional groups fulfill required number of
CE units each year. These courses are offered to individuals who need to fulfill

their professional requirements.

In addition to the CE courses, a variety of more applied training programs are
also offered through colleges and universities. The contract training programs
can be highly customized to meet specific training needs employers have for
their employees and in other cases these training programs may be offered
periodically (e.g. How to start your own business). While some of the classes
offered may count toward a degree, most often these training programs are non-
credited. Sometimes the training program may count towards continuing
education requirements in specific fields (e.g. teaching profession) or may lead

toward completion of various certificate programs (e.g. nursing profession).

Often times the customized training programs are offered in the workplace or
they can be offered in a centralized location, depending on the client’s
preference. Trainings can be in a variety of areas and may tend to focus on
more applied skills such as use of various software packages, supervisor
training, communication skills, customer service, conflict management,
accounting, electronics, welding, use of specialized equipment, and safety
training, etc. In some cases employers may need help or expertise in converting

their current training programs into online or computer based programs.

14
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These contract workforce programs offered through the colleges and universities
are likely to be self-sustaining entities within the college or university structure
(not FTE bearing). The employer is the client who purchases the training from
the college or university. Through a contract arrangement, the fees cover the
cost of designing and implementing the programs and the applicable

college/university overhead.

Most often, the employers do not want to pay for college credits for their
employees, but they desire the college or university “backing” to the training
being offered to their employees. The college/university involvement contributes
to the credentials or prestige of the trainings offered to the employees.
Furthermore, the college/university has the responsibility of locating the
instructors who have the expertise in areas needed, thus relieving the employer
from having to identify and locate that expertise. Also, the college/university
handles the accounting or logistics of implementing the course which also frees

up the employer from those duties.

Contract training programs have a marketing side in order to sustain themselves.
In order to market their capabilities to organizations and companies, these
programs make a point of getting out in the communities and developing an
understanding of current issues in the business and industry. This awareness

helps them to be responsive to the employer needs.

The main purpose for customized contract training is to help boost skills in
specific areas within the workforce, often in the more applied, practical areas.
Companies benefit through the increased skill sets and increased productivity of
their employees, which in turn can boost overall morale within a company.
Individually, employees may benefit from the training program by choosing to

further their career by enrolling in additional courses. However, the aim of these
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customized training programs is to build skill sets, not develop “career pathways”
or integrate into a curriculum towards a particular degree. Employers are
generally not interested in financing the career/academic advancement of their

employees.

How well would the customized contract training model work for
implementing workplace-based programs targeting low wage/lower skilled
workers? Boosting skills sets and offering training within the workplace are
certainly key aspects of helping low wage/lower skilled workers to advance their
careers. Furthermore, the customized contract training programs have a strong
record of getting out and developing a working relationship with employers in
order to work out the details of specific programs. However the customized
contract trainings are not usually part of a curriculum that relates to specific
degree programs. It is that academic piece that will ultimately create the career
pathway for the low wage/lower skilled workers. So while aspects of the
customized contract training model mesh well with what is needed, one of the
key elements--to provide a means for academic advancement of low wage/low
skill workers—is missing. Furthermore, customized contract training will not work
well in many health care occupations, especially those in highest demand by
employers because the government regulates the education required for clinical
jobs and in most cases ties the training to recognized academic credentials or

degrees.

Customized contract training programs have done well and continue to do well at
establishing and maintaining strong partnerships with employers and in doing so
provide a useful backdrop to the kinds of partnerships needed in workplace-

based education programs.

Distance degree programs and Online Course Offerings. In an effort to

broaden their geographic reach many community colleges and universities offer
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distance degree programs and courses online. The distance degree programs
are a way to offer the same degree programs and courses that are based at the
campus to students who otherwise cannot come to the campus to learn, usually
because of economic and/or geographic limitations. In general, distance
education means there is a separation of teacher and learner in space and/or
time, more control of learning by the student rather than the distant instructor,
and the noncontiguous communication between student and teacher, mediated
by print or some form of technology (Sherry, 1996). The distance degree
approach is useful because it provides opportunities for students to link into
existing degree programs from a distance. In order to accomplish this, the
existing degree program curriculum is adapted to an electronic learning

environment rather than relying on face to face, classroom interactions.

While providing academic opportunities that are more accessible across
space and time is certainly one of the key aspects of helping low
wage/lower skilled workers to advance their careers, how well would the
distance degree model work for low wage/lower skilled workers? Distance
degree programs tend to reach students who are similar to those who enroll in
the traditional campus-based courses in terms of academic demographics. On
the other hand, low wage/lower skilled workers are dissimilar to the traditional
students enrolled at colleges and universities and represent a population
previously not considered within the reach of college or university programs.
Therefore, the distance degree model may be less likely to fit the educational

needs of low wage/lower skilled workers.

Learning in the Workplace versus Work-Based Learning

The challenge will be to create programs that can integrate the strengths of the
customized contract training programs in terms of their successful partnerships

with employers and the academic aspects of the distance degree programs that
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allow for coursework away from the main campus. A work-based education
program has an academic track where aspects of the curriculum are
adapted for delivery and assessment in the workplace and builds from a
working relationship established between the employer and the
postsecondary institution. Programs should also be adapted to the needs

of adult learners.

Adult learning must be embedded in real opportunities to

demonstrate knowledge and skill at work, to climb the ladder of

learning, and to reap the rewards for doing both. (D’Amico, 2003).
The Jobs to Careers Initiative is one national initiative that focuses specifically
on the development of work-based learning programs with a connection to a
college or university for frontline health care workers. This is a national program
funded by the Robert Wood Johnson Foundation in collaboration with the Hitachi
Foundation and the United States Department of Labor, Employment and
Training Administration and with technical assistance provided by Jobs for the
Future. The Jobs to Careers Initiative seeks to advance and reward the skill and
career development of the low-wage incumbent workers who provide care and
services on the front lines of our health and health care systems. The Jobs to
Careers Initiative supports partnerships of employers, educational institutions,
and other organizations working to expand and redesign systems to create
lasting improvement in the way that institutions train and advance their frontline
workers and to test new models of education and training that incorporate work-
based learning. The initiative has funded projects at various sites set around the
country with the goal of providing skill and career development for low-wage
incumbents who are front line health care workers (Jobs to Careers website,
2008). Frontline workers are the ones with the most contact with patients, yet
these workers represent the most ‘at risk’ component of health employment and
encompasses occupations with the least amount of visibility” (Jobs to Careers

website, 2008). These workers have lower median wages with little to no job
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advancement opportunities once they have entered into the workforce. They

also have less access to benefits and generally have high turnover rates.

During the data collection phase of this study, the SESRC interviewed the
Deputy Director of the Jobs to Careers Initiative, Rebecca Starr; the Program
Director for the Health Work Force Institute which is overseeing several of the
Jobs to Careers sites, Ed Phippen; and project contacts at two of the Jobs to
Career sites. Through these interviews, valuable information was obtained about
what is happening out in the field and for developing an initial “picture” of what
are likely to the best practices for these programs. It is important to recognize

that the Jobs to Careers Initiative is fairly new, still in its formative stage.

Recognizing the role employment plays in the development of work-based

learning programs is critical.

The workplace is the new gateway to basic skills and higher
education. Our policies should recognize this. (Gershwin, 2008).

Most low-skill workers will need some job-connected training to
advance to jobs offering family-supporting wages and opportunities
for advancement. . . .Career Pathways or “career ladders” are an
effort to help students overcome barriers to success in college and
careers, by building connections between remedial, occupational
and academic transfer programs to create an integrated series of
“stepping stones” by which students can advance over time to
successively higher levels of education and employment. (Jenkins,
2003).

The Effectiveness of E-Learning and Other Electronic Components

Many have raised the question, does electronic learning work better than
learning through the traditional classroom setting? Literature suggests that
“electronic learning” can be just as effective as traditional class-based learning

(Moyer, 2008). Studies have shown that even with no instructor and no face to
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face interaction, there are no significant differences in the amount of content
learned. While some studies show greater benefit in favor of face to face
learning, other studies demonstrate the benefits of e-learning in general because
there may be increased time available per task, higher levels of motivation for
learning, and reduced test anxiety for many learners. One study found that e-
learning programs had positive outcomes based on student preference, improved
grades, higher cost effectiveness and higher percentage of homework
completion (Strother, 2002). Research is still needed to confirm that learners are
actually acquiring and using the skills that are being taught online, and that e-
learning is the best way to achieve the outcomes in a corporate environment. To
date, much of the support for this view is qualitative feedback from corporations
(Strother, 2002).

In one study conducted in the Netherlands, the effect of e-learning on knowledge
on mental health issues was compared to lecture-based learning in a continuing
medical education (CME) program for occupational physicians (OPs). The study
was a randomized controlled trial where OP’s were randomly assigned to four
different groups, two groups which received the lecture-based teaching and the
other two groups received individual e-learning in a classroom. All four groups
the same course content. “The results of this study show that for OPs, e-learning
is just as effective in enhancing knowledge as lecture-based learning”
(Hugenholtz, et al., 2008). In this study the OPs lack of computer skills were
identified as a major barrier preventing their use of computer-based learning

methods, rather than their lack of preference for new technologies.

