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FOREWORD

Changing expectations for government are an integral part of our current reality. Changing realities
require changing relationships. Within the employment and training community, new partnerships are
forming, and new roles are emerging.

The traditional process by which we have designed and delivered techr...al assistance is a process ripe
for change. We have chosen to be active participants in the process of change, and we are grateful to have
had the opportunity to test a new process to design and deliver technical assistance.

Within our region, we have adopted the following definition:

Technical assistance is a quality driven process by which
ETA and its customers work in partnership to continually
improve Employment and Training programs.

This definition served as a credo for us as we worked on the Comprehensive Resource Guide (CRG) for
Targeting, Outreach, and Recruitment. Those with whom we have worked have taught us the meaning of
these words.

To be “a quality driven process,” technical assistance must be focused rigorously and continuously
on the needs of our customers. Our customer cannot be limited to the layer next up or next down in the
chain of command. Our customer is a participant. And the participant’s customer is an employer. The
Guide puts the needs of the participant first.

To be successful “ETA and its customers {must] work in partnership.” To develop the Guide “in
partnership” meant including state and SDA staff in Guide design, development and delivery decisions;
forming and involving an expert panel of state and SDA staff to guide decisions regarding the subject and
scope of the Guide; conducting surveys of all regional offices, states and SDAs before determining the
content of the Guide; and conducting surveys of all regional offices, states and SDAs to identify exemplary
systems and individual experts to be included in the Guide.

“Work in partnership to continually improve Employment and Training programs,” means learning
from one another. To improve, we must find better ways to manage the system strategically, to target
more precisely, to reach out more effectively and to recruit more efficiently. To find better ways, we need
look no further than our peers. The training which will accompany the Guide is based on the simple
premise that we can learn best from the experience and expertise of other employment and training
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professionals. As trainers in the areas of targeting, outreach, and recruitment, our job will be to craate an
environment in which employment and training professionals can learn from each other. ‘

Today the employment and training community confronts challenges and opportunities of historical
significance. We must seek opportunities, both large and small, to become activitists in the change

process. By working together and learning from one another, we can change challenges into opportunities
and opportunities into improvements.

Armando Quiroz

Employment & Training Administration
Regional Administrator

Seattle, Washington

July 1993
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PREFACE

Why a Guide on Targeting, Outreach, and Recruitment? In the Spring of 1992, the Department of
Labor (DOL) announced plans for a technical assistance and training series for JTPA dealing with critical
program areas such as Youth and Adult Assessment, Case Management, Out-of-School Youth, SDA
Monitoring of Service Providers, On-the-Job Training, Eligibility Determination and Targeting, Outreach,
and Recruitment. Officials at the Department of Labor saw the targeting, outreach and recruitment area as
a new opportunity for a partnership project between a DOL Regional Office and the field. The
Employment and Training Administration’s (ETA’s) Seattle Regional Office volunteered to take lead
responsibility for the project because it personified the agency’s vision and mission:

To promote new ideas, add value, and make a difference
on behalf of America’s workforce in partnership with our
customers.

Based on this philosophy, the Targeting, Outreach, and Recruitment Project created a team of both
regional and State people which began early to involve a sample of customers in an information exchange
to identify needs, experts and model systems. This Guide is the product of that and other information-
generating activities. It is provided to States and Service Delivery Areas to enhance targeting, outreach and

recruitment activities necessary to meet the increased emphasis for serving those with serious barriers to
employment.

All information contained in this guide is the property of the U.S. Government. You are encouraged
to copy and distribute any information contained in this Guide for the purpose of improving your
targeting, outreach, and recruitment efforts. -

This Guide has been developed as a result of the changes brought about by the passage of the Job
Training Reform Amendments of 1992. The Guide has been distributed to employment and training
organizations throughout the countrv including JTPA Service Delivery Areas, State JTPA Offices, State
Employment Security Agencies, and Department of Labor Regional Offices. Requests for additional copies
of this publication and any questions concerning information in this Guide should be addressed to:

Hugh Davies
U.S. Department of Labor
’—. Employment and Training Administra:ion
Q Room N-4469, 200 Constitution Avenue, NW
Washington, D.C. 20210
(202) 219-5580
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"INTRODUCTION

INTRODUCTION

Welcome to the Targeting, Outreach, and Recruitment Comprehensive Resource Guide...or the TOR
CRG! With the input of more than 120 JTPA programs representing all regions, we have produced this
Guide as a tool for JTPA program staff who want some fresh new ideas for their targeting, outreach, and
recruitment efforts. The Guide offers detailed definitions of these functions, rationale for the importance
of focusing on them, and numerous examples for you to borrow to enhance your efforts in targeting,
outreach, and recruitment.

The first step in developing the CRG was to use one of the basic Total Quality Management
principles... we asked our customers Questionnaires were sent to many Service Delivery Areas (SDAs) in
June and every SDA in August of 1992 to find out what you needed tc enhance your targeting, outreach,
and recruitment efforts. We asked you what information you wanted, which format would be most useful,
and what targeting, outreach, and recruitment ideas work for you, so that we could share them with your
colleagues.

The response was encouraging... more than 120 programs offered their ideas, frustrations, questions,
and comments. Not surprisingly, re-ponses revealed many interpretations of what constitutes targeting,
outreach, and recruitment activities. What one called outreach, another called recruitment. Some
respondees confided that they don't do targeting; many lamented that strained budgets challenge them to
create effective yet inexpensive efforts to reach their publics.

WHAT’S IN THE GUIDE?

As with many projects of this size and scope, Project TOR “took on a life of its own.” Our first outline
of key concepts was refined over and over as the Project TOR Team received information from programs,
sifted through questionnaires, involved the panel of experts, and grappled with concepts, definitions, and
practices for targeting, outreach, and recruitment.

The result? A truly comprehensive guide beginning with a look at System Planning — how it affects
your entire program and then specifically how it relates to targeting, outreach, and recruitment. Then we
move to Targeting and address the importance of this activity and how, if done well, it can improve your
decisions about who is most needy and can benefit from your services.

We then digress for a chapter on the Marketing Plan to describe how public relations, outreach, and
recruitment can fit neatly into a plan and assure that your program maximizes resources while delivering a
positive and consistent message to your audiences. Following this, Outreach and Recruitment are treated
in detail with definitions, concepts, and many examples for you to use. These three chapters should be
of special interest to marketing and program delivery staff.

