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Agenda

Investing in People:
Workforce Policy Institute I

sponsored by
National Conference of Stﬁte Legislatures (NCSL)

an
Jobs for the Future (JFF)

June 12 - 16, 1993
Snowbird Resort, Utah

(Primary funding for the Institute is provided by the DeWit Wallace-Reader's Digest Fund

Saturday, Yune 12 .

0-:30 am - 12 noon
Staff Suite

12 noon - 1:00 pm
Keyhole Restaurant

1:00 pm - 3:00 pm
Staff Suite

4:00 pm - 6:00 pm
Cliff Lodge Lobby

5:30 pm - 6:00 pm
Superior A

6:00 pm - 7:00 pm
Conference Center
Terrace

7:00 pm - 9:00 pm
Corntfererice Center
Terrace

8:00 pm - 11:00 pm
Room 217

9:00 pm - 10:00 pm
Staff Suite

supplementary funding is provided by the Aspen Institute)

NCSL and JFF Staff Meeting
Staff and Faculty Lunch
NCSL and JFF Staff Meeting Cont.

Conference Registration

Staff, Faculty, Team Chairs and Coordinators Meeting
NCSL. and JEF staff will provide an overview of the Institute
and introduce the four faculty members.

Opening Reception
Welcoming Remarks by Dan Pilcher and Hilary Pennington

BBQ Dinner

Connecticut Team Meeting

Staff and Faculty Meeting



Sunday, June 13
8:00 am - 9:00 am
Superior A

9:00 am - 10:15
Ballroom 1

10:30 am - 12:15 pm
Ballroom 1

12:30 pm - 3:15 pm

12:30 Em
Little Pinte

3:15 pm - 4:00 pm
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Staff, Faculty, Team Chairs and Coordinators Meeting
NCSL and JFF staff will preview the day’s activities.

Breakfast Plenary

Introduction of T. Meriwether Jones, Director
State Policy Program _

and Julie Marx, Program Associate

Rural Economic Policy Program

The Aspen Institute

Workforce Development and Human
Investment Challenges Facing States

' This session will address emerging workforce development issues from a

national perspective as @ means for teams to identify concepts and ideas
that will affect their work plans.

Speaker: Hilary Pennington, President
JFF

Group Session: The Strategic Planning Process: Creating the Ballro

. Vision for an Improved Learning System
To help teams refine goals and develop strategies 10 reach those goals,

this session will provide the strategic planning framework to craft a vision

for a workforce development system of the future, including values,

outcomes, and strategies.

Speaker: ~ Barbara Dyer

Center for Reinventing Government
National Academy of Public Administrators .

Lunch and Team Work Sessions .

Tearms will become inted, establish ground rules, create a work
plan for the team’s efforts during the Institute, and engage in team-
building exercises. : _ .

CT Team - Room 217
WV Team - Room 302 -

1A Team - Room 317

WA Team - Room 402
KY Team - Room 417

Lunch for Faculty and Staff

Break

Workfores Policy lostitute I, pag



undav, June 13 (cont.

4:00 pm - 6:00 pm

6:00 pm - 6:30 pm

6:30 pm - 9:00 pm
Golden CIiff

9:00 pm - 10:00 pm
Staff Suite

Mondav, June 14

7:00 am - 8:15 am

8:30 am - 10:00
Wasatch A
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Team Work Sessions B
Tearns will coruinue their work from the prior session.

' CT Team - Room 217

WV Team - Room 302
IA Team - Room 317
WA Team - Room 402

KY Team - Room 417

Break

Dinner
Teams will dine together. After dinner, NCSL/JFF staff will lead teams

in a team-building exercise based on group decision-making in a
hypothetical survival situation.

Stafl and Faculty Meeting

Brealkfast

Ballrocom 1
Teams will be pazred together in preparation for their morning

concurrent sessions

Team pairs: CT
IA& WV

KY & WA
CONCURRENT SESSIONS

Competitive Work Organizations

Mary experts argue that a highly skilled, educated workforce will not be
effectively used until American firms reorganize themselves into "high
performance work organizations” that promote learning by owners,

' managers, and workers. This session will explore how public policy can

encourage such learning systemns for business, thus creating the "demand”
Jor slalled, educated workers. _

Speaker: | Brian Bosworth,
Regional Technology Strategies
Team: Connecticut

Workfores Policy Instinuze I, page 3




Mondhv. June 14 (cont.) - -

8:30 am - 10:00
Magpie

Wasatch B -

10:15 am - 12 noon

12:30 pm - 1:45 pm
Ballroorrt 1
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CONCURRENT SESSIONS (continued)
Workforce Training

- Most people now recognize that existing state workforce training and

employment systems are a confusing jumble of federal and state

programs. This session will explore how some states have sought to
integrate and coordinate workforce development systems and the critical

principles that undergird such efforts.

Speaket: Marlene Seltzer,
Seltzer Associates, Inc.

Teams: Washingtoo & Kentucky

Education Reform/School-to-Work Transition
A decade of state education reform has produced mixed results.
Meanwhile state interest in school-to-work transition systems has risen

- sharply in the last two years and is now under study by the Clinton

Administration. This session will highlight the most important education
reforms that contribute to significant improvements in workforce
development. It will also explore the emerging issue of school-to-work

transition, also known as youth apprenticeship.

Speaker: Gloria Frazier,
- WEB Associates
Teams: Iowa and West Virginia

Team Work Sessions , - : '
Tearms will work through content learned in the session and explore.

implications for their plans.

CT Team - Room 217
WV Team - Room 302
1A Team - Room 317
WA Team - Room 402
KY Team - Room 417

Lunch
Teams will be paired together in preparation for their afternoon
concurrent sessions. _ _

Team pairs: 1A & WA
: CT& WV
KY

a4
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Monday, June 14 (cont.)

2:00 pm - 3:30 pm CONCURRENT SESSIONS

Wasatch A Competitive Work Organizaticns
(see description above)

eaker: ‘Brian Bosworth,
Regional Technology Strategies
Teams: Towa and Washington

Magpie Workforce Training
{see description above)

Speaker: Marlene Seltzer,
Seltzer Associates, Inc,
Teams: Conunecticut and West Virginia

He arch B Education Reform/School-to-Work Transition
(see description above)

Speaker: Gloria Frazier,

WEB Associates
Team: Kentucky
3:45pm-5:15 pm Team Work Sessions

Teamns will work through content learned in the session and
explore implications for their plans.

CT Team - Room 217
WV Team - Room 302
1A Team - Room 317
WA Team - Room 402
KY Team - Room 417

5:15 pm - 6:30 Break

6:30 pm - ? . Dinner
' - Teams will meet for a 6:30 pm departure from the hotel to
individual restaurants in Salt Lake City.

Workforcs Policy Institute I, pzge 5




da ne 1

7:30 am - 8:00 am
Staff Suite o

8:00 am - 9:00 am
Ballroom 1

9:15 am - 10:45 am
Wasatch A

- Magpie

‘Wasatch B .

11:00 am - 12:30 pm

12:45 pm - 2:00 pm
Conference Center
Terrace

2:00 pm -3:30 pm
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Staff and Faculty Meeting

Breakfast : . .
Teams will be paired together in preparation for their morning concurrent
sessions. - .
Team pairs: WV & KY
1A
- CT& WA
CONCURRENT SESSIONS

Competitive Work Organizations
(see description above)

Speaker:. Brian Bosworth, |
Regional Technology Strategies

Teams: West Virginia & Kentucky
Workforce Training

(see description above)

Speaker: Marlene Seltzer,
Seltzer Associates, Inc.

Team: - Jowa

Education Reform/School-to-Work Transition .
(see description above) :

Sgeakef: Gloria Frazier,

WEB Associates -
Teams: Connecticut and Washington
Team Work Sessions - - .

Teams will begin developing project work plans to guide their efforts
when they return to their individual states. '

CT Team - Room 217
WV Team - Room 302
IA Team - Room 317
WA Team - Room 402

‘ KY Team - Room 417

Lunch
Participants will dine with people from other states who have
similar roles and responsibilities. : '

Break

Workforcs Policy Institute I page 6




Tuesday, June 15 (cont.)

3:30 pm - 5:00 pm

5:15 pm - 6:15 pm
Golden CIiff

© 6:30 prn - 10:00 pm

10:00 pm - 10:30 pm
Staff Suite

Wednesday, June 16
7:30 am - 8:30 am
Ballroom 1

8:45 am - 11:00 am

11:00 am - 11:30 am

11:30 am - 1:00 pm
Ballroom 1

- 1:00 pm - 2:00 pm
Cantina at the
Keyhole Restaurant
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Functional Breakouts

Legislators (L) - Magpie

Legislative Staff (LS) - Room 302
Local Government (LG) - Room 317

- Business (B) - 402

Labor (LB) - 417
Education (ED) - Wasatch A -
Executive Agency (EA) - Wasatch B

Plenary Dinner

Team Work Sessions
Tearns will continue work on their project work plans.

CT Team - Room 217
WV Team - Room 302
1A Team - Room 317
WA Team - Room 402
KY Team - Room 417

Staff and Faculty Meeting

Breakfast
State tearns will dine together

Resource Consultations/‘l‘éam Work Sessions

Teams will have their last chance to meet with faculty individually and to
finalize their project work plans. : ,
CT Team - Room 217

WYV Team - Room 302

JA Team - Room 317

WA Team - Room 402

KY Team - Room 417

Hotel Check-Out

Plenary Lunch - '
Closing remarks will be made and teams will give final reports. -

Staff and Faculty Meeting

Workforce Policy Institute I, pags 7
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THE FLUID ECONOMY, 2010

It is 2010 and our economy is thriving, New businesses are forming rapidly, far in excess
of business closings. Businesses adapt to meet market demands. Their workers are fluid,
in a state of perpetual motion. and yet, this has only increased these businesses reliability.
People demand, and get, good products and services. In fact, our state’s businesses are
recognized across the globe for quality. Most of our businesses compete ion world
markets, with much of their revenne coming from overseas Customers.

The ratio of non-workers to workers is slightly greater than it was at the end of the 20th
Century, but official unemployment is lower; people who want to work always find it.
Workers are as fluid as businesses. People move in and out of the labor market voluntarily
to fulfill various ambitions -- raise a family, develop new skills, devote more time to civic
life. And those working spend fewer hours on the job than they did in the 1990's. Public
policies promote balance between work and other parts of life. People accomplish more in
less time than they could before, and they want more time for family and civic life. Our
public policies reinforce this kind of movement. We think of ourselves as the most
economically productive and family friendly state in the nation.

Current and future workers have an unbridied enthusiasm for leamning. at the same time,
our learning system meets our needs. After many aborted attempts to fix the education and
training systems of the 20th century, we started over. Beginning in 1995, we constructed a
new leaming network that promotes continuous development from early childhood through
old-age. Here's how it works:

Fundarmental skills are developed and honed in our family learning networks.
Children begin at age three in early childhood fundamentals, such as socialization.
Children work in clusters but progress at their own pace, along a leaning
continuum. Supported by mentors, parents, various specialized instructors, and
computerized learning programs, children gain the skills they need to succeed.
These include reading and reasoning, writing and critical thinking, fractels,
mathematics, chaos and scientific theory, teamwork, classics, diverse cultures,
civic life, health promotion, and language. Students must have mastered Chinese,
Spanish, and one other elective language in order to receive their "certificates of
mastery in fundamentals.”

Students vary in their pace for achievernent. On average, they complete the early
childhood program in three years and achieve their "certificates of mastery"” in
eleven. We do not, however, focus on their pace. Rather, we pay attention to
achievement, for we are convinced that with the right mentoring, every student can
succeed.

Family learning networks do not resemble the old school systems of the last century
(except that some are located in refurbished school buildings). The networks are
defined by linkages between students, parents, and knowledge purveyors, not by
school buildings and school boards. Community learning boards ensure that
students achieve mastery and the boards are accountable to the public and the state

for results.

ALLIANCE FOR REDESIGNING GOVERNMENT
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Speciatized occupational skills are acquired in the workplace. All workers
participate in training. No matter what job he or she performs, a worker
participates in an average of 20 days of training each year. The workplace is an
instituton of continuous learning and high productivity; firms view training as an
investment in productivity. Many provide their own training, supplemented by
private and non-profit vendors who prosper in the vibrant market for training.
Entrepreneurs are creating wide ranging programs for a highly sophisticated
clientele of workers and firms.

Workers not only receive trzining. They also frequently teach, offering seminars or
lecturing at the family learning networks or at other firms.

Institutes of High-Order Mastery are our 21st Century version of colleges and

. universities. Some choose to go directly to an Institute of Hi gh-Order Mastery after
acquiring their "ceruficates of mastery in fundamentals.” Others work first, the take
time off to attend. many alternate their time -- i.e., two years in the workplace, one
at the Institute. Anyone who has mastered fundamentals may attend an insttute.
Institute programs are rich and varied, offering many opportunities for life-long

learning.

Several factors propelied our ransformation. Slow economic growth, a long-standing,
statewide recession, and increasing demands for public services in the 1990's sent leaders
scrambling to create something better. Meanwhile people were becoming impatient and had

lost confidence in government.

Commissions and task forces struggled for years with how to improve the existing -
systems. Finally -- after many painful attempts to link systems and create more
collaborative services - we concluded that the systems were fundamentaily flawed.
Forcing collaboration between dysfunctional systems would only make matters worse. We
realized that we needed something more dynarmic, more responsive, more accountable 10
the people for results than any of our existing system could achieve. With bold state
leadership, we began a long-term process of building a new system.

ALLIANCE FOR REDESIGNING GOVERNMENT
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DISCUSSION QUESTIONS:

1. What recent trends or development s in your state lend support to this scenario?

2. What are the new opportunities that this future presents? How could you take
advantage of these opportunities?

3. What are the key dangers or problems that this future presents, and what could you
do to minimize them?

4. What values are explicit and implicit in this scenario? Are they values you share?
3. ‘What other futures are possible?

ALLIANCE FOR REDESIGNING GOVERNMENT
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Strategic Planning

Imagine a Future That Is Unlike The Past

nAll of our experience is with the past, but all of our decisions are about the future.
Many leaders have assumed that...the future would simply be a bigger and better
version of the world with which they are familiar. But in area after area today we
are confronted by true uncertainty. Increasing uncertainty requires more systematic
efforts to anticipate change and to envision the kind of future that we want to

create.” _
—Robert L. Oben, Institute for Alternative Futures

Action Planning * Policy Development ° Strategic Planning

Whatever one chooses to call the process, it is important and useful to
systematically make the effort to anticipate change. School to work transition efforts
are all about change. In the end they require us to change how students learn,
where they learn, and why they learn. Such levels of change are not without
conflict and consequences both anticipated and unanticipated.

HOW CAN THIS MATERIAL BE USED?

Use this summary of strategic planning to assess where yoﬁ are in the process and to
determine your next steps. Use the conference action planning sessions to clarify in
specific and concrete terms the next steps that you can take to build a school to work

system in your state.

OVERVIEW

The steps we discuss here (and these are not the entire process) include:

Developing a Common Vision

Understanding the Context / Scanning the Environment
Assessing Enabling and Inhibiting Forces

Determining Qutcomes

Building Strategies and Activities

Gaining Support '

Implementing

Monitoring and Correcting

JFF Notes/Snowbird, Utah/June 13, 1993
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DEVELOPING A COMMON VISION
Why do we need a common vision?

