to cooperate with business in cal-
culating and meeting its national
and, indeed, world needs, their
markets will be unlimited.
©Wadsworth Publishing Co.

Robert J. Kost is director of Market-
ing Educational Services for General
Motors Corp. He completed his M.A. at
Pittsburgh in 1956. Before he joined
General Motors in 1957, his business

experience included engineering and
sales positions with the Westinghouse
Airbrake Co. Kost has served in a wide
variety of positions since joining General
Motors. In 1967 he was appointed direc-
tor of Sales and Dealer Development
Activities for General Motors Institute.
In 1975 he was named director of Gener-
a Motors Corp. Education and Training.
In 1976, after serving for several months
as director of Organizational Research

and Development, he was appointed to
his present position. With a staff of
nearly 60 professionals, Kost is responsi-
ble for providing management training
and consulting services throughout the
world to General Motors sales depart-
ments and their affiliated dealer and dis-
tributor organizations. Affiliations in-
clude the American Society for Training
and Development, American Marketing
Association, and Conference Board.

POWER AND CONFLICT
IN CONTINUING EDUCATION

Prior to publishing Power and Con-
flict in Continuing Education: Sur-
vival and Prosperity for All?,
Wadsworth Publishing Co. invited
national leaders in higher educa-
tion throughout the United States
and Canada to address specific
issues facing continuing education.
Drafts of al papers were circulat-
ed among the contributors, with
the request that they be studied in
advance of athree-day symposium
to be held at Wadsworth in Bel-
mont, Calif. (March 1979).

Symposium participants (chap-
ter authors) included:

* Grover J. Andrews, Assistant Vice-
Chancdllor for Extension and Public
Service at North Carolina State Univer-
sity, former Associate Executive Secre-
tary, Southern Association of Colleges
and Schools

* John B. Ervin, Vice President
The Danforth Foundation

« Phillip E. Frandson, Dean, University
Extension, UCLA
(Served as moderator)

* Morton Gordon, Professor and Chair
Adult and Continuing Education
University of Michigan

» William S. Griffith, Chair
Department of Adult Education
University o British Columbia

« Lillian Hohmann, Associate
Blessing/White, Inc.

* Robert J. Kost, Director
Marketing Education Services
Genera Motors Corp.

¢ Rosdind K. Loring, Dean
Coallege of Continuing Education
University of Southern California

« George H. Robertson, President
Mohawk Valey Community College

* Milton R. Stern, Dean
University Extension
University of California, Berkeley

The entire Symposium was de-
voted to discussion, giving each
participant a chance to contribute

extensively, and to enlarge upon
the issue presented. The book is

that symposium in print. It in-
cludes the final, revised version of
the papers (chapters), as well as
highlights of the discussion follow-
ing each chapter.

The following dialogue, excerpt-
ed from the book, coincides with
Bob Kost's chapter, "Competition
and Innovation in Continuing Edu-
cation."

Continuing Education Providers
Bob Kost summarizes the chal-
lenge: "Major industries maintain
very large staffs of their own to
meet their continuing education
needs, but they do so principally
because they can't find viable pro-
viders through academic sources.
We simply would not hire people
and maintain them on the payroll if

POWER

ImrcriPT
«/Ulb ﬁ

W I
W CaHTIHUIHS EDUCOTION

Critical reading foranyone WV
even remotely concerned with /|
continuing education
in the 80s.
—Jerry Miller. American
Council on Education

BIOAMMATHHOYMABTHIBEM

Copies o Power and Conflictin Con-
tinuing Education: Survival and Pros-
perity for AU? can be purchased for
$24.00 each by writing: Continuing
Education, Wadsworth Publishing
Co., 10 DavisDr., Belmont, CA 94002.

there were an alternative, but so
far we haven't seen an alternative.
The point is simply this: There are
very few unique things internal to
a company of a continuing educa-
tion nature; these things could be
done as effectively — or more
effectively — if the academic com-
munity would take the initiative to
go after that kind of business. But
we don't see that happen, even
though we'd rather buy than
make."