Each chapter follows a similar format, beginning with a short introduction and definition of the
concept. A description of the purpose and intent is next, followed by a presentation of methods and
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techniques. Ideas for how to manage the particular function are addressed. And finally, each chapter ends

with a complete listing of citations from the Job Training Partnership Act and regulations that readers may
find helpful.

Because of the great response to our request for success stories and professionals, we are able to
include many examples for you to draw on. Some are mentioned in the narrative of each chapter; others
are featured in the Working Examples section of each chapter. Some are included in a special section on
Model Projects in the back of the Guide.

The examples and experts included in the Guide cover the whole spectrum of programs — large and
small, rural and urban. We would like to think that regardless of the size, sophistication, or scope of your
program, you'll find many useful ideas in the Guide!

Please note the special section: Great TOR Ideas. This includes ideas from across the country to help
spark your imagination, rouse your creativity, and borrow great ideas from your colleagues. Thanks again
to the many programs that made this section possible!

WHAT'’S THE BEST WAY TO USE THE GUIDE?

Of course, we would hope you'd feel compelled to read the TOR Comprehensive Resource Guide
from cover to cover; but, it's probably more realistic to suggest that you familiarize yourself with the
contents generally, and then refer to it as a resource in your planning activities and day-to-day operations.

PIC members, SDA Directors, and other managers will be particularly interested in the System
Planning section. We encourage you to make the Guide available to other staff members involved in any
aspect of planning, targeting, public relations, outreach, and recruitment.

We invite you to browse through the Guide, read it, copy it, and distribute it, with the hope that it
will strengthen your targeting, outreach, and recruitment activities!
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SYSTEM PLANNING

@ ) INTRODUCTION TO SYSTEM PLANNING

Why System Planning? The System Planning chapter was conceived as a way to set the stage for the
information which we received from JTPA Service Delivery Areas throughout the country for a
Comprehensive Resource Guide on Targeting, Outreach, and Recruitment (TOR). It became clear to us, as
we collected and analyzed the responses, that the Guide would need to place targeting, outreach, and
recruitment within the context of other processes operating within a local job training system. After
seeing the larger picture, the important role TOR piays in both planning and program operations should
be more apparent.

The first part of this chapter discusses TOR as a subcomponent within the larger JTPA system. Using a
flow process diagram of a local job training system, the chapter then explores the cause and effect
relationships between TOR and other system processes and explains how TOR planning might influence
program design and operation decisions. A typical JTPA Participant Flow is used to illustrate other cause
and effect relationships. The Methods and Techniques section suggests a “Classical Model” planning
sequence; the sequence which the JTPA anticipates that SDAs will follow in planning local programs. Four
other planning sequences, used by SDAs throughout the country, are also discussed and compared to the
“Classical Model.” The final and key section, Managing thie Function, is designed to challenge local PICs
to examine how and where they can get involved to make whatever adjustments are necessary to guide

‘ their local job training systems more effectively.

Throughout this chapter, TOR is oftentimes treated as a single concept; although we do recognize it
as three different functions, with targeting being primarily a strategic planning function, and outreach
and recruitment being the first functions in the program operations process.




SYSTEM PLANNING

@ ) DEFINITION OF SYSTEM PLANNING

System Planning is a strategic process for designing the
sequence and interconnections among processes and
functions operating within a local job training system
in order to fulfill the mission and vision of the
organization.

The definition uses two key terms: system and planning.

A system is a group of interrelated processes or parts used by one or more organizations to attain a
desired outcome or objective. Key aspects of a system are the interrelatedness of its parts, the shared
purpose, and the idea of holism.

Planning is the means for systems to sequence, coordinate, and allocate resources for the various
subsystems and their processes. Planning is universaily recognized as an essential function related to the
management of any program, enterprise or organization.

“ System planning, then, is the “umbrella” which links the PIC's mission and vision to the
establishment of goals, objectives, and action plans which will guide program operations.

16




SYSTEM PLANNING

Y PURPOSE AND INTENT OF SYSTEM ®
PLANNING

System planning makes it possible for SDAs and PICs to:
» Direct individual efforts to achieve a common vision
» Establish basic organizational and administrative goals
» Develop action plans and assign responsibilities

Let's take a minute to reflect on our system. When we think of the JTPA system on a national scale, it
is made up of the various national, state and local organizations and processes with the objective to
accomplish the purpose of the Job Training Partnership Act. As shown below, our JTPA system is made up
of a variety of key organizations and policy making, planning and operational processes.

THE JTPA SYSTEM

-JOB TRAINING PARTNERSHIP. ACT |
SECRETARY OF LABOR

. REGULATIONS

SJTCC: STATE JOB TRAINING COORDINATING COUNCIL

G(_)VER-N()R’S COORDINATION & SPECIAL SERVICES PLAN:
PRIVATE INDUSTRY COUNCIL
LOCAL JOB TRAINING PLAN '
SERVICE DELIVERY AREA MANAGEMENT
SDA GUIDES, RULES, PROCEDURES, POLICIES

SERVICE DELIVERY AREA
PROGRAM OPERATIONS

The recent JTPA Amendments have affected all parts of the system, including the important
functions of targeting, outreach, and recruitment that fall within SDA program operations. .

ERIC v ..
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SYSTEM PLANNING

Within the local job training system are numerous subsystems and their components which make up

‘ the whole. Targeting, Outreach and Recruitment are functions of the local job training system whose
components are intrinsically interrelated to various other systems and processes operating within the
broader system wide context. When we think of the local JTPA system, we may tend to think of it in
isolation. Too often, systems and components of other systems are viewed singularly and not as part of the
larger system. And, while each part of a system is important, it is really the linkage or interconnectivity
among the parts and the cause and effect relationships between the functions which make it possible for
the system to operate smoothly or, conversely, to become inoperable.

