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The Bay State Skills Corporation is
an economic development tool which
works to provide education and indus-
try partnerships for the skilled Jabor
needs of high growth, emerging or
traditional Massachusetts compa-
nies where knowledge-intensive edu-
cation and training is necessary.

The material in this manual

was prepared under Grant No.
99-4-3287-98-393-02 from the
Employment and Training Administra-
tion, U.S. Department of Labor, under
the authority of Title Ill, of the Job
Training Partnership Act. Grantees
undertaking such projects under Gov-
ernment sponsorship are encouraged
{o express freely their professional
judgement. Therefore, noints of view
Or opinions stated in this document
do not necessarily represent the offi-
cial position or policy of the Depart-
ment of Labor.
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Foraword

When the Bay State Skilis Corporation came into existence in Massachusetts
in 1681, public/private Fartnerships were something of a radical idea. Skep-
tics said that schools, colleges and community based organizations would
never be able to obtain matching grants from business and industry tc train
people for jobs. Over the years, we have proven the skeptics wrong— busi-
nesses have provided more than equal match for skills training programs
ranging from entry level word processing to advanced microwave engineer-
ing, and much in between. Industry participation seems to be predicated
upon the training being provided in a growth occupation where there is a
shortage of skilled labor.

Next, the skeptics said that industry would never participate as equal part-
ners in training programs for the disadvantaged. So BSSC set out to demon-
strate that business and industry are more concerned with the skills of the
laor force than with its demographics. The purpose of this manual is to set
forth our experiences in demonstrating this belief, and to share the technical
know-how we have accumulated in the process.



Chapter One

The History of
Bay State Skilis Corporation

The Bay State Skills Corporation is a quasi-public corporation governed by
an 18-member Board of Directors which represents tr.e employment inter-
ests of the Commcnwealth of Massachusetts' business, labor, education, and
government organizations. Founded in 1981, the Corporation falls under the
Executive Office of Economic Affairs but is not subject tc its direct supervi-
sion or control.

BSSC's mandate is to produce a closer working relationship between the
state’s educational system and the private sector. The Corporation hopes to
accomplish this goal by providing financial support, in the form of grants-in-
aid, to educational and training institutions which join with one or more private
companies to provide specific skills training and placement prospects.

The Corporation provides direct support 1o institutions for a specified train-
ing program. As such, BSSC funding is desigred to pay for specific skills
training. Equally important, BSSC funding is designed to expand the train-
ing and education capacity of the state's institutions. As a result of BSSC
funding, training institutions increase their long term ability to deliver state-
of-the-art training. The Corporation hopes that by encouraging a joint coop-
eration between education/training and industry, its support will eventually
no longer be needed, and that business and training agencies will realize
the mutual benefit of working together and will pursue cooperative relation-
ships on their own, without Corporation support.

Simply stated, the Bay State Skills Corporation's mission is to fill “skill gaps”
by providing growing companies with the appropriately skilled and trained
people. Inthe late 70% there was pervasive frustration and concern over the
lack of communication between schoals, training agencies and the private
sector. At that time, there was a mismatch between the skills being-taught

in the schools and the jobs that were available to students when they grad-
uated. Corporate executives were concerned about obsolete worker skills,
sagging productivity and the impact of changing technology on the work
force. Educational institutions needed help to keep up with the chang-

ing technological equipment and expertise necessary for state-of-the-art
training. Because business and education had not been coordinating their
efforts, educators were not teaching what business needed, and businesses
were resorting to pirating skilled employees from each other. As a result, there
was serious concern that the economic growth of the Comrinonwealth of Mas-
sachusetts would be siunted if a dialogue could not be opened between gov-
ernment, education and industry to address the problem. In 1981 the Bay
State Skills Corporation was established as part of the solution.

BSSC attempts to open this dialogue by funding training programs on the
basis of merit. The Corporation requires that companies participate finan-
cially and programmatically in each grant by giving staff time and expertise,
equipment, space, or any number of contributions* hich can make the pro-
gram more directly responsive to business and industry’s needs. Business is
expected to participate not just out of a sense of community spirit, but from
the perspective of enlightened self interest. In the opinion of the Bay State
Skills Corporation, the active participation of the private sector provides the
best guarantee available that the occugation selected for training is in
demand, that the skills are relevant to employers' needs and that the quality
of training will be state-of-the-art.



The Creation of the
Bay State Skills Corporation

In his 1980 State of the State address, the Governor of Massachusetts
announced a plan to pull together educators, business and labor leaders,
training specialists and government of‘icials to create a guasi-public corpo-
ration which would help employers meet their needs for skilled people. The
Secretary of Economic Affairs proposed a program that would sponsor traii-
ing on an entry level through upgrading, as well ¢s advanced university level
technologies. Unlike Federal programs, BSSC would not be restricted to
training only the unemployed or the poor. Because employers' major criteria
are skilled workers, BSSC would focus on training people for jobs, regard-
less of the economic need of the trainees.

The first attempt to create the Corporation did not make it through the legisla-
tive process. Legislators believed that the federal jobs training program and
the Commonwealth’s system of vocational schools, community colleges, col-
leges and universities should be adequate to meet the needs of business
and industry for skilled personnel. They were also skeptical of the potential for
education and industry to work cooperatively, Undaunted, the Governor was
determined to give the concept a trial run, and provided $500,000 from his
emergency reserve funds to create the Bay State Skills Commission. During
1980 the Commission funded 15 programs in which the state’s $500,000
were more than matched by $800,000 in private sector contributions of staff
time, equipment, and space.

The success of the initial pilot project demonstrated that publi~ private
partnerships could work. Business and education did work cooperatively

to increase the supply of skilled labor and improve the training capacity of
schools. With an infusion of funds from outside the annual budget allocations,
the education and training instii.-‘ions of the state had the opportunity to
expanrd and modernize their course offerings. The Governor and Secretary of
Economic Affairs returned to the Legislature in 1981, and this time were suc-
cessful in getting the Bay State Skills Corporation established with $3 million
in funding. The bill received widespread support in the State Legislature, par-
ticularly from the Joint Committee on Commerce and Labor and the House
and Senate Ways and Means Committees. On July 21, 1981 the Bay State
Skills Corporation was signed into law and given the following mandate:

» To encourage and facilitate the formation of comprehensive cooperative
relationships between business, industry, labor, government and education,
and thereby develop and expand programs of skills training that are consis-
tent with employment needs;

* To provide grants-in-aid to educational and training institutions to fund skills
training programs consistent with employment needs, to be matched with
equal private sector financial support;

* To collect and disseminate information on present and future employment
needs as well as the availability of skills training and education in these
areas; and

* To conduct conferences and studies which will increase communication
and information on employment needs of the Commonwealth.



Corporate Organization and Management

When the Bay State Skills Corporation was created it was placed within the
Secretariat of Economic Affairs. As a quasi-public corporation, it retains fiscal
autonomy and an organizational structure independent from the rest of state
government. The Executive Office of Economic Affairs serves as a fiscal con-
duit for the annual budget appropriation from the state, but otherwise it has
no management authority or responsibility for the actions of the Corporation.