In another survey of companies in Singapore, UK, and Australia, respondents
expressed the need for a centralized administration of the electronic learning
program rather than decentralized or fragmented across departments (Chang,
2003). Several other factors for effectiveness were also identified by these

companies as well as other factors that made e-learning ineffective.
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Factors influencing effective e-learning implementations from the
Industrialist perspective:

Systems that speed up and simplify processes

Systems that assist the organization to reach its targets

Strong support and cooperation between colleagues

Supportive and flexible organization cultures and management
Cost-effectiveness (saves training costs and/or ongoing operational
costs)

Factors influencing ineffective e-learning implementations from the
Industrialist perspective:

Systems that are too difficult to set up and use

Systems that add extra unnecessary work to the employees

Not user friendly

Disagreement or conflicts with teams or management
Abusing/misusing e-learning system (unrelated work/activities/games).
(Chang, 2003)

The success of using e-learning as well as other electronic components depends
on significant planning and effort. The upfront costs of electronic learning
components can require considerable investment in both information technology
and staff. There are costs to design and convert or transfer courses over to
electronic means as well as costs for the hardware and software costs that allow

users to access the course material.

Successful e-learning requires significant effort and planning. If
sufficient attention is not given to implementation, e-learning will not
be successful. In fact, while many companies have experienced
success with their e-learning efforts, others have aborted their
efforts (Welsh, et at. 2003)

One drawback of e-learning is the lack of interaction among course participants
and a lack of peer-to-peer networking. In some contexts, the interaction within
the cohort of students is critical to the success of the program. In these

situations electronic learning may be less attractive to learners and potentially
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less useful. Furthermore, the use of static and non-interactive e-learning may

create a mindset that electronically-encoded information is training.

To what extent does empirical research support the use of e-learning, or
technology-delivered training? In Welch et al.’s review of the literature (2003)
they found that people can and do learn from technology-delivered instruction
based results of various studies of manufacturing employees, US Maritime
Officers an other military personnel, truck and bus drivers, and teachers. Other
research shows that learning style and gender do not make a difference in the
effectiveness of electronic learning. The literature available suggests that
technology-delivered instruction can be slightly more effective than the classroom

setting.

Meta-analyses of the literature support the conclusion that

technology is, on average, slightly more effective than the

classroom. (Welsh, et al. 2003).
Some research shows that in those cases where learners have lower computer
skills or have anxiety regarding computers, they may not learn as well when
using technology. Also, there may be differences in effectiveness depending on
the level of the course.

E-learning may be most useful when the training emphasizes

cognitive learning outcomes, particularly less complex knowledge

and intellectual skill. . . . However, there is concern that more

advanced classes or those that require soft skills (e.g., conducting

a feedback session) my not be as effective with e-learning. (Welsh,

et al. 2003).
Other studies have mixed results and still others found that e-learning was not
that effective. More research is needed to increase understanding as to when
one technology is more appropriate over others, research to examine potential
individual differences, instructional design, and situational moderators of effective

e-learning outcomes.
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Case Studies of Workplace-Based Education Programs

In this next section, we present examples of workplace-based education
programs that are currently being implemented. In some of the examples, the
profiles include detailed information and in other cases, only partial or general
information was obtained. Overall, the profiles give a sampling of what is out
there “in the field.” Several of the main profiles are from the Jobs to Careers
Initiative, the effort that actually “models” the work-based learning education
programs. The other examples in this section are for programs that incorporate

aspects of workplace-based education but are not exactly work-based learning.
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Stanley Street Treatment and Resources (SSTAR)
College Connection: Bristol Community College
Jobs to Careers Initiative Site

Fall River, MA; North Kingston, RI; Cranston, RI

Certification in Addictions Counseling (CAC)

SSTAR is a non-profit health care and social service agency that provides a wide
range of mental health and substance abuse treatment services to people
throughout the communities of Southeastern Massachusetts and Rhode Island.

Traditional staff training approaches were not that effective in creating changes in
performance (either employee or organizational). SSTAR is required to have
inpatient counselors have a CAC, however, there is a shortage of clinicians
which is causing waits for services and lost revenue. Meanwhile, front Line
workers are under-utilized yet may be very committed to staying with the
company. Frontline workers need increased wages and need additional
credentials

The CAC training involved onsite classes led by faculty of the Trundy Institute for
Addictions Counseling and partial release time and flexible work schedules for
workers. The learning objectives derived from skill requirements. Learning
teams and journaling techniques were used as well as developmental
relationships involving a coach, peers, and supervisors.

As a result of the program, employees who participated had increased incomes
(as much as 12%), promotions to different positions, and received 15 academic
credits through Bristol Community College. Employees also changed their views
of themselves. They saw themselves as successful learners and they
acknowledged they now had career goals (and some have even taken steps
towards achieving those goals).

There is also a course on group therapy that was jointly developed and taught by
the employer site and Bristol Community College.
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Owensboro Medical Health System

College Connection: Owensboro Community College
Jobs to Careers Site

Owensboro, Kentucky

Associates Degree for Registered Nurses

The education program offered is a hybrid course that uses both web enhanced
features and non web based learning. In-class lectures are used as well as
DVDs, software applications, software based simulators, and a simulation
mannequin. The web enhanced features include: streaming audio or video
content or video conferencing; text/chat for real-time student feedback and
questions; webinars; and virtual clinical.

The community college was involved with developing the materials to use in
program, delivering instruction for the training program, and overseeing the
administration of program. Participants receive academic credit through
Owensboro Community College.

Because of the high amount of regulation pertaining to Associates Degree
Nursing programs, it was difficult to adapt the curriculum delivery and
assessment into workplace-based learning so in some respects was
“‘unsuccessful” in becoming truly work-based learning.

One of the interesting benefits of the program is that the on-site supervisors who
are teaching and working with those enrolled in the program have actually moved
up the career ladder as well. They have become adjunct faculty at the
community college which has given them more prestige and status.
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Waianae Coast Comprehensive Health Center
College Connection: Leeward Community College
Jobs to Careers Site

Pearl City, HI

Medical Receptionist Certificate Program

Leeward Community College is currently developing a pilot workplace-based
learning program for frontline medical office workers as part of its Business
Technology (Office Administration) program. Development has occurred in
partnership with the Waianae Coast Comprehensive Health Center.

A certificate of completion program (15 credits or less) for a Medical Receptionist
has been developed, which will evolve into something more generic like Office
Administration Support, since they believe that the program can be readily
adapted to frontline office workers in the tourism/hotel industry at some later
date.

Employees earn college credit for work performed and promotions in the
workplace are tied to progress in the program. As part of the overall strategy,
students who complete the work-based certificate of completion will be able to
continue on to the Associate Degree (Business Technology) which will articulate
to a Bachelors Degree at a 4-year university (Health Care Administration). The
AS degree will be available for completion entirely online and is currently being
completely adapted for online delivery. At present, the certificate is being
delivered to the Waianae Coast Comprehensive Health Center. Once the pilot
model and procedures are finalized, it will be desirable to expand the model to
other health clinics and possibly the hospitality industry.

Employers noted immediate increases in employee engagement as a result of
this program.
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Indian Health Services and Navajo Reservation
College Connection: Northern Arizona University
Jobs to Careers Site

Flagstaff, Arizona

Learning Circles for Health Technicians

Learning Circles for Health Technicians provides learning and career
development opportunities for American Indians serving as health technicians in
health facilities located on the Navajo reservation. Specifically, a Certified
Nursing Assistant (CNA) program is offered where workers can mover through
the program on one of two ladders:

1. Moving up in their current job description, creating additional levels
within the frontline position.

2. Moving into an academic track where workers move beyond the CNA
position into other health technician programs in health education, pre-
nursing, sanitarian, etc.

Their approach to work-based learning includes employer-approved projects,
critical incident/task review, and a learner portfolio with a learning contract. In
their portfolios, workers document their competencies that translate into courses
requirements. At certain points in the program, students present their portfolios.
The program has a college liaison that breaks down the competencies in the
curriculum to see what will translate on the job. This process can only be applied
to certain courses. Not all course can be translated to “on the job.” In this
program there are supervisors who are involved with the learning that takes
place in the workplace and there are worksite coaches that help with advising
and mentoring on how navigate the postsecondary requirements. They also
have a strong need for a case manager who helps to students deal with many
day to day life problems and setbacks related to the culture of poverty. Also,
they have need for tutors in science and math.

Electronic components are used for remediation. They are also developing some
online courses for competencies in Public Health. The hope is that by using
online courses in this program, will help to prepare the students that go to pursue
online postsecondary degree offered at the colleges and university.

This project is a partnership consisting of: Northern Arizona University; Navajo
Area Office Indian Health Service, Chinle Service Unit (an Indian Health Service
health care employer); Winslow Indian Health Care Center (a tribal-run health
care employer); and Pathways Into Health (an educational consortium dedicated
to improving the health of Native American communities).
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Community Health Care

College Connection: Tacoma Community College
Tacoma, Washington

Supervisory Training

This is a hybrid course that uses both web enhance features as well as non web-
based approaches. This course uses in class lecture, small group face to face
discussions and self study through textbooks/manuals. Streaming audio or video
is used, but it is not interactive. Shared learning modules and webinars are also
used. The community college trains the supervisors to do the training in the
workplace. Aspects of the program that were customized were the content,
scheduling, style of instruction, and the length and location of the program. The
course was all done during work time.