"And yet you say providers
must adapt to the needs of indus-
try," Mort Gordon points out.
"What do you mean, adapt?"

Bob replies, "It does little good
for industry to spend its money
with academic sources if the out-
comes don't provide an advance for
the business."

"And some 6t us are uneasy
about what that means philosophi-
cally,” Mort says, ‘‘and maybe
we're not poor enough to go that
far.”

“I'm not suggesting that indus-
try should impose its philosophy on
academic institutions," Bob Kost
says, "but | am suggesting that
when academic institutions serve
industry — or any other segment
of society — they should be
helpful. And | wonder why the
leadership of the academic world
can't come to a point where they
can establish a philosophic base for
their continuing education pro-
cesses. When it comes to research,
for example, academic institutions
don't seem to have any philosophic
problems. We recently paid a
professor from a prestigious east-
ern university $300,000 to do some
research on the service end of our

business to find out what we can do
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to help improve service to custom-
ers at the dealer level. We found it
very helpful, meaningful research,
I also mentioned the contributions
of the Institute of Social Research
to General Motors’ Quality Work
Life project. To be sure, the ser-
vices came from individuals and
not the institutions per se, but
neither Harvard nor the Universi.
ty of Michigan had to revise its in-
stitutional philosophy for them to
do it!”

Not all academic institutions
will be able to compete . . .

“That’s all well and good,”
George Robertson says, “and |
think many colleges and universi-
ties will move into your market be-
cause of declines in demand for
their traditional products. But the
fact is that in practice not all aca-
demic institutions will be able to
compete; many lack the competen-
cies, and probably even more lack
the will to provide for industry’s
needs, simply because their traf-
tional self-concept doesn't include
such services.

"We are, in fact, likely to seea
good deal of market displacement
and realignment among providers
of adult education. Some colleges
will compete more aggressively in
traditional kinds of continuing edu-
cation. The resulting pressure in
that segment of the market may
drive other colleges, especially the
community colleges and technica
institutes, to provide more sa-
vices directly to business and in
dustry. And of course, we should
remember that those who are a-
ready 'inside’ industry have been
quite effective in competing with
outsiders. We can be certain that
they will adjust the decision point
for the make-or-buy decision in
order to guarantee their own sur-
vival."

And it's not an either-or Stua
tion," JohnErvin  points out. "Per-
sons in the work force constitute a
significant majority of the partici-
pants in higher continuing educa
tion. They turn to continuing edu-
cation providers for satisfaction d
a variety of needs and purposes.
Industrial and other work settings
can focus on abilities and sills
basic to functioning on the jab,
while educational institutions can




2 focus ON knowledge and concepts
which broaden the view of persons
toward themselves and the world
of work. It can be beneficial to the
worker if corporate entities and
educational institutions work ser-
iously at developing areas of
collaboration which make maxi-
mum use of the strengths of both."

How long is a degree any good
anymore . . .

"What I'd like to do,"” Phil
Frandson suggests, "is look criti-
cdly at academia in the context of
what it traditionally says it has to
offer: knowledge and concepts all
wrapped up in that piece of paper
cdled a 'degree.' There's not much
dispute that the degree has an in-
dispensable place in the mechan-
ism of economic life, but the ques-
tion is just how long is a degree
any good anymore in connection
with work? The rate of career
change in this country is about
every five to eight years, and
when the 40-year-old person who's
fed up with work comes to the
campus for help, the university
sitsthere and says, 'OK, become a

Circle No. 233 on Reader Service Card

freshman again!' An institution
that is geared only to saying,
'You've got to go back to go!
doesn't seem to me to be adjusting
itself very well to reality."

"Yes, but beforewe gotoo far on
that line," Milt Sern says, "it
seems to me that you have to
accept the position that what
people glibly call career change is
really nothing more than getting
another job."