The Board of Directors is the formal governing body of the Corporation. Of
the 18 Member Board of Directors, four are mandated law with the remaining
14 appointed by the Governor from business and industry, labor, education.
and government. The four mandated members are:

The Chancellor of the Board of Regents of Higher Education, which oversees
the public colleges, universties and community colleges.

The Commissioner of Public Welfare;

The Commissioner of Education, which cversees Massachusetts elementary,
secondary and vocational schools; and

The Secretary of the Executive office of Economic Affairs, which also houses
th2 state administration of JTPA. The Secretary of Economic Affairs customarily
Presides as Chair of the Board, although by law the Governor may appoint any
of the existing 18 members to the position.

Through its Board of Directors, BSSC maintains formal relationships with
other state agencies which are involved with employment and training issues.
The Board meets quarterly to approve grants-in-aid, to set policy, and to
establish direction for the Corporation, not unlike the function of the Private
Industry Council under JTPA.

The allocation from the state budget comes to BSSC in one lump sum, which
makes the authority to spend autonomous and strengthens the policy mak-
ing role of the Board. The enabling legisla-tion provides no mandates as to
the rate of spending, nor does it single out specific industries or special
target groups for levels of service.

An Executive Director of the Corporation, who is hired by the Board, is respon-
sible for developing and implementing personnel policies and staffing require-
ments. The Bay State Skills Corporation is not subject to Civil Service or other
government personnel policies in staff hiring, firing, promoting, or salary and
benetit determinations.

The Corporation began in 1981 with an initial staff consisting of an Executive
Director, Assistant Director, Secretary z:1d student intern. By 1984 the Corpo-
ration hiad grown to a staff of 22 who are responsible for corporate manage-
ment, fiscal controls, marketing, developing new programs and providing
technical assistance to funded pregrams. This staffing level has held fairly
constant for several years. With an annual allocation of $4.7 million dollars
from all sources, the Corporation funds approximately 100 contracts a year
for skills training.



Providing awards to contractors and
their private sector partners is good
public relations.

ERIC

Aruitoxt provided by Eic:

BSSC is attentive to its need to create a positive public image as an orga-
nization that can make things happen. As soon as the Board of Directors
approves a round of proposals, press releases are prepared and sent to
every media outlet with an audience in proximity to any of the programs
funded. At the same time, legislators receive personal letters informing them
about BSSC activities which are taking place in their districts. This responsi-
bility is a staff function built into the routine operations of the organization. All
contractors are also encouraged to bring their programs to media attention
by hosting an open house, a ribbon cutting, a graduation, or an awards
ceremony for their private sector partners. The Corporation trains new con-
tractors and provides technical assistance to project coordinators on how
to go akzout doing this.

BSSC devotes such attention to public relations because companies are
selective about what activities or organizations they will become involved
with. A good public relations strategy provides corporate partners with a
sense of being a part of a larger effort. Participation with these programs
brings prestige and recognition to industries as well as helping them meet
their bottorn line needs of profitability through an effective, efficient

labor force.

i1



Chapter Two

Job Training Partnership Act
by Comparison

The Job Training Partnership Act of 1982 continues a longstanding Federal
commitment to train people who suffer from serious barriers to employment.
It ollows in the tradition of CETA, MDTA, and the WPA of the 16305. Key fea-
tures of JTPA are:

* Local responsibility for planning and delivering services;

« Coordination with education, economic development and human service
agencies in the state;

* Private sector participation in programs through the Private industry Coun-
cils (PICs),

* Emphasis on training, and limited funds for administration, support ser-
vices, and stipends, and

* Services only for designated target groups such as economically disadvan-
taged adults, dislocated workers, older workers, youth, etc. in accordance
with federally established guidelines.

Each state is responsible for establishing policy, developing performance
standards, and designating the geographic boundaries of Service Delivery
Areas through which the local Private Industry Councils can deliver emplov-
ment and training services to eligiule people.

Each Private Industry Council must enter into a formal agreement with the
local government for the implemeritation of JTPA within a designated Service
Delivery Area, including procedures for developing plans, the selection of
grant recipients and program administrators, and the adopticn of a final plan
and budgei.

The kinds of services that may be provided to eligible people are varied,
including on-the-job training, classroom skills training, remedial education,
job searci: assistance and counseling.

The ultimate goal of these services is to assist disadvantaged people in
finding permanent employment which enables them to become economi-
cally self-sufficient. Service Delivery Areas must develop service plans for
individual enrollees which involve one or many of the above services,
depending on the background and needs of the client.

Within Massachusetts there are fifteen separate Private Industry Councils
and their corresponding Service Delivery Areas (SDAs), which range in size
and nature from the City of Boston, a single city SDA, to Berkshire County, a
thirty town rural SDA.



The 15 Service Delivery Areas

. Berkshire County
. City ~f Boston
. Bristol County

OCONOONWN =

Brockton

. Franklin/Hampshire Counties
. Hampden County

. Metro North

. Metro Southwest

. New Bedford/Cape & Islands
. Lower Merrimack Valley

. Northern Middlesex

Northern Worcester
South Coastal
Southern Essex
Southern Worcester

o

The administrative structures for delivering services are quite varied. In some,
all functions including administration, client support services, training and
placement are handled directly by the Service Delivery Area. Three Massa-
chusetts Service Delivery Areas use their own skills centers, built under
CETA, as an alternative to vocational schools or community based organi-
zations for the delivery of training. Other SDA' release their training funds

for competetive bid, but retain the grant administration, client recruitment,
assessment, counseling and job placement functions within their agency. In
other SDAs everything except grant administration is contracted to vendors:
sometimes a single vendor is responsible for serving a client from recruitment
through training to placement, and sometimes each of these functions is
handled by different vendors, with the client being referred from one to
another. All of these delivery systems are consistent with the Job Training
Partnership Act. They follow from the structures that have evolved over
decades of experience with manpower programs.

Tne major ingredient that has been missing over years of manpower admin-
istration has been coordination with the private sector which is, after all, the
final consumer of any manpower program's products. By establishing Private
Industry Councils the United States Congress attempted to improve the
coordination of public and private sectors in the area of manpower planning
and poiicy development. Another step is needed, however, beyond having
executives advise the employment and training system about how best to
spend its Title 11A allocation.

In order to create a job training system that is responsive to the private sector
labor market, companies should actively participate in the nuts and bolts of
the delivery of services.

6 i3



How Does
BSSC Differ?

BSSC has many points of similarity with JTPA and many differences. Unlike
JTPA, BSSC training is open to the general public—there are no incorne
eligibility requirements, no target groups and no formula allocations to geo-
graphic areas. Programs can cross fiscal years and can vary in length from
as little as six weeks to as much as eighteen months. Training can be for
entry level skills such as machining or word processing or for advanced
careers such as microwave engineering or biotechnology. This flexibility
has made the Bay State Skills Corporation very popular with both busi-
ness and education, but it is not particularly relevant to or replicable by

the JTPA system.

Other features of BSSC, however, are very relevant to JTPA. The Corporation
maintains a central cffice which is responsible for setting policy, funding
programs and overseeing their effectiveness. It maintains no field offices or
standing programs, so it can provide a quick response by adding or drop-
ping programs as local needs change.