As a result of the program, the employer has seen moderate improvements in the
employees skills and competencies, their productivity and efficiency, and in their
morale and cooperation in the workplace. There have been no improvements in
wage gain or promotion and advancement.
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The USB Program at Olympic College
A non web-based application of electronic learning.

Olympic College in Bremerton serves a large navy population with its proximity to the
Naval Base Kitsap between the Puget Sound Naval Ship Yard and the Bangor
Submarine Base. Ben Meredith, the Distance Learning Coordinator at Olympic College
indicated that the challenge for his program has been to service the education needs for
the navy, despite the obstacles of navy life. The solution needed to be flexible in
idelivery and scheduling; compact enough to fit into onboard storage (sailors do not
have a lot of room for books, VHS tapes, etc); and easily used on boats with as little
extra equipment as possible. In the recent past, CD-ROMs were thought to be the best
means for course delivery. However, the student inability to manipulate and interact with
the materials on the CD-ROM suffered in comparison to other methods of web-based
instruction. In addition, the CD-ROM had to be installed on the host computers or have
access to additional software (which the navy scowls at, appropriately). Therefore,
other options for electronic course delivery were explored and developed.

The new application was based upon USB technology. After an intensive development
and programming effort, a proprietary platform was developed that is Flash(r) based
and it is self-contained so that all software is within the USB drive. The USB drive takes
nothing from the host computer and puts nothing on it. The USB drive is fully interactive
without Internet connectivity, holds test modules that can randomly generate tests from
a pool of questions, contains all of the student's work so they only need to return the
USB drive, and contains video that does not lose quality as you blow it up from a
YouTube sized box to a full computer monitor or larger.

The USB Program was originally designed for the Navy and cleared by naval
intelligence for use on the nuclear subs. The USB program allows delivery of course
content to students without Internet connectivity. Olympic College’s Distance program
now has 30 USB based courses at this point and a full Electronics degree in USB.

[The USB Program] is literally the Millennial Generation child of tele-courses.
What we have found is that while the USB was designed for the Navy, it is
attracting a base of constituents we never anticipated. We are attracting the
attention of the Alaska education system for it to be used in place of Ham
Radio for their distance students (Bush Students), by homemakers locally who
are using it on their laptops while they wait at dance and soccer (Feedback
comments), and anyone else who needs to learn but does not have Internet or
the availability to come into a regularly scheduled class. (Ben P. Meredith,
Distance Learning Coordinator, Olympic College, 2008).

The Distance Learning Program at Olympic College is currently finishing the first USB
course with the Washington State Fire Marshall's office. This application of the USB
Program is part of a grant to provide three initial courses for firefighters.
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Manufacturing Companies

Alcoa Apprenticeship Program

College Connection: Bellingham Technical College
Bellingham, Washington

Electro Mechanical Technician Program

This is a hybrid course which uses in-class lecture and labs and some streaming
of audio or video content. The program is administered primarily through the
college. The employers provide release time and flexible work schedules. The
program has been in place since 2006 and it is offered quarterly. The courses
include both electrical and mechanical options with core courses in hydraulics,
electrical, welding, and general education. Each course is three months and the
program takes seven quarters. Workers spend approximately nine hours per
week. The employer bears the total cost, but they have also had some grant
money.

The improvements employers have seen for employees are wage gain,
promotion and advancement, occupational credentials, and college credits. The
aspects of the program most valuable to the employer have been the hands-on
use of equipment, the opportunity to do things in-class that the employees cannot
do at work, on the job, and employees are starting to ask the “why” questions
which implies a deeper understanding of the work. The program would be
improved if they had classroom space or a permanent lab. They also need more
training stations, used parts and models.

The instructor used to work at Intalco/Alcoa many years ago as an apprentice.
As he reflects: Journeyman level workers do not have time or interest to train
apprentices; they just tell them what to do and never explain “why”. The
instructor then went to BTC to get additional training, then quit work at Intal to
become an instructor. Now he teaches apprentices (Intalco pays their tuition)
and he focuses on the “why”.

There are around thirty-five courses in the program including some remedial
math and English. All courses use Coastal video-streaming and he is trying to
add more online components. More money is needed for this program as there
is no permanent classroom or lab and they are always looking for parts and
machinery to use as models for his labs. It would also help if they could get
some standardization and there needs to be interactions with the community and
an advisory board to interact with industry.
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Redwind Casino

College Connection: Tacoma Community College
Application of course modules delivered in the workplace
Olympia, Washington

Tribal Enterprise and Gaming Management Certificate Program

This course is forty-nine weeks long and participants earn fourteen college
credits. There are seven 7-week modules. Employees spent about three hours
a week during work time and 5-6 hours outside work time. The Tribe pays for the
program.

The content ranges from casino operations to probability and statistics to state
gambling commission regulations. The maijority of the courses do not use web
based features other than Blackboard. Courses are primarily in-class lecture,
small group face to face discussion and self study through text book or manual.

The college developed the materials to use in the program and delivers the
instruction of the program. The college also trains on-site supervisors who also
conducting the training in the workplace. The college also provides tutoring and
other assistants to those enrolled in the program. In general the college
oversees the administration of the program. The program was customized in
terms of content, scheduling, style of instruction, length and location of the
program. The instruction style became much more hands-on and visual and less
of a lecture approach.

Employees receive academic credit through the college and some have even
continued working towards a degree. The employer has observed improvements
in skills, competencies, specialization and productivity. There has also been
great improvement in morale and cooperation in the workplace. Aspects of the
program that have been most valuable to the employer are the depth and
breadth of knowledge gained and much more openness to training possibilities.

The Casino acknowledges that the Tacoma Community College is most
responsible for the program success. Their dedication and hard work made it
happen. This workplace-based program has been a wonderful opportunity for
low wage/lower skilled casino workers. One student said it was life changing for
her.
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Key Strategies for Workplace-Based Education Program Success

In reviewing the cases included in this study and in talking with key program
contacts including those working in college based customized contract training
programs, several key strategies for program success emerge. These strategies
are part of what might become the “best practices” for workplace-based

education programs with a college connection.

e Strengthen the community college position to reach out to the low
wage/lower skilled workers.

Because the low wage/lower skilled workers have been previously out of reach
from the academic community, easing them into the “college” environment is key
to making workplace-based education programs successful. While four year
colleges or universities may be amenable in some situations, by and large the
mission of the community college is more suited to education programs that

target low wage/lower skilled workers.

Community colleges are more likely than four year colleges to be
involved in the workplace-based programs. The “academic rungs”
of the educational ladder [at four year schools] are too far apart. A
community college partner helps create more rungs and makes the
timeline a little more appealing to the workers (Ed Phippen, Health
Work Force Institute, 2008).

Currently four-year schools/universities are geared more toward offering
continuing education, contract training and distance learning to professional level

workers, or those that already have postsecondary degrees.

The universities in particular, do not want to be in competition with
community colleges, especially when the community colleges are
already more prepared to work at the pace and level that these low
wage/lower skilled workers need (Washington State University
Distance and Professional Education, 2008).
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Furthermore, what is happening at the community college level complements
what is happening in the four year colleges and universities. The community
colleges can promote the connection between their own associate’s degrees and
the continuation with a bachelor’s degree through the four year schools; this
connection is particularly well suited to workers when a bachelor’s degree is
accessible through the online or distance degree programs through the

universities.

In some situations because of geographic or structural factors, four year schools
or universities may need to be involved in the workplace-based programs offered
to low wage/lower skilled workers. In the Jobs to Careers Initiative, two of the
current sites are connected to universities: Northern Arizona University is the
most accessible postsecondary institution to work with the Navajo Reservation
and University of Alaska is the most accessible to a geographic area that is not
served by a community college system. One project site in Alaska has a training
program for Behavioral Health Technicians in the remote Native Alaskan villages
along the Bering Sea. Also, the Norton Sound Health Corporation (the employer)
works closely with the University of Alaska/Fairbanks to deliver training remotely
(i.e. by video conferencing and telemedicine techniques). The remaining Jobs to
Careers sites are with community colleges or technical/vocational schools. In
Hawaii, the Leeward Community College is part of the University of Hawaii

system.

Community colleges can build on their existing strengths of having a strong base
of customized training programs, strong community connections, and outreach to
underserved populations. “Community college innovation is important, but
‘reinventing’ the college is not required.” (Gershwin, 2008). However, while most
community colleges have long served disadvantaged students, community
colleges have not always fully realized their bridging potential for the

disadvantaged according to Jenkins (2003). The potential for serving
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disadvantaged students may require additional funding or a re-prioritizing current
funding levels so that the specific needs of disadvantaged students are properly

served.

First, many community colleges find it difficult to make the
connections between remedial and college-credit programs,
between academic and occupational degree programs, and
between degree programs and jobs that are necessary for creating
pathways of advancement for disadvantaged students. Second, it
is obviously expensive to serve disadvantaged students and yet
community colleges tend to be poorly funded. In the hierarchy of
community college programs, those that serve disadvantaged
students are the least well funded. As a result, many community
colleges opt to focus their limited resources on serving more
advantaged students in programs popular with employers and
policy makers, rather than to risk serving students whose success
is by no means assured. (Jenkins, 2003).

We need to rethink the role of the community colleges. We don’t
want the program to be just the college coming to run the class in
the Hospital. It becomes “how to deliver work-based curriculum in
the workplace which then becomes “work-based learning.” A
partnership is formed with the employers too. (Rebecca Starr, Jobs
to Careers, 2008).

