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Grant Report

Organization Name:  

The Career Ladders Project

Fiscal Agent:  

Foundation for California Community Colleges
Project Description:  To produce recommendations and strategies for successful implementation of career ladders in California community colleges and their surrounding economies.

Goals:  

· To enhance workforce and economic development in California by increasing the supply of skilled workers, and 
· To establish a system of career ladders throughout the state that will provide for all citizens, and particularly for low-income individuals, an opportunity to attain jobs that provide a living wage.
Objectives: 

· Assess the status of career ladders in a sample of ten California Community Colleges to determine the essential mechanisms for success, and the challenges that hinder success, and identify strategies for overcoming any barriers;

· Develop a detailed action plan to expand and improve career ladders within the community college system;

· Identify funding sources for the expansion and improvement of career ladders within the community college system; and

Develop tools that faculty, colleges and districts can use to develop and improve career ladders.

PROGRESS TOWARD OBJECTIVES

The Career Ladders Project has accomplished all four of its project objectives.  

Objective One:  Assess the status of career ladder programs in a sample of ten California Community Colleges.  

A detailed study of the status of career ladders in a sample of ten California community colleges has been conducted. All site visits and interviews have been completed; results from the study have been presented at numerous community college forums and conferences as well as to the Board of Governors for California Community Colleges at their September 2004 and January 2005 meetings. Major presentations have been made available to the field via the project website.  (See http://careerladdersproject.org/resources.html)

Overview and Methods

Using information gathered from extensive background research on the 109 colleges in the California Community College system, ten colleges were selected that, taken together, provided variation across a number of essential variables. The sample included:  

· colleges from across the major economic regions identified by the California Economic Strategy Panel; 

· urban, rural and suburban as well as large, medium and small colleges; 

· a mix of single college and multiple college districts; 

· colleges serving demographically diverse populations, and including students of varying ethnic, immigrant and linguistic backgrounds. 

· programs that spanned major occupational sectors, including allied health and nursing, skilled trades, life sciences and biotechnology, hospitality and tourism, as well as agriculture and related technologies. 

· at least some colleges that had: non-credit programs, apprenticeship programs, and/or Economic and Workforce Development (EWD) funded and regional initiative centers. 

· colleges that exhibited a range of experiences and activities with respect to key elements of a career ladders approach. 

During college site visits, pamphlets, handouts, and any other available materials were collected. In total, 134 interviews were conducted with 144 total interviewees at the colleges, including a range of faculty and administrators at each college.  An additional 33 interviews were conducted with selected external partners of the sample colleges, including representatives of local workforce boards, labor, community based organizations and business and industry.  

In addition to individual interviews a closing group interview was conducted at the end of each site visit to allow for group level data to be collected as well. This provided opportunity for the college to discuss career ladders and to offer suggestions for policy recommendations.

Summaries and ratings of all interviews were made on ten dimensions considered to be “key elements” of career ladder programs.  The ten dimensions were:

· Extent of partnerships with employers and industry 

· Extent of partnerships with community based organizations, labor, workforce investment boards, and other government agencies 


· Extent of internal curriculum integration  (including basic skills, ESL, occupational education, and general education)

· Extent of external curriculum integration  (with institutions including high schools and 4 year programs)

· Innovation & flexibility of program (including areas such as scheduling & structure of offerings)

· Use and articulation of career pathways (including clarity in program & curricular design, career mapping, and levels of occupation)

· Effective use of funding sources (multiple sources, blending of funds, creative use, grant writing capacity).

· Extent of work-based learning opportunities (internships, try-out employment, experiential learning)

· Extent of integration of student services  (including counseling, financial aid, child care, and tutorial services)

· Extent of regional cooperation  (with entities such as other community colleges, system programs, and community partners)

The rating process also included focus on and creation of summary statements regarding: 

· Recommended changes or improvements for the program and/or college 

· Barriers and challenges experienced by the program and/or college

· Use and types of program evaluation and tracking

· Reader observations regarding emergent trends across the interviews

· Possible best practices 

· Interesting quotes from the interviewee

The interviews with external partners explored a variety of areas, including:

· Program content

· Working with college partners

· Sources and uses of funding

· Regional needs

· Barriers and assets of successful partnership

Both numeric and summary data were entered into an online survey database; quantitative and qualitative interview data were downloaded into a customized database program, as well as downloaded into a statistical analysis program (SPSS 12.0), which was used for further statistical analyses.  These data have been analyzed by the project team and used to develop a series of recommendations for changes to policy and practice.