Four times a year the Bay State Skills Corporation releases a Request for
Propcsals to non-profit education and training institutions which can demon-
strate their ability to train individuals for long term employment within growth
sectors of the economy. Educational institutions must link with one or more
private companies to create specific skills training proposals which demon-
strate not only their ability to deliver quality occupational training but also that
the training institutions themselves will derive some long term benefits in the
form of increased capacity to deliver skills training from the funding.

When proposals are submitted they are each read and scored by the B3SC
professional staff against standardized criteria. From time to time BSSC has
debated the value of bringing in “expert readers” in technical subject areas,
but the agency has learned that the quality of private sector participation, as
documented in letters submitted with the proposal, provides the best guide
to the technical strength of the curriculum.

Professional staff make recommendations to the Corporation Board of Direc-
tors, which approves evary grant-in-aid. After approval, successful bidders
are invited to negotiate contracts in which the details of program operations
are finalized to the mutual satisfaction of all parties. Not until this entire
process has been completed may an agency begin to operate a program.

Once a proposal has been approved for funding, it is assigned to one of the
Corporation's professional staff for ongoing technical assistance and guid-
ance. The Bay State Skills Corporation believes that active involvement with
programs is an essential ingredient in their success. This means that all con-
tractors are trained on reporting requirements, their relationship with BSSC,
publicity and marketing techniques, and project management standards.
Thereafter, a Program Specialist visits each program at least once every six
weeks, and contractors provide bimonthly written progress reports on their
enrollment, relationships with the private sector, progress in training and
placements. Upon completion, each Contractor and BSSC Program Spe-
cialist writes an evaluation of the strengths and weaknesses of the program
which is used by the professional staff as they develop new programs. This
active involvement on the part of the Bay State Skills Corporation with the
operations and standards of performance creates a “Hawthorne Effect” on
programs, improving the outcomes and the willingness of program manag-
ers to be creative and take risks on innovative approaches.

7,
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Chapter Three

The Demonstration Program

By 1984, v*"~ the Job Training Partnership Act was still getting its figura-
tive feet wet. the Bay State Skills Corporation had come to the attention of
the Department of Labor. This program seemed to embody much of what
Congress had hoped to achieve through the public/private partnerships
mandated in the JTFA legislation. Using state resources, the Bay State Skills
Corporation was funding training programs that were bringing the private
sector into active participation in the design and delivery of training. In fact,
BSSC was requiring training agencies to obtain dollar for dollar match from
the private sector in order to receive a grant. In its first three years the Corpo-
ration committed $6 million dollars for 76 programs which worked with 300
companies to train 5,700 people.

BSSC training efforts were industry driven. For a program to receive BSSC
funds, companies had to be in need of individuals with these skills. Training
institutions were required to illustrate the local labor market opportunities and
demonstrate how industry would get involved in preparing people for work.
Until this time, there had been a lack of market orientation in many training
and education institutions.

Despite the successes of the Bay State Skills Corporation in obtaining private
sector participation in its programs, Service Delivery Areas across the coun-
try were finding it difficult to obtain the participation of business and industry
in their job training efforts. The Bay State Skills Corporation agreed to an
experiment to see whether its private sector matching grant model for devel-
oping and expanding iograms of skills training consistent with employer
need would work within the Private Industry Council (PIC) Service Delivery
Area (SDA) system established under the Job Training Partnership Act
(JTPA). In addition, BSSC agreed to develop a Replication Manual to be used
by state JTPA staff and national officials interested in adopting the matching
grant model for their jurisdictions.

Over the 18-month demonstration period, the BSSC received from the United
States Department of Labor (DOL) approximately $560,000 to make avail-
able as challenge grants to the Private Industry Councils in Massachusetts.
The grants-in-aid were specifically designed to fund the development and
expansion of programs of entry level skills training consistent with employer
need, through an apyplication of the BSSC matching grant model (described
below). The trainees to be served were those eligible to receive services
under Title II-A of JTPA. The BSSC used its bid (Request for Proposal —RFP)
process to make its funding determinations. Selection of programs depended
on the quality of the program design and the participation of local industry.
Twelve grants-in-did were awarded to seven PIC/SDA bidders as a resuit of
their direct application for the funding.

BSSC provided both training and technical assistance to Service Delivery
Avrea staff on the BSSC model and how to develop partnership programs.
Programs were monitored for contract compliance, and ongoing technical
assistance was provided to assure the quality of those programs funded.



The BSSC Modei

The key elements of the BSSC model to be duplicated were:

1: that funds be used exclusively for the development or significant
expansion of programs of skills training or education consistent with
the demonstrated employment needs of the private sector,

2: that programs be designed to prepare individuals upon completion for
employment in a specific trade, occupation nr profession;

3: that the Service Delivery Area demonstrate that it had a matching com-
mitment of financial support (including cash, equipment, facilities, personnel
and/or scholarships) from the private sector to the program at least equal to
or greater than the amount of the requested grant-in-aid, and,

4: that the private sector participation be active and include ore or more of
the following: recruitment and selection of trainees; development of curricu-
lum; loaned instructors; donations of material and equipment, etc.

Proposal Solicitation

BSSC solicited proposals through the use of an RFP For most SDAs
partnership programs were a departure from their usual training model,
s0 ample time was allowed for outreach to the private sector. During the
start up phase, BSSC visited each of the SDAs to provide technical
assistance in assessing employer needs and securing and using private
sector support to design a training course with their substantial program-
matic participation.

The Request For Proposals used in this demonstration was based on the
matching grant program which required contributions from the private sector
equal in value to the cash provided by the Bay State Skills Corporation. It was
modified to restrict eligibility for funding to Massachusetts Private Industry
Councils/Service Delivery Areas, and to require all trainees to be eligible for
services under Title II1A of JTPA. Basic elements of the BSSC Request For
Proposals are shown here:

A. Program Need
Describe what occupations you plan to train for; the existing
labor supply and demand picture in your area; the nature of
the occupational shortages in your area and how you propose
to address these shortages through your training program.
The choice of an occupational area and level of training must
be based on your investigation of the local labor market and
direct input from businesszs. The needs or shortages of spe-
cific companies should be cited.

B. Work Statement
1. Describe the nature of the training program you intend to
provide; identify the specific occupation you intend to train
for and include a job or task description of the occupation;
include a profile of your proposed training population by age,
race, sex, previous employment and/or educationa! status.
Describe how you intend to identify, recruit and screen the
proposed trainees and what skills will be required for eniry
into the program.

2. [dentify the location of your fraining program, the length

of the program, and the numbc: of days, hours per day, and
hours per week that the trainees will spend in training. !dentify

16



the training curriculum ar.d materials, the use of instructors,
equipment/machinery, the relationship between training in
the classrcom and hands-on training. Tie in these program
details to the specific skills required for the occupation you
are training in.

C. Private Sector Participation
1. Identify the names and locations of those businesses and
private organizations that you intend to work with. Identify how
your organization and the company(ies) you have linked up
with will work together in the areas of

» development of the training curriculum;

* hiring commitments;

* monitoring of the program;

* planning for and participation in job placement efforts;
* recruitment and selection of trainees; and

» the conduct of the actual training program itself.