Remedial or “developmental” education is one area in which community colleges
could make a major impact in serving disadvantaged students while at the same

time improving their institutional performance and image (Jenkins, 2003).

¢ Integrate remediation, ESL and basic skills development into the
postsecondary curriculum.

Remediation is a critical and essential part of a “best practices” model for
workplace-based education programs for low wage/lower skilled workers. There
is no doubt that programs targeting low wage/lower skilled workers will have to
address their deficiencies in basic skills before they can move on to those
courses that lead to their career advancement. This would include ESL issues

as well.
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Thus far, programs that were consulted for this report admitted they were a little
slow in recognizing that remediation as a key aspect of program success.
Providing access to and allowing time for remediation has to be integrated into

the overall program.

Work based learning programs are complicated by the lack of basic
skills among workers. A certain level of preparation in basic skills is
needed in order to ensure the programs are successful.
Remediation has to be dealt with in order for workplace-based
learning to work. Across the board this is a problem. (Ed Phippen,
Health Work Force Institute, 2008)

Remediation as part of implementing the workplace-based
programs is very common. There have been times | have proposed
an ESL component of the program. And it was like | was proposing
brain surgery; it was a big revelation. There’s no sense of ignoring
the reality. If they’re good employees but ESL isn’t a component,
you’re not going to get where you want to go. (Business and
Industry Services, Manchester Community College, 2008).

Remediation is currently handled in a variety of ways. Some programs use
computer based approaches such as “Work-keys”—an online skills evaluation
tool—while others handle remediation through existing entities that are in the

community and through curriculum based at the community college.

Colleges have been creative in how to handle this. For example at
Owensboro, KY they have developed a new basic math curriculum
aimed at health workers: “Math RX.” (Rebecca Starr, Jobs to
Careers, 2008)

Remediation is currently built in, but not directly aligned with the
college’s developmental/remedial curricula. We are using
Workkeys/Keytrain as an alternative and ‘quicker and more directly
vocational’ path to bring students up to speed in some basic skill
areas. (Michael Tagawa, Leeward Community College, 2008)
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But is this the most effective model for remediation?

Simply to pass through a remediation program or set of activities
does not necessarily ensure that the student has gained the
appropriate knowledge, skills and attitudes. (Education Commission
of the States, 2000).

Currently, there is a disconnection between remediation and the postsecondary
degree requirements (Gershwin, 2008). “In general, the more remedial courses
students are required to take, the less likely they are to earn a degree” (Jenkins,
2003). There needs to be a link between remediation and basic skill
development and ESL with the broader education goals and linked with earning
postsecondary credentials. Remediation, basic skills development and ESL
need to be contextualized as much as possible—boosting skills while in the
workplace, in the course of working (Nancy Williams, Northern Arizona
University, 2008).

Basic skills learning has to be connected to something meaningful
to inspire persistence and participation by adults, especially adults
who feel shortchanged by schools. (D’Amico, 2003).

Central to the career pathways model is the development of clear
connections, or bridges, between basic skills development and
entry level work or training in high wage, high demand career
sectors. (Mazzeo, 2003)

Effective and efficient remediation is one of the greater challenges
facing the community college. Fortunately, research is revealing
that remediation accompanied by quality learning support
systems—that is, tutoring, counseling, centralized administration,
etc.—can be done with long-term success and, compared to other
social programs, in a cost-effective manner. (Education
Commission of the States, 2000).

In addition to being integrated into the postsecondary curriculum,
there are also concerns about the length of time needed for
remediation, especially when workers can only “take” one course at
a time and more than one course is needed (sometimes 2, 3, and 4
courses are needed). Therefore, some have proposed some form
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of accelerated remediation be developed, so that workers can
move through these courses and begin in the postsecondary
content more quickly and/or simultaneously (Nancy Williams,
Northern Arizona University, 2008).

e Obtain “buy-in” from the top down at both the college and within the
employer company or organization.

In order for workplace-based education programs to be successful, there needs
to be “buy-in” or support from the top down both at the college or university and
within the company. The program is about not just working with a particular
faculty or department at the community college, but rather the process should
have the dean of the college onboard and involved at the outset. Similarly, within
a company, the president or CEO needs to be committed to bringing career

advancement opportunities to low wage/lower skilled workers in the workplace.

As with any collaborative endeavor, commitment from a core of top level
leaders from business, education, government, foundations, and non-
profits is critical to success. (Gershwin, 2008).

Workplace-based learning is first and foremost about culture change. For
the employer, it transforms them from a “learning organization” to a
“teaching organization”. For the college or university, they are no longer
simply delivering content, but instead become responsible for facilitating
learning. These are major shifts in both organizations and nearly
impossible to make without top-level support. A key aspect of program
success is commitment from the highest level of the organization (Ed
Phippen, Health Work Force Institute, 2008)

One of the overriding critical issues to program success is the top
down approach. You need buy-in at the top from both the
Educational institution and the employers in order to be successful.
... The dean of the college has to be the one who “champions the
program. If the Dean is on board then the program can work
(Rebecca Starr, Jobs to Careers, 2008).

There needs to be a sense that the leadership from the college and
industry are supportive and at times, directing this initiative. There

are many moments when any number of issues arise from the
faculty/industry partnership and there is a continuous need for
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leadership to drive the process forward. (Michael Tagawa,
Leeward Community College, 2008)

Those championing the need for workplace-based education programs will have
to develop ways to market these types of programs at the top levels in both the

interests of the college and the interests of the employers.

¢ Build a solid partnership between the college and the employer company
or organization.

There needs to be a strong partnership built between the company/organization
and the college. The partnership needs to be nurtured and have continuity
throughout the process, from planning and design phases, to implementation and
assessment phases. In discussions with the customized contract training
programs at community colleges, partnerships have long been a part of their

practice.

One aspect of the program that has been most important to its
success is the hands-on care on the part of the director in working
with the client (the employer). The director is actively involved and
does not pawn off this work onto other people. The director sticks
with each program from start to finish. (Bristol Career Center,
Tunxis Community College, 2008)

We have a very strong partnership. We design a program in
cooperation with the faculty that meets the customer’s needs. We
also stay in touch with the companies because we are very
interested in repeat training. An aggressive interface with
employers is key to success--consistent interface with employers
and the ability to create non-traditional programs for employers.
(Business and Industry Services, Quinebaug Valley Community
College, 2008)

Listening to the employer very carefully and working together. It’'s
really important that all the players need to be at the table. All of the
players need to have an opportunity to be a part of the solution. . . |
would just like to reiterate that all the stake holders need to learn
how to play nicely together (Business and Industry Services,
Manchester Community College, 2008).
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Input should be obtained from both sides and there should be sharing of
information. The colleges need to get out into the workplace and have a visual
presence there. On the other hand, the partnership in a work-based learning
program is more than the college coming out to the workplace and conducting a
class. The employer and the college need to be jointly involved in shaping the
program and monitoring and accessing program progress throughout the

implementation of the program.

A cornerstone of the Jobs to Careers is to change the way colleges
and employers work with each other. For Work-Based Learning to
occur, there needs to be a partnership that develops the curriculum
together and then delivers it together. (Rebecca Starr, Jobs to
Careers, 2008).

The most important aspect is the ability to develop a positive
working relationship with industry. (Michael Tagawa, Leeward
Community College, 2008).

Partnerships between colleges and employers are opening doors
for participants to advance at work, to earn postsecondary
credentials and to make a good living. They are also addressing
the critical needs employers have for skilled workers (Gershwin,
2008).

In the Jobs to Careers program at Virginia Mason Medical Center for Surgical
Technician Training, the planning team consists of people from both the hospital
and from the community college. Specifically the planning team consisted of the
Director of the Operating Room, surgical technicians, other hospital staff along
with a dean and faculty from the community college. The team reviewed the
existing curriculum and evaluated the specific needs of the hospital (Ed Phippen,
Health Work Force Institute, 2008).
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e Develop workplace-based education programs with a work-based
learning approach.

Workplace-based programs require “thinking outside the box.” Colleges and
employers both need to be open and willing to develop new models for work-
based learning that look quite different from what have been tried or used in the
past. One area for thinking outside the box is to identify work as an asset to
expanding access to postsecondary education. Colleges and employers need to
redefine the relationship of work and learning and to no longer see work as a
barrier to higher education (Gershwin, 2008). As much as possible learning
models should incorporate aspect of the work that is being done on the job and

to incorporate that into the learning model.

Leaders of successful partnerships have reshaped their own
thinking in order to reshape their workforce (Gershwin, 2008).

In order for these work based programs to be successful you need
creative thinkers who will think out of the box. There are three
critical aspects to the community college involvement: First, the
educational institution needs to be open and think out of the box.
Second, faculty need to be willing and committed to changing and
adapting their course curriculum to a work-based approach. And
third, once the work-based curriculum is developed, there is a need
to work with the credit granting entities within the college or
university to “validate” the programs. . . .. (Rebecca Starr, Jobs to
Careers, 2008)

There may be some resistance to creating new learning models or approaches to
designing curriculum. Postsecondary institutions have long standing traditions of
how curriculum and courses of study are designed and in the requirements for
earning degrees. Allowing flexibility and creativity in defining new curriculum and
degree requirements that are “equivalent” but not identical to traditional programs
will be challenging. Working out the details of how the new programs will “look”
also takes time. Defining learning objectives that can be measured through “on

the jobs” skills will have to be worked out as part of the curriculum design.
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Have to redefine the competencies and the learning objectives—
and “reconcile” them to one another. The learning involves didactic
learning—traditional lecture/classroom style (this is usually where
the community college faculty come and deliver); But also the
teaching that occurs on the job during the work day through on-site
supervisors, such that the staff at the hospital become partners as
well. Curriculum can be adapted such that actual worksite stuff is
used to meet the standards. (Jobs to Careers interview, 2008).