Taken altogether these represent a rich trove of data regarding career ladder practices, challenges and potential in the California community colleges.  

Highlights of study

California’s community colleges are well positioned to develop a career ladders system to better serve workforce needs throughout the state. Their comprehensive mission and commitment to workforce development matches the requirements of a large-scale, collaborative, regional career ladders approach.

Our extensive interview and documentary data suggest the potential for such a system to meet the key elements of a career ladders system 

Quantitative data showed: 1) the degree to which each of our ten sample colleges had created a system that “fit” a career ladders model, and 2) the degree to which each of the selected dimensions of a career ladders has been implemented across the sample of colleges.  We conclude that each of the colleges incorporates some elements of a career ladders system, but none has done so comprehensively or systematically.  Furthermore, across the sample of colleges, some elements of a career ladder have been implemented to a greater degree than other elements, suggesting that there are particular challenges in relation to these factors.

Stemming from the quantitative data analysis, we conclude the following:

• Priority should be given to developing internal resource alignment within community colleges, particularly with respect to curriculum integration and integration of student services with instruction, as these were the two lowest rated dimensions.

• Colleges should build upon existing partnerships with business and industry, as this was the highest rated dimension, representing a resource that colleges could use to efficiently strengthen their career ladders programs.

Qualitative findings illuminate the central issues that emerged from the data: Internal Alignment of Institutional Resources, External Partnerships, Regional Strategies, and Sustainability.  Summary findings from each of these topics suggest a number of directions for policy and practice critical to engendering a systemic move to career ladders via the community colleges.  
A draft copy of several chapters is attached to this report; these include the overview, methodology, and quantitative data summary, as well as a chart summarizing draft recommendations and suggested action plan.

The Career Ladders Project Advisory Board recently reviewed these materials, and the project team continues to refine the draft and incorporate their feedback.

Next steps

The project team has drafted a more extensive report on the qualitative data in several domains, including alignment of internal college resources, partnerships and regional strategies, and sustainability of career ladders programs.  That document is currently undergoing further fact checking with the sample colleges, and will be reviewed by the Advisory Board as well as by select external readers with expertise in the field of sector initiatives and career pathways. It is anticipated that the review process should be completed and the full report readied for publication this spring. Depending upon subsequent funding, it is anticipated that smaller monographs tailored to particular audiences (such as legislators, policy advocates and/or college practitioners) or industry sectors (such as health care) will also be developed and circulated.  

The full report, an executive summary, and subsequent monographs will be posted on the Career Ladders Project website.  

In partnership with Skyline College, the Project has secured some funding for this follow-on work.  However, the Project continues to seek resources for subsequent writing, publication and dissemination.
Objective Two:  Identify potential funding sources for the expansion and improvement of career ladders within the community college system and specify the steps (legal, political, and administrative) that must be undertaken to access these funds.
Funds currently being used by the sample colleges for career ladders have been investigated and strategies for their expansion identified.  Researchers explored:

1. Funds allocated directly through the community college system such as system apportionment; Economic and Workforce Development grants; VTEA funds; financial aid; CalWORKS; and student services categorical funds (such as matriculation, EOPS and PUENTE).

2. Funds from sources external to the community college system, including: Workforce Investment Act (WIA) funds; Employment Training Panel funds; Department of Labor grants; industry partnerships and contributions; and grants from private foundations. 

Interviews with both college personnel and external partners included a focus on challenges and effective practices with regard to workforce partnerships that involved multiple funding streams and blended funding approaches,

While the sheer size of the total community college system budget dwarfs that of the WIA system some ten times over, the focused workforce partnerships made possible via college contracts with the WIA system (utilizing WIA funds distributed at either the local or state levels) are among the most promising avenues to further enhance career ladders activity in the community colleges. 

While total WIA allocations to California have declined overall since 2001-02, they remain a sizeable potential source for career ladders programs.  Review of system level data reveals that of the approximately $454 million in federal WIA funds that came to California in 2003-04, only $17 million was received by community colleges in the state. 

	Program Year
	WIA Funds to CA

(all categories)
	WIA Funds rec by CC’s

(all colleges; all categories)

	01-02
	588,310,299 
	19,334,367

	02-03
	542,651,829
	21,354,893

	03-04
	453,785,758
	17,273,073

	04-05
	456,489,737
	--


Cooperatively leveraging workforce and postsecondary investments from both state and federal sources could amplify the effectiveness and reach of each system, while creating powerful alliances that can address workforce needs in the state in a more comprehensive manner. For this reason, special attention was paid to the WIA/college interface in the recommendations and action plan, as well as in the analysis of college programs.