In addition, you should fully describe the riature of the financial
participation of the company(ies). While the budget section of
the proposal will outline the actual financial participation, you
should use this section of the narrative to describe the joint
cooperation as explicitly as you can. The Corporation is most
interested in understanding the nature of this joint public/pri-
vate venture. The Private Sector Commitment Letter(s) should
reinforce and support this narrative. The Corporation will look
very closely at the level of joint participation with the private
company(ies) involved. The private sector financial share must
be at least equal to the amount requested from the Corpo-
ration. This contribution should be specific, detailed, and
documented in Private Sector Commitment Letter(s).

D. Placement Goals and Plans
A critical aspect of BSSC programs is the placement of
trainees into training-related jobs in the orivate sector upon
program completion. All programs must describe their proc-
ess of job development and placement and set specific
goals for numbers to be placed. BSSC asks that you real-
istically consider other potential outcomes of your program
(e.g., non-placements, such as trainees returning to school,
incompletions, etc.). BSSC performance standard is 70%
training-related placements. Be specific about which
companies: you expect to hire the graduates of your train-
ing program.
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LSB.

Bay State Skills Corporation
101 Summer Street

2nd Floor

Boston, MA 02110

Dear Sir/Madame:

The purpose of this letter is to confirm the Lawrence Savings Bank's
planned contribution to the Teller Training Program to be administered
by the City of Lawrence, Department of Training and Manpower Development.

We expect that our contributions to this program will consist of the

following:
1. Advisory Board
a. Development of Program - - 8 hrs.
b. Selection of Trainees - - 10 hrs.
c. Future Board meetings - - 10 hrs.
d. Review of resumes and curriculum 5 hrs.
Total hours - 33 x $18, $ 594.

2. Training Participation
a. Training films - “Good Morning World"
"Handling Negative Situations"
"Why Bankers Should Sell"
3 films x 2 showings = 500.
b. Instructor's time:
Showing films — 3 hrs x $15. = 45.

Misc. training 6 hrs x $15. = 90. 135.

c. Use of equipment for showing films 300.
2, Supplies

a. Teller's manual - Compiled by LSB

b. Balance sheets

c. MHoney orders & checks

d. Deposit & Withdrawal tickets

3. Miacellaneous supplies 500.
4. Visit to Bank by Trainees 800.

5. Internship
3 trainees x 24 hrs. x $4. hr. x 3 weeks 900.

A corporate match letter should
specify all forms of the company's Total Luvrence Savings Bank Contribution $3,729.
participation irva training program.

Criteria For Selection The goal of this project was to demonstrate to the Service Delivery Areas
how to design and deliver training in conjunction with the private sector. All
programs which met the design criteria were selected for funding. Some-
times this meant that a proposal was rejected the first time it was submitted,
but BSSC provided technical assistance to the bidder in order to help them
redesign it to meet the funding criteria. All proposals were read and scored
by atleast three people who made recommendations to the BSSC Board of
Directors. The selection criteria provided for the award of up to 100 points

as follows:
Previous Experience 5 points
Need for the Program 10
Clarity of the Design 5
Quality of the Design 15
Characteristics of Trainees 10
Programmatic Private Sector Participation 20
Financial Private Sector Participation 10
Placement Goals and Strategy 15
Budget 10

As can readily be seen, the selection criteria are heavily weighted toward
programs with good quality participation from the private sector. The scoring
was designed so that a score of 50 described a satisfactory proposal, and
reviewers' comments were included in contract negotiations.
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Training

Altogether there were 12 training prograrns operated in this demonstra-
tion. They are described in detail in the Case Study section of this manual.
The following chart sumimarizes the SDA operations in the demonstration.

LA S PSion Service Delivery Area  Grant Award  Private Match  Participating Companles
18 Word Processing Berkshire Training & $26,22¢ $26,459 Sheaffer Eaton Textron,
Employment Program Berkshire Life Insurance, Kay Bee
Toys, General Electric Company,
Sprague Electric Company
13 Unit Clerks Boston Office of Jobs & 33,883 33,658 New England Medical Center,
Community Service University Hospital, Brigham
and Women's Hospital, Veterans
Administration Medical Center
63 Medical Clerical Boston Office of Jobs & 82,970 93,048 New England Medical Center,
Skills Community Service Mount Auburn Hospital
14 Electro-Mechanical Hampden Coun? 40,000 63,590 A.B. Dick, Company, Baybank
Technician Employment an Valley Trust, Digital Equipment
Training Consortium Corporation, Hampden Engineering,
Titeflex Corporation, Easco Hand
Tools, General Electric Company
17 Computer Numerical South Coastal Career 67,140 70,140 Boston Gear Inc., Pneumatic Scale
Control Machine Development Administration Corporation, Merriman Corp., Meth-
Operators ods Machine Tools, Inc., Mathewson
Corporation, Triangle Engineering,
Inc., and nine other machine shops
15 Office Practice South Coastai Career 18,080 18,080 Plymouth Home National Bank,
in Banking Development Administration Plymouth Five Cents Savings Bank,
Myles Standish Credit Union,
Baybank Southeast, State Street
Bank, information Technology, Inc.
17 Culinary Arts South Coastzi Career = 51,035 77,730 The Whiton House, Casa Berrini
Development Administration Restaurant, Sheraton Plymouth inn,
Teel’s Cabin, South Shore Facking,
Inc., Capeway Fish Market, The
Great Escape
41 Nursing Assistant Nor:h Shore Employment 57,341 79,007 Shaughnessy Rehabilitation
and Training Hospital, Salem Hospital
26 Micrographic North Shorc: Employment 65,991 69,213 Information Protection Service, Bell
Camera and Training & Howell, Essex Office Associates,
Operator Connolly Data Systems, Essexbank,
Industrial Management Systems,
Security National Bank, Parker
Brothers, Eastern Savings Bank,
Gillette Company, Sylvania, GTE
15 Computer Numerical Office for Job Partnerships 32,404 90,605 Isotronics, Inc. Division of
Control Machinist Augat Industries
43 Bank Tellers Lawrence Department 46,441 51,316 Arlington Trust, Famity Mutual Bank,
of Training & Manpower Lawrence Savings Bank, Andover
Development Savings Bank, Bank of Boston, First
Essex Bank, Bank of New England
37 Nursing Assistants  Lawrence Department 39,731 42,369 Hillhaven Corporation
of Training & Manpower
Development
v
13 4
N
P



Trainee

Enroliment

Report

Location BTEP Boston Boston Hampden Lawrence
Occupation BoSeung M unitcis  Hedhmos Jusng
Cumulative Individuals Served 18 63 13 14 49
Individuals Completing Training 16 56 12 14 41
Total Job Placements 11 50 9 10 a1
Training Related Job Placemsnts 11 50 a 37
Cont. to School/Training 3 0 —

Dropouts and Others Not Placed 4 13 4

Total Terminations 18 63 13 14 49
Average Placement Wage 5.05 6.12 6.08 6.85 484
16-21 1 5 5 2 8
22-54 15 56 8 12 a1
55+ 2 0 0

Caucasian 18 2 14

Black 0 10

Hispanic 0 40
Asian 0 63 C
Other— 0

Male 1 13 3
Female 17 58 13 1 46
Unemployed 18 43 12 14 49
Employed 0 20 1 0

Ul Recipient 5 3 0 6

Public Assistance Recipient 7 2 5 7 40
Displaced Homemaker 0 3 1 0

Handicapped 0 6 1 0
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Lawrence South Coastal Northshore Northshore New Bedford South Coastal South Coastal TOTAL