A most important aspect is that the college has focused a great
deal on refining its student learning objectives and assessment
mechanisms as part of the accreditation process. This provided the
basis for engaging in discussions on the relationship between our
student learning objectives and industries’ competencies. When
industry has its competencies well defined, the process seems to
be even smoother. (Michael Tagawa, Leeward Community College,
2008).

Resistance to new models may become more pronounced depending on how
college faculty members are evaluated for tenure and promotion. If new learning
models do not coincide with how faculty performance is evaluated, there may be
problems in getting faculty “on board.” With these new approaches there should
be incentives for college faculty to participate. Also, accrediting bodies can
complicate matters. Accrediting standards that are competency based (e.g.
surgical technology from CAAHEP—Commission on the Accreditation of Allied
Health Programs) work the best. If accrediting standards also define how

someone must learn, then it becomes nearly impossible.

With regard to employers, they need to be creative in how they implement the
programs in their workplace when there are constraints pertaining to keeping
enough workers “on the floor” while others are taking the courses. Employers
also need to be creative in how employees are recognized for their
achievements, especially if there are difficulties in how much wage gain can
occur or when promotion may be slower in coming. Supervisors as well may be
overwhelmed by taking on a new program with the employees they supervise.

Again creative approaches are needed in order to bring them on board. Overall,
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having support from the top levels of both the college and the workplace will

allow those involved in planning, designing, implementing and assessing the

workplace-based education program to have the “freedom” to be creative and to

move beyond the “usual” ways of doing things. Overall, new models of learning

become very relevant in the workplace when the curriculum standards are

designed to include hands-on learning and less reliance on textbooks.

Design curriculum based on competencies needed to advance in
both education and employment. Therefore, both employers and
college faculty need to be involved in the curriculum development
process. Student performance and program outcome in career

pathways programs are assessed based on clear standards of what

students should be able to do to demonstrate mastery. Teach

students to learn by doing through real-life programs and situations.

Programs that promote contextual learning make heavy use of
projects, lab, simulations and other experiences that enable
students to learn by doing. Help them see the value and
connection of the academic fundamentals to fields of interest to
them. (Jenkins, 2003).

¢ Involve college faculty members in the design and implementation of the

education programs.

College faculty can benefit from being involved with workplace-based education

programs because they are able to connect with people in the field and that in

turn can help them with their work. These programs also give the faculty more

visibility and they are offering courses to those who wouldn’t normally be

students at the college. Nonetheless, involving faculty may take some effort.
Some faculty may have a harder time than others in adapting their curriculum

and teaching style when it comes to implementing the curriculum in the field.
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Faculty members need a lot of guidance as they adapt their
curriculum. Many are wedded to their traditional ways. In order to
help faculty, we have held round tables to talk about the different
teaching styles. We also offer technical assistance and work
directly with community college faulty as a consultant or guide in
the process of adapting curriculum. (Rebecca Starr, Jobs to
Careers, 2008).

While in some cases faculty may actually teach some of the courses in the
workplace; more often they will be involved as facilitators of the education
program and make periodic site visits instead or offer support via online means.
The faculty members advise those supervisors who are “on the ground” teaching

those enrolled in the program.

All of the Jobs to Careers sites are at different stages with how
faculty members have responded. Some are just getting started
and for others they are all “on board.” And in some cases the
community college faculty members have become the champions
of the program. Some faculty are now spreading the effort to other
programs (Rebecca Starr, Jobs to Careers, 2008)

¢ Incorporate on-site supervisors or “faculty extenders” as instructors in
the workplace.

Using frontline supervisors to work with employees has been identified as a
critical part of work-based education programs. The on-site supervisors may do
a better job of teaching and assessing performance because they are in the
midst of the work that is being done and have a shared work context and
experience with the students. The on-site supervisors become “faculty

extenders” of the college faculty.
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The role of the community college faculty becomes that as
facilitator or coach. The on-site supervisor becomes the “faculty on
the ground.” They are the ones that end up assessing when
employees successfully reach their learning objectives. On-site
supervisor must be trained and prepared for their role in these
programs. (Rebecca Starr, Jobs to Careers, 2008)

This program lives or dies based on the commitment of faculty
extenders, so they are carefully selected because of their
commitment to employee development. They are already bought in
and now get additional resources and support to help them fulfill an
internal value. They have to, because if they are successful their
employees will be promoted. (Health Workforce Initiative, 2008).

Hopefully supervisors are brought on board because in certain
types of training; it's the supervisor that has a lot of potential for
input in terms of who can keep up with the training who can go, and
how it will be applied. (Business and Industry Services, Manchester
Community College, 2008).

Lead time is needed in the implementation of the programs so that the faculty
extenders have been adequately trained and have the necessary credentials to
be able to teach, assess and evaluate the student performance (e.g. complete
the adult education training course). Supervisors that are brought “on board”
benefit from their efforts to educate the low wage/lower skilled workers they
supervise. Some supervisors even find that they can advance their careers

through their work as faculty extenders.

Once the company buys in, then the supervisors begin to see the
huge benefit for the workers and the work. Frontline workers are
better skilled, and much better able to deliver health care. The
employees feel more valued, motivated and therefore perform
better as well. At the Texas site in Austin, the supervisors got so
excited by the programs that some of them enrolled in college In
Owensboro, in the RN program that is being implemented some of
the faculty extenders (supervisors) are actually moving up the
ladder to where they become adjunct faculty within the community
college. This gives them more prestige and status. (Rebecca Starr,
Jobs to Careers, 2008).
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¢ Provide academic mentors for low wage/lower skilled workers

Low wage/lower skilled workers do not have goals for college or careers. Many
are the first in the family to attend college and were more likely to experience
poorer quality education at the primary and secondary levels. One key to the
workplace-based education programs is to help these students develop an
awareness of their options for college study and careers. In order to given them
this awareness, the workers first need a clear sense of the steps they need to
take to pursue a postsecondary education. Workers need to be motivated to

develop their career interests and what it will take to achieve their career goals.

The program has a need for more sophisticated academic
advisement. . . Students need resources because for many this is
not something they have ever done or been exposed to. They
need to learn “how to go to the admissions to register,” “how to
add/drop classes,” “how to go see a professor during office hours,”
“how to get your high school transcript,” etc. Learning to navigate
through the academic environment is very foreign to these workers
and it can be very scary going into that bureaucracy. Itis easy to
underestimate the barrier this can be for them. Many groups of
people know “How to go to school” but for first the generation going
to college, they have no knowledge of this. If one or both of their
parents did not go to college, then the current student will likely
have problems with navigating. (Nancy Williams, Northern Arizona
University, 2008).

Giving student information about the possibilities is not enough.
Career pathways programs seek to expose students to options
available to them as an integral part of the curriculum so they can
make choices based on their own experience. . . Provide well-
integrated support services to help students overcome barriers to
success. Assessment and counseling to ensure proper placement,
financial aid, academic advising, counseling and career services. . .
(Jenkins, 2003).

Low wage/lower skilled workers eligible for the workplace-based education
program will need academic mentors, or access to individuals who can help them

navigate through the postsecondary institution even at the most fundamental
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level. While community colleges do provide academic advising, most often it is a
model that relies on the student coming to the “college” for advising. For the low
wage/lower skilled worker, the advising needs to be available to them where they

are—in the workplace for these particular programs.

These students need an academic mentor or “coach” who can “show them the
ropes” when it comes to understanding the academic institution and
postsecondary programs. Besides mentors, the NAU Jobs to Careers site
suggested that websites be developed that can be used as a resource for
information, advice and encouragement. The NAU site conducts workshops for

students and provides them with mentors.

They want every student to be able to do it on their own and this
makes it more likely that they can continue on their own. Good
academic advisement is key! Most colleges have advisors and
advising, but it is weak when it comes to helping these particular
students. The type of advisement they need is in how to read a
catalogue, knowing what classes and in what order to take them
(e.g. taking one science at a time, taking English before
Anthropology, etc.) and what their degree plan is. (Nancy Williams,
Northern Arizona University, 2008).

e Connect low wage/lower skilled workers to community organizations,
social services, public health and other social resources.

Links to community, social, and public health resources will help low wage/lower
skilled students deal with economic, social, and personal well-being issues that
are a part of their lives—issues that can seriously hinder and even prevent

educational success if the proper help is not sought.

Programs should partner with community organizations and social
service agencies who enable community colleges to offer student
support services tht are generally not well-equipped to provide
(e.g. child care, drug treatment, health care, family counseling,
transportation). (Jenkins, 2003)
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There is also a need for case management. This group of people
has a whole life of problems and personal setbacks: abusive
husbands, financial crises/problems, children on drugs, and the
general chaos related to poverty. Part of working with these
workers is about helping them deal with “today’s crisis” and in
knowing where to refer them; it is about know how to deal with the
daily chaos/crisis. Ideally the site coordinator is someone with
experience/knowledge of social work and in public health. (Nancy
Williams, Northern Arizona University, 2008).