How does a system work? Basically, all parts in a system share a drive toward achieving a
predetermined obijective. Nationally this could be the purpose of JTPA; but locally it would be the mission
and vision set forth by the PIC. Each subsystem can be thought of as operating within the context of a
simple Input » Process » Output (IPO) model, and the interrelated nature of the system’s parts create a
flow from one to another until the final visicn is achieved. The interdependence of the system’s parts
creates a cause and effect relationship where the output from one function becomes part of the input to
the next function. The Input » Process » Output concept is useful in that it can illustrate the
interconnectedness of various subsystems and functions which may make up a larger system. In tae local
job training system, there are a number of subsystems operating where the output-becomes-input
relationship can be illustrated. The figure below presents an example of the Input » Process » Output,
cause and effect relationship for participant flow. /

@ JIPA PARTICIPANT FLOW

Jos
DEVELOPMENT

SUPPORT SERVICES/
TRAINING

ASSESSMENT/
INDIVIDUAL SERVICE

STRATEGY As can be

seen, the output of the

o outreach/recruitment function
‘n\ becomes one of the inputs to the
intake/referral function, which in turn

provides inputs (participants) to assessment. The

! INTAKE/
REFERRAL

OUTREACH/
RECRUITMENT

£ processes continue through development of individual
ﬁ‘ service strategies and provision of support services/training,
until finally the output of the job development function becomes

input to an emnloyer (new hire) and success! Every subsystem or function
was affected in some way by the output of those functions which preceded it.

ek
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SYSTEM PLANNING

Systems can be affected by both internal and external forces. Internal forces are created when new or
revised input is received and processed as a result of outside change or from feedback within the system ‘
itself. External forces affect the environment of a system, such as the state of the economy, the rate of
inflation, or international events. All components in an interrelated system affect, and are affected by,
other functions or subsystems within that larger system. Changes in a subsystem will affect the entire
system. An obvious example is the tremendous amount of change throughout the entire system created as
a result of the amendments to JTPA. One of the key changes in the Act relates to revising current processes

to ensure better targeting to serve those who are most-in-need. All subsystems will be affected by this
change.

THE LOCAL JOB TRAINING SYSTEM

_ ~ PLANNING OPERATIONS  EVALUATION

PIC — MISSION ‘ LOCAL lOB 1 Outreach Compliance
VALUES TRAINING Recruitment , Plan vs. Actual
VISION : ) PLAN ) Intake / Referral ) Effectiveness
Assessment Efficiency

ORGANIZATIONAL PLANNING Individual Service Outcomes

SDA Role in Community Goals Strategy Impact
SDA Image, etc. .

. Objectives Support Services Managerial
ADMINISTRATIVE PLANNING Labor Market Training Process
P » Job Development Quality Assurance
- Control System, etc. Coordination P
» ) Outreach Placement Follow up
STRATEGIC PLANNING ) Recruitment
Targeting Intake
Outcome Referral
Service Design, etc. Assessment i g " il local
OPERATIONAL Coordination T ¥s .1gure illustrates a. typical local job
PLANNING Linkages training system comprised of components or
functions such as targeting, outreach
Enroliment levels Budget . seng '
Service Delivery Procurement recruitment, assessment, case management,
Performance ) Fiscal eligibility verification, skills training, and
Standards Audit compliance monitoring, which operate
Outreach p .
Recruitment. etc. within the context of three inter-connected
processes: Planning, Program Operations and
MARKETING PLAN Evaluation. Whereas the functions are
Public Relations presented in logical sequence, they can and
Outreach are occurring simultaneously in an actual
Recruitment . -
Employer Relations local job training system. '




SYSTEM PLANNING

The planning approach depicted is comprised of a five-phase process:

» Organizational Planniug
» Administrative Planning
» Strategic Planning

» Operational Planning

» Written plans for marketing and local job training service
delivery

This approach assumes and depends on the development of a system design which flows out of the
PIC's Mission, Values and Vision. The mission, values and vision form the operating framework upon
which local job training planning strategies and program obijectives are built.

1. The process of Organizational Planning defines the purpose and scope of the local job training
program within the context of the broader community. Through the organizational planning
process, the PIC’s role in the community is identified, as are the broad policies for administering
the program. The following is an example of a broad organizational goal:

To position the PIC as the coordinator of all workforce
. development activities in the community.

2. Administrative Planning is concerned with the procedures for controlling the p.gram; e.g.,
. fiscal, MIS, contracting. A goal of administrative planning may be:

To develop procedures which assure that funds are properly
accounted for and spent in a manner which is counsistent with
the Act and promotes the overall purpose of the program.

3. Strategic Planning is the process for deciding, with a longer term view, what to do: target
group(s) the program will serve; outcomes the program will attain; and, set(s) of services the
program will offer. Strategic planning functions may include reseirch, analysis and the
development of decision options. Results (outputs) of strategic plaaning are used as the
foundation for operational planning decisions.

4. The process of Operational Planning translates the decisions concerning what will be done, into
specific action steps.

The Local Job Training System illustrated on page 18 presents some of the components of

operational planning and shows their relationship to other processes and functions operating

within the local job training system. Note that responsible outreach and recruitment decisions

are based on many other earlier decisions which include targeting, outcomes, service design,
‘ service deliverers and performance standards.
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5. Written Plans for marketing and local job training service delivery can help to clarify the
systems, activities, and costs associated with developing and delivering desired services. There are ‘
many benefits to developing written plans. Written plans can:

» Encourage the integration of an organization’s mission and
vision with strategic planning strategies and program
objectives.

» Assist everyone involved (PIC members, staff, contractors,
and others) in providing a clear and consistent message
about the program to customers.

» Establish goals and standards as benchmarks for
evaluation and system improvement.
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» METHODS AND TECHNIQUES FOR
SYSTEM PLANNING

The planning process has a number of functions where the sequence of decisions will make an
impact on the ability of a local Service Delivery Area to target those who should be served. Important
strategic planning functions include targeting, outcoines goals, and service design. For example, an SDA
which plans its service design before it determines who will be served clearly has to work with the output
of the service design process as an input to the targeting process. Likewise, should the Input » Process »
Output function related to targeting precede service design, the output of targeting must be dealt with as
an input to the process of determining the best and most appropriate service design.

This section, Methods and Techniques, is designed to suggest a Classical Model planning decision
sequence: Targeting » Outcomes » Service Design. This is the pattern that the JTPA Amendments
anticipate SDAs will follow in planning local programs. This model is further discussed within the context
of four other planning sequences, which SDAs throughout the country are currently using. Our objective
in presenting this information is to convince SDAs that:

To beresponsive to the mandates of the JTPA Amendments
to serve those who are most-in-need, targeting should be
considered first in the planning sequence.