 To clarify hopes and expectations of diverse stake holders and participants;
+ To propel people, as individuals and in organizations into the future;
e To build ownership of and a commitment to a better future.

What is vision?

e Itis a shared picture of a preferred future.
e It is creating the future by taking action in the present.

Visions are captivating, compelling, clear and identifiable images of something
better. Vision language is spirited, heartfelt, and poetic.

The process of reaching a common vision can explore-and challenge deeply held
beliefs. It can engage many people in shaping their own future. It can inspire
creative, "out of the box" thinking. It can mobilize people to act. And it can
transcend the present and keep focus on the outcomes you seek.

To build a common vision, consider these questions:

What does success look like? What is different in your future for:

Students?

Teachers?

Employers?

Parents?

Post-Secondary Institutions?
Workplaces?

The Education System?

The Economy?
Government?

Your Community?

You need to understand the impact on these stake holders and particpants if you
are to be able to describe, understand, comrmunicate, and replicate your vision.

JEF Notes/Snowbird. Utah/June 13, 1993



IIP » SECTION 3 #* Page 16

UNDERSTANDING THE CONTEXT / SCANNING ENVIRONMENT

To reach your vision it helps to know how to get there from here. And to do that,
you need. to know where the here is.

Thus, what are the significan't trends and factors that influence your sfudents,
teachers, employers, your program, its region, the state and nation, etc.

Also, what trends and factors influence the values, knowledge, traditions, cultures,
demographics, economic conditions, technology, politics, policy, and work and .
learning opportunities that affect your program and the system of which itis a part.

Then, who are the stakeholders? What do they gain and lose with your vision?
What-makes them want to participate? What incentives will be effective? What

adverse consequences will they experience?

Finally, as you consider the trends and factors that are part of the context in which
you work, stop a moment to ask whether or not the different stakeholders see the
trends the way you do. What consequences might the variances have? What
significantly different outcomes would your environmental scan show if a few key

trends changed course?

ASSESSING ENABLING AND INHIBITING FORCES

Next step: a systematic analysis of what challenges, or inhibiting forces, and what
opportunities, or enabling forces, lie ahead. _

What is going well in your school workplaces, and community? Why? And how do
you know?

For whom are things going well? What factors contribute to this success? Who has a _
stake in continuing this success? How do the different stakeholders contribute to the

success?

What problems are being experienced that actually motivate people toward change?
How can these be used positively?

How do these add up to enabling forces that will encourage or speed up the
development of your vision and the programs and systems which it would create?

Conversely, what is not going well in your schools, workplaces, and community?
Why? How do you know? And for whom? What factors are contributing to these
problems? Who wants to maintain these conditions? Who loses if these problems

are fixed?

JFF Notes/Snowbird, Utah/June 13, 1993
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How do these add up to inhibiting forces that will slow or stop the development of

your vision and the programs and systems which it would create?

" PETERMINING OUTCOMES

Outcomes are:

Changes that should occur as a result of your actions.
Tangible, measurable, manifestations of vision.
Criteria to specify changes that will occur.
Long-term, but not indefinite.

Consider: What results? For whom? By when?

Then build priorities into your outcomes:

Which outcomes are most important?
According to whom?
Which outcomes are most feasible to achieve?

Which outcomes affect more people?
Work toward incremental successes? Or one major win?

BUILDING STRATEGIES AND ACTIVITIES

Strategies are like a road map, they outline the desirable route among several

possible routes.

To build solid strategies:

Know what is already in place.
Know how well current efforts are working.

Research effective strategies.

Understand how your needs are similar to and different from other
effective strategies.

Consider existing programs and how they relate to your strategy.
Determine new roles and relationships which influence strategy.

s Set sirategies in a timeline for action.

For each strategy, break it down into specific, concrete activities. For each activity
include not only what will be done, but by when, and by whom. As is often said, the
details are what make the difference. This level of planning pays off many, many
times in the time you will not need to spend correcting the mistakes of poorly

conceived action.

JFF Notes/Snowbird, Utah/June 13, 1993
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GAINING SUPPORT

One of the most serious deficits of this material is that it is presented in a linear
fashion. Gaining support is one of those activities that must be a constant function

if you are to succeed.

Real change begins with change processes that are inclusive from the beginning, and
which continue on through each step.

To gain support for your vision, your outcomes, and your means of
implementation: _

Identify the interested parties.

Get their ideas.

Determine what they consider success to be.

Develop a profile of supports, competitors, and opponents.
Learn how they think and talk about the concepts of your vision.
Listen to how they understand change, and what you propose.

s & 9 2 o @

- With this understanding, promote your vision:

Start at the top.

Start at the bottom.

Begin early. :

Determine when and how to involve others.
Be genuine about involving others.

Make the message dear and compelling.
Deliver the message often.

Deliver the message again.

Share credit. i

Keep the initiative visible over time.

IMPLEMENTING

Implementation is the stage to which too many of us leap d'irecﬂy, missing the
systematic planning that the prior steps allow. The earlier steps done well should
result in a clear picture of what is to be done, in the name of what vision, for what

- purposes, etc.
In this stage:
* Clarify what, when, who, and how.

* Target priorities.
* Provide guidance, training, and support to co-implementors.

JFF Notes/Snowbird, Utah/June 13, 1993
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¢ Continue the Gain Support activities.
» Stck with it.

Know that this is a long-term effort in most cases. Implementation activities need
to continue as your vision and its manifestations are adopted, adapted, and accepted

by stakeholders and participants.

Implementation usually needs a champion; it needs some one who can articulate
the vision, stay the course, and encourage others to pin the effort.

As you think about the specific needs of your co-implementors remember that in
most change processes it works to your advantage if people feel that they have the
skills the change requires and/or the environment in which they can learn the
skills, an organizational culture that supports risk takers, and a group to which they
can belong that supports and legitimates the change toward the vision.

MONITORING AND CORRECTING

Obviously, planning cannot foresee all needs in advance, nor all of the adverse
consequences or benefits of your vision. Monitoring and correcting is the work of
changing mid-stream what you are doing to adapt to current realities.

One of the most effective ways to check progress is to focus on results; keep the
anticipated outcomes in full view and check progress toward them.

Use performance standards, benchmarks, or indicators to assess current progress and
to determine areas in which you need to correct or stay the course.

As implementation begins and continues, the monitoring and correcting stage can
easily seem to get in the way of more immediate concerns. Know this ahead of time
and specifically identify how you will monitor and correct your work, even during
the difficult imes. Set aside--ahead of time—the resources to do so.

JFF Notes/Snowbird, Utah/June 13, 1993
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FRAN[EWORK FOR POLICY

DEVELOPMENT

v/ Develop a common vision

v/ Understand the context

v/ -Assess opportunities and problems

v/ Determine outcomes

v Bﬁild strategies

v o | (;’rain support

v Develop performance accountability system
v/ Implement approach

v/ Monitor progress by focusing on results

v Make course corrections
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=] FRAMEWORK FOR POLICY
DEVELOPMENT

Correct Context

SUPPORT
Opportunity

Problems
Monitor
Outcomes
~ GAIN
Implement SUPPORT
. Strategies

Performance
Accountability
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7] DEVELOP A COMMON VISION
IMAGINE A FUTURE THAT IS UNLIKE THE PAST

"All of our experience is with the past, but all of our
decisions are about the future. Many leaders have
assumed that...the future would simply be a bigger and
better version of the world with which they are familiar.
But in area after area today we are confronted by true
uncertainty. Ihcreasing uncertainty requires more
sysfematic efforts to anticipate change and to envision

the kind of future that we want to create”

Robert L. Olsen, Institute for Alternative Futures
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F] DEVELOP A COMMON VISION

WHAT IS VISION?

Vision is a shared picture of a preferred future.

Vision is creating the future
by taking action in the present.
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‘B3 DEVELOP A COMMON VISION

VISIONS ARE:

v Captivating
Ve 'Compelling

v"  Clear, identifiable images
of something better
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o

VISION LANGUAGE IS:

v/ Spirited
v’ Heartfelt

v Poetic
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[ DEVELOP A COMMON VISION

WHY DEVELOP A VISTON?

To clarify hopes and expectations
of a diverse public.

To propel people, as individuals
and in organizations into the future.

To build ownership of and a commitment
to a better future.
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Tl DEVELOP A COMMON VISION

WHY DEVELOP A VISION?

To clarify hopes and expectations
of a diverse public.

To propel people, as individuals
and in organizations into the future.

To build ownership of and a commitment
to a better future.
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Losig

£ DEVELOP A COMMON VISION

VISIONING CAN:

Explore and challenge deeply felt beliefs,
values and assumptions which underlie our
thinking and motivate our behavior.

Engage many people in shaping their future.
Inspire creative, "out of the box" thinking.
- Mobilize people to act.

Transcend the present by looking beyond

the next budget cycle, legislative session,

or election, and by reaching beyond agency
boundaries. -

Keep the focus on outcomes.
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T3 DEVELOP A COMMON VISION

IMAGINE THAT IS THFE YEAR 2010.

FFORTS TO DEVELOP A SKILLED WORKFORCE

BEGUN BACK IN 1993

HAVE BEEN A HUGE SUCCESS.

What does thjs success look like?
What is different for workers?
Families?

Workplaces?

The economy?

.T he education system?

Government?
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7 UNDERSTAND THE CONTEXT

TO GET FROM HERE TO THERE,
IT HELPS TO KNOW WHERE HERE IS.

WHAT ARE THE SIGNIFICANT.
CURRENT TRENDS/FACTORS
WHICH INFLUENCE YOUR WORKFORCE?

workers

communities
| s?ates

regiohs

the nation

the world
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v
v
v

N

{3 UNDERSTAND THE CONTEXT

WHAT ARF THE SIGNIFICANT
CURRENT TRENDS/FACTORS

WHICH INFLUENCE YOUR WORKFORCE?

Values
Knowledge
Tradition
Culture

Occupational
history/demographics

Local economic
conditions

v

U T Y

N

National economic
conditions

International economic
conditions

Technology
Politics
Public policy

Educational
opportunities

Others
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7 UNDERSTAND THE CONTEXT

WHO ARE THE STAKEHOLDERS?

v  Workers

v Service providers

v Businesses

v Educators
v Customers

v’ Others
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3 UNDERSTAND TEHE CONTEXT

WHAT ARE THE TRENDS?

What factors are significant
in determining current outcomes?

What factors are significant indicators
of better or worse outcomes in the future?

Which of these factors are within
~ the influence of state government?

Do other stakeholders see these factors
the way you do? If not, how might they see them?
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()] ASSESS OPPORTUMTIES AND
"PROBLEMS

THE GLASS IS HALF FULL
 'What is going well in your economy,
your workforce?
Why?
How do you know?

For whom are things working well?

What are the factors contributing to this success?
‘Who has a stake in maintaining this success?

Who has a stake in limiting this success
to those already benefiting?

How does government contribute to this success?

What is likely to change in the future?
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PROBLEMS
THE OTHER HALY OF THE GLASS
Yhat is not going well in your economy,
your workforce?
Why?
How do you know?
For whom are things not working?
What are the factors contributing to this?
Who has a stake in maintaining things as théy ﬁre?
- Who has a stake in improving things?
How does government contribute to the problem?

What is likely to change in the future?
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% DETERMINE OUTCOMES

v/ Outcomes are chémges that should occur
as a result of your actions.

v  Outcomes are the tangible, measurable
manifestations of vision.

v/ Outcomes specify changes that will occur
for people, places and circumstances.

v Outcomes are long-term but not indefinite.
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OUTCOMES

v What results?
v For whom?

v By when?
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| [ DETERMINE PRIORITY
OUTCOMES?

v/ Which oufcomes are most important?
According to whom?

v Which outcomes are more feasible to achieve?

v Which outcomes affect more people?
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O] BUILD STRATEGIES

THERE ARE MANY WAYS
TO GET THERE FROM HERE

Strategies are like a AAA Trip Tik, they highlight
a desirable route among several possible routes. .

Policies and programs are parts of a strategy.
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0l BUILD STRATEGIES

Know what is already in place.
Know how well current efforts are working.
Research effective strategies.

Understand the underlying principles and
conditions that contribute to effectiveness.

Understand how your circumstances compare.

Pay attention to changing roles and relationships
and the potential for conflict.

Understand how existing programs and
cross-cutting systems relate to your strategy.

Consider scale.
Determine new roles and relationships.

. Determine timeline for action.
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73 GAIN SUPPORT

"IF THE DOGS WON’T EAT IT,
ITS NOT DOG FOQOD."

This is a simultaneous, not a linear process.

Real change begins with change processes.
that are inclusive

iany kb
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] GAIN SUPPORT

MARKETING =
MERCHANDISING AND PROMOTING POLICY

I\’Ierchandlsmc is what you do to determine What
the policy should be.

Promoting is what you do to sell the pdlicy.
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Ld GAIN SUPPORT

MERCHANDISING

v Identify the range of interested parties.
Get their ideas.

v"  Determine what they consider success to be
and how they would achieve it.

Identify other likely investors.

Develop a profile of supporters,
competitors and opponents.
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79 GAIN SUPPORT

PROMOTION

Start at the top.
Start at the bottom. -
Begin early.
Determine when and how to involve others.

- Be genuine about involving others.
Make the rnessage clear and compelling.
Deliver the message often.

Share credit.

S N N N N N NN

Keep the initiative visible over time.
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{1 DEVELOP PERFORMANCE
ACCOUNTABILITY SYSTEM

A PERFORMANCE ACCOUNTABILITY SYSTEM
PROVIDES A FRAMEWORK FOR MEASURING
BROAD OUTCOMES, NOT JUST AGENCY
PROCESSES OR WORKILOADS

Define outcomes.
Determine performance standards.

Select performance indicators.

NN NS

‘Report results.
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- 1

3] DEVELOP PERFORMAN CE
| ACCOUNTABILITY SYSTEM

" DEFINE_OUTCOMES

Outcomes are results.

_ They are clear and observable over time.
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] DEVELOP PERFORMANCE
'ACCOUNTABILITY SYSTEM

DETERMINE PERFORMANCE STANDARDS

Standards are targets for achievement along the
route to success.

They should be ambitious but realistic.

They should be clear to those who will judge the
success of policy, and those who will be held
accountable for achievement.
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0] DEVELOP PERFORMANCE
ACCOUNTABILITY SYSTEM

SELECT PERFORMANCE INDICATORS

v Indicators are a proxy
for what we really want to measure.

v Select a few good indicators.

v~ Know what the indicators say
and what they don’t say.

v Collect indicators on a regular basis over time.
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T3 DEVELOP PERFORMANCE
ACCOUNTABILITY SYSTEM

REPORT RESULTS

v The public
v  Political leaders

v Program managers
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7 IMPLEMENT APPROACH

v Clarify what, when, who, how.
v/ Target priorities.

v/ Provide guidance, training, support.

/  Stick with it.
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d MONITOR PROGRESS BY
FOCUSING ON RESULTS

v Qutcomes
v Performance standards

v" Performance indicators

v/ Interim tracking
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'] MAKE COURSE CORRECTIONS

USE IT TO MAKE IMPROVEMENTS.

\

\

1 _ - _

. THIS IS A LEARNING SYSTEM,
i




FACULTY NOTES: GLORIA FRAZIER
Education Reform and the School-to-Work Transition
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EDUCATION REFORM AND SCHOOL TO WORK TRANSITION

A Workforce Policy Institute

June 12-16, 1993

Gloria G, Frazier
WEB Associates
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EDUCATION REFORM AND SCHOOL TO WORK TRANSITION

The Objective

To determine how states car influence systemic change in public
education to support the development of a highly skilled productive

workforce.