Another way to build in a support system within the program is to use a cohort
approach in program design. Some career pathway programs are designed so
that students proceed through them as groups or “cohorts.” Within the cohort,
student interact with one another related to the program and have a sense of
belonging and being part of something “bigger.” This approach allows for peer
tutoring and support and may even increase the likelihood of student to complete

the program.

¢ Provide an incentive hierarchy for the workers progressing through the
program.

Increased wages, promotion, and recognition are important incentives for
employees. Employees need incentives for participating in these innovative
programs. At the outset, low wage/lower skilled workers do not see educational
or career advancement as something that is accessible to them because of costs
or their lack of basic skills. In order to facilitate a change in their perspective,
they need to be convinced that they will benefit from the program. Enrolling in
the program takes a commitment and they need to have an incentive to
participate. By gaining a credential, being assured of a promotion and/or a wage

increase will help workers to see a value in participating.
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Many students have lots of certifications and skills but as a
package they are scattered and fragmented. One of the goals is to
brings those together and prepare them for mainstream academia.
The first step is to allow frontline workers to get that first step, the
“Certified Nurse’s Assistant”, and increase their salary, then provide
the link needed to allow them to continue into the nursing
programs. (Nancy Williams, Northern Arizona University, 2008).

Obtaining a credential or accreditation has to be part of the
workplace-based learning in health care because so many
occupations are regulated so that having the proper credential is
essential. There is no wiggle room.. A credential can be
transferrable. Wage increase should also be a part of this because
increased pay is a motivator for enrolling. . . .Employers need to
agree at the outset that they will promote workers once they
complete the program (Ed Phippen, Health Work Force Institute,
2008).

e Use E-Learning and other electronic components to enhance or facilitate
the learning process for low wage/lower skilled worker education
programs.

There is some use of electronic components in the implementation of workplace-
based education programs with a college connection; however there is not as
much reliance on them as may have been expected. Blackboard and streaming
of video or audio content are used as well as webinars in some cases. Online
access to consult with college faculty was also used or the electronic
components were used when students needed to make-up missed “lectures” or
class information. One barrier that may need to be overcome is that low
wage/lower skilled workers may be more likely to have lower computer skills

overall.

As discussed earlier there is a wide variety of electronic components that can be
developed and used in workplace-based education programs. As reviewed in
various studies there are advantages to using electronic components, including

flexibility in scheduling and pace, up to date information, scalability and overall
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cost savings. Electronic components should be used to facilitate the learning

process and to enhance the course content being conveyed.

Each program and site will have to evaluate their particular circumstances in
order to determine what methods will work the best in their situation. Some
programs may benefit greatly from asynchronous modules that allow students to
work at their own pace at times most convenient for them. For others, the

synchronous approach may be preferred.

Native Americans and low income workers overall need an
approach that has a more personal social support aspect. For
example, video conferencing facilitates that aspect because it
brings the students together and the professor to the students
(compared to other types of online asynchronous learning). They
also prefer telephone over email. This aspect has also been the
case in Alaska. (Nancy Williams, Northern Arizona University,
2008).

As long as the electronic tool itself does not become the focus of the program or
a hindrance to learning, electronic learning components have the potential for
making workplace-based education programs stronger and more effective.

e Allow ample time for planning, design, and implementation of workplace-
based education programs.

There needs to be adequate time for planning and designing the programs
before they are implemented. There needs to be a period of time where the
working relationship between the college and the employers is formed, which is

likely to occur through the planning and design phases of the programs.

Lead time is needed in preparing these programs and is a key
aspect to program success, specifically for curriculum development
and the preparation of on-site supervisors. At least a six to nine
month planning time is needed before the first employee is even
enrolled. . . Most of these planning elements are dependent on
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size, business model, resources, staffing, and location (i.e. rural,
urban, proximity to a college) of the employer. (Ed Phippen, Health
Work Force Institute, 2008).

Other decisions that need to be made involve how the course content will be
delivered, what electronic components will be used, and who will conduct the
classes? Also, how will the college instructor communicate with those
implementing the program and what interactions will the college faculty have with
students? If supervisors in the workplace are going to help in the delivery of the
course, their training or credentials will need to be in place before any of the low

wage/lower skilled workers enroll and start in the program.

Furthermore, the implementation of the programs sometimes takes longer
because they are based in the workplace, the low wage/lower skilled workers are

not as accustomed to the learning environment.

A course of study which will take a year for a full-time student at the
community college will likely take 18-24 months in the workplace
setting where workers cannot attend full-time. Remediation will add
even more time. (Ed Phippen, Health Work Force Institute, 2008).

In other situations, the time it takes to earn a degree may be accelerated
because the participants are already in the workplace, meeting some of the
course requirements through work-based competencies. For example, the
Registered Nurses program at the Jobs to Careers site in Owensboro, Kentucky

has been accelerated to eighteen months.

e Accommodate unique aspects of various work settings in program
design.

Programs will need to be customized for various employers based on the
situational factors in each work site, different management styles, and

organizational structures. Customizing the program is part of the collaboration
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that needs to occur between the college and the company. Meeting the specific
employer needs is a key aspect of the customized contract training that

community colleges are already doing.

The employers are key to letting us know what exactly they want
when designing programs. Then we make sure it makes sense and
is realistic for the company and employees. It's important that we
are honest with the companies as far as how many hours or days it
will take to make this program successful. . . .One thing worth
noting is that customization is there but not as deep as you might
think. For example, business writing is business writing. We might
throw in some things relating to the specific company and
customize it that way, but in the end, excel is excel. (Bristol Career
Center, Tunxis Community College, 2008).

It's a customer based approach that is provided. We customize
often, because everybody’s a little different. If we had more people,
more resources, we could connect with the community more. You
have to be interfacing with the community to let them know you’re
here. But we are the best. We are extremely responsive to students
and employers. The college as a whole is the best out of the twelve
Connecticut Community Colleges. (Business and Industry
Services, Quinebaug Valley Community College, 2008).

Well you know, the customer is always right, if you didn’t
understand it, read it again. But you have to do a little bit to protect
yourself as well because you don’t want people who ignore your
suggestion say that you did a bad job or the training was ineffective
even though they did not give their employees the opportunity
because of some other barrier. (Business and Industry Services,
Manchester Community College, 2008).

The college and the employer will need to work out the details of the learning
outcomes as they pertain to existing curriculum and the specific industry based
competencies that can be demonstrated in the workplace. Making the college
curriculum relevant to the company may look different from one company to the
next. There will be customization around delivery methods in terms of what parts
of the curriculum can be taught in the workplace and whether the college faculty

or the workplace supervisors are better suited to be the instructor. Also

51

Workforce Board: Evaluation of Workplace-Based Education Programs
Social and Economic Sciences Research Center Technical Report 08-067
January 2009



programs are likely to be customized around what electronic components will be
used and whether those components are web based or not. The use of various
electronic components will depend in part on the technological capabilities within

the company to handle the components in the workplace.

The scheduling of course activities will also vary from one company to the next
depending on what their specific constraints are in terms of needing people on
the “floor” doing the essential daily activities in the workplace. Programs in
various worksites may vary in terms of how many hours a week can be devoted
to instruction, how many months will the program last, and how much of the
instruction and specific course activities can be incorporated into the daily work

routine.

There is a three pronged approach that each of the programs have,
but each is different in how much of each prong is emphasized: A.
Didactic learning/Classroom learning with community college
faculty (done at the workplace); B. Learning components online
(e.g. chat rooms, webinars, distance learning techniques) mainly for
question and answer review sessions; and C. Workplace learning in
the course of working. This is carried out by on-site supervisors.
(Rebecca Starr, Jobs to Careers, 2008).

However, one aspect of customizing programs too much is that the program will

not be as useable at other or similar situations.

The downside of too much customization is sustainability. There is
an upfront cost to customization. If it's kept to a minimum, then the
program can be picked up and offered to other similar employers.
This allows the college to hold costs down and scale workplace-
based learning. In Waianae, Leeward Community College fully
intends to provide the training they offered to Waianae Health
Center to other health centers on the island. (Ed Phippen, Health
Work Force Institute, 2008).
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Main Benefits of Workplace-Based Education Programs for Employees

Key outcomes of workplace-based programs for employees are measured in
terms of wage gain, credentials and/or college credits, and promotion and
advancement. Employees also have improved morale and commitment to their
work.

Within the Leeward Community College front line medical office
program, workers earn credit for work performed and promotions
are tied to progress in the program.

We have run a supervisory development program for about fifteen
years. Several of these people are now managers. Their salaries
have increased, their responsibilities have increased, and now
they’re sending their employees to us! The employees who are
selected by their company to train usually have potential, and they
usually move up. (Business and Industry Services, Quinebaug
Valley Community College, 2008)

The more training an employee can acquire, the better they can do
their job, the more security they have, and the better that they can
support the company. (Business and Industry Services, Manchester
Community College, 2008)

In addition, some workers may want to further advance their careers having been
exposed to postsecondary opportunities. All of these wage, credential,
promotion, and morale factors contribute to workforce career advancement. Low
wage/lower skilled workers who previously did not see themselves along a career
path, can now begin to see the potential and possibilities for their own careers.
Potentially, employees will feel empowered by their improved work
responsibilities and credentials and wages and will most likely have greater

commitment to their work and loyalty to their employer and community.
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Main Benefits of Workplace-Based Education Programs for Employers

Employers benefit from the workplace-based programs because their workers
are able to fill positions that have shortages of available people. Employers have
workers with improved skills and competencies and improved productivity,

efficiency and morale.