Also of particular interest and relevance are two more recent categories of competitive federal grants: 1) the High-Growth Job Training Initiative of the Employment and Training Administration, U.S. Department of Labor; and 2) the Community-Based Job Training Grants to be directed to community and technical colleges linked with employers seeking more skilled workers (recently proposed by the Bush administration as part of the Jobs for the 21st Century initiative).  

The resources and expertise gathered by the Career Ladders Project should prove a vital resource for California colleges interested in competing for these newer sources of federal workforce dollars.  Attention to readying colleges in California for these competitions is referenced in the attached action plan.

Processes for earmarking of federal funds are also germane to potential workforce partnerships.  While this appears a daunting prospect, at least one college in the sample, College of the Canyons, is known to have recently received a sizeable sum in “earmarked” funds designated by a member of the California congressional delegation for a career ladder approach to homeland security employment.

One general observation of the study is the extent to which community colleges appear to be increasingly active in seeking outside grants (from both public and private sources) to fund their core instructional offerings.  Colleges reported that the chronically low levels of state support accorded California community colleges have taken a toll—especially on high cost vocational programs, those most likely to be the focus of career ladders in high skill/high wage and high demand occupations.  Colleges in the sample reported increased reliance on grant activity, but also complained of the increased workload associated with continual grant seeking and grant reporting as a means of program maintenance.  While theoretically, the career ladders approach is designed to leverage scarce resources across multiple agencies, it should be noted that, at least initially, engaging in partnerships is seen as excessively time intensive, and in resource-scarce institutions, this is a clear disincentive to pursuing them.  Uncertainty with respect to the stability of workforce funding with pending federal reauthorizations and shifts in federal priorities also suggest real challenges for both for the development and the institutionalization of a career ladders approach focused on multi-agency partnerships.

Increasing interest on the part of California foundations in partnerships that leverage public/private resources to support career ladders led the Career Ladders Project to convene a meeting between a number of foundation representatives, the state community college Chancellor and system leaders for a meeting in December 2004.  Exploration of mechanisms by which the community college system and private foundations could jointly leverage resources in order to further a career ladders approach was a key objective for that meeting.  The meeting led to an agreement to explore the establishment of an external advisory board for the systems’ RFA process and priorities.  The Project Director has been asked to work with the system to accomplish this effort.

Targeted funding to the colleges to support identified career ladders activities should be considered as part of the system strategy.  The project team has discussed this option with system administrators well as with various constituent groups, to explore options for future state budget change proposals that would focus on promotion of career ladders; these ideas have been incorporated into the Project recommendations and action plan.  Such ideas would need to be entered into the consultation process at the system level to generate buy-in and formal acceptance of any new funding proposal.
Creating a viable and vibrant, comprehensive career ladders system centered on the California community colleges of the scale and scope envisioned here will require expanding the instructional and administrative capacity of the colleges.  This does raise long term questions regarding the overall level of funding of the colleges, as well as the finance mechanisms, prioritization and support for high cost programs within the colleges themselves.  Resolving these larger, and deeper, structural issues are not likely to be easily addressed even if all key players are committed to a career ladders vision.  However, further development of career ladders programs need not hinge entirely on additional state revenues for the community college system.

Attention to the infusion of career ladders elements into extant community college funding streams could go along way toward helping the colleges accomplish this work. Current funding streams could be redesigned to: promote internal alignment of curricular and program design; support cohort-based, learning communities; link student services to instruction; foster partnership development; expand instructional capacity in high cost programs; and accomplish closer coordination and integration of the system’s current economic and workforce development programs with the mainstream college offerings.

In fact, since the Career Ladders initiative started, the system has taken some important steps in that direction.  An initial examination of internal system funding resources that could be brought to bear on the initiative was conducted, and career ladder characteristics were incorporated into some existing funding streams.  Career ladders objectives have been added to the Request for Proposals (RFPs) for the Perkins Leadership statewide grants and to some Economic and Workforce Development program grants administered by the Chancellor’s Office. Career ladders-related activities within the ED>Net strategic initiative areas were identified and enhanced.  The Ed>Net program itself was renamed the Economic and Workforce Development (EWD) program in 2003 reflecting the greater system interest in workforce development since the original legislation that focused primarily on economic development.  