The Challenge

The challenge is to create systemic solutions ard not fund new short-term programs
or try to change only pieces of the sysiem. The current system has been in place long
enough that those vested in the current system have established power bases which
resist change. We seem to be past trying 1o place blame for the current education
system and moving to constructing a new educational system which operates in an
equal partnership with all other stakeholders in the public and private sectors,

The challenge is to c¢reate conditions that reinforce the changes needed to sustain
both human and economic development at the highest levels.

This is important because:

1. The economic survival of individual Americans and our collective society
requires a high performing learning system, different from the current structure
which was designed meet agrarian and machine age needs.

% The advancement and growth of our society is dependent upon direct linkages
which reinforce the interconnected nature of economic development, workforce
development and educational development.

3. The rapidly changing nature of work and the phenomenal increase  of
technology and information in the world requires that a larger portion of our
workforce be more knowiedgeabie and skilled than ever before in our history.

4. Comparisons of projected demographics of our future workforce with the
current achievement results of persons in and emerging from American public
education suggest that without making. any changes to the current leaming system
there will be even fewer skilled workers than now.

5. Unless all individuals understand how they are, and will continue 10 be part of
shaping a society which enhances their lives and the lives of others, they will be less

productive or nonproductive.

6. Unless we can stimulate every individual to continuously extend their
knowledge and skills throughout their lifetime, and apply their talents to advancing
America, we will not be a high performing society. :

Education Reform and School to Work Transition - Page 1
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The Context

1. In the past ten years, we have reached agreement in almost all sectors of the
society on the imporance of the link between human development and economic
development. We now acknowledge that we must be concerned with the leaming

achievements of every persom.

2. . The dialogue has shifted to focus on both the outputs and. inputs of the
educational system. This has accelerated discussions about what we want students to
know and be able to do. However, these discussions often result in actions which
merely refine current practice rather than creating a new paradigm for learning.
We are still tinkering with the antiquated system, often for political expediency and

acceptance.

3. There is growing agreement across the sectors of our society on the problems
which prevent the current education system from supporting future workforce
needs. We acknowledge that the changes must be systemic and that the education
system must be changed at the local, state and national levels. We have begun 1o
identify and implement strategies and practices which seem to have promise for

increasing achievement.

4. There are limited local, state or national incentives for local school systems 1o
change the way they do business. Funding formulas, policies and regulations most
often reinforce the status quo and do not facilitate systemic changes which suppont

optimal learning.

5. Many in the business sector have been engaged in retcoling - and reengineering
their companies to high performing organizations during the past decade. They
have set standards for high performance through the Malcolm Baldridge National
Quality Award which encompasses a system which requires the transfer of
knowledge and skills about high performance to other organizations. No such
standards or transfer system exists yet within public education.

6. The business sector has a history of investing in human resource development.
However, the cost of training and retraining employees has become very expensive
as the complexity of work has increased and the skills of entry level workers have
decreased or are not aligned with workforce skill needs. Companies which have won
the Baldridge award have spent between 3-5% of salaries and wages on Total Quality
Management training and other human resource development training.  Most school
districts spend between 5% - 8% for human resource development. During the past
ten years benchmark school systems in human resource development practices
spent, at the most, 2.5% on training.

7. The business sector has always been driven by bottom-line profit for all
products and operations, since the consequence is bankruptcy or stopping operations
Meanwhile the education sector has been driven by iniemally generated criteria
such as: number of graduates, acereditation standards and graduates matriculating tQ
four-year postsecondary institutions. without the consequence of being closed down
if they do not achieve high levels of success for all swdents. External and internal -

Educaticn Reform and Schoot to Work Transition Page 2
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expectancies for public education have created an environmental context in which
the public education system is being pressed for product and fiscal accountability.
The pressures for change have resulted in consequences for public education such as
vouchers, charter schools, choice within the school system. and district or state

takeovers of low performing schools and districts.

8. The business management infrastructure is generally designed 1o support the
value of strategic planning, access to up-to-date information and access to others
through sophisticated communication systems and effective accountability systems.
The education management infrastructure rarely has been "designed to support these
functions in terms of time, financial resources or staff. Local, state and national
legislation, policies and funding rarely support these functions.

9. The work culture of the past has been to encourage individuals to identify 2n
occupation and that there will be 2 ladder of advancement for those who perform
well. That paradigm no longer exists and is predicted- not to exist- in the futerz. What
constitutes a "career path" is being redefined. Labor futurists predict that students
in elementary school today will have between six and eight different jobs during
their lifetime. The education and training for this paradigm demands quite a
different learning environment.

10. Undl recently, 2 skilled workforce could be selected from a large available labor
pool. Only a limited number of college graduates or high skilled employees were
needed. Today the situation is very different. Every employee must have more
advanced knowledge and skills. The future labor pool will be characteristically
different because we know:

« 77.7 of the people are living in metropolitan areas
» Racial and ethnic groups are increasing,
- The young minority population is the fastest growing group
« 40% of the people living in families below the poverty level are children
under eighteen
~» Just over 50% of the students in school today will graduate from one pareat
families ' '
. More than 25% of our children are not completing the twelfth grade
+ Entry level jobs are requiring higher skills and middle management jobs
are decreasing.
These shifts present a different context for thinking how best to prepare and
continually develop the workforce. Our past policies and practices were designed for
a less diverse and wealthier labor pool to sift the most knowiedgeable and skilled
employees from a larger labor pool :

11. Historically, we have segregated academic leaming and vocational leaming.
The culture has been to value academic learning more than vocational leamning. We
have just begun to understand the need two link the best leaming practices of both
arenas for all students. Additionally,” we now believe the integration of academic
preparation and work preparation needs to begin in elementary school and continue
throughout a lifetime. The K-12 integration is being discussed as a comprehensive
school-to-werk transition system. There is growing agreement among the leadership
of multiple sectors of society that work-based learning experiences are necessary to
fully prepare the workforce. '

Education Reform and School to Work Transition Page 3
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Guiding Principles for Formulating Policy

1. Legislation and policies which provide incentives for creating strategies and
practices which:

« leverage the greatest change « achieve the highest quality of leaming

. for the largest number of people
. in the shortest period of time
. for the least amount of money

2. Legislation and policies must be directed at systemic change rather than
primarily supporting limited, pilot programs o©f targeted population programs.

3. Legislation and policies maust provide incentives to both employers and
educators 1o invest in the joint design and implementation of. a school-to-work
transition system which integrates academic and work-based learming and results in

higher performance.

4. Legislation and policies must drive teaching and learning practices which are
xnown to produce desired results.

5. Legislation and policies must set expectations, rewards and consequences for all
engaged in learning.

6. Legistation and policies must define and reinforce 2 complex learning culture
for education which: o :

. Suppors lifetime learning experiences for youth and adults

. Collaborates with all stakeholders, public and private

. Uses state-of-art tools and information

. Decentralizes data based decisionmaking

. Uses problem-solving and formative evaluation data 10 drive change

Policy Options

1. Since people leam at different rates and in different ways. we should encourage
systemic changes in education which allow different uses of time, space and types of

learning materials.

2. Minimal competency testing will not assist in developing a quality highly
skilled workforce, so testing and assessment initiatives should be supported which
will provide performance data for students which refiect high standards.

3. We create new ways of generaung collaborative participation by labor
organizations which will result in their membership convinced that the needed
changes in the education system will not worsen their working conditions.

4. Currently legislation and policies targeted at specialized populations must be -

revised to reverse the fragmented, isolated and disconnected programmatic
approaches which they have encouraged.

Education Reform and School to Work Transition ' Page 4
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5. When funding governmental agencies overseeing education and training in
school (K-12 and postsecondary) or work seutings, requirements should reward:

- Collaborative development and implementation of systemic initiative
+ accountability in using best teaching and leaming  practices

« Plans for scaling up of initial efforts
» Incentive mechanisms for employers to provide paid work-based lezarning

experiences '
» Fund inutiatives which have a education, development or training

function which is designed consistent with the vision for what promotes
individual and organizational leaming.

8. Assess the quality of human resource development initiatives in terms of results
in knowledge and skill performance.

7. Provide incentive mechanisms to the education and business sector to use each
others expertise to. create high performance human resource development systems.

8. 'Encourage the setting of industry standards for quality performance for both
youths and adult workers. ' . :

9.  Ensure that leamer outcomes support the acquisition and’ application of
knowledge, skills and attitudes that promote high performance.

10. Support initiatives which restructure the education system management
infrasiructure 10 support a leaming culiure (e.g. state-of-the-art uses of technology
to access information and to communicate with others geographically distant,
decentralized decisionmaking, self-directed work groups, variety of teaching
practices which support varying learning styles, students working and learning in
teams as well as individually, linking academic leaming with the world of work),

11. Replace prescriptive policies which focus on "how to” do something rather than
focusing on the expected results or learning conditions expected to be provided {e.g.
requiring minutes of time spent on school subjects vs. standards for leamer

outcomes).

12. Timelines for results should be consisient with the research on individual and
organizational change, :

13. Understand that if the use of time and space is not changed within the education
system, we can be that there will be no systemic restructuring which enhances

learning for ail students.

14. Begin 10 explore the implications of changes for labor and how current
contracts may be impeding change and take steps to remove contractual constraints.

15. Determine which changes in the educational system are too expensive for every
district to implement and find state or national ways to provide equity for all leamers
(e.g. the super technology highway efforts, performance assessments, curriculum

framework development).:

Education Reform and School to Work Transition Page 5
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Strategies for Implementation

1. Build 2 consistent message about the need for continucus lifetime learning that
includes academic and work-based leaming.

2. Build a cross-stakeholder constituency of state leaders that c¢an mobilize support
for systemic restructuring of “the public education system and the integration of
academic and work-based learning.

3. Showcase employers, educators, union leaders, policymakers and govemmental
agencies which are implementing benchmark systemic changes.

4. Educate the media and expect them to educate the public on the new paradigm
for learning within your state.

5. As often as possible explain to the public why the changes are needed in the
education system and how the changes have the potential to enhance their standard

of living.

6. Expect employers, educators (Pre-K though postsecondary and in¢luding
techpical institutions), union leaders, other policymakers and governmental agency
leaders to meet to discuss the issues together before they come to you in one-on-one

sessions.

7. Expect that labor and trade associations are deeply involved in designing the
new directions for education and training within the state.

8. Encourage Sstate agencies 10 provide regular analyses of workforce demographic
data and labor market trends within the context of specific policy questions.

9. Create a critical mass of legislators and state leaders willing to work together to
sell the needed systemic changes and to resist pressures not change the current
education system which produces at most between 10% - 20% high performance

workers.

Educaticn Reform and School to Work Transition Page &
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Teaching in the 21st Century: 10 Predictions

1. A greater focus on learning outcomes that are applicable to service-
and information-oriented jobs.

2. Increased reliance on technological means of delivering curriculum..

3. Instruction that relates to a student population more ethnically and
culturally diverse than today's.

4., New programs and practices geared to the greater diversity in
students’ family lives. -

5. Quality educational services delivered with ease and speed.

6. Further shifis of control from the central office to the building level.

7. Alternative ways to train, recruit and certify teachers.

8. New alternatives to public education.

9. New curriculums that reflect the increasing interdependence of world

nations.

10. More (and more complex) values questions for educators to confront.

From "Curriculum for the New Millennium,” by LeRoy Hay and Arthur Robcrts,
September 1989 Educational Leadership.

s

T
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Steps Leaders Take to Actualize Their Visions

. Yaluing

. Reflection

. Articulation

. Planning

. Action

They see the vision.

They "own" the vision.

They make their private vision a public one.
Tiley develop strategies.

They mobilize people.-
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y o Quahry L»eadersmp

John Adams Model for Transforming Work

HIGH PERFORMING

» ldentify Potentials
Strategic Navigation
Evclution
Create Metagysticms
Holistle Leaderchip

& & 4 @

PROACTIVE

Sct Mission & Objectives
Plan Long Range

Manage Performance
Develop Organization
Transformational Leadership

. & 4 4 &

RESPONSIVE

Set Goals

FPlan Actions

Solve Problema

Buid Teams
Situatcnal Leadership

- & & 9 @

pd

. REACTIVE

Survhal

Protectdon

Fault Findin
Salf-Centere
Punishing Leadership

An organization needs to move {change) toward the HHGH PERFORMING level
of the above model. In order to effectively do this, an organization needs a
leader as a change agent. Moving through each step in this model would
require a paradigm shift.
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Sfagés of Change Commitment
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DISPOSITION
THRESMOLD
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. Amateness of
Change

————— NEGREE OF SUPPORT FOR THE CHANGE
Poopaatum
[*hane

t. Cantagy
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HOW PEOPLE ACCEPT CHANGE

" INNOVATORS R 1% TO 3%
. EARLY ADOPTERS | 13%
'k EARLY MAJoi 349
|' " LATE MA_]ORI'fY - 34% "
" LAGGARDS | | 163

Communications of Innovations Roger and Shoemaker. 1971,
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The Seven Stages
of Transition '

7
Integrating

6

‘ 2 Searching for
Minimizing the Impact Meaning
5

Testing the Limits

1

Losing Focus 4

Letting Go of the Past

Source: Life Changes: Growing Through Personal Transitions,
Sabina A. Spencer and John D. Adams, Impact Publishers,

San Louis Obispo, CA: 1990.
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I STAGES Of SCHOOUNG EVOLUTION

The concept of restructuring education can be seen as part of an evolution of schooling
from the 20th century industrial school to the 21st century learning community.

Iproved )
Sage ! Stages of
ity School Evolution

Stage 1 - Industrial Schools: An assembly line approach characterized by screening of
students, age-graded group-based instruction, - repetitive paper-penci seatwork,
fragmentation of learning time, top-down decision making and staff isolation.

Stage 2 - Conventional Schools (Improved): Similar characteristics to the industrial model
school, but with significant steps taken to improve efficiency and effectiveness.
_Improvements focus on effective schools strategies such as instructional techniques and
classroom management, and on reform measures such as currcular requirements,
lengthening the day and programs to fix crisis areas. '

Sl.a%e 3 - Restructured Schools (Transitional): Premises of the earlier models are
challenged and systemic efforts are made to redesign schooling by reallocating and
reordering resources available from the conventional school structure. Basic roles and

functions are reexamined and school restructured consistent with the visions of these-

roles, student needs and leaming prindples.

Stage 4 - Leaming Communities: In a learning sodety, the total comrmunity works to
meet the leaming needs of all dtizens throughout each person's life. The school
becomes one of many centers of learning. "The collaboration of school and a diversity
of other institutions, settings and options . produces a new synergy in leaming
oppertunities and community commitment. Scheoling. serves cross-generational needs
as a developer of human beings.

. Strategic Opﬁons Initiative
Denver, Colarado
March, 1990
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Systems Thinking

e Seeing the big picture.

¢ Appreciating thé interdependencies.

o Giﬁng voice and atten_tion to the long-term.
e Anticipating unanticipated consequences.

@ Understanding how we create our own futures.
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While traditional organiiations require management systcms
that contfol people’s behavior, learning organizations invest
in improving the quality' of thinking, the cépaciiy for
_.reflection and team learning, and the ability to develop
shared visions and shared understandings of complex business
jssues. It is these -capabilit'ies that will allow learning
organizations to be both lo_callj' controlled an.d more well'

coordinated than their hierarchical predecessors.