Bank Tellers Egﬁ%‘f:& Hgg:g:acﬂ{e ’Eé%%%pmc Eﬁ?g& Banking Culinary
41 17 4 26 15 15 20 332
36 13 36 16 15 13 1 286 (88%)
32 12 29 15 14 13 1 247 (74%)
28 11 29 15 13 1 1 234 (95%)
0 0 0 0 0 0 5
5 12 1 1 2 9 80
41 17 4 26 15 15 20 332
5.25 6.79 5.05 4.65 6.65 6.50 5.50 6.07
9 3 7 5 0 3 0 53
34 12 34 20 15 11 20 274
0 2 0 1 0 1 0 10
26 15 32 25 14 14 18 186
7 5 0 1 0 0 25
7 0 4 1 2 56
1 0 0 0 0 64
0 0 0 0 0 1
0 15 3 12 13 2 3 75
41 2 38 14 2 13 17 262
41 16 40 21 11 15 20 300
1 1 4 0 0 32
4 0 0 2 1 39
20 4 21 1 4 126
0 1 1 3 20
2 26 2 0 44

15 -~ 21




Outcomes

Of the fifteen Service Delivery Areas in Massachusetts, eight applied, and
seven received funding for training programs. For many, this represented the
first time they had approached the design of training with employers' needs
as a priority, instead of client services. Each SDA had its owri occupational
priority in a variety of skill levels, ranging from Nursing Assistants to Electro-
Mechanical Technicians. The length of training varied from eight wesks to
thirty-six weeks.

Some started the project convinced thai they could never obtain dollar for
dollar match from the private sector--especially for training the disadvan-
taged. Yet every SDA that set out to obtain private sector participation in
training was able to do so. Sixty-eight different companies participated

in the training of 332 Title IIA eligible people. The kinds of participation
also varied extensively: there were advisory committees; trainee selection
committees; curriculum review committees; guest lecturers; internships
(paid and unpaid); donated equipment; classroom and shop supplies;
cash; and of course, jobs at the end of training. The people who were
trained were all eligible for services under Title l1A, debunking the myth
that employers won't have anything to do with services for the disad-
vantaged. The chart below displays the outcomes for the trainees in
these 12 programs. To summarize, 332 people were trained; 244,

or 73% of them were placed in training related jobs at $6.07/hour aver-
age starting wage. Their backgrounds were also typical of the most in
need population served by JTPA: 126 or 38% were public assistance
recipients, and 46% were minorities.

Beyond a series of 12 good training programs, what else did the SDA's gain
from their participation in the demonstration grant? Some obtained expensive
pieces of equipment, theirs to keep after the completion of training. A few
took advantage of the opportunity to develop an entirely new course, never
before offered in their area. Most importantly, the SDAs learned that it was
possible to work with the private sector in an entirely different way than the
policy advice that is ordinarily provided by the Private Industry Council. New
relationships were formed, and several of the SDA's have continued to
develop 50/50 matching grant programs with their JTPA Title 1|-A funds.
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Chapter Four

Benefits of Active Employer
Involvement

An SD# Director who participated in BSSC-DOL Demonstration Program
once commented, “Partnerships are like spinach: everyone says they're good
for you, but nobody really likes them” This chapter of the manual will be some-
thing like the nutritionist’s report—it will enumerate what's good for you about
partnerships, and show you why you'll fike them if you try them.

Increasing the direct and active participation of employers in skills training
requires a greater commitment of scarce staff time to plan and operate pre-
grams than does a traditional classroom skills training or on-the-job training
program. Lip service is always given to the importance of employer pariicina-
tion but it is important to look beyond this, to see if there really is any benefit
to it and to decide if the benefits outwe:gh the costs. The work of this Demon-
stration Grant has provided several examples in which the approach outlined
in this manual has resulted in benefits to all the actors in the employment and
training system. Specifically:

* Participating SDAs and training agencies can increase the effectiveness of
their programs and/or reduce costs;

» Participating employers can increase the likelihood that the program will
produce new employees who meet their nezds;

* Trainees are more likely to receive relevant training and to obtain training-
related placements.

In addition to this, the approach can provide demonstrable benefits to the
community at-large through capturing jobs that may normally elude the
JTPA system.

It should be noted that concerns are sometimes expressed that increasing
the employer involvement in skills training may diminish JTPA's ability to serve
those most in need. In some cases, the partnership training programs did
serve a relatively well-educated segment of the JTPA eligible population. But
the overall Bay State Skills Corporation experience shows that this does not
nead to be the case. Given the opportunity to participate in the selection of
trainees, the private sector will be more concerned with the candidates'
abilities to learn skills and good work habits than with their “significant seg-
ments” or "target group characteristics”

This chapter displays some of the benefits to Service Delivery Areas, employ-
ers, and trainees that the Bay State Skills Corporation has identified through
its experience with the Demonstration Program.

<3
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Benefits to SDAs and Training Agencies

The experience with the Demonstration Grant programs strongly suggests
that when SDAs chocse to increase the participation of employers in their
Title 1A training efforts, they have the potential to substantially improve their
performance—both in terms of the prescribed performance measures and
more generally.

In many instances, the SDAs participating in the Demonstration Grant
program elected to use vocational schools or skills centers as training orga-
nizations, rather than deliver the training themselves. Participating training
agencies often derived clear and measurable “bottom line” rewards.

Less Expensive Programs

Because of the design used by the Bay State Skills Corpo.ation, all Demon-
stration Grant programs involved substantial contributions by employers,
including time, materials, and/or equipment. In some cases, SDA funds
would have been used for the programs had the employers not made the
contributions. The fact that employers became involved allowed the SDAs
to save money, and deliver an equivalent program for less money.

Better Quality Programs

In other cases, the employer contributions represented enhancements to
the training for which the SDA would not have paid. For example, SDAs do
not generally pay for employer personnel such as shop supervisors to give
lectures during classroom skills training programs. In these cases, the SDA
spent the same money on the partnership program as it would ctherwise
have, b:it got more for that money.

More Effective Programs

Employers are willing to make substantial contributions of time or
resources to a training program, but only if they are convinced that it has
been designed with their needs in mind. As a result, training programs that
succeed in obtaining direct participation from employers are more likely to
graduate trainees who will be hired by local business and industry.

Increased Client Services

When employer contributions lower the total SDA cost per trainee, SDAs can
serve more clients with the same size grant. As the private sector contributes
space, equipment, supplies or other capital donations the SDA can reduce
its support of these fixed costs and can allocate its resources to either serv-
ing more clients or providing more comprehensive support for the clients it
already serves.