The project recommends that the system commission a study regarding the extent of career ladders activity actually engendered in response to these changes.  It should be noted that these represent permissive, rather than required, uses of funds.  More thorough integration into the Economic and Workforce Development and VTEA funded programs, as well as within a range of other programs, would be a logical next step.  

Furthermore, the study noted an ongoing disconnect at the sample colleges between the Economic and Workforce Development initiative centers and core college activities and offerings.  While some participants suggested they were working at the college to reduce this disconnect, it is in part structurally rooted in the grant requirements that govern the EWD funding stream.  A similar administrative disconnect at the system office, between the Economic and Workforce Development and the Career and Technical Education units, is noted.  Addressing this disconnect, at both the local and the system levels, would likely help the system facilitate more seamless integration of college career programs with the WIA system and enact a more coherent and systemic career ladders approach to workforce development, one that connects more seamlessly with economic development activities in the state.

At a systems level, a more intentional focus is needed to promote the development of partnerships and remove barriers to the navigation of the WIA system by postsecondary institutions. Regulatory barriers regarding the ETPL list, more appropriate divisions of labor, clearer roles with respect to outcomes tracking, better use of extant MIS elements to minimize bureaucratic redundancy and difficulty – all of these are examples of state level actions that could help local colleges and WIBs create more effective partnerships.


The experiences of successful regional collaborations (between community colleges, local workforce boards and employers) could be used to create frameworks to fund larger scale, umbrella partnerships to meet areas of urgent state need, assuming that “best practice” benchmarks are met.  For example, a number of regional collaboratives included in this study (most notably the Sacramento Area Regional Health Consortium centered on Sutter Health) provide excellent examples of successful private/public partnerships in a critically needed employment sector.  These types of partnerships could be replicated elsewhere in the state, but will likely require some state or federal investment to succeed.  

In general, California should more actively explore national models and initiatives. Other states (including Illinois, Michigan, Massachusetts and Washington) have created state investment mechanisms to provide start-up costs for large-scale sectoral initiatives that mobilize and leverage both public and private investments to meet urgent state workforce needs.
  
Further analysis of funding challenges, successful experiences in leveraging investments across private and public sectors, and recommendations regarding utilization of system and outside funds are included in the qualitative data report as well as in the action plan detailed in the following objective.
Objective Three:  Develop a detailed action plan to expand and improve career ladders within the community college system.
The project has developed a detailed draft action plan rooted in the research conducted at the sample colleges, and refined in interaction with system constituencies, the Advisory Board and the Board of Governors. The draft action plan is attached at the end of this document.  Several recommendations have already been enacted, and the groundwork has been laid for adoption of key provisions at the Board level.

Development and implementation of the plan has been approached on several fronts.  The project has a broad based Advisory Board that includes representatives from the Board of Governors, relevant state agencies, noted researchers, private foundations, as well as business and industry.   Advisory Board members have been enlisted to use their respective—and collective—influence to inform development and to promote adoption of the plan that makes the community colleges an effective and central part of a more unified approach to workforce development centered on career ladders.

Members of the Advisory Board include:

Patrick Ainsworth, Director, Secondary, Postsecondary and Adult Leadership Division, California Department of Education


Lande Ajose, Ph.D., Research Associate, MDRC, former Senior Program Officer, James Irvine Foundation 

Dona Boatright, Interim Vice Chancellor, Educational Services, Chancellor’s Office, California Community Colleges
 
Liz Campos, Coordinator, Workforce and Economic Development Program, California Federation of Labor (AFL-CIO)
 
Yvonne Carrasco, Program Specialist, Workforce Consultant, former Program Officer, David and Lucile Packard Foundation
 
David Gruber, Gruber-Pereira Associates (GPA), Director, Workforce Strategy Center
 
Mary Pat Huxley, Director, Biotechnology Initiative, California Community Colleges’ Economic and Workforce Development Program
 
Lance T. Izumi, Member, Board of Governors, California Community Colleges
Director of Education Studies and Senior Fellow in California Studies, Pacific Research Institute


Martha Kanter, Chancellor, Foothill-De Anza Community College District

Francene Kennedy Klingensmith, Manager of Business and Special Projects,
Director’s Office Representative, Employment Development Department, State of California 


Corey Kidwell, Campus Director, Heald College, San Francisco 
 

Stephen Levy, Director and Senior Economist, Center for Continuing Study of the California Economy
 
Mark Wade Lieu, Treasurer, The Academic Senate for California Community Colleges, Professor, Ohlone College
 