Employers benefit from these programs because they are filling
high demand jobs with workers that are already invested in their
organization. They can even fill the “dead-end” jobs by giving
employees the “incentive” that they will have the option of
advancing on a career path. This makes it easier to fill the dead
end jobs as well or even raises the standard for recruiting workers.
Employers will retain their workers if they provide them with a
career pathway. (Ed Phippen, Health Work Force Institute, 2008).

Employees become more efficient and effective through these
programs. | think that when you know your employer is investing in
you it makes you work a little bit harder. The social aspect is
important for employers because it sends a message that they are
interested in their employees. They also get a return on their dollar.
By having a college conduct the training, it eliminates employees
thinking that their supervisor doesn’t know what they’re doing, and
because we are a college we supposedly know what we are doing.
(Bristol Career Center, Tunxis Community College, 2008).

The program provides a mechanism for establishing standard
baseline requirements for frontline workers and the means by which
the college can help students achieve those standards. Hopefully,
this leads to enhance productivity in the workplace. (Leeward CC,
2008).

Employers are able to retain workers who have been “trained” so there is a good
“return” on their investment. There is a greater loyalty or feeling of investment on

the part of the employees.

When employers invest in their employees, the employee
understands that they are a valued component in an organization.
Statistics will tell you it encourages employee loyalty and
productivity. The employers are saying “we believe you are
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valuable” and the employee does what | like to call value added
activities. And they become more proficient as a result of the
training. . . . If an employer supports training and development it
sends a message that they want to create learning, which builds an
environment that’s moving forward. They are saying, “we don’t want
to stay where we are. We want to get better, we want to raise
ourselves a level.” (Business and Industry Services, Quinebaug
Valley Community College, 2008)

There is no hard data to show there is lower employee turnover
after employees complete “degree”, but there is anecdotal data to
suggest the employee engagement improved sooner than
expected; there has been less use of sick leave and overall
motivation and qualitative interest in work. (Ed Phippen, Health
Work Force Institute, 2008).

Employers also have incentives to offer new hires into the frontline and low
skilled jobs, given that the workplace-based education program is being
implemented in the workplace; it provides potential opportunities for those new

hires.

Main Benefits of Workplace-Based Education Programs for Community
Colleges (and Universities).

In a time when community colleges are facing issues with success
and pass rates and high drop out rates. Developing and
implementing work-based programs becomes a visible way to
enhance success. (Rebecca Starr, Jobs to Careers, 2008)

Workplace-based education programs are in the best interest of community
colleges, because they give the colleges access to a totally different population
of student. It allows colleges to tap into a “new” population. However, these are
the low wage/lower skilled workers who are not college bound so the workplace-

based education programs should help these people to become college ready.

There is also the potential the workplace-based education program produce

better learning outcomes than traditional education. It's ability to help students
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apply learning in real-life situations (no role plays, case studies, or word
problems) should improve critical thinking. Many Jobs to Careers sites are
incorporating reflective learning as a strategy to help that. For example, learning
journals read by supervisors who have the training necessary to lead the student
down a path that will immediately impact job performance while improving

academic outcomes.

There may be spinoff opportunities such as when the curriculum can be adapted
in other areas. These programs give the colleges more visibility. Colleges and
universities build their reputation when they build a rapport with companies and
organization. Another benefit is that the workplace-based education programs
contribute to the headcount for the college. More dollars are coming into the
college, due to higher enrollment, and the education program taking place at the

workplace, frees up space on the college campus.

because more students enrolled. And because the workplace-based learning
takes place at the workplace, this frees up space at the community college

campus.

There is the expectation that some percentage of the incumbent workers who
participate in these programs will continue on to obtain their Associate’s degree

through the college.

Workplace programs are in the best interest of colleges because it
gives access to a totally different population of student--taps a
‘new” population. These are the lower wage, low skill workers who
do not usually have access to college. Our Jobs to Careers
program helps these people to become college ready and with tha,
provide a college education to a population who otherwise would
not have access. (Rebecca Starr, Jobs to Careers, 2008)

Developing WB learning programs requires a “culture change™—
transforming a learning organization into a teaching organization. It
involves changing line supervisors. In order to make these changes, you

56

Workforce Board: Evaluation of Workplace-Based Education Programs
Social and Economic Sciences Research Center Technical Report 08-067
January 2009



need a commitment from the highest level of the organization (workplace).
Colleges also have to go through a culture change because they are
developing alternative delivery of curriculum, learning models an degree
programs thereby making education available to working adults. In order
to do this, a commitment from the highest level of the college is needed
too. (Ed Phippen, Health Work Force Institute, 2008)

Additional Issues Related to the Implementation of Workplace-Based
Education Programs

e How are these programs funded?

The contract training programs offered through colleges and universities are self
sustaining, but whether this is do-able for workplace-based education programs
is not clear. With the contract training, clients are charged based on specific
budget models that colleges might have. The college and company enter into an

agreement based on the business plan that is put together.

Bristol Career Center is on the entrepreneur side of the college.
Although we receive some state funds our job is to make the
college money. The companies fund these programs. (Bristol
Career Center, Tunxis Community College, 2008)

With workplace-based education programs an important part of the “training” is
the credential or credits the workers obtain in the process. The “cost” for these
are different than when an employer enters into a contract for “training” in the
workplace. If employees are asked to bear the cost of enrolling, they won’t be
able to do so; these are workers who are at the lowest pay rates and likely to not
have the economic means for pay for their education. Employers may not be as
willing to “invest” in the “credential” or credits towards a degree as much as for
the basic “training” the employees receive in the process (this may be truer in

some sectors more than others). While the employers do get a return on their
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“‘investment” eventually, the use of meaningful incentives to encourage employer

to “buy-in” at the outset may be worth exploring.

More generally however, more research is needed in order to understand the
various costs of designing and implementing these programs. Publically funded
community colleges get reimbursed by state in a per student amount (FTE), but
that may only apply to students that are enrolled in programs based on the
campus. Because workplace-based programs are only offered to those working
in a specific location and not on campus (at work), there may be no direct state
reimbursements on a per student basis. Should the community colleges be
reimbursed for workplace-based education? (Ed Phippen, Health Work Force
Institute, 2008).

Overall the costs of workplace-based courses are less, because the
employer inevitably will be bearing the costs of the facility (including
tech support) and supplies and the community college overhead
charges do not apply when programs implemented in the
workplace. This is not documented yet but this is an area that need
to be analyzed and ultimately determined in order to lower costs
overall. (Ed Phippen, Health Work Force Institute, 2008).
Initiatives and grant programs have the potential for jumpstarting workplace-
based education programs in the areas of greatest need. The proper planning
and development of programs should address the key strategies for success
discussed in this report. These programs will very likely demonstrate positive

outcomes that will speak for themselves.

e Who will Market the Workplace-Based Education Programs?

How do the top levels of the colleges and the companies become informed and
“enlightened” about the benefits of these workplace-based education programs?
Efforts to bring the key players together should be pursued through face to face

meetings, panel discussions, conferences and other ways to convey information
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about the potential benefits of workplace-based education programs an to open

the dialogue.

Workplace-based training and education is difficult to do, but it has
to be part of the portfolio for higher education in the future if we
want to keep college accessible to the public and to play a role in a
region’s economic transformation. If we can maintain program
quality and standards, then alternatives such as this may provide a
lower cost vehicle for at least completing part of the higher
education track while also being more physically accessible than
our traditional programs while at the same time improving
productivity in the workplace. (Leeward CC, 2008).

The challenge is being out in the community and understanding the
needs of the community and being aware of changes in the
economy. Part of our job is making that connection to the need and
delivering something to address that need—put into action.
(Olympic College, 2008).

Conferences and roundtables can be used to “market” these
programs at the top and get the word out that these programs have
many benefits. (Rebecca Starr, Jobs to Careers, 2008).

Being informed about Initiatives like the Jobs to Careers are a great help in
getting programs started and giving exposure to the positive outcomes of these
programs. Developing workplace-based education programs should be a priority
for the state. By bringing together the main players and focusing on the key
strategies outlined in this report along with the proper and relevant resources will
be critical for success. The effort will be challenging yet the potential benefits of
successful workplace-based programs are empowering for those colleges (and

universities), employers, and employees involved.
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Appendix

Study on Workplace Based Education and Training Programs
Connected to a College

Key Questions to Ask Program Directors and/or College Contacts

Q1. What education and training programs from the college are offered through the workplace?
Or in what subject/content areas are offered?

Q1A. Are any of the programs offered as credentials or for college credits towards a particular
degree?

Q1B. Is there interest or demand from companies/organizations for degree programs to be
offered in the workplace?

Q2. To what extent is remediation a part of implementing workplace-based programs? That is,
to what extent do employees need help with basic skills in reading, language, math, etc. before
they are ready to take other courses? And how is this handled?