Selecting Appropriate
Trainees

When employers provide advice on the developcment of entrance criteria for
training programs, SDAs are able to target their scarce resources to those
trainees who are most likely to benefit from the program. It should be empha-
sized that “most appropriate trainees” is not a euphemism for creaming. In a
number of instances, employers specified lower entrance criteria than the
SDAs would have set without employer input. Sometimes SDAs, in their
efforts to please potential employers, set standards for educational attain-
ment or physical dexterity that have little bearing on job requirements. When
employers provide details about job requirements it is easier for planners

to design programs for remedial education followed by skills training that
takes into account the characteristics of the client pool and prepares

them for real jobs.
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Relevant Training
Curriculum

It is often difficult for SDA or training agency staff to know precisely what skills
employers need in their entry level workers. Employers, on the other hand,
are usually quite clear about the skills they are seeking, but they may not be
aware of the educational process necessary to attain those skills. It is to no
onet advantage to invest in a short clerical training program that produces
typists at 40 words per minute if the local employers won't hire anyone who
types at less than 60 words per minute. However, collaboration between
employers and SDA/training agency staff has shown itself to be a viable way
toinsure that irrelevant elements are excluded from curricula and necessary
elements are present and given the appropriate emphasis.

Early Feedback

When employers participate actively in training programs by providing guest
lectures or 3erving as trainers they can assess both training and trainees
while the program is still running. With real time feedback, SDAs and training
agencies can make “mid-course corrections! rather than leam about prob-
lems when trainees can't get jobs at the end of the program.

Inthe New Bedford Computer Numerical Controlled Machining course, to
use one example, feedback from the employer at the mid-point of the pro-
gram allowed SDA staff to speed up the classroom training segment of the
program and change the balance between classroom training and intern-
ships. SDA staff, employers, and trainees all agreed that these changes
accomplished their objectives and saved a considerable amount of
training time.

Better Match With
Job Openings

Despite advances in data collection and analysis by the Division of Employ-
ment Security and employment and training agencies, disceming trends in
labor markets remains more of an art than a science. While statistical data
are always useful in developing overall training strategies, the Bay State
Skills Corporation experience shows that active employe r involvement
inthe design of training programs improves the likelihood that jobs will

be present at the close of the training. This approach does not guarantee
that jobs will be present, but there remains no more accuraie source of
estimated trends than the willingness of specific employers to participate

in the preparation and training of people whom they expect to hire.

Closer Ties to Employers

By adopting the private sector partnership approach the SDA and training
agency staff will be in close contact with employers throughout the planning
and implementation of training. Not only will this yield short-term benefits in
the quality of the specific programs, but it provides an opportunity for build-
ing longer term relationships that continue aiter the specific program

is completed.

Enhanced Reputation within
the Employer Community

Publicly funded agencies frequently encounter resistance or indifference
from the business community. It seems that public service announcements
and media coverage of training graduations do little to reduce employer
skepticism about “government bureaucracies” or “welfare chiselers” Most
training agencies have the capacity to offer good quality programs, and
inviting employers to actively participate in them will ensure that the word
gets out. Both the Lawrence and the New Bedford Service Delivery Areas
have had new companies approach them to develop customized training
programs after seeing the results of the Demonstration programs.
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Impact of Employer Participation on Title 1A Adult Performance Standards

Standard

Benefit of Direct Employer Participaticn

Entered employment rate

Involvermnent of employers in planning a curriculum increases the like-
lihood that the training is responsive to employer needs.

Intemships provide direct exposure of clients to employers in work
settings, increasing thz likelihood that they wili hire clients with untra-
ditional background or work histories. The overall entered employment
rate of the Demonstration Grant was 73% of all enrollees. Placement of
completers was 85%.

Cost per entered employment

A portion of the total training costs come from sources other than JTPA,
thereby lowering the (JTPA) cost per entered employment. The average
cost/placement of the Demonstration Grant was $1,800 {exclusive

of stipends).

Averagewageatplacemem_

The attractiveness of this approach to primary labor rnarket employ-
ers increases the likelihood that clients will be placed in relatively high
paying jobs. The average placement wage for the Dsmonstration Grant
was $6.07, 135% of the planned $4.50 level.

Welfare antersd employment rate

Client participation in intemships is likely to reduce any stereotypes
the employers may have about hiring welfare recipients. Thirty-eight
percent of the enrollees in the Demonstration programs were welfare
recipients. Their entered employment rate was 69%.




Benefits to Employers

The employers who participated in the Demonstration Grant programe have
generally been pleased with the opportunity te be involved in the design,
operation, and results of training programs. As many of them see it, par-
ticipating in a training program helps them to screen potential trainees in
ways that they could not do themselves. By subsidizing the training, they
can improve its content and develop a long term relationship with a reli-
able source of skilled labor.

Perhaps the best overall indicator of employer satisfaction with the train-
ing programs is their desire to participate in similar efforts when hiring
needs again arise.

Such willingness has been comimon in the Demonstration Grant program,
as is iflustrated by the fact that the Shaughnessy Rehabilitation Hospital
and New England Medical Center have both participated in three succes-
sive rounds of training. Surprisingly, the financial benefits of reduced costs
for recruitment and training of new trainees or the tax benefits of corporate
contributions are less significant to employers than the establishment of this
long term relationship with a training agency.

Specific instances of the benefits to employers of participating in training
activities include:

Screening Potential
Employees

Even firms with large personnel departments do not usually have the exper-
tise that SDAs have accumulated in sophisticated assessment and testing of
potential employees. When employers are actively involved in developing a
training program, they have the opportunity to use the SDA's outreach, test-
ing, and counseling expertise to recruit trainees who meet employar-
specified criteria.

Shaping Training

Employer involvernent in the selection of occupations in which to provide
training and in the development of training curricula provides an opportunity
to utilize public resources to help meet personnel needs within industry.

Monitoring Training and
Providing Feedback

When employers provide early feedback on the progress of training
programs they help themselves as well as the training agencies meet
their mutual goals. SDA/training agency efforts provide employers with
the opportunity to assess training programs while they are in process.

Reduced Risks Associated
with Training

Firms with expensive equipment are sometimes unwilling to take the risks of
hiring and training unskilled people on the job for fear that they will damage
the machines. In several instances, Demonstration Grant programs elimi-
nated this risk by providing program participants with their initial experiences
on machinery at the training agency before they were allowad to move on to
the more sophisticated equipment at the employer worksite. Employers were
more willing to take a chance on someone who did not yet meet their stan-
dards for hiring when they knew that person would have sufficient time in
training and counseling befere they reported to work.
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More Informed
Hiring Decisions

Peid and unpaid internships allow employers to observe potential employees
in their own work settings before they make a decision to hire.

Low Cost Training

From the employer's point of view, it is the SDA that is subsidizing the training,
by providing everything in the program that employers do not supply. Instruc-
tors, training materials, and equipment are costs which employers would
have to bear if they were training new employees without any outside assis-
tance. The costs in these cases are not only financial but include responsibil-
ity for hiring, supervising, and conducting in-house training. The intangible
savings to industry by beco.ming involved with publicly funded training can
be substantial.

Benefits to Trainees

Itis clearly in the trainee’s inteiests to participate in programs that are well
designed and are likely to lead to permanent, full-time employment at decent
salaries. As noled earlier in this chapter, active employee involvement con-
tributes to the likelihood th.. this will occur in many ways.

Statistics compiled by the Bay State Skills Corporation reveal that 85% of
the Demonstration Grant program completers and 73% of all enrollees were
placed in permanent, full-time employment, with an average wage at place-
ment in excess of $6.07.

Access to New Jobs

The Demonstration Grant experience in the New Bedford SDA confirms the
conclusions reached in assessments of the Bay State Skills Corporation's
overall 50/50 matching grant approach: close involvement between training
agencies and employers can result in the capturing of jobs that would other-
wise not be available.