People somehow muddle along

"I'd like to underline Milt's point
about the overrating of the change
of career, the career crisis," George
Robertson adds. "The great major-
ity of people somehow or other
muddle along, and adjust and
adapt, and take a course here or
get anew job, and you get alearn-
ing period on a new job — they
don't fire you right away if you
can't do it! The catastrophic en-
forced career-changeis not so com-
mon. The idea that people have
forgotten everything every five or
six years and have to go back and
become freshmen, | don't think is
one that really arises all that

often.”

"But it does come up," Milt
Sern says, "and when it does it's
very visible in the university, as
when a student returns, not hav-
ing finished a degree or having
changed fields slightly and discov-
ers that the university regulations
are really kind of crippling and
stupid! Viewed cosmicaly, it's a
small matter, but it's an example
of what can be analyzed into avery
big thing."

Bill Griffith shakes his head.
"I'm not going to make an apology
for the fact that universities are
not terribly creative about accept-
ing people of mature years," he
says, "but | do think there's some-
thing fundamental about our un-
derstanding of education that had
better be clarified.

"If you're coming to the whole
process of learning with a model of
'no transfer of learning — and
there are many people who take
that position —then it's quite clear
that the training in which you
teach people specifically what you
want them to do, in which order,
puts the university in the position
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of being a trade school, and that
will require a hell of a lot of re-
training, because it assumes little
or no transfer of learning, and
what it's teaching is specific skills.

"But if your philosophy — if
your understanding of learning —
includes some belief that transfer
of learning does occur, then there
must be some justification for
teaching more than just what a
person is going to be able to do to-
morrow in the world of work.

"What should concern us is how
much we have distorted — as a so-
ciety — the meaning of a college
education. Perhaps the best thing
that could happen would be to have
so many people with degrees that
the economic value of the degree
would drop so that it would no
longer serve asthe major incentive
for people to pursue learning. And
| think maybe that's happening.

"But my point is, to the extent
that the university wants to be a
trade school you've got a constant
problem of reschooling. But to the
extent that your perception of the
university is that its major re-
sponsibility is to teach the gener-
alizable, and it is the responsibility
of the subsequent employers to
teach the specifics, then you worry
about different things."

"1 wonder, though,” Phil Frand-
son says, "how adequate is the
generalized university education
that people get? It seems to me
that what really happens every
five to eight years is that the
typical adult is confronting a re-
occurring assessment of valuesin a
rapid and accelerated way, and it
has nothing to do with the job. The
job may have relevance — and so
may alot of other events in family
life and society — but what
happens is that the person says,
"I'm ready to go back and study
philosophy again, or history, or
literature, or whatever,' and the
university doesn't provide it ex-
cept out in the margin, and you
pay forit, and it doesn't add up to
anything.

“The generalizable basic educa-

tion I got at the age of 18 and 251

don’t think is anywhere near ade-

quate! Tt doesn’t serve me at the

age of 40 when | find the whole
society value-system in flux. |
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want to reevaluate, and | want to
doit in the heart of the university,
| don't care to do it out there in
what the university says is a very
marginal activity. And | want to be
recognized as a mature, experi-
enced person, not as a freshman
again."

"That's a different point,
though,” Milt Stern says, "a para-
lel point.”

"OK," Phil agrees, "but what
I'm saying is that not just career
change but also reassessment d
values is accelerating in the same
sense, and | guess | think neither
academia or industry — whatever
the philosophy of learning — is
dealing with the problems appro-
priately."

What about paid educational
leave . . .
"Well, then," Bill Griffith re-

turns, "what about paid education-
a leave? I've heard nothing men
tioned so far in our conversations
about that possibility. | wonder
why it is that both in Europe ad
now apparently in the United
States, educational institutions are
going to be the last group to dis
cover that such athing exists ad
isgrowing. | don't understand why
if money is the important thing, or
merchandising and marketing is
the big thing — why paid educa
tional leave has not come up as a
topic for consideration by this
group.