Q3. What types of companies or organizations have offered your college’s programs in their
workplace?

Q4. What is the basic design or structure of the programs your college offers? (e.g. format,
duration, etc.)

Q4A. What role do college faculty have in these programs? Or how are they involved?
Q4B. What role do the employers and/or on-site supervisors have in program implementation?
Q5. In what ways are your programs customized for various employers? (examples?)

Q5A. How would you describe the relationship that is established between the college and the
employers who are using the programs?

Q6. What electronic or digital components are used in the program (CD-Rom, videos, online
modules, blackboard, etc.)?

Q6A. In your experiences, how effective are the electronic components? And how critical are
they for the program implementation?

Q7. How is the program funded (in the short-term and in the long-term)?

Q8. What are the main benefits of the workplace based program for: Employees?
Q9. What are the main benefits of the workplace based program for: Employers?
Q10. What are the main benefits of the workplace based program for: College?

Q11. What 2-3 aspects of the workplace based programs are most important to success?
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Q12. What are the key outcomes of workplace based programs in terms of wage gain, employee
retention, productivity, promotion and advancement, etc.?

Q13. What else would be useful to know about workplace-based training and education?

Thank you very much for taking the time to help us with our study.
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Survey of Workplace Based Training Programs
Washington Workforce Training and Education Coordinating Board
October 2008

Name of Training Program:

Training Program Contact Person:

Contact telephone/email:

College/University connection:

Hello, my name is (name) and | am calling from the Social and Economic Sciences
Research Center and we are interesting in learning about workplace-based education and
training programs that have connections to a college or university.

| would like to learn more about your company’s workplace-based education and training
program, {NAME OF PROGRAM or CONTENT OF PROGRAM} and its connection to {NAME
OF COLLEGE/UNIVERSITY}.

Specifically | would like to learn more about the implementation of this program and what
aspects of the program are done using electronically distributed components, such as
online curriculum, video conferencing or software simulations. | have a particular interest
in learning about the successes and challenges that your company has experienced
related to this program.

I have a set of questions | would like to ask that could take about 15 minutes. Is this a
good time for me to talk with you?

1 No = When would be a better time for me to call?

CALLBACK INFO:

2 Yes-> CONTINUE

CLARIFICATION: Are there other workplace-based education and training programs tied
to a college or university that are currently offered in your company besides
{NAME OF PROGRAM}?

IF YES: We would like to ask about the program that has been the most successful
within your company within the last three years. Which program would that be?

QA. What is the specific title/content of this other workplace-based education or
training program?
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Program Aspects

Q1. Which of the following subject areas are covered in this workplace-
based education or training program offered in your
company/organization? Mark all that apply.

1 Numerical Literacy
2 English as a Second Language
3 New employee orientation
4 IT and systems
5 Processes, procedures, and business practices
6 Communication and interpersonal skills
7 Customer service
8 Marketing and sales
9 Managerial and supervisory skills
10 Profession or industry specific skills
11 Executive development
12 Specialized equipment
13 Software applications
14 General academic skills
15 Other:

Next, we’d like to learn more about the various electronic components that
are used in the education or training program.

Q2. Is the training and education program offered in your workplace a:

1 Fully on-line course - Go to Q3
Hybrid course,
where 50% or more of the course is delivered online,
but also includes some components that are not delivered online - Continue with Q2A
3 Web-enhanced course,
with less than 50% of the course delivered online - Continue with Q2A
4 Non Web-enhanced - Continue with Q2A

Q2A. Which of the following formats best describes how the “nonweb”
course/components is delivered:

In-class lecture

Small group face to face discussion
Self study through Text book/manual
Other:

AOWON -
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Q2B. What electronic technology does the program use that are not online?

1 DVD

2 Software applications

3 Software based simulators

4  Other:

IF RESPONSE “4” ON Q2, GO TO Q4, ALL OTHERS GO TO Q3

Q3. Which of the following eClassroom activities and/or eLearning
materials and other electronic components are used regularly in
company’s workplace-based education and training program? Mark all that

apply.

Simulations and modeling
Streaming audio or video content or video conferencing
Text/chat for real-time student feedback/questions
Open source books/courses
Shared instructional design (shared course templates)
Content repositories (shared learning modules)
Blogging (alternative communication channels for students)
Wikis (collaborative teams working on projects)
ePortfolios (portable transcripts)

0 Webinars (reusable lectures/fishbowl seminars)

1 Other:

2 =2 OCoO~NOOPS,WN -

Q4. In which of the following ways is your education or training program
connected to the college or university? Mark all that apply.

Purchased curriculum and/or training components from college/university
College/university developed materials to use in program
College/university delivers instruction for the training program
College/university trains supervisors to do the training in the workplace
College/university provides tutoring and other assistance to participants
Participants receive academic credit through college/university

Oversees the administration of the program

Other:

ONOO AP~ WN -

Q5. In what ways was this program customized in order to meet the needs
of your specific company/organization? Mark all that apply.

Content of the program

Scheduling of the program

Length of program

Location where program is implemented
Style of instruction

Skill assessment of participants

Other:

NOoO OO~ WN -
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Q6. How is the education and training program administered at your
company/organization? Choose one.

A wON -

Primarily through the college/university

Primarily through your company/organization

Jointly through college/university and your company/organization
Outside vendor

Other arrangement:

Q7. What are the primary responsibilities of the person within your
company/organization who is administering or overseeing this
education and training program?

Q8. Which of the following does the employer provide for those
participating in the education or training program? Mark all that

apply.

Q9.

OCOoONOOPROTWN =

Release time at work

Flexible work schedule

Facility where program is implemented

Computer, related software, and/or internet access
Other technical support (e.g. TV/DVD player component)
Books and other study tools

Instructors

Reimbursement and/or payment of program tuition
Other:

In which year was the education or training program first offered
through your company/organization?

Year:
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Q10. How frequently is the education or training offered through your
company/organization?

More than once a year
About once a year

About every other year
Less than every other year

A WON -

Q11. What is the overall duration of the program?

Days:
Weeks:
Months:

Q12. While enrolled, about how many hours per week do participants
spend in the program?

Hours during work time:

Hours outside of work time:

Q13. Approximately what does it cost per participant to implement this
program including costs to the company, the participant, and any
outside funding sources?

$ per participant

Q14. Approximately what percent of the total cost per participant is paid by
each of the following sources?

Employer:
Program participant
Outside funding source
100%

Q15. What source of outside funds does your company receive in order to
implement this program?

Private funding

State government
Federal government
Other (please specify):

A WON -
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Q16. Are there other nonmonetary costs to your company in order to
implement this program? Please explain.

Program Participant Characteristics

Q17. Approximately how many participants do you have enrolled in the
program per year?

# of participants

Q18. On the average, what percentage of the participants are from each

level:

Entry level: %
Mid level: %
Mid management: %
Upper management: %
Executive: %

100%
Q19. On the average, what percentage of the participants are...

Women: %

Men: %
100%

Q20. What percentage of the participants are in the following age

categories...

18 - 25: %

26 —40: %

41 — 55: %

56 +: %
100%
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Q21. What percentage of participants have been employed with your

company:
Less than 1 year: %
1 -5 years: %
6 — 10 years: %
11 — 20 years: %
20 + years: %

100%

Q22. What percentage of participants have the following educational
backgrounds:
Less than high school: %
High school/GED: %
Some college: %
Trade/Vocational degree: %
College graduate: %
Graduate or professional degree: %

100%

Q23. On the average, what percent of the participants who start in the
program successfully complete the program?

%
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Program Outcomes

Q24. Overall, what improvements have workers experienced as a result of
participating in this workplace-based program?

Great Moderate No Improvement
Improvement | Improvement | Improvement | Not needed Not sure
Skills and competencies 4 3 2 1 0
Wage gain 4 3 2 1 0
Productivity 4 3 2 1 0
Morale and cooperation in the workplace 4 3 2 1 0
Efficiency 4 3 2 1 0
Specialization and professional expertise 4 3 2 1 0
Job retention/reduced turnover 4 3 2 1 0
Promotion and advancement 4 3 2 1 0
Occupational credentials 4 3 2 1 0
College credit or earned degree 4 3 2 1 0

Q25. What 2-3 aspects of the program have been most valuable to the
employer?

Q26. What 2-3 factors are most responsible for the program success?

Q27. What 2-3 things would improve this program and make it more
successful?
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Characteristics of the company

In order to better understand the context in which your training or
educational program operates, we would like to know a little more about
your company.

Q28. What of the following economic sectors best describes your
company or organization? [WHAT LIST OF CATEGORIES WOULD
WORK BEST HERE?]

Education

Finance and insurance

Health services

Professional and business services
Information

Wholesale and retail trade
Manufacturing

Construction

Agriculture, forestry, fishing, mining
Utilities and transportation

Leisure and hospitality

Public administration

Other Services

Other:

PO A ©ONOORWN

Q29. How many sites does your company/organization have?

1 1

2 2-5

3 6-10

4 11-20

5 More than 20
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Q30. How many employees does your company have on the average per
site?

Under 10

10 - 50

51 -100

101 - 250

251 -500

501 - 1000
More than 1000

~NoahAwWN =

Q31. Is there anything else you would like to tell us about the training or
education program offered in your company/organization?

Thank you for taking the time to complete this important survey!
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