Paige Lloyd, Sr. Staffing Consultant/Program Manager, HR-Staffing, Genentech
 
Patrick McKay, Scientist, Early Stage Purification, Genentech

Faye McNair-Knox, Ph.D., Executive Director, One East Palo Alto, Neighborhood Improvement Initiative, William and Flora Hewlett Foundation


Victoria Morrow, President, Skyline College, Past Executive Vice Chancellor, Chancellor’s Office, California Community Colleges
 
Brian Murphy, President, De Anza College
 
Kimberly Perry, President, California Community College Association for Occupational Education, Dean of Instruction, Reedley College
 
Marlene Ruiz, MA, BSN, RN, Director of Education and Consulting Services, Kaiser Permanente - San Diego
 
Sondra Saterfield, Member, Board of Governors, California Community Colleges, 
Professor of Psychology, Cañada College
 
Abby Snay, Executive Director, Jewish Vocational Services
 
Ken Sorey, Director of Development, Just for the Kids - California
 
Regina Stanback Stroud, Member, Board of Directors, The National Workforce Alliance, Vice President, Instruction, Skyline College

Leslie Wang, Member, Board of Governors, California Community Colleges, Senior Media Technician, San Joaquin Delta College

The team has done extensive work with the key players in both the community college system and the workforce system.  The project has worked with intermediaries and key allies who have the ability to influence the development and implementation of an action plan involving multiple agencies and constituencies.  The Career Ladders team has been successful in gaining attention and support from key leaders in the state agencies that govern the workforce development system, including representatives of the Labor and Workforce Development Agency and the Director’s Office of the Employment Development Department.

Key national figures that have influence on the nation’s workforce development policies have been similarly consulted, including: Sally L. Stroup, Assistant Secretary for Postsecondary Education for the U.S. Department of Education; Susan Scalafani, Acting Assistant Secretary for Vocational and Adult Education for the U.S. Department of Education; and Emily Stover DeRocco, Assistant Secretary for Employment and Training for the U.S. Department of Labor.  Project team representatives have also met with pivotal members of California’s Congressional delegation, including Representative Buck McKeon, Chair of the House Committee on Education and the Workforce and staff to Representative George Miller, ranking minority member of that committee. 

The Project Director was recently invited to meet with key staff members of the California Assembly Higher Education Committee and the Assembly Select Committee on Adult Education regarding career ladders in California. The briefing went well, and legislative staff members have requested further information about project findings and recommendations.

In addition, the Project Director has been serving as an advisor in deliberations on workforce issues within the community college system.  Upon taking office, the new Chancellor, Dr. Mark Drummond, commissioned a review of agency operations.  The Career Ladders Project Director was invited to participate in that review process and was a key member of a Working Group on Economic and Workforce Development. The Secretary of the Labor and Workforce Development Agency (LWDA), Victoria Bradshaw, also participated in that Working Group, as did system administrators, college representatives and representatives from the Chamber of Commerce. That group recommended that the community college system play a more central role in convening partnerships across the workforce system, and urged the system to adopt several workforce priorities including emphasis upon:  high-growth/high-wage sectors; removal of barriers to enable low-wage workers to move up; areas of state concern including health and life sciences and needs of the state’s distressed areas; emerging economic sectors and training of incumbent workers; and small business development.  The Board of Governors subsequently adopted these priorities at their September 2004 meeting.
 

It should be noted that the first three of these workforce priorities mirror those embraced by the current Governor for discretionary WIA funds. The California Workforce Investment Board (CWIB) (whose membership includes Chancellor Drummond) also recently adopted a similar set of priorities. This convergence of state priorities across workforce agencies and post secondary education is unprecedented in California; it augurs well for subsequent progress in making career ladders a reality for Californians. 

The Agency Working Group also recommended that the system hold regional forums to further the role of the system in addressing economic and workforce development issues in California.  The CLP Director has continued to work with that group; the forums are planned for late Spring 2005.

Furthermore, as part of the Agency Review process, the Board of Governors adopted a recommendation that the system move to streamline the system curriculum and program approval processes, transitioning approval to the local and/or regional levels as most appropriate.  This coincides with a major recommendation of this project, and one that that numerous interviewees advocated in our site visits.  This should help speed the implementation of new courses and programs, enhancing the ability of the colleges to be responsive and current in their offerings.  

The launching of the Ladders of Opportunity Initiative led to a letter from the prior Chancellor to the college districts alerting them to new opportunities and a resultant rise in interest from the colleges in participation in the EDD/ETP career ladders efforts.  