"There are some reasons," Roz
Loring says, "why people have a
least delayed their wholehearted
investment in paid educational
leaves. The largest single pool o
untapped money that most o us
know about is the labor unions
kitty for their workers. Yet the
use of that is somewhat less than
three percent, and one reason —
from the workers' viewpoint — is
that management is not doing ay-
thing to facilitate taking advantage
of it. Management is setting W
various kinds of prerequisites —
for example, that it must be
directly related to the job they'so
currently doing, which will not
help them to advance or progressi
a worker can’t study | liberal arts or
the fine arts or subjects for per
sonal development unless they're
directly work-related."



"Don't you haveto say that some
companies are that way?" Bob
Kost asks.

"Obviously no statement covers
everybody," Roz replies, "but
there are enough beginning studies
available to say that workers don't
know how to use the pool of money
that's waiting for them. Of course,
they may, themselves, not be in-
terested in using it; their values
may not lead them in that direc-
tion. But for whatever reason, so
far people are not using what's al-

Companies* have asked usto

ready there."

Here Bill Griffith interrupts.
"But you could understand philoso-
phically that you can regard this as
a transaction, and if the buyer is
not buying, it could say something
about the product."

"Right,” Mort Gordon agrees.
"And it goes back to institutional
rigidity. Correct my numbers,
Bob, but in the UAW contract
there was $900 per worker per
year! And in the Detroit area, |
was told, one tenth of one percent
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— not three percent — of that
money ever gets spent! And the
main reason, | think, is institu-
tional rigidity."

"But there is the Wayne State
project,” Roz Loring suggests,
"which is for workers, and which
gives them a degree, and has all
kinds of flexibility. | just read a
proposal from the National En-
dowment for the Humanities to
extend that to 30 institutions
around the country. There are a
growing number of institutions
that have indicated they're quite
willing to accept nontraditional
formats.”

“Yes,” Bob Kost says, “there are
certain institutions aggressively
trying to tap the potential market.
Wayne State is one, and so is Qak-
land University, in the Detroit
area. But in general I still find
there’s a lack of aggressiveness
coming from the academic side.”

Industry has not held education
high in its value system . . .

“I'll accept part of what you
say,” Phil Frandson tells him.
“There’s a lack of aggressiveness
in our institutions, that's true, but
that’s not the only burden. An-
other burden is that it should be
understood that our American in-
stitution called industry has not
traditionally held education very
high in its value system.

“Our country is loaded with in-
dustries that really hold education
out only as a kind of status quo
carrot, and they don't relate learn-
ing to its use and meaning in work
life. Education isn’t really related
to incentive plans and continuation
within the system. If it were, you'd
be pushing it more, and we'd be
out cultivating it more, because it
would be useful to our students,
and there would be a symbiotic re-
lationship.”

“It seems to me one of the things
that’s overlooked,” Jokn Ervin
says, “is that you can’t escape the
impact of previous educational ex-
perience. If public education has
been such a total disaster area for
a lot of people — and it has been —
it’s unreasonable to assume that all
those people will willingly plug
into a system which is pretty much
the same. We've got plenty of re-
search on the relationship of
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life-style to learning activity that
says, 'Those who have most want
more, and those who have least
couldn't care less." And it's still
true! So part of what we have to do
is to go back and do something
about the other part of the educa-
tional system!™

"What we're talking about, real-
ly, is the whole value which educa-
tion has in the eyes of the Ameri-
can public,” George Robertson
says. "We question it all the time!
And if a young person questions
the value of going to college, |
would think that someone who's
making a good salary and has a
pair of children to support might
well not be much interested ei-
ther."

We've entered the field our-
selves . . .

Bob Kost nods. "I keep saying
that the academic community could
do thejob if it would go after it,"
he says, "but wejust don't see that
happening on any significant scale.
We've engaged in guite a few
studies of other companies, as well
as our own, and the market is just
so vast that we've entered the field
ourselves, in a very quiet way.
We're beginning to provide certain
services of a continuing education
nature to banks, to hospitals, to
savings and loan institutions, to
wherever we sense a market —
and that is going to add a complex-
ity to the whole issue of competi-
tion among providers. What I'm
saying is that the market is so
sizable, and the traditional sources
are in such disarray, that those of
us who operate within a profit-
oriented company see opportuni-
ties there."