Peter Senge




[P + SECTION 3 #+ Page 71

I EARNING ORGANIZATIONS

Organizations where people continually expand their capacity
to create the results they truly desire, where new .and
~ expansive patterns of thinking are nurtured, where collective
aspiration is set free, and wh:ére people are continually

learning how to learn together.

Peter Senge



Who is more importanf than what

Belief that people are motivated by self-interest
and power

Winners and Losers
Concentrated Power

~ Authoritarian Environment
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Distinguishing Between
Reform and Transformation

Reform | Transformation

External - Internal
Deficit orientation Growth orientation
Authority - based Personally-based

- Top-down Bottom-up
Short-term | Long-term
Perfection Quality
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. Required Cuitural Changes

- A Cultural Shift

From a primary focus on:
Short term results

Management

Control

Functional org?.nizédon

Action

Gubfccl/Gut fact - driven decisions
Estimates of performance
Addressing symi:toms -
Individual contribution
Employees as an expense
Bc;'ttom-linc oriented i
Organizatonal needs

Results | _

" Goals within each department
Annualbiennial business planning
Employee review/rating

Annual mznagement review

Requires Changes in:
Awareness |
Understanding
Aninde
Behavior

To a primary focus on:

Long term resuits

Leadership

Empowerment

Cross-functional organization
Process

Data/analysis - driven decisions
Measurement of performance -
Solving problems

Balancing individual and team effort
Employees as value-creatng assets
imProvcmﬂnt oriented o
Customner needs

Process to achieve results
Goals across the drganizaﬁqn
Long range business planning
Employee counselling/development

Continuous management review




PROBABLE DIRECTI
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Appendix A

Df.vclopcd by
For Lecarning Trends

ONS FOR RESTRUCTURING EDUCATION

Dr. Shirley McCune and Dr. Ed Larsh

Cognitive Goals

Affective Goals
Curriculum

Job Preparation

Changing lostitutional
Patterns

Changing Methodologics

DIRECTIONS IN
AN INDUSTRIAL

_ SOCIETY

Basic Shﬂs

" Speific training

Right to read
Unicultural
Literacy as survival skill

Large organtzaticn skills
Organization depeadent
Single family encalation

Lcarning discipline skills

Standardized programs

Computer as separalc vocational
and literacy skill

Standardized programs

Single-career preparation

Late skill development

Distinct vocatioaal education
prograzms

Single district systeat
Central office management
District singke *product”
Top-down, i

Superintendent focused
Group instructicn

Traditional mstructiona) methods
Instructor fprint-based systems
Computer-assisted instruction

ed decision making

DIRECTIONS IN
AN INFORMATION .
SQCIETY

Stronger higher order skills
Generalizable skills

Right to excel

Global education

Many literages, more than one

language

Small group skills
Independent catreprencurial
Support group oncotation

Interdisciplinary programs
Varied program options
Computer as learning tool i all

Varied program oploas

Multiple-carcer peeparation

Early skill development

Career /vocational gducation s
an integral part of education-
communily CIPCICns



r le Directions for R

_AREA
i r 1

Expansion of Cutrent Roles

New Roles

New Arcas of Knowledge
& Skills

ing of ion

Rationale and Scope "
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in ion

DIRECTIONS IN
AN INDUSTRIAL

Teacher as subject-matter expert
Teacher as standards-setter

Teacher as_dclivf.rcr of services

Prinapal as middle manager

Princpal as ceotral office conduit

Superiotendent as preserver of
tradition

Sup;cri.ntcndcnt as educational eader
Student as recipicat of knowledge

Schoo! Board as community servants

Textbook and software industrics as
and resource developer

Outside training consultants

Subject-matter knowledge
Single disdpline farcas expertise

Maintain tradition

Individual development (schooling)

Limited support for youth services

Education 2s an expenditure

DIRECTIONS IN ~

AN INFORMATION
SOCIETY -
technologies

Teacker as manager/faclitator

of information
Teacher as self-coocopt
deweloper
Teacher as instructional/
curriculum manager &
planoer o
Prindpal 25 curriculum leader,
developer and neighbor-
bood Liaison as well as

eatreprencur
Superintendent as future-
orieated planner (manager
of change) )
Superintendent as community |,
leader & resoures developer
Student as exteoded “teacher”
for stafl and other students
School board as directors of
multi-milioa dollar :
businesses

Computer software development
who supplement and
talor sofrware 10 local needs
Fuil;t&mc inslitutional training
Applications of knowledge
Interdisciplinary and learning
0cesscs
row to learn (earming
Program mianagement
Manage change

Economic development (forming
buman capital)

Expanded support for total
tati .
Education as an mvestment

B L N

o e i .y B e
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Probable Directions for Restructuring Education (sonld

AREA
Sources of Funds

DisLn'bm.ibn of Funds

Community Qutreach

School Community &
Partnerships

School, Pareat and Student
Roles

DIRECTIONS IN-
AN INDUSTRIAL .
SOCIETY

Local taxcs
Public tax funds

Schools as limited revenuc produding

institutions

' Equalization of fuads among districts

Undifferentiated salarics
Single plan of employee benelits

Business as coasumer of educational

- produats

Formal hicrarchies
Time-limited programs
Unitary systems

School as only karning site

School as education ccoter

School district: youth oricnted

Schoo! as isolated educational
institution

Parent as adwvisor

Parcnt as passive consumer

Student as passive consumer

85

DIRECTIONS IN
AN INFORMATION

SOCIETY

Continued expansion of state
funding and targcted funds
Extended business support and

user fees
Education-related functions and
scrvices 1o produce revenue

Grealer emphasis oa lnesnlve
funding ted to district
performance

Basc salaries with incentives

Meou of employee beaclits

Business as paticpant and
lcarning resource

Open communications petworks

Flexble, coctinuing education

services
Lza.rx!ing community, multiple

options
School /home /business Icarning
sites

School as community centér for
varied ages and serviees
School district: Gife-loag
lcarning orieated |
s:hoqlummnnitysu'ﬁcc
A s

consumer/decision maker

Studest as integral part of
school community and as
peer instructor
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Appendix B

WHAT EDUCATIONAL RESEARCH AND TRENDS DATA SAY ABOUT
AMERICAN SCHOOLING IN TRANSITION TO THE 21ST CENTURY -

Developed by
Dr. Jerry Villars
Educational Consultant

INDUSTRIAL AGE SCHOQLING EMPHASES.

(A Need to Move From This)

1. @ Topdown organizational structure 1,

at statefschool district levels

2. ® Cooventional K-12 curriculum -

(ages 6-18)

® FProliferation of course titles

3. @ Community involvement in school 3,

_ activities

4. ® Fragmented learping time and : 4,

curriculum

® Limited teacher planning

5. @ Teacher isolation/student overload 5.

INFORMATION AGE SCHOOLING EMPHASES
(Toward This).

@ Decentralization of decision-making

© Partidpalive management

® Reduction of federal-state level r_cg’uhﬁon.s

® Dedsion-making closest to where actions are
carried out

@ Clear accountability

Earlicr student entry-carfier exit (eg. studests
organized according to 3 age dusters 47, 8§12,
12-15) .

Simplified, core curriculum (kess i more) -

Life long options '
Globalization (emphasis\ oo world as community)
Cormunity/school shared owncrship and

. and accountatiliby for scbool's purposcs and
accomplishments

Flexible schcduﬁng

Inceased emphasis oa intcr-disdplin:ry
learning : '

® Inter-school staff plannimg-improved-cur icula

® lacreased eollegiality of staff
House models (schools within school) as cac

possible organizational option
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Wwhat E ion h :
(A Need to Move From This) : (Toward This)
6. @ Tracking practices | 6. @ Personatized progr.lms for every student
® . Minimal teacher/parent aspirations @ High expectations for the educability of every '
and expectations for culturally child

disadvantaged/at-risk studeats

7 @ Studest promotion based upon time 7. @ Promotion based upos performance (know bow,

speot — Coapie questonauice can do) given lime, obtaisable objectives and

evidence of accomplishment clearly understood standards

8. ® Low cognitive skills /memory level 8. ® Higher order reasoning/problem solving abilities
tasks

9. @ Student as passive consumer of 9. @ Student as active particpant in formulating
knowledge in teaching/lcaraing and accomplishing relevant (real Life) objectives
sciting.

@ Studenis’ preparation for life-long learning,
learning to learn

10. @ Impersonal character of student- 10. @ Increasing positive, supportive (timely) feedback
teacher relations _ _ to students regarding school performance .

® Emotional flatness of typical classroom @ High touch/concem for afective, cmotional pecds
settings of child

Elaborated advisory-advises strategies
11, @ School based lcarning, textbook 11. @ Increased out of school learning opportunities

ariented )
‘ Increased applications of technology to schooling
d ._ peeds (g compulers, television, etc.)

12. ® Flatpess of teachers’ salary incentives, 12 @ Career hadders and diﬁcrcnﬁ;.l stafling pay
profcssional growth options ' based oa roles and res ilits

13. ® Piccemeal, high maintenance focus en  13. @ Systematic approach to structural change over
organizational improvement extended period of time (transformation)
(reformation) ’
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LEARNING: THE EMERGING PARADIGM*

ASSUMPTIONS OF THE QLD
PARADIGM OF EDUCATION

Imphasis on content, acquiring a
body of "right” intormation, once
and for all.

Learning as a product, a
destination.

Hierarchicz] and authoritarian
structure. Rewards contormity,
discourages dissent.

Relatively rigid structure,
prescribed curriculum, '

Lockstep procress, emphasis on
the "appropriate"” ages for
activities, age segregation.
Compartmentalized.

Priority on performance.
tmphasis on external world.

Inner experience often
considered inappropriate.

Guessing and divergent thinking
discouraged.

fmphasis on analytical, linear,
left-brain thinking.

ASSUMPTIONS OF THE NEW
PARADIGM -OF LEARNING

fmphzsis on Tearning how to learn,
how to ask good questions, pay
atsention %o the right things, he
open to and evaluate new concents,
have zccess to information. What
is now “known” may change,
importznce of context.

Learning as a process, & journey.

foalitarian.  Candor and dissent
permitted. Students and teachers
s

ee ezch other as people, not roles.

EﬂCSUT‘&QES autonomy.

Relatively flexible structure.
Belier that there are many ways to
teach a given subject.

Flexibility and integration of age
groupings. Individual not
automatically limited to certain
subject matter by age.

Priority on self-image as the
generitor of performance.

Inner experience seen as context
for learning. Use of imagery,
story-telling,. dream journals,
"centering” exercises and

exploration of feelings encouraged.

Guessing and divergent thinking
encouraged as part of the creative
process.

Strives for whole-brain education.
Augments left-brain rationality
with holistic, nonlinear and
intuitive strategies. Confluence
and fusion of the two processes
emphasized.
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ASSUMPTIONS OF THE OLD
FARADIGM OF EDUCATIOR

Labeling (remedial, gifted,
minimally brain dysfuncticnal,
etc.) contributes to seif-
fulfilling prophecy.

Concern with norms.

Primary reliance on theoretical,
abstract "book knowledge.™

Classrooms designed Tor
efficiency, convenienca,

Bureaucratically determined,
resistant to community input.

Fducation seen as a social
necessity for a certain period
of time, to inculcate minimum
skills and train for a specific

role.

Increasing reiiance on tech-
nology (audiovisual equipment,-
computers, tapes, texts},
dehumanization.

Teacher imparts knowiedge,
one-way sireet.

*See the Aquarian Consgiracy by

ASSUMPTIQONS OF THE NEW
PARADIGM QF LEARNING

Labeling used only in minor
pfescriptive rogle and not Zs
fixed evaluation.

Concern with the individual's
performance in terms of potential.
Interest in testing outar limits,
transcending percoived limizationrs.

Theorerical and abstract Knowledge
heavily complemented by experiment
and experience,

Concern for the environment of
learning: Lighting, colors, air,
physical comfort, needs for privacy
and interaction, quiet and exuberant

activities.

Encourages community input, even
community controt.

Education seen as lifelong process.

Appropriate technology, human
relaticnships between teachers and
learners of primary importance.

Teacher is learner, too, learning
from students. ‘

Mariiyn Fergusan; pgs. 289-291.




b -

The Driver

System

Measures of Progress

Goal
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One

Two

Three

" Four -

Five

Six

Seven

The Seven Baldrige Criteria as 2 Framework

Leadership
Senior Executive Leadership
Quality Values -
Management for Quality
Public Responsibility

Information Analysis
Scope/Management of Data
Analysis '

Planning
Strategic Planning
Leadership Indicators (Benchmarks)
Priorities

Human Resources
Human Resources Management
Employee Involvernent
Education and Training
Recognition and Performance
Employee Well-Being and Morale

Quality Assurance
Design ,

. Process Control
Continuous Improvement
Assessment :
Documentation
Business Process Control/Assessment
Provider Control/Assessment

Results ‘ :
Quality of Products and Services
Comparison of Quality Results
Business Proccess/Support Services
Provider Quality

Customer Satisfaction
Customer Requirements/Expectations
Customer Relatonship Management
Service Standards :
Commitment
Complaint Resolution
Satisfacton Determination
Satisfaction Results
Satisfacdon Comparison

YR PR
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PUBLIC/CITIC LEADERSHIP IN-3ASXZT

LERDERSHIP SKIL1S FOR THE
FUTURE

e  Focusing upon the présent and future
simultaneously |

° Bridging between and among many sectors of
interest - |

e Mized scanning, monitoring, interpreting

e Adaptling to sustained change

e Appraising environments

. Utilizing intuition

e Decision making policy development

s Managing symbois

e Agenda development and controi

e Incorporating advanced technologies
¢ Machine

Human
A\ arn AWarhina




FACULTY NOTES: MARLENE SELTZER
Designing an Integrated Workforce Delivery System
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KEY DECISION POINTS

Even if one were able to design a fully integrated workforce development system from
conception to implementation, without needing to restructure and reorganize existing service
delivery systems and mechanisms, it would be an extremely ambitious undertaking. The
additional complications and-complexities required to move the system from its current
disjointed structure to a wholly integrated network of strategies and service delivery
mechanisms makes this a daunting task, almost too overwhelming to know how and where
to begin. The following are suggested topics and questions that state team members may
want 1o use as a starting point for developing their own consensus building framework.

Scope of Integration _
How broadly should the system be designed? Will it include all education programs, from
preschool to higher education? Will it include all public and private employment and
training programs? Will it include employer-provided training programs? Will it include
critical social services? Wil it include economic development programs and consulting
assistapce to firms in developing high-performance work environments? Will it include
income support for individuals engaged in training or employment activities?

Structure and Process of Design and Implementation

What state and local organization(s) should take the lead in the design phase? What state
and local organization(s) should take the lead in implementation? How will the state
ensure that all the appropriate entities and interests are represented in all stages of design
and implementation, without losing clarity of purpose and ability to make decisions quickly
and effectively? How will the state ensure that the initiative stays on track? Does the state
want to implement the system in phases? What elements are most cntical to get into place
mmcdlately‘?

Political Environment

How much of a priority is workforce development in your state? What are the "hot spots"?
How do you make the integrated system issue appealing? How will the state build support
" from all of the critical constituencies? What steps can help to facilitate the development
of an integrated system? How will the state balance the need for integration with the
accompanying risk (whether actual or perceived) that important interests will be ignored or
diluted? How will the system handle the multiple, overlapping and sometimes conflicting
constituent demands? What steps and incentives are required to facilitate the merger of
some long-established public agencies (and their corresponding external support networks)?