CLASSICAL MODEL PLANNING SEQUENCE

TARGETING » OUTCOMES » SERVICE DESIGN

TARGETING

First and foremost, the Act serves as a model for planning through its very structure which targets
first to those who will be served through its designation of specified eligible groups under each title. Title
I1is targeted to disadvantaged individuals and older workers and, through the Amendments, it is further
targeted to the hardest to serve. Title III is restricted to eligible dislocated workers, and Title IV is

subdivided into programs for target groups such as Native Americans, migrant and seasonal farmworkers,
and veterans.

The JTPA Amendments were the culmination of a long process that examined, among other things,
whether JTPA was meeting the requirement (Section 141(a)) that training be provided to those who can
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benefit from, and who are most-in-need of such opportunities. The imposition of the new requirement
that 65 percent of all Title II participants meet defined hard-to-serve criteria was the result of this concern.

The Law intends that targeting be the first
decision in the program planning process.
OUTCOMES

Within the targeted structure of the Act, each title begins with a Statement of Purpose which sets
forth the outcomes which are to be achieved through the programs authorized. Section 141(a) of the Act is
clear that outcomes and targeting must be considered together. Targeting the most-in-need who have little
chance of success, i.e., those who cannot benefit from training, would be a disservice to the individuals
and the public. Alternatively, focusing too hard on outcomes, without regard to assuring service to those
most-in-need can, and has, led to problems. One concern the Amendments address is the overemphasis
being given to outcomes without assuring first that those being served are truly in need of training services.

The Amendments are clear that targeting is
expected to precede planning for outcomes.

One of the hallmarks of JTPA has been that it is a performance-driven system accountable for
outcomes. Section 106(b)(7)(B) clearly anticipates that outcomes in the form of performance standards will
be established for targeted groups. The Governor is required to provide incentives for those SDAs which
exceed the performance standards with respect to services to populations of hard-to-serve individuals.

SERVICE DESIGN

It is clear throughout the Act that decisions about services must follow those related first to targeting
and then to outcomes. The Statement of Purpose for each title is clear that programs are to be designed to
accomplish specified outcomes. Additionally, the requirement that each Title II participant be provided an
objective assessment and an individual service strategy (ISS) further reinforces the concept that the design
of services must follow from who is enrolled and their planned goals or outcomes.

As noted in the Supplementary Information provided in the preamble to the JTPA Regulations, certain
principles are central to the JTPA and the implementation of the Amendments. Among them are two:

» Training services should be of the highest quality and responsive to the needs of the individual
participants and the labor market; and,

» Performance standards will be based on program outcomes, and they will be set to encourage
interventions, program strategies, and arrangements that provide appropriate services, enhance
opportunities for long-term livable-wage employment, and increase participant earnings potential.

\J
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” Each of the principles reinfozces the planning notion that:

Services must not dictate, but rather be supportive of,
decisions related to who to serve (targeting) and for
what purpose (outcomes).

CLASSICAL MODEL PLANNING SEQUENCE

.- TARGETING » OUTCOMES » SERVICE DESIGN

OUTCOMES

SERVICE DESIGN

CLIENT FLOW

SERVICE DELIVERERS

OUTREACH

RECRUITMENT

In this strategic planning sequence, the targeting decision comes first and would be unconstrained
by output from other planning decisions. As a result, the SDA would be in the best position to make
targeting decisions which best serve the needs of the population, the community and employers.
Planning decisions for outreach and recruitment are operational in nature and follow the strategic
planning process as well as key planning decisions related to client flow and selection of service deliverers.

There are many inputs to the “targeting first” model. These include: the Act and Regulations,
community goals, PIC mission and vision, evaluation results, other agencies’ missions and target groups,
a range of potential outcomes, and a range of potential services and training.

ERIC vV .,
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In many communities, JTPA programs operate as one part of a larger workforce development strategy.
In these cases, there may be community planning outputs which must be considered as input in each step
of the JTPA planning process. These larger system planning processes could deal with any number of key
issues including workforce goals, public assistance, educational geals, and economic development. The
Input » Process » Output planning sequence for the targeting subsystem is presented as follows:

TARGETING » OUTCOMLS » SERViCE‘DES]GN

INPUT » PROCESS > OUTPUT >
Law, Regs, GCSSP Analyses of Input Variables Targeting Decision
Community Goals * Development of Recommendations -
i PIC Mission/Vision i Decision making ‘ -
| LMI/Demo Data | -
. Resources / g
| Evaluation Results

In this model,
targeting looks ahead
to consider possible outcomes
and possible alternative service designs,

. Other Agencies’
' Missions and !
Target Groups

. Range of Pote:.tial L i
5 Outcomes but these are not yet fixed. This is appropriate
| Range of Potential in light of the requirement that programs serve not

e only those who are most-in-need, but who can also benefit

from program services. Should the planning sequence be revised,

with targeting following other subsystem decisions, the potential service

mix and/or desired outcomes will change character and become finally determined. This type of new input
will have significant impact on the targeting process as discussed in the alternative planning sequences.

Services & Training

-

U

Following are four alternative planning sequences which SDAs have told us they are using to make
their targeting decisions. Our objective in presenting these examples is to show you their constraints and
reinforce the notion that targeting should be the first consideration in the strategic program planning
process.
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ALTERNATIVE PLANNING SEQUENCES

As we mentioned earlier, responses to our questionnaires revealed that SDAs across the country are
using a variety of planning sequences, not always with targeting as the first step considered. We offer
them here... along with constraints, with the hope of convincing SDAs that the Classical Model Planning
Sequence previously described is ideal for ensuring program success.

ALTERNATIVE # 1___ N

SRV OH LI > SERVICE DESIGN » OUTCOMES

[ . —

ALTERNATIVE # 2

SERVICE DESIGN > BRSOt > OUTCOMES

Py -

ALTERNATIVE # 3

OUTCOMES » SERVICE DESIGN > [EV:{82)iN¢

ALTERNATIVE %4

;;PERFORMANCE STANDARDS > REVOXIN{CE > SERVICE DESIGN
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#1 TARGETING » SERVICE DESIGN » OUTCOMES
PLANNING SEQUENCE

TARGETING

SERVICE DESIGN

OUTCOMES

TARGETING » SERVICE DESIGN » OUTCOMES |

INPUT > PROCESS » OUTPUT >

Law, Regs, GCSSP Analyses of Input Targeting Decision
Community Goals... Variables

Other Agencies' Development of )

_ Missions and Recommendations L ” This
Target Groups Decision making / planning sequence

Range of Potential . can be seen as a subset
Services/Training B =" of the Classical Model. Targeting

Range of Potential e is the first decision; however, decisions
Outcomes - related to outcomes are made last. While the

reasons given in support of this sequence varied

somewhat it was evident that a significant majority of SDAs

- subscribed to the notion, in this planning sequence, that decisions
related to targeting must come first.

