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PARTICIPATING COMPANIES




Program Standards

In 1989 the United Steelworkers of America and several steel companies established the Institute for Career Development (ICD), a joint labor/management education program, to provide voluntary educational opportunities to Steelworkers.  Since then, the Career Development Program (CDP) has proven itself to be a sound educational alternative, and the local sites have been recognized/honored by entities such as the National Institute for Literacy, the American Association of Adult and Continuing Education and even the White House, among others.  The following standards have guided local programs to that success.  These standards are created and maintained by the joint effort of Local Joint Committees and Career Development staff.  By using these standards, Local Joint Committees can regularly evaluate the program and measure its success.  Modeling your program to the following standards will provide the optimal educational experience for Steelworkers.

STANDARD 1

EFFECTIVE COMMUNICATION
Good communication is at the heart of any effective Career Development Program. The program works best when workers feel a sense of ownership in the program – when they get a “say” in what goes on in the learning center. LJCs are encouraged to establish a two-way communication system. That means finding ways of gathering information about what workers want to learn and then keeping them informed about the educational opportunities available to them at the learning center. Effective communication begins with a commitment to sharing information. 

The Institute is a good resource for establishing effective communications at the learning center. The Institute’s Resource Bank is an information clearinghouse that includes best practices, innovative curriculum, research findings, surveys, marketing strategies and promotional materials. We assist sites in creating a strategic communications plan and establishing formal channels of communication. Some examples include:

· Meeting agendas and feedback sessions covering the extent to which the local sites are meeting the educational needs of the workers;

· Periodic newsletters and videotapes touting the program;

· Regular contact between the ICD Program Specialist and the local Program Coordinator (or designee) keeping both apprised of the CDP’s daily operations and needs;

· Learning Advocates who promote the program through organized activities and marketing campaigns; 

· Surveys of workforce needs and preferences;

· Local union meetings or plant-wide functions informing the workforce of CDP benefits.

STANDARD 2

QUALITY PARTICIPATION 

The mark of a conscientious Local Joint Committee is evidenced by their efforts to analyze participation patterns and to set goals for improving those patterns.  Steady growth of the participation rate is desirable, but there are many important factors besides rising numbers that LJCs pay attention to and seek to impact.  Quality measures pertaining to participation that a committee can use include these:

· Set and pursue goals related to participation.

· Are our current marketing goals both optimistic and realistic?

· Does the committee revisit goals regularly to gauge progress?

· Reengage workers who have participated in the past but haven’t participated recently.

· Why do people “stop out” from our program?

· What content would bring people back to the center?  

· Encourage new participants each quarter/year.  

· How can we improve upon that performance with outreach efforts such as Learning Advocates, telemarketing, targeted mailings, and so on?

· How can the new hires be served?  

· Collect information in such a way that we hear all voices.

· How should we modify the LJC’s survey or evaluation process to learn more about Steelworkers’ needs and reactions to the program?  

· Are there any departments, shifts, ethnic groups, or other sectors that are not being sufficiently served?

· What impediments and opportunities have a bearing on who participates, how well and how often?  

· Examine the quality of the participation.

· How many participants are involved in sequences of courses which lead them to certificates, degrees, secondary jobs, or other goals set by the individuals themselves?

· To what extent are people learning more than they did last year because the committee has improved its courses by retraining teachers, adding new resources, or offering dynamic new classes?

In the long run, it is a thoughtful and sustained addressing of the perennial participation issues which sets the excellent programs apart from others.  

STANDARD 3

QUALITY LEADERSHIP

The Local Joint Committee and the Program Coordinator the LJC employs to handle day-to-day operations are the key leaders at each site. Rather than bringing glory and power, leadership means diligent service to others.  CDP leaders serve workers by helping them to plan and follow career pathways and serve the program’s Governing Board by implementing its policies. 

Leaders solicit input from a variety of resources (workers, union officials, management personnel, ICD staff, other career development programs, instructors and vendors of educational training, community and government representatives) and in return, provide input to others. Important leadership skills required of LJC members and staff include 

· problem identification, 

· problem solving, 

· communicating, 

· team building, 

· listening, and 

· consensus/decision making.  

The LJC exhibits Quality Leadership by arriving at consensus and exercising a collective voice in the ICD Governing Board policy-making process, which involves a two-way flow of communication.  

Leaders compose a mission, design a program to pursue the mission, measure results and then refine their goals and procedures. Regular self-evaluation by the LJC and its staff establishes accountability for maintaining movement toward the LJC’s mission.  Leaders also function as institutional memories, providing perspectives which collectively help newcomers understand the history of the local program. 

The Program Coordinator exhibits Quality Leadership in many of the same ways and in a few unique ways: 

· by specializing in adult education theory and practice and referring new techniques and concepts to others who may not have time to follow the field’s advances

· by exploring creative approaches including action research to aid in problem solving and program design

· by predicting what is ahead for the program based on what has happened in the past

· by communicating with all parties that need to be kept informed

· by using reflective thinking to evaluate both self performance and instructors’ performances so as to set goals for improving participants’ learning experiences and subsequent career opportunities.  

STANDARD 4

QUALITY COORDINATION OF PROGRAM ACTIVITIES

Quality Coordination, another responsibility of the LJC, means that the CDP environment is prepared, or conditioned, so that optimum learning can occur.  In a quality program, the Program Coordinator plays a major role in developing a logical progression for learning opportunities. Quality Coordination also requires active and effective programming efforts in: 

· outreach and recruitment of participants; 

· vendor selection; 

· curriculum design; 

· monitoring instruction; 

· designing flexible class schedules; 

· public relations; 

· record keeping; and 

· maintaining budgetary compliance as set down by the LJC and ICD.