Regulatory Environment

How will the state ensure that federal and state regulations promote rather than discoura ge
integration? How much should be legislated vs. regulated by the Administration? How
much local flexibility and control is appropriate? What elements and issues are so critical
that the state will want to ensure they are incorporated by local systems? Will the state
certify service organizations or their staff as meeting some set of credentials that are
essential to the quality of services required to meet the needs of consumers?
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Private Sector Involvement _ .
How can the state develop and sustain private sector commitment to the new system? Will

special incentives be needed? What measures will promote ongoing private sector
involvement in all aspects of the system, from designing program services to re-designing
their own workplaces as high-performance workplaces?

Financing Issues
How will the state finance the system so that service providers and program planners can

be assured of a reasonably predictable level of funding from year to year? Will the state
require employers to contribute to financing the system in addition to the state’s current
corporate taxation mechanisms? Will the state provide all services to all customers at no
fee, or will the state develop a set of fee-supported services in addition to a core set of

services?

Flexibility

How will the state emsure that the system can adapt to changing state and Jocal labor
market conditions? How will the system support continuous revision of career counseling
tools and education and training curricula, materials and equipment to keep pace with
industry changes in work processes and technologies?

Portability and Mobility

How will the state ensure that customers (both individuals and employers) can move within
and between labor markets and access a similar level and type of service? How will the
state ensure that credentials conferred upon individuals in one labor market or by one

training program are transferrable to another?

Accountability

How will the state know if the system is working? How will success be measured and
evaluated? How will the state assess and evaluate the success of individual participants in
the system? How will the state assess the success of labor market exchange functions and
the quality of services to employers? How will the state ensure that providers are
accountable to consumers and to each other? How will information about evaluation results
be used to improve system design and service delivery?

Capacity Building : _

How will the state ensure that system- funds are directed toward developing long-term
capacity rather than funding one-time program slots? How will the state ensure that service
providers are investing resources in upgrading the skills of their own employees? How will
the state ensure that successful program strategies, curricula apd services are shared
throughout the system so that resources are used effectively and service providers can draw
upon a broad range of service strategies to serve their clients?
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WORKFQRCE DEVELOPMENT ISSUES CHECKLIST
(from Marlena Seltzer presentation June 14, 1993)

I. STATE-LEVEL POLICY DEVELOPMENT

ISSUES:

0 Multiple agency and board results in lack of consensus,
jurisdictional issues and lack of coordination;

o] System is confusing to consumers;

O Performance standards are often inconsistent, making program
integration and evaluation difficult;

0 Policy development is difficult;

0 Allocation of resources to cover gaps in program services is
difficult; and,

0 buplication of services is inevitable.

DEVELOPMENTS:

A number of states have taken steps to coordinate policy
development and program coocrdination through the creation of a
single state oversight board. Most of these efforts are still in

the development stage.

II. STATE/LOCAL POLICY DEVELOPMENT

o Multiple Legislative Committees: :
' Education, Human Services, Economic

Development, etc.

0 Multiple State Boards:
SETC, Vocational Education, Higher

Education, etc.

0 Multiple State Agencies:
Welfare, Employment Services, Job

Training, Education Department, etc.

o] Multiple Local Boards and Local Bodies:
' PICs, Local Educational Institutions,

City Councils, Local School Boards,
Community College Board of Directors,
etc.
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IIT. WHAT IS WRONG WITH THE CURRENT SYSTEM?

0 Services are often targeted to specific populations; don't
reach all who need them;

0 Consumer lacks knowledge about the services available;

0] Customers are, in many cases, dissatisfied with the services
received; :

0 current system lacks consumer choice;

0 Programs and strategies are not integrated or sequenced;
and, .

0 Employer involvement is weak.

Iv. OPTIONS TO IMPROVE.POLICY DEVELOPMENT AND COORDINATION

Creation of State Workforce Development Councils

* Set policy and funding priorities for all workforce
development services; - JTPA, Wagner-Peyser, Carl Perkins,
JOBS, etc. '

* Set performance standards

* Broad representation of key groups: . industry, education,

state agencies, etc.

Establish a'System'of_Local workforce Development Boards

* Set local policy and funding pricrities
* Assess local needs
* Require broad representation

Coordinated Funding Strategies

* . Seek federal waivers
* Develop integrated funding strategies

Establish Performance Standards, Qutcome Measures, and Incentives

* Develop Standardized Performance Measures; wage gains,
customer satisfaction, placement retention rates, etc.

Consolidate the Management of Workforce Development Programs

* Reorganize and consolidate state management of work-related
education, training and employment programs
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PROGRAM DESIGN OBJECTIVES

States Should:

o] Assist residents to assess occupational skills and job
readiness, and receive appropriate referrals to appropriate

services;

8] Develop life-long learning programs, combining public,
employer and privately-funded training and education,
leading te positions requiring progressively more advanced

skills;

o Improve consumers knowledge of and accessibility to the
local workforce development system;

o Develop system to identify gaps in program services;

0 Improve current system's response to market forces, make it

more accountable to consumers;

¢ Develop strong linkages with economic development
initiatives; and,

0 Develop program strategies that are workplace-based.

PROGRAM DESIGN OPTIONS

One-Stop Shopping Initiatives: Establish System of Workforce
Development Centers: }

* Broker Labor Market Information

* Provide Career Development & Skill Assessment
Services

* Referral to Complete Menu of Programs

* "Consumer Report" on Training Programs

* Resume Preparation & Placement Services

Labor Market Information Initiative

User Friendly Consumer Accessed LMI System
Industry and Occupation Information
"Consumer Report" on Training Qutcomes
gkills Standards and Certification

* ok % %

Case Management Strategy: HMO Model

* Common Intake
* One Career Plan
* Integration of Support Services
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Market Competiticon/Consumer Choice Strategies

+  Vouchers
* Wider Choice of Training Options
* Training Investment Accounts

Life-Long Learning Strategies

* Link Customer's Education, Training and Placement
- Services to a Long—term Career Goal
* Develop Feeder Programs, Competency Requirements,
Program Articulation Agreements

Tncrease Employer Invelvement

* Work with Organizations, Employers, School System
to develop more Workplace Based Training
Adopt "Apprenticeship” Model
Facilitate Discussions among Industry and Post-
Secondary Institutions to meet Upgrading Needs
Ooffer Training Tax Credit to Business
Develop Leading Edge Training Techniques
Grants programs

Target Training to Growing Industry Clusters

* Focus Training on Growth Cccupations: System must

' be Flexible to Change ,
* Focus cn Long-term Career Growth Occupations
* Tie Activities to Economic Development Programs

Develop Capacity to provide Upgrading and Retraining Services

* Develop Programs to serve Currently Employed
* Agreements with Business are Necessary for Success

Develop a Strategy for School-to-Work Transition Programs

* Identify Work-Related Competencies

* Revise School-Based Curricula to develop Work-
Based Skills

* Certify Mastery of Skills

Refocus Unemployment Ihsurance t+o a Re-Employment System

Authorize and Encourage Re-training Activities
Legislate Training Diversion for U.I. Recipients
Explore Worksharing

Explore Entrepreneurial Training




Some topics that ¥y
team begins developing the framework for an integrated workforce

delivery system:

OP + SECTION 3 *+ Page 93

KEY DECISION POINTS

ou may want to use as a starting point as your

O

O o O O O

o O O O

Scope of Integration

structure and Process of Design
and Implementation

Political Environment
Regulatory Envirpnment
Private Sector Involvement
Financing Issues
Flexibility

Portability and Mobility
Accountability

Capacity Bullding




DESIGNING AN INTEGRATED WORKFORCE DEVELOPMENT SYSTEM

Investing in People: Worlkforce Policy Institute I

June 12 - 16, 1993

Maricne Seltzer
Seltzer Assoclates, Inc,

¥6282d ++ € NOLLDES + dII




THE CIHALLENGE:

To integrate and coordinate the myriad of state, reglonal and local policy-making bodies, strategies and programs, to
create a comprehensive workforce development system that supports the critical needs of the state’s residents and businesses.
Specifically:

* To traln current/potential workers for high pci'formancc workplaces;

* To ensure that employers have access to a skilted and adaptable workforce;

* To provide an integrated system of life-long learning.
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THIS 1S IMPORTANT BECAUSE:

¥ The workplaces of the future will require new, different and more substantial skill levels among thelir workers;

* Workers will change jobs/careers 5-7 times within their working life;

* Current demographic and economic trends require that the nation’s education, tralning and employment Institutions

provide all workers with life-long learning support;
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* Higher standards of living are dependent on creating high quality jobs and ensuring that there are skilied workers (o
fill them; _ '

* - Consumers, both employers and the workforce, have difficulty understanding and therefore, accessing the current
workforce development system. - :




GUIDING PRINCIPLES FOR DESIGNING AN INTEGRATED WORKFORCE DEVELOPMENT SYSTEM . }

Easily Accessible System:

Comprehensive, easily accessible system
Maximum flexibility, minimum bureaucracy

Constumer Choice:

Provides variety of service options and information
Allows consumers to sclect programs/services to meet specifics needs

Public/Private Partnership:

* Workplace-based orfentation ._
* Employers involved in all facets of workflorce development system
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Program Integration:

Integrate social/economic services
Provide for progressive, sequential, life-long learning design and
service strategics




Flexible Program Design:

* Proactive vs. Reactive
Consumer-oriented programs
* Responsive to local labor market conditions

Economic Development Linkage:

* Job creation and job fraining must go hand-in-hand

Workplace Modernization:

* Incentives should be provided to firms interested in
becoming high performance workplaces

LEffective Use of Resources:

* [ederal and state resources must be invested in building
system capacity _
* System should reflect state of the art technology

System Performance:

Accountability is critical -

Allow for objective, outcome-based performance measures,
performance incentives
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THE WORKFORCE DEVELOPMENT SYSTEM: POLICY DEVELOPMENT

Who is Responsible for Policy Development?

0 Federal Government

0 State Government

0 Regional Boards

0 Local Government

e —————
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FEDERAL POLICY DEVELOPMENT
i

Based on 3 Major Principlcéz

0 Programs_/servi_ces must rcﬂt;ct state and local needs;

.0 States have large amount of COI:ltl'Ol and oversight'authority for l‘c.derélly-funded pmgmms;
o - Labor market interventions arg.:.l'most effective on a regional labor market basis;
o Private sector involvement in policy setting and pmgmln development is critical,
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FEDERAL POLICY DEVELOPMENT

What'’s Wrong with_this Picture?

o No single body is charged with responsibility for oversight;

0o Functlonal responsibilities are divided among 6 secretariats;
| 7
0 Several independent congressional committces have responsibility for ﬁ
overlapping workforce development issucs. =
4
.
3
ISSUE: 2
o - This confuslon results in poorly integrated federal laws and conflicting regulations;
o Makes it difficult for state, reglonal and city policy makers to develop a comprehensive workforce

development system,
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STATE.-LEVEL POLICY DEVELOPMENT

ISSUES:

0 Multiple agency and ﬁoard involvement results in lack of consensus, jurisdictional issues and lack of coordination;
0 Systgm Is confusing to conéumcrs;

0 Perl'prmang:e standards are often inconsistent, making program integration and evaluaﬁon difficult;

0 Policy development is difficult;

0 Allocation of resources to cover gaps fn program scrviccs is difficult; and,

0 Duplication of services fs incvit_able. ,

DEVELOPMENTS:

A number of states have taken steps to coordinate policy development and program coordination through the creation of a
single state oversight board. Most of these efforts are still in the developmental stage.
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STATE \ LOCAL POLICY DEVELOPMENT

Multiple Legislative Committees: _ _ .
Education, Human Services, Economic Development, etc.

Multlple State Boards:
SETC, Vocational Edueation, Higher Education, ete.

Multiple State Agencles: '

Welfare, Employment Services, Job Training, Education Department

’
ctc.

-'Multlple Local Boards and Local Bodies:

PICs, Local Educational Institutions, City Counclls, Local School
Boards, Community College Board of Directors, etc.
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OPTIONS TO IMPROVE POLICY DEVELOPMENT AND COORDINATION

Creation of State Workforce Development Councils

Set policy and funding priorities for all wofkforce development
services: JTPA, Wagner-Peyser, Carl Perkins, JOBS, etc.

Set performance standards

Broad representation of key groups: industry, education, state agencles, ete.

Establish a System of Local Workforce Development Boards

¥

Set local policy and funding priorities

Assess local needs

Require broad representation
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Coordinated Funding Strateples

* Scek federal waivers

* Develop integrated funding strategies

Establish Performance Standards, Outcome Mecasures, and Incentives

* Develop Standardized Performance Measures; wage gains,

customer satisfaction, placement
retention rates, cte, _

Consolidate the Management of Workforce Development Programs

*

Reorganize and consolidate state management of work-related education, training and employment
programs
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WORKFORCE DEVELOPMENT SYSTEM: PROGRAM DESIGN ISSUES

What is Wrong with the Current System?

Services arc often targeted to specific populations; don’t reach all who need them;

Consumer lacks knowlédgc about the services available;

Customers are, in many cases, dissatisfied with the s_ervicés recelved;
Curreﬁt system lacks consumer choice;

Programs ﬁnd str‘"ategies are not integrated or sequenced; and,

Employer involvement is weak.

i
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PROGRAM DESIGN ISSUES

STATES SHOULD:

0 Assist residents to nssess occupational skills and job readiness, and receive appropriate referrals to appropriate
services; ,
0 Develop life-long learning programs, combining public, employer and privately-funded training and education, leading

to positions requiring progressively more advanced skills;

. 5
0 Improve consumers knowledge of and accessibility to the local workforce development system; é
' 2
2
o Develop system to Identify gaps In program services; w
| 5
0 Improve current system’s response to market forces, make it more accountable to consumers; %
. |

0 Develop strong linkages with economic development initiatives; and,

0 Develop program strategices that are workplace-based.




S,

PROGRAM DESIGN OPTIONS

One-Stop Shopping Initiative: Establish_System_of Workforce Development Centers: A( ] e Yo lowree

. L] /—"'
W v— (,'i._f_t_}—d-ﬂ'r-"ﬂ\—c-" P o

Broker Labor Market Information PN wr B
Provide Career Development & Skill Assessment Services

Referral to Complete Menu of Programs

"Consumer Report" on Training Programs

Resume Preparation & Placement Services

* % K *

Labor Market Information Initiative

User Friendly Consumer Accessed LMI System
Industry and Occupation Information
"Consumer Report” on Training Outcomes
Skills Standards and Certification

* # % #

Case Management Strategy: HMO Model

Common Intake
One Career Plan
* Integration of Support Services
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Market Competition/Consumer Choice Strategies

* Vouchers

* Wider Cholce of Training Options
* Tralning Investinent Accounts

Life-Long Learning Strategies

* Link Customer’s Education, Tralning and Placement Services to a Long-term Career Goal
* Develop Feeder Programs, Competency Requirements, Program Articulation Agreements

Increase Employer Involvement

* Work with Training Organlzations, Employers, School System to develop more Workplace-
Based Tralning

* Adopt "Apprenticeship” Model

* Facilitate Discussions among Industry and Post Sccondary Institutions to meet Upgrading
Needs

* Offer Training Tax Credit to Businesses

* Develop Leading Edge Training Techniques
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Target Training to Growing Industry Clusters

* Focus Training on Growth Occupations: System must be F Flexible to Change
* Focus on Long-term Career Growth Occupations

¥ "Tie Activities to Economic Development Programs

Develop Capacity to Provide Upgrading and Retraining Services

Develop Progmms to serve Currently Employed
* Agreements with Business are Necessary for Success

Develop a_Strategy for School-to-Work Transition Programs

* Identify Worlk-Related Competencies
* Revise School-Based Curricula to develop Work-Based Skills

* . Certify Mastery of Skills

Refocus Unemployment Insurance to a Re-Employment System

Authorize and Encourage Re-training Activities
Legisiate Training Diversion for U.L Recipients
Explore Worksharing

Explore Entreprencurial Training

[

011 2824 += € NOILLDIS * d1I




KEY DECISION POINTS

-Some topics that you may want to use as a starting point as your team begins devéloping the framework for an Integrated
workforce delivery system:

] Scope of Integration
0 Structure and Process of Design %
and Implementation E
o  Political Environment 2
w
0 Regulatory Environment Qh;u
] Private Sector Involvement %
0 Financing Issues

0 Flexibility
. .0 Portability and Mobility

0 - Accountability

0 Capacity Building |
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| DESIGHING AN INTEGRATED WORKFORCE DELIVERY SYSTEM
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DESIGHING AN INTEGRATED WORKFORCE DELIVERY BSYSTEM

I. TEE OBJRCTIVE

In order to more effectively prepare current and potential workers
for the high performance workplaces of the future and to ensure
that each state’s enployers have access to a skilled workferce,
both within the state and in each of its regions, current workforce
development systems must be responsive to changes in economics,

industry and demographics.