The view of those using this approach is in concert with the approach taken through the Act that
decisions related to people to be served should take precedence over other considerations on the services
and outcomes. Program design and capacity should be driven by the needs of the target population and

not the other way around, and meeting the needs of the participants is the first and foremost objective in
the TOR process.

V %
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Many of the responses we received from SDAs revealed that Targeting » Service Design » Outcomes
was the planning sequence they used. They found this sequence to be most successful for their program.
Here are some of the reasons they gave for why it made sense:

“Targeted groups define the types and kinds of services to be developed
and made available to clients.”

“Targeting, services, outcomes is an approach that identifies the people
to be served with barriers to employment and then develops the services
to overcome the barriers.”

“Since there are insufficient funds to serve all eligible people, the SDAs
must target and then determine the services needed and available.”

“Targeting, services, outcomes meets the needs of local communities and
addresses a national interest linked to the economy.”

“The program design is tailored to the targeted participant needs. Services
and outcomes will be determined by these needs.”

The responses also indicated strong acknowledgment for the notion that the output of targeting will
become input for planning the service design and the outcomes. It was noted that the results of the
targeting process will necessarily alter the service mix and the outcomes that can be expected.

Targeting » Service Design » Outcomes works for SDAs because it allows them the freedom to make
targeting decisions without concern for prior restricting commitments on matters of service design or
expected outcomes. In this sequence, the needs of the population receive first consideration. At this stage,
information on service design and outcomes are confined to analysis of their potential range and mix.

Inasmuch as this Targeting » Service Design » Outcomes planning sequence is viewed quite
favorably, it does pose constraints to SDAs using it. In program operations and delivery, a Targeting »
Service Design » Outcomes sequence makes the most sense as we select hard-to-serve, provide appropriate
services and get results. It makes less sense from a planning perspective. For example, decisions relating to
service design precede those for outcomes. The effect of this order reversal is that there is less opportunity
to be responsive to Section 141(a) of the Act which requires that the most-in-need must also be able to
benefit from program services.

The amended Act places greater emphasis on outcomes for programs as well as targeted participants.
SDAs which determine service design before establishing outcomes risk providing services which are not
fully responsive to the achievement needs of the targeted population and program goals. Reordering the
sequence with qutcomes considered before services is recommended in light of the requirement that
programs serve not only those who are most-in-need, but also who can benefit from program services.
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#2 SERVICE DESIGN » TARGETING » OUTCOMES
PLANNING SEQUENCE

SERVICE DESIGN

TARGETING

OUTCOMES

"SERVICE DESIGN » TARGETING » OUTCOMES

INPUT > PROCESS » i OouTPUT >

Law, Regs, GCSSP Analyses of Input ' Targeting Decision
Community Goals... Variables ; /,,..-/'/

Other Agencies’ Development of : 7
Missions and Recommendations P g A Service
Target Groups Decision making = - Design » Targeting

Determined Set of prd ’ » Outcomes planning sequence
Services/Training / permits predetermined services to

Range of Potential ' drive an SDA'’s targeting decisions. In this

planning sequence, decisions about service design

precede those related to targeting and outcomes, Targeting

planning decisions are constrained by services that are already

fixed, thus possibly limiting an SDA's ability to be responsive to target
group and community needs.

Outcomes

-

Over 20 percent of the responses received from SDAs indicated that Service Design » Targeting »
Outcomes impacted them in one way or another. Most noted that this was the planning strategy that they
were comfortable with. A few asserted that it is the way they do business but not the way it should be done.

Responses which favored this planning sequence varied; although the recurring explanation given for
focusing on services before targeting was the need to “fill existing training courses/slots.” Other
respondees reported that they focused on services first because they were “better able to place clients in
already existing programs at little or no additional cost.” Another rationale given was that “fitting people
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‘ to existing services” enhanced performance outcomes especially for areas that may not have the resources
or networks to tap into or to develop new training courses.

This Service Design » Targeting » Outcomes planning sequence might be feasible for small rural
SDAs with a limited set of services, SDAs with insufficient funds to develop new training/services and, in
some cases, for SDAs developing a new program to demonstrate the best set of services/service mix.

Generally, a concern about filling existing slots is an operational planning concern. SDAs need to do
strategic planning first and not let operational issues totally drive long-term thinking.

Although this approach was viewed quite favorably by over one-fifth of those who responded, it does
pose some constraints on SDAs using it. Examples of some constraints follow, along with considerations
for SDAs operating under this planning sequence:

» CONSTRAINT: The services which are fixed and in place may be inadequate to meet
the needs of the potential target groups. As a result a most-in-need group may not
be targeted.

CONSIDERATION: The Service Design » Targeting » Outcomes sequence suggests that service
design decisions precede decisions about the people who are to be targeted and enrolled and
what they might need in the way of services to benefit from the program. Such a strategy may
not be responsive to target group and individual needs and barriers which are often not

' identified until after the client is assessed. For example, if you take what is given, you will never
stretch to develop new services to serve your most-in-need population. An SDA should research
and examine all of the JTPA and non-JTPA services that could possibly be created or made
available within their local labor market area prior to making their targeting decisions. All
information which will enhance planning decisions should be considered. However, decisions
about who should be served should be considered first, before all others.

» CONSTRAINT: The services selected may not be appropriate for the outcomes chosen.

CONSIDERATION: The Classical Model, Targeting » Outcomes » Service Design advocates
considering who you intend to serve and what you are trying to accomplish first and then
designing a service mix responsive to your target group(s) and outcome(s). SDAs should be doing
this planning up front, especially those SDAs in a contracting mode. Request for Proposals to
contractors should be based on decisions about who is to be targeted and what is to be
accomplished to get the best, most responsive mix of services.

» CONSTRAINT: The service design may be too expensive.