"That says something about our
genius in program planning,
doesn't it?" Bill Griffith asks.
"Here's this big pot of money
growing; we have the support of
labor and management; the money
isthere, scarcely being tapped; we
are blithely ignoring it. Is it be-
cause we really don't like to serve
that segment of the public?"
"What | think it says,"” John
Ervin putsin, "is something which
comes naturally to General Mo-
tors, and that is segmenting the
market so that as you begin to de-
velop products, you look at that
segment of the market which will
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make this a profitable entry, and
soyou disregard all the other kinds
of populations. Now, | hear over
and over again that $30 billion
bandied around as a kind of abso-
lute which suggests a kind of uni-
formity within that series of popu-
lations. But it's not so. And if we
paid more attention to a careful
segmenting of the market, that, in
fact, would become the basis for
developing some cooperative rda
tionships or complementary rela
tionshipsthat all of us as providers
ought to be looking at."

There are opportunities for col-
laboration . . .

"As| keep saying," Bob Kost re-
turns, "there are many opportuni-
tiesfor collaborative effortsamong
academic institutions that would
better serve us than our constant
building of internal resources, but
let me give you a very recent ex-
ample from the state of Michigan.
We have, as many companies
have, a concept of career planning
for our employees’ career develop-
ment program. We asked a college
consortium of several Michigan in
stitutions if they would address
that issue and provide for our em
ployees, on atuition basis fromus,
training that would help those
employees develop their objectives
and interests in terms of career
opportunities that are available
within the company. Those institu-
tions met with us and discussed
how they might wire this together,
and so forth and so on. But the
project fell apart because some d
the institutions felt they could ga
a larger market share on their
own, some felt the need for an ad
vance commitment on student et
rollment, and others were just not
particularly interested. | don't
know all the reasons — it just fdl
apart because the institutions
couldn't come together."

"And yet," Grover Andrews
points out, "there is one state that
has been successfully trying to ge
collaboration and coordination for
continuing education by both pub-
lic and private institutions, ad
that's the state of Virginia. They
did it by legislation based on the
recommendation of a planning
committee. They divided the state
into six continuing education re-
gions, and, by law, mandated that



all public institutions work to-
gether within each of these six
regions with a continuing educa-
tion board. Any private institution
could cooperate as an equal mem-
ber, and it is working reasonably
well. However, 1 agree that the
most difficult part is getting the
institutions to agree to cooperate
in program planning and develop-
ment, in new program areas, in
developing new outreach programs
to serve the citizens of the particu-
lar geographic region.”

“Whatever the reasons,” Bob
Kost says, “it is very difficult to
get institutions to work together.
- And more than that, I have to keep
chiding the continuing education
units within academic institutions,
because invariably the way they
become involved in working with
industry — if at all — is through
our initiation and only rarely
through their initiation!”

We send our people out . . .

Roz Loring counters: “Maybe
I'm speaking from a minority view-
point — the private university —
but we send our people out; we
don’t wait for you to come knock-

ing at our door! And I meet faculty
members from the School of Busi-
ness in the same offices! We're
there to see what the training
needs are of people in particular
firms and corporations, industries
or whatever they are. Private uni-
versities have always been con-
cerned!”

“It’s not just private institu-
tions,” Mort Gordon says. “Milt
Stern works at a public institution
and he’s interested in industry for
many reasons. And one of them is
that his people are supposed to
develop courses for subjects and
populations that can’t pay all the
costs; so he’s supposed to figure
out how theyre going to be paid
for. The only way he can do this is
to make a lot of money on business-
oriented programs that he can
squeeze the corporations for. And
institutions, including my own,
make a lot of money in continuing
education this way. So if Milt
makes money from General Mo-
tors, he can then take the money
and use it for broadening access on
a low-fee — or no fee basis at all!