The workforce development system should consists of multiple levels
of program intervention, program segquencing, integration of social
services with job training, work~rslated education and employment
services, and extensive coordination, not only between job training
and educational organizations, but also with agencies involved in

econonic development activitles.

The challenga is substantial: to integrats amd coordinate the
activitias of the sitate, reglonal, Bnd local policy-making hodion
to oreate a comprehensive mot of workforce dsvelopmant objectives
and atratogies that supporis the critical needs of the state’s

reaidents and businessaes.

7hin is important baecause:

1. state~of-the art technelegy and reorganization of work play
important roles in high performance organizations but do not, in
and of themselves, make for high performance. In high performance
work organizations, workers are asked to use Jjudgement, make
decisions, solve problems, and implement solutions. Firms that are
moving toward this type of work organization will regquire naw,
different and more substantial skill levels among their workers.

As nore firms move toward workforce and production management
structures that rely on a flexible, adaptable labor pool, the
nation’s education, training and employment institutions will be
forced to address their ability to provide youth and adults with
educaticn, training, and re-training programs that integrate high-
parformance workplace skill reguirements with academic curricula
and prepare them to meet nationally accepted academic and skill

atandards.

2. Employers, workers, and "workers-to-be™ (students and training
participants) have difficulty negotiating tha labor market systen
as it is currently designed. The efforts of federal and state
governments to address labor market problems have resulted in bhuge
nunbers of programs, with duplication, everlap, and confusing, and
aometimes even contradictory, missions. In addition, states have
initiated programs designed to serve specific populations or
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address specific labor market conditions. Frograms cover a ?ide
range of populations, they operata out of different state agencies,
in many cases, are on different budget c¢ycles, have

and
con;:licting eligibility criteria, and have performance measures
that are incompatible. Consuners (both employers and the

workforce} and legislators don’t know how to access the "system®
and, because there is little accountability, taxpayers lack
confidence that public funds are being spent effectively.

3. Volatile labor markets, and the increasingly constrainaad
ability of public programs to satisfy the needs of both individuals
and employerxs, have contributed to declining standards of living,
especially for the bottom two thirds of wage earners {income
inequality dincreased in 48 states between 1980 and 13886).
Increasing education and skill levels alone will not be encugh.
Vigorous state economies will depend not only on highly skilled and
productive labor, but also on expanding the number of jobs that
demand high skilled work. Higher standards of 1living are more
dependent than ever on creating high quality jobs and ensuring that
there are skilled workers to fill them.

II. GUIDIHG PRIHCIPLESB FOR DEBIGNIG ad INTEGRATED BYS8TEM

Clearly, the nation’s current workforce development "system" is a
patchwork quilt collection of programs and services, the result of
a long history of efforts on the part of federal and state
governments to address labor market problems on an individual,
reactive basis, rather than in a systemic manner. There seeus to be
consensus among leading economic and employment policy analysts,
educational experts and business leaders who have studied designs
for a more systemic approach to service delivery that a core get of
characteristics should form the framework of any integrated
workforce development system. In order to ensurae that a woerkforce
developnment system can meet the long~term needs of its key
customers, the design must incorporate the following critical
features: program integration, flexible program design, simplified
access to services, consumer cheolce, public/private partnership,
ecaonomic development linkage, workplace modernization, effective
use of resources and system performancs measures. Each feature is

briefly described below.

Progran Intaegration: The system must provide for progressive,
saquential and life-long learning program designs and service
atrategies that will lead to permanent stable employment with
career growth; it must integrate all education, training and
employment programs and services and provide access to related
gocial service programs and services,

Flexible Program Dasign: The system must be proactive rather than
reactiva, providing services and strategles that are consumer
oriented, and are kased on and responsive to local labor narket
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conditions and technolcgical developments.

ginpliriad Accoas to Barvices: The delivery systen must be sasily
accessible and provide c¢onprehensive services with maximum

flexibility and minimum bureaucracy.

consunter Choica: The system must provide enough service options
and information about the quality of services to allow consumers to
salect the service streams and vendors that meet their specific

needs.

Public/Private Partnership: The system should reflect an
employment oriented public/private partnership that focuses on the
development of a skilled workforce to allow the states and regions
to attract new businesses and neet the needs of existing
businesses. Employers should be involved in all facets of the
workforce develcprent system, working closely with public officials
to ensure that the system is responsive to the needs of residents
and businesses. Training program designs should be tied closely to
the workplace. The program developament and implementation process
should 1involve employers in identifying critical competencies and
reviewing curricula design. Policy and program development
activities of educational institutions should be tied closely to

workforce development initiatives.

Econonmic Davelopament Linkagé: The system should be highly
integrated with local ang state economic development activities. It
should have the capacity and flexibility to respond to changing
skills reguirements in growth industries as they occur; job
training and job creation must go hand-in-hand.

KWorkplaca Modoermimation: In order to ensure that the investments
made to supply a highly skilled workforce are matched with a
correspanding demand for workers, the system must incorporate
strategies and investments to assist firms to restructure work
processes, reorganize their workplaces, and re-engineer their human
rescurce policies and strategies,

Effective Osa of Resouross: Federal and state resources must be
invested in building system capacity, promoting laboxr market
mobility and long-term economic and employment security through
increased academic and work-related skills, rather than job
gecurity through life-long employment at a single firm.

8ystesn Performance: The system design must incorporate: outcome-
based accountability measures that allow for objective evaluation
of performance and redesign, if necessary.

The major challenge for states and local sreas is to reach
consensus on program goals and service priorities that integrate
thesae objectives. There is always potential competition for
resources. It is ¢lear that policy makers and business leaders
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need to establish a comprehensive workforce development policy
framework and develop a consensus on priocrities to focus the
activities and resources of the workforce developnent system.

IYT. WORKFORCE DEVELUPHENT BYSTEM: POLICY DEVELOBHENT

Overviow and Analysis

The responsibility and authority for developing workforce
development policy for programs that serve a state’s residents and
employers lies in four different arenas, each with a distinct
‘structure, process, and focus. These foux jurisdictions are: the
faderal government, state government, regional boards, and local
government. In general, policy development activities are not
coordinated among these bodies, leading to workforce development
policies and programs that are overlapping and, in some cases,
contradictory. It is important to understand the extent to which
these various bodies affect policy devalopment. The following is
a brief description and analysis of each policy~making arena or

body.

a. Fodoral Policy Dovselopnent — The policy framework for the
nation’s workforce development system has been evolving over the
past ten years and is based on three major principles: (1) pregrams
and services must reflect state and local conditions and needs,
therefore, state governments are vasted with a large amount of
control and oversight authority for federal employment, training
and work—-related education programs; (2) labor market interventions
are most effective on a regional labor market basis, usually
encompassing more than one city’s boundary; and (3} private sector
involvement in policy setting and progran curriculum development is
oritical, therefore public/private councils (Private Industry
¢ouncils) have been established under federal statute to serve as
the primary policy-making bodies for federally-funded workforce
development initiatives. However, the scope of authority granted
to these councils is extremely limited te JTPA and Wagner Peyser

activities. .

overall, policy development and program coordination for workforce
development at the federal level 1is, at best, haphazard.
Functional responsibilities for workforce development programs are
divided among the secretariats of the executive branch. No single

body or organization is charged with responsibility for overseeing -

tha development of a natlonal workforce development system and,
therefore, policy strategies and program initiatives of individual
gecretariats are often developed in isolation from one another.
Because several - independent = congressional committees have
rasponsibility for overlapping workforce develcpment issues,
federal laws affecting workforce development policy are poorly
integrated. Jurisdiction for federal policy development crossas six
secretariats, at least four Senate committees, and five House
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- comuitteas.

Federal legislation and requlations often establish mandatas that
result in conflicting objectives, duplication of program services
and adnlnistrative preccesses and unnecessary and burdensome
paperwork. The overall result is a confusing collection of local
programs that, in reality, have little relatlonship.t? one another
in terms of program services and ocutcomes. In addition, the turst
issues between federal bureaucracies make it difficult to achieve
even a mirnimal level of informal coordination. FPor example, in the
past three years, both the Department of Labor and the Department
of Educaticon have undertaken and funded independent demonstration
grant iInitiatives to explore models for youth apprenticeship
programs. Given the degree of confusion that has existed on a
federal level, it has been extremely difficult for state, regional,
and city policy maXers to develop a comprehensive workforce

development system.

2. Btate-level ©Policy Development - Workforce development
jurisdictional issues are almost as complex and confusing at the
state level as on the federal level. At the state level, muliiple
agencies are responsible for policy development and program
delivery. For instance, in Massachusetts the Department of
Employment and Training, the Department of Public Welfare, the
Pepartment of Education, and the Industrial Services Program share
statutory and functional responsibility for developing a poliecy
framework for most federal and state-funded workforce developrent
services. Funding sources for- these services include the fedesral
Job Iraining Partnership Act (JTPA), the federal Wagner-Peyser Act,
the federal JOBS act, the federal Dislocated Worker Adjustment Act,
the federal Carl Perkins Act and the state’s general fund. Almost
every state’s structure reflects some variation of thiz structure.

The policy-making role of these organizations is carried cut on
four levels: (1) through the development of annual and bi-annual
statewlde goals and performance outcome measures; {2) through the
development of annual funding priorities and regional allocations;
{3) through ather state boards and councils, such as the state’s
Council on Vocational Education, the SETC that are charged with
providing policy guidance on specific isaues; and {4) through the
goals, measures, priorities and allocations for some workforce
development programs (specifically those funded through JTBA,
Wagner Peyser and JOBS) which are transmitted through the SETC to
the state’s Private Industry Councils.

A number of states, for exanple, New Jersey, Oregon, Texas ana
Massachusetts, have taken steps to coordinate the wide array of
workforce development activities by creating one state oversight
board. Through the creation of these boards, states have made a
more comprehensive and focused attempt than the federal government
to coordinate policy development and program coordination.
However, it is fair to observe that although these councils have
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pmade progress over the past few years in strengthening thse role of
+hae Council and developing consensus on the state’s ove;all
workforce development policy framework, there are still multiple
jurisdictional jssues between state secretariats and departments

that need to be addressed.

operational responsibility may gti1l be aivided between maltiple
state agencies, and the coordination of policy and progran
davelopment, i= often very weak. - Tn addition, performance
standards across most programs are inconsistent and are based on
different terms and assumptions, making it difficult for these
councils to manage, evaluate and coordinate 2 state’s wide arxay of
programs and activities. state policy development, progranm
coordination and perfermance management systemns need substantial
improvement to support regional and local progranm integration.

3, rRagional policy pevelopmant - Regional policy devalopment is
generally scattered throughout 2 state. 'There are a nunber o©f
ragional and local buodies charged with responsibility to oversee
and advise on workforce developrent programs. These bodies include
Private Industry Councils (created under federal JTPA legislation
in 1974) 1local educational institutions, city councils, local
school boards, conmunity college’s poard of directors, etc.

A city-level Policy pavalopment - 2lthough regicnal delivery
systems within each state have been established through federal
statute, in practice, city governments are stil1 considered by
their residents to retain major responsibility for ensuring that
their local economies are healthy and that residents are receiving
the kinds of gervices they nead to compate effectively in tha
regional labor market. In addition, although federal and state-
funded workforce develcprent initiatives are planned and
coordinated on a regional level, the respon ipility for planning
and implementing economic development activities continues to fall
within the purview of local governments and organizations. Thie
presents municipalities with the challenge of working together to
coordinate local aconomic development aetivities with federal,
ragional and state workforce development policy, planning and

gervice delivery activities.

options to INprove policy Development and Coordinmtion

Croation of atats Rorkforvs Dovelopmant coumcils: States should
establish Workiorce Devalopment Councils and vest them with the
authority to set policy and develcp funding priorities for all

workforce development services and programs. These beoards or
councils would be made up of representatives from Iindustry,
government, labor, and key constituent gIroups. Board

responsibilities could include: streamlining“management.cf‘programs
and simplifying funding streams, eliminating vertical management
structures, evaluating system performance, developing a long-term
strategy for linking econoric development pricrities to workforce
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development system design, and developing a capacity building plan
for the systen.

Cromtion of Local Workforce Davelopnent Boardsa: fTo ensure that
pregrams and services are responsive to local concerns and loccal
labor market conditions, states should establish a systan of local
public/private labor market boards or councils. The boards could
be responsible for assessing 1local needs, developing 1local
workforce develcopment policy and funding prioritiess, coordinating
all workforce development sexvices, issuing bids for service ang
selecting service providers, evaluating the success of Programs and
services based on outcome measures and performance standards, and
certifying the performance of local service providers. The boarads
could ke made up of representatives from industry, government,
labor, and Xey constituent groups.

Coordipnated Funding: To facilitate the integration of services,
reduce the exclusivity of specific progran populations caused by
income eligibility reguirements, and reduce the amount of time
service providers spend developing funding proposals and accounting
for multiple funding sources, states could seek waivers and
regulatory relief to allow them to coordinate and simplify federal

and state funding streams, .

Establish Performance 8tandards, Dutcoma Heapures, and Incentives:
To ensure that states, local labor narket boards, and consumers can
evaluate the success of the system and the performance of
individual service providers and prograns, states should work with
local labor market boards to establish outcome-based performance
measures, which might include wage gains, use of the systen in
proportion to the eligible population, penetration rate of job
orders in proportion to the leccal employer population, success rate
in filling job orders, custoner satisfaction, certification rates
of program participants, and placement retention rates.

Consolidata the Management of Workforca Development Programs: On
a state level, consolidate the management of workforce develeopmant
Programs into a state department responsible for managing all work
~related education and training programs. This would result in
Clearer management and program direction.