CONSIDERATION: Services can be over or underbuilt. Services which are not tailored enough to
target group needs and outcomes could waste SDA resources. Again, targeting and outcome
. decisions — what you are trying to accomplish — must be given first and foremost consideration.

eRic | \J
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» CONSTRAINT: Services may not appeal to target groups.

CONSIDERATION: This could be a variation of what target groups/individuals need and what they
perceive they need or want. A mismatch might disrupt an SDA’s recruitment since those targeted
may not be offered what they view as beneficial services.

» CONSTRAINT: The services offered may be geographically inadequate.

CONSIDERATION: This coincides with not meeting the needs of target groups and inconvenience.
If services aren't convenient, people won't use them. Targeting considerations should include the
location of most-in-need groups and available training and service organizations.

» CONSTRAINT: Unless coordinated with other agencies, services might be duplicative.

CONSIDERATION: An SDA must know what non-JTPA services are available within their local
labor market area (or even external to that labor market if two or more SDAs are co-contracting)
in addition to which agencies they share common target groups with. Again, this speaks to
considering “who yor are serving” before designing or selecting services.

Coordinating with other non-JTPA agencies might also provide greater flexibility in using funds,
the ability to offer a wider range of services, better performance outcomes and cost savings
through the elimination of duplication. SDAs must think strategically, not operationally, to put
targeting in its proper place.
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’ #3 OUTCOMES » SERVICE DESIGN » TARGETING
PLANNING SEQUENCE

OUTCOMES

SERVICE DESIGN

TARGETING

INPUT » PROGESS » OUTPUT

OUTCOMES » SERVICE DESIGN » TARGETING

INPUT > PROCESS > OUTPUT » §
-~

Law, Regs, GCSSP Analyses of Input Targeting Decision -~

Community Goals... Variables T

‘ Other Agencies’ Development of e ’ In this
Missions and Recommendations - planning sequence,
Target Groups Decision Making _ outcomes and service design
Determined Set of L ' decisions precede those related
Services/Training to targeting. Targeting decisions are
Determined Set of - constrained by both outcomes and services

decisions that are already determined. This Outcomes
> Service Design » Targeting sequence is similar to Service
De51gn » Targeting » Outcomes in that it limits an SDA’s ability
to respond to target group and community needs.

Outcomes

Fifteen percent of the responses received from SDAs indicated that outcomes were the driving force
behind their targeting decisions. In this scenario Services/Training and Outcomes are already determined
and might be defined as “set expectations” such as job placement, training or special services for JTPA
participants, and any other identified goals for the local labor market area.

YV
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The following are statements from SDAs whose responses favored this planning sequence: ‘

“Targeting cannot be considered without recognizing the performance
implications of the targeting decisions.”

“Outcomes planned for various programs drive the targeting of the
people.”

“You must determine the kinds of outcomes you want, only then can you
determine how to accomplish outreach and recruitment.”

“Programs must be developed to meet the needs of local employers.”

“If outcomes are not being met then additional targeting, outreach, and
recruitment will be needed in those areas.”

“ITPA is a performance driven program.”

This planning sequence looks to be the most feasible to those who view outcomes as the central
focus of their targeting planning decisions. The PIC knows what objectives (outcomes) it wants the
program to achieve in the local SDA, and such objectives give the organization a clear sense of direction
and purpose.

The Outcomes » Service Design » Targeting sequence has several constraints: ‘

» CONSTRAINT: An outcomes focus may drive toward “creaming”; directing targeting
efforts toward those who can achieve the desired outcome and not necessarily those
who are most-in-need and can benefit.

CONSIDERATION; This indicates a primary focus on attaining outcomes which may not be closely
aligned with target group barriers and needs. If nothing else, this planning sequence gives the
appearance that creaming may result. Outcomes and targeting must be considered in tandem to
be responsive to Section 141(a) of the Act which requires that opportunities be provided to those
who are most-in-need and who can benefit.

» CONSTRAINT: Defining outcomes and services before determining who to serve might
restrict the services that are responsive to the outcome(s) by altering the mix to
assure that outcomes are met.

CONSIDERATION: Establishing the service mix to respond to a set of chosen outcomes is

appropriate. However, making these decisions prior to selection of target groups gives the clear

indication that performance is paramount, regardless of target group needs. In fact, there is some

chance that real planning for target groups may never take place and that operators will merely

be told to find eligible hard-to-serve people to fill the slots that have been created. SDAs using ‘

]
-
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i ‘ this sequence may wish to enhance their planned service design mix with increased flexibility,
customization, and individual referral arrangements in order to be more responsive to target
group needs as they are realized.

» CONSTRAINT: A determined set of outcomes and services greatly narrows potential
target groups that may be addressed.

CONSIDERATION: Many potential target groups may be eliminated from consideration under this
scenario due to the potential mismatch between the outcomes and -ervices selected and the
needs of those finally selected. The Act intends that services be responsive to the needs of
participants and this sequence should begin during the planning process. The planning process
should hold final decisions about outcomes and services in abeyance until it is determined who
will be served. An SDA using this planning process might include a feedback loop after the
targeting decision to test whether decisions on outcomes and services still make sense and are
appropriate to the needs of the targeted groups.

» CONSTRAINT: Outcomes chosen may not be realistic for those later selected.

CONSIDERATION: Feedback loops from the assessment process could help to assure that future
outcomes planning is realistic to the needs of the target groups being served.

» CONSTRAINT: This sequence operates in response to a finite set of services available
‘ in the community which have been operating the program for years.

CONSIDERATION: SDAs that find themselves in this situation, due to long-standing commitments
and relationships, may wish to develop a long-range incremental approach to converting to a
system where targeting comes first. As old relationships expire or new funding becomes available,
efforts might be made to focus new projects first on who to serve. Uncommitted funds might be
used to create new training or services beyond what currently exists. New partnership
arrangements might be explored for cost sharing. Remember, targeting is a strategic planning
process, not an operational process related to intake and enrollment.
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#4 PERFORMANCE STANDARDS » TARGETING » SERVICE DESIGN
PLANNING SEQUENCE

‘ PERFORMANCE
STANDARDS

TARGETING

SERVICE DESIGN

' PERFORMANCE STANDARDS » TARGETING » SERVICE DESIGN

INPUT > PROCESS > OuTPUT >
Law, Regs, GCSSP Analyses of Input Targeting Decision
Community Goals... Variables
Other Agencies’ Development of ' This
Missions and Recommendations | ~ planning
Target Groups Decision making sequence s very similar
. to the Outcomes » Service
Range of Potential Design » Targeting sequence
Services/Training described above in that targeting is
Determined Set of relegated to an operational planning function.
Outcomes ~ Targeting decisions are constrained by performance

standards which are already set. The sequencing described
above has actually been the one most descriptive of a JTPA system
prior to the Amendments.