More recently, Career Ladders Project staff members were interviewed as part of an overall review of the Employment Training Panel’s own career ladders efforts. The recently issued ETP evaluation report has concluded that:  “To maximize the benefits of ETP’s CL program and the results of this evaluation, ETP may consider developing collaborative relationships with other career ladder initiatives in California . . . [including] the California Community Colleges Career Ladders Project.”

The CLP has also been active in creating an internal dialogue with system constituencies with an eye to gleaning wide input as well as to building consensus toward implementation.  The team has made presentations regarding its findings to and solicited feedback from a wide range of community college groups, including:

· The Academic Senate for California Community Colleges (representing faculty and local academic senates from all109 CA community colleges)

· The Community College Association of Occupational Education (representing occupational faculty and administrators) 

· The CCC Chief Instructional Officers

· The CCC Chief Student Services Officers

· The Community College League of California (representing local community college trustees and college presidents)

The project presented initial findings to and solicited feedback regarding areas for policy recommendations from the Academic Senate for California Community Colleges at both its Spring 2004 and fall 2004 plenary sessions.  At the fall 2004 session, delegates representing all 109 local academic senates passed a resolution that supported the career ladders approach and called upon the system to implement, and fund, Project findings and recommendations.  As the major faculty body advising the Chancellor and Board with respect to academic and curricular matters, the support of the Senate is essential to eventual success of any initiative.

System processes for policy deliberation include the community college Consultation Council that advises the Chancellor and the Board with respect to major system issues.  The Project Director met with the Council in November 2004 in order to report on progress and solicit feedback on potential recommendations.  The presentation was well received and Council feedback was incorporated. 

The Project Team presented findings and the emergent recommendations to the Board of Governors at their September 2004 and January 2005 meetings.  The reports were well received. The President of the Board, George Caplan, indicated that project findings and recommendations are to be incorporated into the pending system strategic planning process. 

Objective Four:  
 Develop tools that faculty, colleges, and districts can use to develop and improve career ladders.

Career ladder tools have been developed that faculty and administrators can use to improve career ladders in terms of curriculum and linkages to local and regional partners in the public and private sectors.  The team has gathered materials during site visits and identified promising practices and programs in its analysis.  

Briefs on the most relevant funding streams have been developed to alert college personnel about opportunities.  These were shared with the sample colleges upon conclusion of the site visits, and feedback from the colleges incorporated into the briefs.  Continued refinement has occurred as the briefs were shared in project presentations with community college constituency groups throughout the Fall 04 semester.

Similarly, charts and schematics depicting career ladders programs at the colleges have been collected and/or developed.  These have been shared with constituents, and distributed during the many system presentations and posted on the website.    

During the term of the project, there has been a proliferation of useful materials related both to sector initiatives and career progression.  The Project Team has also researched tools and primers developed by other projects across the nation, such as: the work of the Knowledge Works Foundation in Ohio; the Jobs for the Future/Workforce Innovation Networks (WINs) guidebook on career ladders; the Shirley Ware/Kaiser Permanente Career Ladders Mapping Project; and the CA EDD Careers Under Construction publications.  

These materials are being adapted and/or promoted as part of the project dissemination plan. The Project has created an annotated bibliography of useful web resources that local colleges will find helpful in constructing career ladders programs.  Initial resources were posted on the project website, and feedback on their utility invited and incorporated.

Beyond particular tools or templates, project research suggests that an ongoing system of technical assistance is needed for community college practitioners to share expertise, case studies and promising practices.  A team approach that involves local college practitioners, representatives from the workforce system and intermediaries experienced in career ladder partnerships would be most promising.  Strategic assistance should include a particular focus on navigation of the WIA system and cc/WIB partnerships. Participants from the sample colleges voiced the need for such assistance, and expressed interest in participating as well as eagerness to contribute.  Project recommendations include elaboration and securing of support for a technical assistance model to address the many professional development needs and share the considerable reservoir of resources being developed by local colleges.

Finally, the project recommends that the system work toward the creation of replicable and scalable evaluation tools for multi-partner projects involving private/public partnerships.  All colleges reported difficulty with evaluation and outcomes reporting in workforce partnerships; an approach that builds on the strengths and capacities of each partner and distributes reporting responsibilities in a manner most appropriate to the capacities of each organization is sorely needed.  State level attention to minimizing overlapping reporting, utilizing extant MIS elements more effectively or providing state resources for appropriate data sharing, and reducing bureaucratic requirements across agencies—all could help local partnerships thrive.