STANDARD 5

EASE OF ACCESS TO PROGRAM

CDP accessibility is relevant in two realms: the physical space the learning center occupies and the ease in which enrollment is managed.  A prime responsibility of the LJC is to provide accessible space where learning can take place; therefore, the physical location of the CDP Learning Center is a sensitive issue.  It is imperative that the CDP Learning Center be perceived as a jointly administered program--a negotiated benefit borne out of the collective bargaining process.  Whether located inside or outside the plant, at the union hall or a neutral location, the atmosphere of the quality program should be tension free and invite Steelworkers to buy-in and claim program ownership.  A primary goal of the LJC is to dispel false perceptions about learning and the CDP.  The elevated comfort level of participants (in regard to learning and the learning center’s location and its atmosphere) is a positive measure when evaluating the effectiveness of a quality program. 

The ease of access (comfort level) Steelworkers experience when engaged in CDP activities is a significant evaluative criterion.  The Program Coordinator of a quality program will attempt to eliminate psychological and procedural barriers which inhibit Steelworker participation in the CDP.

STANDARD 6

QUALITY INSTRUCTION
The extent to which instruction meets the expressed needs, expectations and preferences of Steelworkers is the evaluative criteria used for determining the quality of educational experiences provided by the CDP.  High quality instruction is interactive and involves learners in planning and designing the educational experience.  Through this involvement, the learners insure that curriculum will be framed in the cultural context of the steel industry and tailored to meet their specific needs.  Vendors and instructors should be selected according to the learners’ needs in terms of cost, scheduling, and curriculum.  Curriculum should address the 14 basic skills outlined in Governing Board Policy, and should be framed according to ICD’s Vision of Learning. 

High quality instruction is validated through documentation.  Required documentation in regard to course offerings, curricula, and the basic skills addressed in customized classes is maintained on record at the local site.  

STANDARD 7

SOUND FISCAL PRACTICES /RESPONSIBILITIES

The CDP’s fiduciary responsibilities are shared by the Program Coordinator (or designee), the company and union representatives serving on the LJC, and the ICD, headquartered in Merrillville, Indiana.  The Program Coordinator participates with the LJC in program planning and is responsible for maintenance of the site’s budgetary records in the LJC Database.  When designing the Annual Plan or making a Request for Supplemental Funds to ICD, the Coordinator facilitates the LJC’s request by referring to Governing Board policy and to the site’s financial condition as reflected by the financial data available.  Upon approval of funds from ICD, the Coordinator and LJC are responsible for monitoring spending patterns and enforcing the approved budget for the site.  The Coordinator prepares quarterly reports (including a budget summary) for submission to ICD. ICD’s responsibility includes monitoring the local site for policy compliance and providing technical assistance in program maintenance and development.

Sound fiscal practices are evidenced by: 

· conscientious financial planning at the local level; 

· full documentation of contributions and expenditures; 

· cost efficiency and enforced spending limits (such as Coordinators’ salary and tuition assistance limits as stated in ICD Governing Board policy); 

· prudent purchase procedures; and 

· periodic monitoring/audits.

STANDARD 8

CONTINUAL PROGRAM EVALUATION/MONITORING 

Quality educational programming exists when many creative forces come together to achieve meaningful, relevant learning.  A standard of continual program-wide evaluation and monitoring is a necessary requirement in order for a quality educational program to progress from good-to-better-to-best.  Through this constant evolution, the CDP will be able to achieve the status of a highly valued asset for Steelworkers, the union and the company.

Program evaluation at the local level involves participants, LJC Representatives, and the Program Coordinator.  Evaluation is continual in that it observes the CDP operations on a day-by-day basis. Program observations take on a variety of forms: 

· one-on-one conversations with participants; 

· monthly reports at LJC meetings; 

· sitting in on classes to determine if effective learning is occurring; 

· instructor and course evaluations; and

· periodic financial reports.

Program evaluation and monitoring is also necessary on a national level.  Involved local program participants working with district union leadership and corporate leadership continually review and develop the program to meet the evolving needs of Steelworkers.  As the whole program, the union, and the industry evolve, policies are constructed by the Governing Board to serve as a guide to the CDP.  Through this constant evaluation process, the CDP insures that it can provide the most Steelworkers with the best benefit.

ICD’s role in the evaluation process is to facilitate communication between the interested parties, to serve as technical advisors and trainers of the policy, and to monitor policy compliance at all levels.  In addition, ICD considers carefully any requests for exceptions to policy and the need for new policies.

STANDARD 9

BALANCED CURRICULUM
The mission of the CDP promises to provide educational programs that will allow workers to have more stable and rewarding personal and family lives while meeting the requirements of the rapidly changing work environment.  In order to abide by that mission, LJCs offer a variety of learning opportunities in the areas of computers, basic skills, pre-technical instruction and personal development.  In addition, courses are offered as both customized on site classes or individual off-site tuition assistance possibilities.  Offerings are determined by the expressed needs and desires of the learners themselves as well as the resources and needs prescribed by the company and union.  Achieving a balance between these needs is the standard to which the LJC is held.

In achieving this standard, LJCs might consider learning as a continuum.  Learners bring both a variety of experiences and a variety of goals to the table.  By considering the learners’ potential goals in planning programs and classes, LJCs can help fill in the gaps in the continuum.  Helping learners to see learning pathways might be the greatest help to all interested parties.

STANDARD 10
LJC DATABASE UTILIZATION
The LJC Database program is the essential documentation instrument for the ICD.  It is expected that all sites will utilize the most current LJC Database program.
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