Approximately ten percent of the respondees indicated they felt that the performance standards
affect targeting decisions and that they, in fact, drive the TOR system. Typical statements included:

“ITPA is performance driven.”

“TOR is driven by performance standards.”

“TOR must complement the program to meet the performance standards.”
“We target, outreach and recruit to meet the performance standards.”

“We are forced to limit those we can serve to those who will meet the
performance standards.”

ERIC V o




SYSTEM PLANNING
T

One response indicated that the most-in-need and hard-to-serve should be served but this must be
evaluated and counter-balanced by the need to meet the performance standards and to project a favorable
image for employers. Another response stated that each SDA was unique and that the, target populations
vary according to specific performance measures.

Regarding why SDAs should target, several respondees again cited the performance standards. One
cited making better efforts to ensure the program’s impact on long-term results. Another SDA commented
that they target those that benefit their standards. Another cited their need to meet their planned level of
service to the demographic groups and that they were penalized by not getting their six percent funds if
the SDA failed its standards. Others cited the performance standards as factors to consider, along with
funding levels and state goals.

There also seems to be a persistence of belief among SDAs throughout the country that once the
performance standards are established by the State, the SDA is constrained to exceed those standards. And,
for this reason, the targeting decisions are made to fit the expected outcomes to achieve the performance
standards. If an SDA treats the performance standards as a given, then it must react by attempting to
design its targeting and service strategy to attain those standards. The expectations set by the performance
standards become the prime consideration for receiving incentive grants (and possibly other recognition)
and avoiding sanctions.

Unlike PIC-goals or SDA Director management objectives, which are internally imposed on the SDA,
the performance standards are external impositions from the State and DOL. The premise is that the SDA
has little or no influence on affecting those standards.

Performance standards are an operational planning function that should not drive strategic planning
decisions. Targeting decisions which are constrained by performance standards (outcomes) that are
already set greatly limit an SDA's ability to be responsive to target group needs.

Here are some constraints and considerations for why SDAs might want to make adjustments:

» CONSTRAINT: A Performance Standards » Targeting » Service Design sequence
might restrict the services provided by altering the mix to assure performance
success. It also restricts the targeting to those groups which are most likely to
assure success. The premise here is that the performance standards make it easier
to achieve success with some client groups than with others. The emphasis is on
organizational success, and not necessarily participant success. Strict adherence to

this approach may result in “creaming” — serving those who are most likely not to
be the most-in-need of JTPA.

CONSIDERATION: This indicates a principal focus on achieving or exceeding the performance
standard(s) which may not be closely aligned with target group needs. To overcome this, the SDA

2
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need only be aware that, for the DOL performance standards, if the SDA’s State is using the DOL
model, the model will automatically adjust for those factors affecting that performance measure.
The Department of Labor’s adjustment models for the national performance standards departure
points are designed to “level the playing field” by factoring in a degree of difficulty in achieving
success based on the groups selected. When a target group is selected to be served and it is not a
designated factor for a given measure, the SDA can use the Worksheet for Adjustments Beyond
the Model to determine the weighted impact of the selection of that target group on the measure
The key consideration here is that your targeting decisions will not only impact your expected
performance, but will also impact your planned performance standards.

Do not let the numbers drive your targeting decisions; let your targeting decisions
determine your numbers!

An SDA'’s inclination to use this approach is somewhat influenced by the degree of confidence
manifested by the PIC and SDA Director that their TOR decisions will impact on their
performance standards instead of vice versa. if the PIC or SDA Director allow the determination
of the anticipated outcomes to dictate who is to be targeted, then the SDA has allowed the cart to
pull the horse. '

» CONSTRAINT: SDA options are further constrained by leeway afforded by the policies
of the SDA's State. If State policies do not allow for Governor’s adjustments, then a
significant incentive for targeting truly hard-to-serve clients is missing.

CONSIDERATION: Section 106 (d)(1) clearly states that each Governor shall prescribe and report
in the GCSSP variations in performance standards based upon specific economic, geographic, and
demographic factors in the State and in SDAs in the State. Thus while the Amendments require
some adjustment policy, there still remains a large variation among the states regarding the
extent of the adjustments permitted, and a large inconsistency with regard to how the
adjustments will be triggered.

The SDA should not be shy to request a Governor’s adjustment. The state of the local economy,
the erosion of the local employer base, the lack of opportunity for worker skill training, and the
inherent uncertainty of reaching out to those in the community who really need a sustained
second-chance training program may adversely affect the performance of the SDA. If these
external factors are at play, it is the responsibility of the SDA to bring them to the awareness of
the State, and it is the SDA’s responsibility to formally request an adjustment based on the
circumstances.

» CONSTRAINT: This planning sequence lets operational results drive strategic
planning decisions.

CONSIDERATION: Performance standards are an operational planning function that should not
drive strategic planning decisions. Making targeting and service design decisions in response to
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. operational results gives the indication that performance is paramount, regardless of target group
needs. In fact, many potential target groups may be eliminated from consideration if operators
are directed to find eligible hard-to-serve people to fill the slots that have been created to assure
that performance outcomes are met.

» CONSTRAINT: This sequence operates in response to outcomes that are viewed too
narrowly (six standards) and limited.

CONSIDERATION: SDAs using this sequence might also want to consider other outcomes besides
the six standards such as “reduce dropouts,” “reduce welfare,” “improve school-to-work
transition,” “meet employer skill shortage needs,” and “increase skill competencies.” The object
is to move beyond performance standards in setting outcomes, but hold final decisions on them
until targeting decisions are made.
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FITTING OUTREACH AND RECRUITMENT INTO THE
PLANNING SEQUENCE

Although we have treated Target ng, Outreach, and Recruitment throughout the chapter as a single
concept, they are three separate functions, with targeting being primarily a strategic planning function
and outreach and recruitment being much more operational in nature. Accordingly, the outputs of
targeting decisions contribute significantly to outreach and recruitment goals and priorities.