PROGRESS TOWARD OUTCOMES
The challenge of creating a unified system of career ladders within such a huge and diverse structure as the California community colleges cannot be underestimated. There are innumerable stakeholders, including faculty and staff in educational institutions, a variety of state and federal agencies (notably, Workforce Investment Boards), labor, community based organizations, and local businesses and industries.  A career ladders model requires different, and potentially disconnected, stakeholders to share a common vision for a systematic design.  As stated in Ladders of Opportunity, “(a)chieving the goal of a unified career ladders system will require a reengineering in our approach to workforce development.  It demands that we challenge obsolete assumptions, overcome barriers to cooperation, and launch an unprecedented redeployment of our job training resources” (Board of Governors, 2001, 20).

With the Ladders of Opportunity Initiative of the Board of Governors, the foundation has been laid at the state, regional and local level to support systemic changes in the state’s workforce development system.  The Board’s Initiative has already had notable successes in moving the system toward a more comprehensive approach to workforce development, one centered on moving individuals along coherent occupational and educational pathways toward higher skilled, and higher wage careers.

As noted in the discussion above, significant progress has already been made in implementing several key project recommendations.  The Project has already contributed to the adoption of relevant state policies and priorities that support career ladders for Californians.

The CCCCO has moved to integrate a career ladders approach into key system funding streams and programs.  The Board of Governors recently ordered the streamlining of the state curriculum and program approval process. The Board also recently adopted recommendations centered upon the key role of the community colleges in the state’s overall workforce system and prioritized several key areas including: focus upon high-growth/high-wage sectors; removal of barriers to enable low-wage workers to move up; and a commitment to address key sectors of state concern, including health and life sciences.  These priorities mirror those of the California Workforce Board and the Governor for the use of state discretionary WIA funds.

Chancellor Drummond is working with LWDA Secretary Bradshaw to forge state level partnerships to address health care training; the plans are to mobilize funds and resources to create regional structures to move people along health care ladders toward the Associate Degree in Nursing.  The Governor’s 2005-06 budget contains placeholder language describing that initiative.

The Board of Governors also approved in November 2004, a request to the Department of Finance for special funding in the 2005-06 budget to respond to the Governor’s proposal that would allocate some $20 million to articulation of curricula and programs for vocational programs in partnership with the high schools.
  The Career Ladders Project Director has provided materials to Chancellor’s office staff working to respond to this initiative.

CHALLENGES AND OBSTACLES
In general, there have been a few timing issues that have posed challenges for the grant.  The change of fiscal agents (from BaySCAN to the Foundation for California Community Colleges) delayed the hiring and start-date of the Project Director.  The new Director worked with the grant’s Program Officer to develop a new timeline and no-cost extensions of the grant to March 2005.  

The project was begun with about two-thirds of the funding in place; while the Project succeeded in raising substantially more funds by the end of the grant period, the need for constant fundraising diverted the attention of project staff from the project itself, and made it difficult to retain the researchers and other team members given the uncertainty of the funding picture.  We also had to make difficult choices regarding the priority given to the writing and the dissemination of the results.  

The gubernatorial recall and subsequent change in the state administration has presented some unexpected new challenges as well as new opportunities for the project, and for the colleges and system in general. The project began with a different governor and a different system Chancellor; the Board of Governors has experienced a marked turnover in appointees as well.  The Vice Chancellors have also changed. The contact persons in most state agencies have changed, as have the heads of the major workforce and education agencies.  This meant that the project could not easily build on previous momentum as had been expected; rather we had to cultivate the new leadership and re-educate key system leaders regarding the vision and goals of the career ladders initiative.  This was quite labor intensive and required considerable project energy to keep the initiative moving forward and with a high profile in the system.   

It should be noted that we have succeeded in this. Chancellor Drummond has embraced the project and has made working in collaboration with the larger workforce system a priority of his leadership.  He is the first Chancellor to sit on the state Chamber of Commerce, has actively used his position on the California Workforce Investment Board, and his alliance with the LWDA Secretary Bradshaw to pursue large-scale collaboration of the sort envisioned in the recommendations and the proposed action plan.  He is working with the Project Director to infuse project findings into other system processes.  He is committed to the development of a more seamless, integrated approach to workforce development centered on the community colleges in California.  We are in dialogue about the best ways to ensure follow-up to the Ladders of Opportunity Initiative.

Several of the new Board of Governors members were appointed to the Project Advisory Board and have been actively engaged in shaping the project recommendations.  The currently elected President of the Board of Governors has indicated his expectation that the project findings and recommendations will be folded into the Board of Governors’ new Strategic Planning process just now being put together.