IV. WORXFORCE DEVELOFPHENT BYBTEY : FROGRAM DESIUR IBSTUES
8 Wre with the nt a

There axre a number of program design strategles and issues that
need to be addressed to ensure that a state’s workforce development
system meets the critical needs of its residents and employers.
States need to: (1) develop a capacity to assist its residents to
assess their occupational skills and job readiness and raceive
referrals to appropriate workforce development programs and

7
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organizations; (2) develop life-long learning service strategies
and systems to support residents in implementing a long-term career
plan that combines public, employer and privately funded training
and education with a series of jobs requiring increasing skill
levels; (3) improve the knowledge bagse of employers and residents
about local recruitment and workforce development resources and
develop a program strategy for them to access those resources; (4)
develop a system to identify gaps in program sarvices based on
state needs, use non targeted dollars to £ill these gaps or
redirect current dollar usage; (5) improve the current systewm’s
respense to market forces and make tha systems more accountable to
the consumers; (6) develop strong linkages with economic
development issues; and (7) develop program strategies that are

work-place based.
ZThe ;gl;bwing Are Somo progran opticns;

Ons-stop Bhopping Initiative: To ensure that consuners (both
individuales and employers) can galn access to 2 wide array of
workforce develcpment services, states could develop a system of
workforca development centers or outlets. that would serve ag
brokers of all labor markek services, including labox market
information, career counseling, placement, training, finarncial aidq,
apprenticeships, skills assessment, business development services,
recruitment, and screening. Workforce development centers could
also provide consumers with a "consumer reporth on the parformance
of training vendors. To foster progran integration and ensure
that consumers are provided with comprehensive services, states
could provide access to other social and support services at the
same location. States could also expand access to labor market
information through the use of electronic klosks and on—-1line

databases.

Ccape Xanagomaent gStrategy: To ensure that consumers can be
supported in a comprehensive and long-term service plan, states
could develop an integrated case management system that would allow
staff from all participating programs and agencies to review
‘yelevant information about service history and program objectives.

Marke: Information: In order for individuals to make Informed
choices about career options and service streams, or for employers
to make cost effective decisions about training investments, states
could provide up-to-date information (located in workforce
development centers and through on-line access) about local, state,
and national labor market conditions and trends, availability and
success ratas of training programs, tachnoleogical developments, and
skills standards and certification reguirements for a broad range
of occupations. BStates should set broad guidelines for marketing
materials and a develop a marketing strategy for both rasidentes and
employvers. They should work with service organizations to develop
a customer service evaluation and feedback capacity. This might
include response <¢ards, - “Tell Us What You Think® forms,
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questionnaires or telephone surveys that allowl residents and
eanployers to comment on the quality and appropriateness of tha
services provided throughout the state.

Markat Competition: To allow consumers maximum flexibility to
exercise free choice and to support a system that allows for free
market coupetition and market-driven quality assurance of the
services provided by both public and for-profit sarvice Providers,
states should consider a wide range of options that run the gamut
from vouchers to training investment accounts that consumers can
use to purchase the gervices they need, when they need themn.

Lifae-Long Learning Btrategy: States should develop the capacity to
support a life-long learning strateqy that ties each customer’s
education, training and placement services to carcer employnent
objectives, This includes developing broad program competency
requirements, feeder programs to meet these competencies if asuch a
program does not currently exist, and estaplishing progran
articulation agreements. For instancs, this may require that JTPa
pPrograms serve Rore as feeder programs into Post-eecondary
educational programs than is the current practice. In addition, it
ls critical to tie trxalning to the workplace; emplaoyers should ba
involved in actual training and career advancement planning.

Increase Employer Involvementt Given that there is no readily
available funding source to meet the nesds of every individual in
need of training, the state needs to develop a strategy that draws
on the capacity of post-secondary institutions and employsrs to
provide staff development and scholarships to employees at all
levels. There are several activities that states might undertake

to facilitate this sirategy.

-] Work with training oxganizations, organized lakor, ewmplovers
and the echool system to use OJT training models to a much
On~-the—Job

greater degree than i1s the current practice.
Training is, by definition, workplace based. Tt Provides a
worker with access to work experience whila earning a wage and
provides an employer with the opportunity to teach company~
specific work processes. This effort would require extensive
involvenent with the business community and would require that
- the state develop the capacity to provide training vendors
with technical assistance ang training in identifying
potential sites and in developing agreements for effective OJT

placemants.

o Facilitate discussions between industry advisory groups and
pPost-secondary institutions about developling the capacity to
meet training needs for current employees to upgrade their
skills,

o Enact state legislatlon that would offer a tax credit to all
state employers who provide line staff and middle managers
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with training that upgrades their job sxills.

Targat Training to Growing Industry Clustars and Local Bconomie
pDavaelopment Activitles: Training resources should be targasted to
those industries and occupations  that will provide fox long=term
career growth and are growing sectors of the local econonic base.
Training offerings should be tied closely to economic developnent
activities, and companies targetad in these activities shoulsd be
brought to the table to discuss their training needs

Devalop the Capacity to Provide Dpgrading an@ Retraining Bervices:

one of the major progran gaps in the system is its lack of capacity
+o serve individuals who are currently employed but whose job is in
the process of being eliminated, residents who are in need of
skills upgrading to keep their jobs, or residents who are enployed

in low skill jobs.

Davelop a Comprohensivae strategy for Providing In-8chool and Out-
of-School Youth with Competency in Work-Related Bkills that Meak
Enployora’ lMoods: Establish a . comprehensive approach for
developling school-to-work transitioen prograns, ineluding
jdentifying critical work-related corpetencies, discussing options
for revising school-based curricula to develop workplace skills,
and developing a process Ifor certifying mastery of such skills.

V. KERBY DECISION POINTS

pven if one were able to design a fully integrated workforce
development system from conception to implementation, without
needing to restructure and reorganize existing service delivery
systems and mechanisms, it would be an extremely .ambitious
undertaking. The additional complications and complexities
required to move the system from its current disjointed structure
to a wholly integrated network of strategies and service delivery
mechanisms makes this a daunting task, almost too overwvhelming to
know how and where to begin. The following are suggested topics
and questions that state team members may want to use as a staxrting
point for developing their own consensus building framework.

8cope of Integration _
How broadly should the system be designed? Will it includs all

education programs, from preschool to higher education? will it
include all public and private employment and training programs?

Will it include employer-provided training programs? Will it

include critical social services? Will it include economic
development programs and consulting assistance to firms in
developing high-performance work enviromments? Will it include
income support for individuals engaged in training or employment
activities?
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Btxucture and Process of Dasign and Implamentation

what state and local organization(s) should take the lead in the
design phasa? What state and local organization{s) should take the
lead in implementation? How will ths stata ensure that all the
appropriate entities and interests are represented in all stages of
design and implementation, without losing clarity of purpose and
ability to make decislons guickly and effectively? How will the
state ensure that the initiative stays on track? Does the state
want te implement the system in phases? What elements are most
critical to get into place immediately?

Political Enviromnment
How much of a priority is workforce devalopment in your state?

What are the "hot spots®? How do you make the integrated systenm
issue appealing? How will the state builld support from all of the
critical constituencies? What steps can help to facilitate the
development of an integrated system? How will the state balance
the need for integration with the accompanying risk (whether actual
or perceived) that important interests will be ignored or diluted?
How will the systen handle the multiple, overlapping and sonetimes
conflicting constituent demands? What steps and incentives are
reguired to facilitate the merger of some long-éestablished public
agencles (and their corresponding external support networks)?

Raogulatory Environment
How will the state ensure that federal and state regulations

promote rather than discourage integration? How much should be
legislated wvs, regulated by the Administration? How wmuch local
flexibility and contxoel is appropriate? what elements and issues
are so critical that the state will want to ensure they are
incorporated by local systems? Will the state certify service
organizations or their staff as mesting same set of credentials
that are essential to the quality of services regquired to meet the
needs of consumers?

Privato Bector Invelvanent
How can the state desvelop and sustain private sector commitment to

the new system? Will special incentives be needed? What measures
will promote ongeoing private sector involvement in all aspects of
the system, from designing program services to re-designing their
own workplaces as high-performance workplaces?

Financing Issuss
How will the gtate finance the aystem so that service providers and

program planners c¢an be assured of a reascnably predictable level
of funding from year to year? Will the state require enployers to
contribute to financing the system in additicn to the state’s
current corporate taxation mechanisms? Will the state provide all
services to all customers at no fee, or will the state develop a
set of fee-supported services in addition to a core sat of
sarvices? - '
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Plcxibility
How will the state ensurs that the system can adapt to changing

atate and local labor warket conditions? How will tha systen
aupport continuous revision of career counseling toocls and
education and training curricula, materials and equipment to keep
pacé with industry changes in work processes and technologies?

Portability ana Mobility : :
How will the state ensure that customers (both individuals and

employers) can move within and between labor markets and access a
similar level and type of service? How will the state ensurse that
credentials conferred upon individuals in one labor markst or by
one training program are transfexrable to another?

Accountability :

How will the state know if the system ls working? How will success
ba measured and evaluated? How will the state assesas and evaluate
the success of individual participants in the system? How will the
state assess the success of labor market exchange functions and the
quality of services to employers? How will the state ensure that
providers are accountable to consumers and to each other? How will
. information about evaluation results be used to improve system

design and service delilvery?

Ccapaclty Building _
How will the state ensure that systeam funds are directed toward

developling long-term capacity rather than funding one-time program
slate? How will the state ensure that service providers are
investing resources in upgrading the skills of their own enploysesa?
How will the state ensure that successful program strategles,
curricula and eservices are shared throughout the system so that
resources are used effectively and service providers can draw upon
a broad range of service strategies to serve their clients?
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SUMMARY OF PRESENTATION
BRIAN BOSWORTH
REGIONAL TECHNOLOGY STRATEGIES

QUR OBJECTIVE:

To determine how states can influence the behavior of
private sector employers so that they begin to both demand
and enable workers to acquire the skills and attitudes that
will support high value goods and services and pay high

wages.

WHY HIGHER VALUE GOODS AND SERVICES?:

0 because that's where the money 1is

O yvou don't want your firms to compete at the low end

0 only by competing at the high end will firms be able to
pay high wages which will increase the standard of
living

Until firms demand high skill workers, the education system--
will not produce them; and,

Until firms enable them to learn, incumbent workers will not
gain higher skills and new attitudes

Competitive advantage at the high end is established on the
basis of quality and service

Higher quality and better service require higher skills and
more commitment

WHY DON'T MOST EMPLOYERS INVEST IN ENABLING THEIR WORKERS TO
LEARN?:

0 don't have time, resources, models, mechanisms,
benchmarks, etc.

WHY DON'T MOST EMPLOYEES INVEST IN UPGRADING THEIR SKILLS?:

0 don't have time, resources, information, incentive,
etc.

THERE IS GROWING EVIDENCE OF A CLOSE RELATIONSHIP AMONG:
0 the amount of value added,

0 the level of worker skills, and

O the organization of work.
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WHAT IS A "HIGH PERFORMANCE" OR FLEXIBLE WORK ORGANIZATION"?:

0 self-directed work teams

0 flat management structures

o] job rotation

O employee participation in decision-making

0] quality assurance/total quality management systems
KEY PRINCIPLES

0 focus on learning; not training

0 target resources on high performance for high value

0 shape policies around needs of best practice employers

o promote learning amount firms

0 comprehensive attention to all the dimensions of

change; finance, technology, markets, best practices,
organization of work, skill enhancement

POLICY OPTIONS

Allocate larger percentage of education and training funds
through employers.

Limit that assistance to firms competing at the high end of
their markets and reorganizing work toward high performance

models.

Limit training assistance to consortia of firms.

Get larger firms involved in influencing the behavior of
their smaller suppliers.

Allocate adult education funds to employers.
Subsidize creation of learning networks among firms.

Encourage education institutions to provide assistance on
re-organization of work. :

Provide incentives for incumbent worker learning.

Help best practice firms to aggressively promote new
approaches to learning and the organization of work.

Recognize and reward high achievement.
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BUILDING THE DEMAND FOR
A HIGH SKILL WORKFORCE

The Objective

To determine how states can influence the behavior of private
sector employers so that they begin to both demand and enable
workers to acquire the skills and attitudes that will support
high value goods and services and pay high wages.

This is important because:

1. The focus of economic development should be on creating wealth through
helping firms to add value; not on creating jobs through recruiting firms to
relocate. Most recruitment strategies are zero sum — the "winners” usually have
been those states which have held down the standard of living and failed to
invest in the infrastructure that will suppert high wage jobs. We want to
influence the competitive behavior of firms; not just their decisions about

locaton.

2. The only way for a region or state to support a growing standard of living is to
increase the value that is added to goods and services produced in that region or
state. If employers choose to compete at lower levels of value-added in naticnal
and international markets, they will compete largely on the dimension of cost.
Because markets are international and technology is mobile, firms in regions or
countries with lower production costs and wages will have an advantage in low
value production systems that require only low skills. This could exert pressure
to reduce production costs and drive down wages here in the U.S.

3. Until firms demand high skill workers, the education and training institutions
have little incentive to produce high skill job entrants.

4. Unless the firms enable them to learn, incumbent workers will not develop the
skills to support high value goods and services.

5. There is a growing coinddence of interest between the objectives of firms
seeking to compete in high value markets and the objectives of the individual
worker seeking a higher standard of living and improved quality of life.

The Problems and Opportunities (Facts or Givens)
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1. While high value markets are price sensitive, the competitive advantage of
firms aiming at the high end of the market is established on the basis of quality

and serivices.

2. Producing higher value goods and services usually requires higher skills of
managers and workers. '

- requires more advanced and flexible technology that can be optimized
only by agile workers with higher technical skills, '

- demands more sensitivity and responsiveness to customer
requirements, :

- requires quality assurance systems which prize problem solving,
teamwork, cross functional technical and occupational skills,
sophisticated communication abilities and computer skills,

- puts a premium on continuous learning and process innovation,

- requires an intensity of individual comittment across all levels that
can seldom be achieved without employee "empowerment" and
emotional investment :

2. Most employers do not invest significantly in upgrading the skills of their
workers. They lack time, resources, training staff, best practice models, skill
benchmarks, support from their customers, etc. :

3. There is accumulating evidence that the way work is organized has a great
deal to do with how rapidly and how well workers learn on the job and how they
are motivated and enabled to learn —on and off the job.

4. While there is some uncertainly about the numbers (and lack of predision in
definitions), it appears that most employers do not organize work in a way that
will promote learning. :

5. Most employees do not invest significantly in upgrading their skills. They
lack time, resources, information, incentive, awareness of options, etc.

6. Education and training providers not well organized to meet needs of smaller
firms or incumbent workers and their funding systems do not encourage them
to; they undervalue informal and embedded workplace learning; they are not
good at designing intra- and inter-firm learning systems, etc.

7. There are no labor market institutions that that attempt systematically to
connect firms, workers and education/training providers. Fragmentation
confuses everycne.
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8. It is usually the firm trying to compete on the basis of cost at the low end of
the market that is most "demanding"” of public support for subsidized training,

cheap aedit, tax breaks, free services, etc.

Guiding Principles for Formulating Policy

1. Our goal is to increase learning; not spend more money on training. This
means we should look first and foremost to eliminate barriers to learning on the
part of both firms and their workers. This will take us away from a narrow
preoccupation with the "arrangement” of training suppliers and programs to a
greater concern with the demand side issues of how to improve the learning
systems available to firms and their workers.

2. We want to allocate our scarce public resources in such a way as to encourage
companies to move more aggressively and more rapidly toward high
performance systems for high value goods and services.

3. We should model our programs and policies around the needs of the best
practice, high performance companies. They (not the common practice
employers) should be the ones who drive the education, employment and
training system and set performance benchmarks for it.