But if individual members of the
faculty at the University of Cal-
ifornia or Michigan, or wherever,
are permitted to go directly to
General Motors — as Bob says
they do — where the hell are we or
Milt going to get the money to
broaden access?” «

“If you're talking about financial
benefits,” Bob Kost adds, “let me
give you just another small ex-
ample of where institutions are
having financial difficulties in at-
tracting students and they have
fixed facilities as we have that
need to be maintained. Annually
— and this is just a single company
example at General Motors we're
spending on the order of $300,000
on just the rental of university
facilities around the country for
training programs of various kinds.
It's just another example of in-
dustry’s supporting academic insti-
tutions through lean times, and I
guess I'd rather pay to support an
educational institution than to sup-
port a hotel or motel.

“But in all of this talk about
money, one of the things it seems
to me academic institutions lose
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sight of — in the terms of the
strength that they have — is that
the other providers, such as my-
self, want more than anything else
to have academic legitimacy for
the things they do. There's this
whole new move through the
American Council on Education
and a variety of sources to get
credit equivalents. So, in the
discussion, one point would be that
continuing education programs on
the campuses should never lose
their linkageto the mother institu-
tion. That's part of their power,
and | think, from my point of view,
that this urge for our sources to
have the same legitimacy as your
sources is a very powerful thing!"

What is good for General Mo-
tors . . .

"That brings me to what I've
said before and want to say again,"
Bill Griffith says. "Universities
have historically appeared to out-
siders as inefficient, confused or-
ganizations. Because of the auton-
omy of professors, it is not easy to
identify purposes and structures
or to apply management-by-ob-
jectives, as it would be in a busi-
ness or industrial organization. To
advocate that universities become
more like business organizationsin
philosophy and operation would
reduce their capacity to serve
society. Universities must volun-
tarily refrain from doing those
things which other institutions do
equally well or better. Society and
industry will best be served by
universities which do not accept a
behaviorist model as the true ap-
proach to education, but instead
live with ambiguity as they deal
with philosophical issues. What is
good for General Motors in terms
o management, structure, and
philosophy is almost by definition
antithetical to the notion of a uni-
versity. Each contributes, but to
do so each much maintain its
uniqueness."

Mort Gordon nods. "Everything
you say istrue,” he says. "Every-
thing we all say is true. And yet
even if all those things taken to-
gether are true, the educational
institutions still haven't done
enough.... We should be reaching
more people more ways more
effectively. And an awful lot of

those people — one way or other
— are al gathered together out
there in something called business
and industry, waiting for us!"

Final Commentary

The world of work demands con-
tinuing education. Vocational ad-
vancement, and training for career
change, are clearly prime motiva-
tors of individual participation;
increased quality and productivity
are corporate needs. But despite
huge sums of money available for
individual tuition assistance or
contract courses, industry feels
that too few universities are ag-
gressively seeking to identify and
meet those needs and too few of
the programs offered are adequate
in content and instructional de-
sign. Therefore industry continues
to do much of its own training and
increasingly is receiving academic
accreditation for that training.

It may well be that many col-
leges and universities will persist
in feeling that adjusting their pro-
gramsto fit business and industry
requirements is inappropriate to
their philosophy, in feeling that

they can best serve society as
unique institutions dedicated to
seeking and teaching the general-
izable while other institutions deal
with the specific and applied.
Nonetheless, at a time when the
value of education itself is being
guestioned, there is strong pres-
sure on higher education to regain
public support — and in the pro-
cess gain much needed immediate
fiscal support — by providing con-
tinuing education specially de-
signed for adults engaged in the
world of work. There is also
pressure on industry to place
education higher in its value sys-
tem, not just training to increase
job skills or courses leading to col-
lege degrees, but also education to
improve the quality of life both on
and off the job.

Certainly the diverse learning
needs of employed persons and the
ready financial resourcesto defray
the cost of meeting those needs,
offer vast opportunities to all con-
tinuing education providesto serve
appropriate segments in the in-
dustrial market.
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