Isotronics, Inc. (New Bedford), a high tech manufacturing firm, was hav-

ing difficulty in meeting the requests of its customers in a timely fashion.
Shortages of trained Computer Numerical Control (CNC) machinists
prevented the company from adding an extra shift of workers, until the

firm met with the New Bedford SDA and worked out a customized training
program under the Demonstration Grant Program. Isotronics’ contributions
far exceeded the cash from the public sector, and as a result of the program,
new jobs were created—and filled with JTPA clients.

Reductions in
Welfare Re2pendency

Of the 332 JTPA eligible people enrolled in training through the Demonstra-
tion Grant public assistance recipients represented about 35% of the total
participants. Since the Demonstration Grant Program has experienced
higher average wages than many employment and training programs for
this target group, it seems reasonable to believe that it has provided trainees
with a opportunity to overcome welfare dependency and to achieve eco-
nomic independence.
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Chapter Five

Program Design Options

This chapter contains a discussion of some of the choices that managers in
Service Delivery Areas and training agencies must make when they begin to
incorporate active employer involvement in their programs. Some of these
choices are:

» Determining whether to work with a single employer for each training
program or to develop and work with a consortium of employers, and

* Establishing guidelines for the amount and type of private sector
participation.

Creating Consortia of Employers

Most of the Demonstration Grant programs were developed and operated in
association with groups of companies, which are usually called “consortia’
Some programs involved only two or three firms; others involved more than a
dozen employers. In some cases there was a dominant corporate partner
with the other companies participating in a less significant way as in the
Micrographic Technician Program in Southern Essex County or the Medi-
cal Clerical Course offered in Boston. In other cases all the participating
companies played an equal role, as in the Bank Tellers Training in Lower
Merrimack Valley or the Electro-Mechanical Technicians Training in
Hampden County. Each approach has its strengths and weaknesses.

There are many reasons why both training agencies and employers find it
useful toinvolve a consortium of private firms in delivering a training program.
From the training agency perspective, this arrangement provides a greater
assurance that the program will give trainees a broad range of skills. It
becomes more likely that the training will address skills that are useful
throughout an industry rather than the specific requirements of a single
company, which may not be transferable to other settings.

Working with groups of companies allows training agency staff to learn more
about the job structures at different firms, thereby building staff expertise to
design similar programs in the future. It alsc gives training agencies the
potential to obtain varied types of employer involvement. Some companies
may be more willing to donate supplies or equipment, while others would
rather donate the time of key managers. The best way to meet all of the roles
spelled out in this manual is to build a consortium of companies with similar
manpower needs to participate in the design and delivery of training. These
need not all be in the same “industry”—for example, manufacturing, bank-
ing, and insurance all need clerical staff with word processing skills or
spreadsheet analysis training. The broader the spectrum of private sector
partners, the more “recession proof” your training is likely to be. That is,

not all industries are affected equally or at the same time by swings in the
economy, and your ability to take advantage of this for your enrollees may
depend on the diversity of your private sector support.
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Small companles are often WI//Ing to
have employees participate in
classroom panel discussions.

Small companies, which nationally account for th2 majority of al' employ-
ment, may find it difficult to participate in training. Individually, they seldom
have the clout to influence the curricula of training programs, nor can they
absorb the majority of the graduates of a course. At the same time, most
small companies do not have the internal resources, common in large corpo-
rations, to train personnel “in-house” This group of employers is dependent
on the established education and training system to provide them with new
employees with strong skills. Small companies are excellent candidates for
participating in a consortium-type training program. Each firm assumes
responsibility for only a portion of the support of a program—some can
provide lecturers, some supplies, others can accept interns, etc. As
partners to the program through a consortium they will have input into

its design and content as well as access to a trained pool of job appli-
cants without the expectation that they employ all of the graduates.

Whether you are working with large or small companies, the consortium
approach broadens the curriculum and hence the perspectives available to,
trainees. It increases your opportunities for obtaining employer involvement,”
and provides a “placement cushion” of a wider range of job cpportunities for
your graduates at the end of the training. From the employer point of view,
participation with a group of other firms frees an individual company from the
responsibility of making the total employer contributions. It also offers your
partners the opportunity to meet with their counterparts from other firms to
discuss issues of common interest. Most importantly, these companies will
have the opportunity to establish a long term relationship with a training
agency, which will be to your mutual benefit.

Conversely, working with consortia of employers brings with it problems of
coordination and conflict resolution that training agencies should be aware
of before they encounter them.

To begin with, it takes substantial time and effort to create and coordinate
groups of employers. Members of Advisory Committees often have com-
peting demands on their time, and need to be reminded of meetings and
encouraged to attend. This activity requires a considerable commitment of
training agency staff time, patience, and attention to detail. Many program
coordinators complain about the frustration of chasing people to attend
meetings that are intended to be for their own benefit.

Moreover, the process of arriving at consensus gets harder with the addition
of each new employer. For example, the planning of the curriculum for the
Computer Numerical Control (CNC) Machinist program in the South Coastal
SDA was complicated by differences of opinion among advisory board mem-
bers about what skills they were looking for in the trainees. Instructors were
hard pressed to come up with a curriculum that was responsive to all of their
interests and still meet their own standards of good educational design. The
project coordinator felt caught in the middle of two conflicting groups. To
solve the dilemma he called a meeting in which the insiructors explained
their ti:ne constraints and the limitations imposed by their equipment and

the trainees’ backgrounds. The machine shop partners decided that the best
way to obtain the skills they needed was to bring the trainees into their shops
as interns for several weeks before the end of the training while the instructors
could still be available for assistance. It is important for the project coordi-
nator to understand how to obtain consensus from people with divergent
interests and needs, or else a consortium can collapse.
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On occasion, employers will be concerned about giving away “trade
secrets” or violating security standards if thic participate in consortium
arrangements. Federal defense contractors, in particular, may have to obtairi
security clearances for every person who sets foot in their plant. Under these
circumstances, the project coordinator may find that such companies are
unable to provide worthwhile contributions to the program. They can be kept
in mind for placement purposes, and may be drawn to participate after
seeing the benefits that accrue to their competitors who are participating in
partnership training programs.

The BSSC experience with the Demonstraiion Grant and related pingrams
suggests that the advantages of working with groups of employers gcnerally
outweigh the disadvantages. A company's first motivation for participating in
a training venture is the possibility of obtaining new, skilled employees, and it
is unusual for a single employer to be in a position to hire all of the graduates
of a training program. It is even less likely that an employer can accurately
project the exact number of trainees it would need to hire upon program
completion. In the last analysis, joining a consortium aliows small employers
such as neighborhood banks, nursing homes, or machine shops their best
opportunity to access the local training system.

Customized Training

There are occasions where the needs of a particular employer are

unique or urgent and cannot appropriately be met by participationin a
consortium. This may be true when a new industry is moving into an area
and needs large numbers of employees, when an influx of new orders is
received by an established company and it suddenly needs to expand its
workforce, or when a company's product or manufacturing process is so
specialized or unusual that generic training programs do not meet their
needs. The possibility of offering customized training is a powerful
economic development tool to encourage companies to settle or

expand in a given region.