4. We should give companies more opportunities to learn from each other, to see
best practice models and to appreciate the results of high performance systems.

Policy Options

1. Assistance to firms for incumbent worker training could be limited /targeted
to firms who are seeking to compete in high value markets (i.e., firms attempting
to increase quality and productivity, as measured by value-added per employee).

2. Assistance to firms for incumbent worker training could be limited /targeted
to firms who are making a serious effort to reorganize work as seems to be
required for producing high value goods and services. Some attributes of this
effort might be (1) self-directed work teams, (2) job rotation, (3) employee
empowerment through participation in problem solving, (4) quality assurance
and quality management systems.
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3. Assistance to firms for incumbent worker training could be limited /targeted
to firms who agree to work in consortia with other firms, learning together and
pursuing joint solutions to common human resource problems.

4. Larger (customer) firms could be encouraged to work more agressively to
influence the work organization and training behavior of their smaller suppliers

and venders.

5. Funds for adult education could be made available directly to employers
(rather than being allocated through local education agendies) for basic skill

development.

6. States could subsidize the establishment of business networks (or continuous
improvement user groups) where companies could learn from each other and
pool their resources for developing flexible work organizations and training

employees

7. Community colleges and four year institutions who work with firms could be
encouraged to develop better prograrms and services to assist employers in the
design and installation of flexible work organizations and to agressively market
these services to employers. ' '

8. Comumunity colleges and other eduction institutions could be funded in a way
which would not penalize the schools for offering individually designed, non-
degree programs to adults on the job as well as those seeking to advance their
skills through part-time, off the job education and training.

9. States can assemnble a consortium of best practice firms to develop and
disseminate new approaches to skill development and the design and
installation of flexible work organizations.

10. States can establish award programs (with cash or tax credit incentives) to
_recognize and reward companies who are reorganizing work around high
performance models and helping employees acquire the skills and behaviors to
be successful.

Political Strategies for Implementation

1. There needs to be a clear and consistent message about the importance to the
state of assisting high performance firms, making and selling high value goods -
and services, requiring high skilled workers and paying high wages that will
support a high standard of living. However, if firms and workers do not see an
emerging infrastructure of policies and programs that wiil help them become
"high performance and high skilled,” they will resist it.




IIP + SECTION 3 *+ Page 133 -

2. Most important is to build a constituency among the best practice, high
performance, high value adding firmns in the state. These are the firms who
should be supplying the "volunteers" for the organizations like the PICs and the
Job Training Coordinating Council and the VocEd and community college

advisory committees.

3. These companies could be asked to take more responsibility for allocating
scarce training resources.

4. Unions and trade assodations could be carefully indluded in the design phases
of new initiatives.



Examples of State Vision Statements: lowa and West Virginia
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IOWA’S VISION STATEMENT

Iowa’s workforce development system will make Iowa’s economy
globally competitive, and will enable its people to be committed,
enthusiastic, and preoductive  workers. Through the waorkforce
development system, every Iowa school will be a workplace and every
Iowa workplace will be a school.

In the development of the narrative and rationale for the wvision
system the following ideas may be incorporated:

Towa’s workforce development system

. will address the needs of both workers and employers,
encouraging the development of high performance workplaces and
‘highly skilled workers.

is dynamic; affordable, available to all, customer-driven, and
easy to use.

is supported by learning communities and organizations
dedicated to continuous learning.

will create learning oppertunities for everyone throughout
their lives to gain the skills and knowledge enabling them to
participate to their full potential in the workplace. The
system will build in continuous improvement focused on meeting
the needs of its custemers.

. will make every Iowa school a workplace and every Iowa
workplace a school.

. is characterized by personal and systemic commitment,
enthusiasm, and guality. It is an environment of continuous
learning where schools are workplaces and workplaces are
schools. It is seamless, consistent, and available to all.
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, WEST VIRGINIA AT WORK
A Job Training and Job Development Strategy for the Future

visjon

To develop and implement. an evolving job training and Jjob

development strategy that helps West Virginians become economically

self-sufficient and competitive in the changing global economy
through a continual, lifelong learning process.

Goals

That job training and job development strategies be closely
1inked to economic development strategies in part by focusing both
strategies towards encouraging employers and employees to undertake
continual learning systems . that promote higher value/higher

performance approaches.

That the State empower a single entity to:
~ develop a comprehensive job training and development plan
that can and will modify itself in response to changing
global and local conditions, _

monitor the performance of all job training and job
development programs,

facilitate the improved coordination and delivery of such
programs on a state and local level, and

research other innovative and effective approaches to job
training and of development globally.

1

That job training and development initiatives be focused towards
sectors that present realistic opportunities for long term
employment for eeryone at optimal wage levels and working
conditions and are cognizant of special cultural attributes of

certain communities;

That persons be able to choose from a wide range of job training
services targeted primarily to those sectors of the economy in
which jobs are available or likely to beccme available.

That persons and businesses seeking job training and development
services be motivated and enabled to learn about the range of
' services available at a client-friendly location on a local level

and to utilize those services on a lifelong basis. _

That Jjob training programs maximize workplace lJearning for

businesses as well as employees.




SUBARCTIC SURVIVAL SITUATION
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It is approximately 2:30 p.m., October 5 and you have just crashdanded in a
fioat plane on the east shore of Laura Lake in the subarctic region of the
northern Quebec-Newfoundland border. The pilot was killed in the crash, but the
rest of you are uninjured. Each of you is wet up to the waist and perspiring
heavily. Shortly after the crash, the plane drifted into deep water and sank with
the pilot’s body pinned inside.

The pilot was unable 1o contact anyone before the crash. However, ground
sightings indicated that you are 30 miles south of your intended course and
approximately 22 air miles east of Schefferville, your original destination and the
nearest known habitation. {The mining camp on Hollinger Lake was abandoned
years ago when z fire destroyed the buildings.) Schefferville {pop. 5,000} is an
iron ore mining town approximately 300 air miles north of the St. Lawrence, 450
miles east of the James Bay/Hudson Bay area, 800 mites south of the Arctic
Circle, and 300 miles west of the Atlantic Coast. It is reachable only by air or rail,
all roads ending a few miles from town. Your party was expected to return from
northwestern Labrador to Schefferville no'later than October 19 and filed a Flight
Notification Form 1o that effect with the Depariment of Transportation via
Schefferville radio. _

The immediate area is covered with small evergreen trees (1% to 4 inches in
diameter). Scattered.in the area are a number of hills with rocky and barren
tops. Tundra (arctic swamps) make up the valleys between the hills and consist
only of small scrubs. Approximately 25 percent of the region is covered by long,
narrow lakes which run northwest 10 southeast Innumerable streams and rivers
flow into and connect the lakes.

You are all dressed in insulated underwear, socks, heavy wool shirts, pants, knit
gloves, sheepskin jackets, knitted woal caps, and heavy leather hunting boots.
Collectively, your personal possessions include: $153 in bills and 2 half dollars, 4
quarters, 2 dimes, 1 nickel and 3 new pennies; 1 pocket knife (2 blades and an
awl which resembles an ice pick); one stub lead pencil; and an air map (shown"
on opposite page). '

Before the plane drifted away and sank, you were able to sélvage the 15 items
listed on page 3. Your task is to rank these ’erns according to their importance

" to your survival, starting with *'1’* as the most important, to 15" as the least

important.

You may assume -

1. the number of survivors is the same as the number on your team;
2. you are the actual people in the situation;

3. the team has agreed to stick together;

4. all items are dry and in good condition.

Step 1: Each member of the team is to individually rank each item. Do not
discuss the situation or survival items until each member has '
finished the individual ranking. o

Step 2: After everyone has finished the individual ranking, rank order the
15 items as a team. Once discussion begins, do not change your
individual ranking.

Yourteam willhaveuntil ____ o’clock to complets this step.
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SECTION 3.
Policy Institute I: Snowbird, Utah

Purpose

Participants were required to construct a vision of where they wanted to take their work. At the
first policy institute the five participating states created their vision of, and goals for, workforce
and economic development in their states and developed a work plan for the months following the
institute. Faculty presentations were designed to deliver a rationale for thinking more creatively
about workforce and economic development. The institute focused on three substantive issues that

- were selected because of their relevance to "big picture” workforce development issues:

(1) school-to-work;
(2) economic competitiveness; and,
3) workforce training.

The institute also emphasized three process issues related to strategic planning in a team context:

(1) managing change,
(2) strategic planning as a process; and,
(3)  team building and conflict resolution.

An mntegral goal of this first institute was to incite the IIP states to be innovative in their thinking
about workforce and economic development. It was also designed to instill a sense of common
purpose amongst teamn members.

Structure

The institute was built around four distinct types of sessions: plenary sessions and meetings which
brought all of the teams together; concurrent sessions which were typically attended by one or two
state teams at a time; team sessions in which individual teams met to discuss issues and plan; and,
functional team sessions in which team members from each state met with members from other
states who held similar positions. Informal time, such as meals, was also structured to allow team
members to become better acquainted with each other and to become acquainted with members of
other state teams.

Program
There were three plenary sessions. The first was a faculty presentation providing an overview of

the strategic planning process. The rationale behind presenting this information first was to
provide states with a framework for looking at their work strategically-—and for tackling all of their
institute work in new and innovative ways. The material was presented by Barbara Dyer of the
National Academy of Public Administration in Washington, D.C. Two other group sessions were
structured to further develop a sense of camaraderie and team unity amongst team members. By
asking states to report out to the entire group at various points, the institute instiiled a sense of
friendly competition and facilitated a sharing of ideas and strategies.

There were three sets of concurrent sessions over the course of the second and third days. These
sessions focused on the substantive issues outlined above. Brian Bosworth of Regional
Technology Strategies, Inc. in Cambridge, Massachusetts facilitated a session on creating demand
for highly skilled workers through workplace reorganization. Marlene Seltzer of Seltzer
Associates in Boston, Massachusetts facilitated a session on workforce training. Finally, Gloria
Frazier of Web Associates in Naples, Florida, with the assistance of Hilary Pennington from JFF,
facilitated a session on the school-to-work transition. Each set of concurrent sessions lasted two
hours and allowed for a great deal of interaction between faculty and participants.




Team work sessions designed to allow state teams to explore and establish various positions on the
issues, and to examine how the new knowledge and information could be practically applied to
their unique state situations. These work sessions were facilitated by JFF and NCSL trail guides.

On the third day of the institute, all of the state teams were divided into functional groups: all state
legislators, all economic development directors, etc. These groups met and discussed common
needs, issues, plans and strategies. The idea of this session was not merely to exchange ideas, but
to build a sense of camaraderie and mutual support among professionals dealing with very similar
1SSUES.

Outcomes ' :

First, each team developed a clear vision statement of where they intended their state to go in terms
of workforce and economic development. This mission statement served as the primary guidance
tool for state activities over the course of the project. Development of these mission statements
resulted in some revisions to the goals and objectives which had been outlined in the original
proposals. Second, most teams divided into sub-groups whose task was to focus on a particular
issue highlighted at the institute, and to act as the lead group on that issue when they returned
home. For example, one state team formed sub-committees on one stop shops, school-to-work
and micro enterprise development. Third, teams devised a work plan for the period following the
first institute and preceding the second. Finally, team members spent a great deal of time getting to
know each other. A critical but somewhat intangible outcome of this first institute was the building
of respect and trust between team members.

Successes and Shortcomings _
As an introduction to the key issues associated with building workforce development systems, this

first institute went well. State teams were introduced to new theory and new ways of looking at
their work. Initial steps were taken towards treating the issues of school-to-work, economic
development and competitiveness and workforce training as an integrated set of policy challenges.
The institute presentations would have been even more successful if they had linked together the
various strategies discussed in each faculty presentation. The importance and role of a human
resource investment councils, incorporating concepts of employer involvement in education and
training programs, and specific strategies for integrating workforce programs were all discussed in
the faculty presentations. However, the geographic distances separating the faculty and the timing
of finalizing the institute agenda hampered the ability of faculty to spend considerable time trying to
link their presentations. The result was an absences from the presentations of specific tools that
could be used to facilitate program integration.. For example, while all of the states were intrigued
with the outline of high performance work organization (HPWQ) and its benefits to economic
competitiveness and high skilled employment, no tools were offered as examples of methods for
assessing a state's economic health based on HPWO principles.

Several states were concerned that there was not enough state team time in this first institute. In
particular, little time was set aside for one-on-one time between faculty and individual state teams.
While another objective of the IIP institute was to foster inter-state learning, teams were very
interested in the tools (legislation, plans, etc.) that leading edge states had to offer and less
interested in discussing their own problems with other states. So, while trust was built up within
state teams it was not built up to the same degree across state lines.

Enclosed

Agenda: Workforce Policy Institute 1

Faculty Notes: Barbara Dyer, Brian Bosworth, Marlene Seltzer, Gloria Frazier
Mission Statement Examples: Iowa and West Virginia

Subarctic Survival Situation

Attached to_the Curriculum

Investing in People Resource Notebook
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Human Synergistics Materials

Individual Development Tools

Life Styles Inventory:
Self-Description (LS! 1)
Self-assessment promotes change
and improvement by increasing
personal understanding of one's
own thinking and behavior,

Life Styles Inventory:

Description by Others (LS| 2)
Enables organization members to
harness the power of confidential,
constructive feedback and use it
tc enhance performance.

LSISTYLUS™1

Computer-generated customized
report that provides detailed informa-
tion on strengths and development
opportunities and common-sense
recommendations for improving
performance.

LS| STYLUS™ 2

A confidential, computergenerated
report containing specific, construc-
tive feedback on the implications of
individual behavior.

LS1 Conflict

Assists individuals in identifying and
understanding how thinking styles and
coping behaviors affect how they deal
with conflict situations.

Stress Processing Report {SPR)
Personalized, confidential self-
assessment focuses on the long-
established relationship between an

individual's thinking styles and health -

and performance effectiveness.

Management Effectiveness

Profile System (MEPS)

Assesses the specific skills required
of a manager from both the indivi-
dual's point of view and that of at
least five trusted associates.

Supervisory Skills Inventory {(S51)
Identifies the skill levels of those
who oversee dayto-day supervisory
functions frem both the individual's
point of vizw 2nc thal of fve trusied

Team Development Tools

Survival Simulations

A series of interactive team exercises

presenting a survival challenge involv-
ing a plane crash in a remote area.
Each exercise builds group consensus
decision-making skills and provides a
risk-free environment for individuals to
practice behaviors that facilitate group
processes.

p Desert Survival |
p Desert Survival 1
p Subarctic Survival
p Cascades Survival
p Jungle Survival

Business Simulations

Using realistic business problems as
backdraps, this series of interactive
team exercises develops consensus
decision-making skills while teaching
effective business practices.

» Meeting Effectiveness

p- Project Planning

p Turnaround

p- Par Excellence

p Solving Problems and
Planning for Change

Group Styles Inventory (GSI)

Used with 2 Human Synergistics
simulation or actual organizational
problem, this assessment enables
group members to measure how
effectively or ineffectively they
worked together, and identify specific
behaviors for the group to change or
build upon.

Organizational Development Tools

Organizational Culture

Inventory {OCI)

Provides a valid and reliable
measurement of haw members

of an organization perceive its culture,
and helps them to define and create
their “ideal” or optimum cuiture.

Program Design Serles

By assembling powerful combinations
of Human Synergistics development
tools, this series of five designs pro-
vides the information necessary to
integrate these materials into compre-
hensive organizational development
programs.

human
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