The project has taken advantage of the renewed interest in streamlining of state agencies and the better utilization of workforce development dollars that has accompanied scrutiny of the state government structures under the new Governor.

The previous Director of the Employment Development Department (EDD), Michael Bernick, initially served on our Advisory Board; since then, a representative from the Director’s Office, Fran Kennedy Klingensmith has provided much needed continuity and linkage through the transition first to an interim EDD Director, and now to newly appointed Director, Patrick Henning.  The Project has been invited to brief the Director’s Office on the project findings and recommendations.
Finally, given the fiscal pressures and funding uncertainties faced by all the colleges, interest has increased at the local level in accessing additional and alternate revenue sources for workforce development—as well as in adapting improved collaborative and partnership models to better leverage state funding streams.  This augurs well for the action plan designed to move major policy recommendations for the system.

CHANGES TO OBJECTIVES OR SCOPE OF WORK

There have been no changes to the objectives or the scope of work for the Career Ladders Project.   

UNINTENDED CONSEQUENCES
Sample colleges have taken the audit as an opportunity for self-reflection.  In doing so, some already report the addition of key elements of career ladders in their institutional planning and development processes.  As the project has developed, the CLP has received requests from the field for technical assistance in the development of partnerships and career pathways programs.  
EFFECT OF GRANT UPON ORGANIZATION

The Career Ladders Initiative from its inception has changed the climate and nature of system discussion regarding economic and workforce development in the community colleges.  The initiative was developed via an inclusive process that incorporated constituent groups, hearings, study sessions, writing groups and Consultation to develop a product.  That momentum has continued to move the initiative forward, and provides a strong basis of support for the project’s work.  In turn, the increasing visibility of the project has sparked interest in career ladders, both at the colleges and among constituent organizations.

This new collaboration at the state level provides a promising basis for the cooperative approach to policy change that will be required to accomplish a workforce development system centered on career ladders in which the community colleges play a central and vital role.  

The Career Ladders Project has already begun to proffer technical assistance and has moved toward actual implementation of a career ladders system, particularly in the development of demonstration projects that leverage resources from the WIA system, community college and private foundations to provide gateways to college and high wage careers. The CLP has served as a key catalyst in the development of several pilot programs in the Bay Area focused on the creation of systematic bridges or gateways to post-secondary education and high wage careers for disconnected youth.  Pilots are currently underway in San Mateo and Contra Costa counties; similar discussions are underway in Alameda, Fresno, San Francisco and Stanislaus counties. These pilots all leverage resources across the WIA, community college and private foundations to provide a coherent pathway for youth otherwise unlikely to move onto the first rungs of the ladder.  


In addition the project has served as a resource for discussions regarding the future of workforce sector initiatives in California at recent meetings of the Bay Area Workforce Funding Collaborative (BAWFC) and the Youth Funder’s Group.  BAWFC is an important example of developing public and private sector collaborations that are focused on jointly addressing the issues of workforce development in order to move Californians into high wage work while ensuring that employers have the needed supply of skilled workers to create a vibrant California economy.

The Project is attracting national interest as well.  The team recently presented the project to the international meetings of the Council for Adult Experiential Learning and has been invited to present the work at the upcoming meetings of the national League for Innovation in the Community College.  Copies of the presentations are being posted on the project website (www.careerladdersproject.org).

Exciting opportunities for follow-on work include taking effective practices to scale, developing demonstration projects, and constructing a flexible and useful strategic assistance capacity at the system level.  In all of these endeavors, Career Ladders Project materials, research and data can provide an excellent resource upon which the system can draw.  Further analysis of the considerable data as well as additional articles, briefs and monographs would be invaluable to these efforts.


The state has a unique window of opportunity to build upon and extend the rich partnerships that have developed among the community colleges, other workforce agencies, the foundations and community based organizations, labor and business and industry.  This collaborative work holds great promise for contributing to a more effective system of career ladders, and thus improving the life chances and options for low-income workers in California. 
Sample Community Colleges�
�
Butte College (Oroville)


City College of San Francisco (San Francisco)


College of the Canyons (Santa Clarita) 


College of the Redwoods (Eureka)


Fresno City College (Fresno)


Hartnell College (Salinas)


Los Angeles Southwest College (Los Angeles)


Sacramento City College (Sacramento)


San Diego City College (San Diego)


Santiago Canyon College (Orange)


Pilot Site:


Skyline College (San Bruno)














Santiago Canyon College  (Orange)�
�
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