The Demonstration Grant worked with two instances of customized train-
ing which illustrate beth the strengths and weaknesses of the model: New
Bedford/Isotronic— CNC Machine Operators; and Lower Merrimack Valley
Hillhaven Corporation—Nursing Assistants; and another program which
never came to fruition, a Boston-area Health Maintenance Organization
(HMO) which needed Clinical Assistants.

Customized training programs prepare enrollees to meet the hiring require-
ments of a particular employer. From the outset, the company’s motivation for
involvement is obvious — it is not looking for tax write-offs or a reputation as
a good corporate neighbor, it is looking for new personnel. Therefore, there
will be no question as to whether the equipment made available for training
is state-of-the-art, whether supplies are plentiful, or whether the most knowl-
edgeable personnel are provided to the training effort. The quality of the
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contributions to customized training is usually excellent. In New Bedford, the
SDA's machine shop had ample metal stock donated to it, there was ready
access to the shop foreman for curriculum design and modification, and
during the internships the students received both instruction and close
supervision on the company’s very sophisticated equipment.

Placement is also straightforward in a customized program. If the company
has already indicated how many openings it anticipates, and if the SDA has
paid attention to that consideration in establishing its class size and entrance
criteria, all the completers can anticipate at least one job offer. This relieves

a tremendous source of anxiety to trainees, whether or not they accept

the offer. .

The drawbacks of customized training programs are equally obvious.
Training may be so narrow that the trainees may not be qualified to work
anywhere but for the sponsoring company. This becomes particularly detri-
mental if that company encounters an unexpected economic downturn and
no longer needs the new employees you have been training for them. On the
other hand, the participating company in a customized training program may
feel that it has “a right” to all of the trainees. With a seemingly captive market
of new employees, they may not feel compelled to offer competitive wages,
or they may become upset if any of the trainees decide to seek employ-
ment elsewhere. .

Another thing to be aware of in developing customized training programs

is the impact your trainees will have on existing personnel in entry level jobs
atthe company. If the graduates of a training program enter the company
several rungs up a career ladder and at higher pay than unskilled labor who
have been employed there for some time, there is likely to be resentment or
even sabotage of the rew employees. One way to address this problem is

to offer upgrading opportunities tp unskilled employees, either through the
"10% wiridow" in Title I|A as wasdone in New Bedford, or through tuition
payments from the company.

Customized training can be a dead-end for a training agency. The Boston
program to train Clinical Assistants, which never started, illustrates this haz-
ard. The curriculum, which took many hours of staff time to develop, was for
a job that existed only at the Health Maintenance Organization that was the
partner. This HMO did not want anything included in the course which would
prepare trainees for employment at a hospital or a doctor’s office, which were
their major competitors for skilled employees. As the SDA began its recruit-
ment of trainees, however, the HMO decided it did not like the backgrounds
of the candidates referred to them, and withdrew its sponsorship. After the
expenditure of much time and money, the SDA was forced to give up the
program because it was of no use to any other employers.

In customized training, the curriculum is designed to meet the needs of a
single employer, so little capacity is built for an agency’s ongoing training
efforts. Frequently, the information that is taught is proprietary or not relevant
to any other job. Usually, equipment is loaned rather than donated. A tre-
mendous investment of staff time is therefore allocated to meeting a one-
time need, and there is little lasting benefit to the training agency from

the relationship.
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The Bay State Skills Corporation usually prefers not to get involved in cus-
tomized training. The drawbacks of limited placement opportunity, depen-
dence on the continued economic vitality of a single company and the lack
of capacity building for the training agency seem to outweigh the lure of a
seemingly guaranteed job at the end of training. Our experience has been
that placement is just as good in consortium efforts as it is in customized
programs. Nevertheless, there are occasions when customized training
makes sensg, as in the economic development situation. Access to a
skilled tabor force is one of the major considerations of a company seek-
ing to expand or relocate. It makes sense to use a Service Delivery Area’s
resources for training and its access to an unemployed population to meet
the company’s needs while simultaneously meeting the employment needs
of its target groups.

As previously mentioned, the techniques for reaching out to employers will
be discussed in Chapters 6 & 7. In the case of customized training, SDA's
would do well to be aware of what other city, state, or county initiatives for
economic development are being planned. Agency directors and planners
have a responsibility to their clients to get to know the players in Industrial
Finance, Community Development Block Grants, Urban Development, etc.

Once the relationship has been established b stween the Service Deliv-

ery Area and the training partner, operations staff need to meet frequently

to work out the details of design of the training program. It is important to
remember that this is not a “senior partner-junior partner” relationship. Each
partner brings assets and liabilities, which one hopes will be complementary.
The SDA has access to a population in need of training and a job. It has
assessment, counseling, and training design expertise. The company has
technical expertise and capital resources as well as jobs needing to be filled.
The willingness to give and take, to share authority and information in such a
situation will ultimately determine the success of the venture.

There are several possible training

designs which respond to employer Training Need Identified

needs. :
Needed by more than one local
empioyer?

Yes No

WIill diverse company support Does single company present
enhance the training? sufficient demand to warrant
classroom time?

Yes No Yes No

Build a Consortium
Offer Traditional
Program

Consider
Customized
Training

Consider OJT or
individual referrai
to other program
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Establishing Guidelines

How can one measure the extent to which employers are involved in a pro-
gram? How much employer involvement is enough? The operating premise
of the Bay State Skills Corporation is that training programs work better and
produce better outcomes when employers are sufficiently involved to feel
“ownership” in the program. This happens when they have played an impor-
tant role in developing and implementing the program, and when-the training
agency has consistently kept company needs in mind as it plans its curricu-
lum, recruitment and placement strategies.

There are no hard and fast rules to assist in the process of putting a doliar
value on contributions. How should the donation of a used piece of machin-
ery be valued? What dollar value should be attached to the use of equipment
at a company worksite for several hours a day? What does it cost a company
to supervise intems?

The Bay State Skills Corporation handles each of these questions indi-
vidually, each time they come up. BSSC has established a policy requiring
training agencies and companies to put dol'ar values on employer contribu-
tions. In building an atmosphere of partnership, the Corporation generally
accepts a company's valuation of its donation.

BSSC encourages training agencies .o seek both *hard match” such as
equipment or cash and “soft match" such as time commitments on the part
of companies. Hard match has the clear benefit of reducing the cost of
programs, while soft match contributes to the quality of the program by
providing input that an SDA, school, or skills center simply does not have at
its disposal. Soft match does not usually reduce the cost of the program but
itimproves its quality and therefore can be even more valuable than cash or
other passive forms of participation. Both types are nacessary, and both
types should be pursued.

Itis difficult to measure employer involvement when it is only an abstract
term. Therefore, fixed minimum levels of contributions are nelpful in motivat-
ing training staff to increase the level of employer participation above what it
would otherwise be. BSSC has set minimum standards of employer contribu-
tions as a condition of the grant award. From the outset, the Corporation has
believed that employers and trainers ought to be equal partners in the effort
to upgrade the skills of the labor force. As a way to emphasize this point,
most training programs funded by BSSC follow the 50/50 match model, i.e.,
the value of employer contributions is at least equal to the value of the dollar
contribution from the grant. This helps to ensure that training i