Outreach and recruitment are the first functions in the program operations process. They articulate
and convey the PIC's mission, values, and vision to the various audiences and individuals who are viewed
as “customers”; those you want to work with and those you want to sign up for your programs.

Planning for outreach and recruitment occurs as part of the operational planning process.

Many PICs have found that the most valuable tool in designing their outreach and recruitment
strategy is a written Marketing Plan that details their outreach and recruitment activities. The Marketing

Plan can be the “common plan” which flows from the PIC's mission, vision, strategic planning strategies,
and program objectives.

A written Marketing Plan can also help to:
» Develop clear and concise goals and objectives for your outreach and recruitment program
» Encourage organized thinking around achieving your goals and objectives

» Encourage the integration of targeting, outreach and recruitment activities to maximize results
and gain cost savings

» Develop a systematic plan for implementation
» Evaluate the success of your outreach and recruitment efforts

There are many options to consider in developing outreach and recruitment strategies and a
Marketing Plan responsive to your organization’s targeting and program needs, many of which will be
addressed in subsequent chapters of this Guide.
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P MANAGING THE SYSTEM PLANNING
FUNCTION

This chapter has supplied a significant amount of information about system planning and the
important role TOR plays in planning and program operations.

Unquestionably, system planning is something that PICs will need to be doing, and it ought to
include much of what was discussed above. It should be ongoing, interconnected, flexible, and addres;
competing circumstances and constraints.

Likewise, system planning is most productive when it is preceded by PIC leadership through the
creation of mission, values, vision, and made up of the elements discussed — strategic planning strategies
and program objectives.

Leadership is creating a vision and turning it into action through planning. PICs are in a leadership
position to develop the vision for their community and workforce from which operating strategies and
goals can be achieved. They must assess their options on who they can or should serve, what their
training capabilities are and what outcomes they might wish, or be required, to attain.

The foliowing is an example of the leadership displayed by a particular Private Industry Council, The
Seattle-King County PIC, in reworking its vision and operating strategies to be more responsive to the
worker preparation requirements of the local Puget Sound area.

The Seattle-King County Private Industry Council, for the 1990-91
| biennium, instituted the most sweeping changes in its emplovment and
1/ / training programs since the inception of the Job Training Partnership Act.

NaY
Q Seattle - King County PIC

Market Place One, Suite 250

IDE A a 2001 Western Avenue

Seattle, WA 98121
ON PIC LEADERSHIP (206) 684-7390
IN DEVELOPING A _ )
Seattle and King County are like many other large metropolitan
VISION AND communities across the country that are experiencing labor shortages. With
RESPONSIVE a 4.5 percent unemployment rate, the training and social service needs of
STRATEGIES individuals seeking services were significantly different than those served in

previous years. At the same time, local employers were telling the PIC that
there was a growing shortage of skilled job applicants.
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As a result of this changing climate, the PIC instituted a process to develop and implement « new ‘
strategy to address the needs of adult and youth participants.

This strategy emphasized four major program issues:
» Emphasizing services to hard-to-serve job seekers

» Emphasizing job placement, competency attainment and long term employability as desired
outcomes

» Matching training services to the needs of participants

» Providing basic skills remediation when needed

This new strategy also defined employability in terms of three skill areas:
» Life Skills (managing one's life)
» Basic Skills (reading, writing, computing)
» Job Skills (vocational specific skills such as word processing and metal fabricating)

In the past, the Seattle-King PIC focused primarily on serving participants based on their
characteristics (welfare recipients, high school drop outs, handicapped). The PIC has continued to set
enrollment objectives for these groups with direct services to those who are most deficient in life skills,

basic skills and job skills. ‘ '

A key feature of their new approach is to provide a menu of services matched to the needs of
participants as opposed to fitting participants into predetermined training “slots.” The menu provides an
array of services in the three skill areas. Ideally, all training offered is competency based. That s,
individuals should be able to demonstrate mastery of a skill at the completion of training.

As an example, a severely skill deficient, hard-to-serve participant may need and receive basic skills
training along with classroom occupational skills training followed by on-the-job training (OJT) while a
less skill deficient participant might only need and receive OJT.

In the past, the Seattle-King PIC encouraged program designs that incluc ed basic skiils training
options. This new approach, however, mandates the provision of basic skill training to those who are
assessed as deficient in reading and/or math on a standardized appraisal instrument selected by the PIC.
Basic skills must be integrated into the training plan so that there is a logical connection to employment.

Again, the emphasis of this program strategy is to target and serve participants who are most
deficient in basic skills and to provide training services that can bring an individual’s basic skills up to a
Jevel at which they will be marketable.

What does the PIC expect from this new system design? Quality outcomes for those with barriers. In
previous bienniums, the PIC focused on placement outcomes and cost as key factors in evaluating planning
and program quality. For this new system, the PIC has redefined quality outcomes in terms of who is .
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targeted and who gets served (i.2., skills deficient job seekers) and long-term employment measured at 13
weeks following termination from the program. A quality program serves the most skills deficient of
JTPA-eligible participants, provides a menu of services matched to individual participant needs, and results
in confirmed employment measured at 13 weeks following termination (for adults). For youth, quality is
defined as service to harder to serve, skill deficient youth, the acquisition of employment enhancements
and confirmed pre-determined quality outcomes measured at 13 weeks following program termination.

This new approach has impacted the local Seattle and King County huran service delivery system by
placing more demands on limited resources while at the same time eliminating JTPA-funded quick
turn-around job placement services. This has required adjustments in the local service delivery system.

The PIC, in implementing this system, has also had to confront numerous challenges in developing
internal systems to plan, manage, and evaluate the new program design as well as provide technical
assistance to contractors in major aspects of the new approach.

Other strategies have included:

» Redefining the PIC's role in the coordination of human services and the development of
non-JTPA resources

» Redefining the role of the private sector in the PIC's programs
» Developing and implementing a thorough evaluation of the system

» Engaging in other program development and technical assistance activities to ensure the delivery
of quality services to those who are most-in-need and can benefit

Since 1990, the Seattle-King County region has experienced a sharp increase in unemployment. The
PIC remains committed to the principles of its redesign and sees an even greater need for comprehensive
training to prepare skill deficient job seekers for a more competitive labor market.
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SIX QUESTIONS TO EFFECTIVE SYSTEM PLANNING

One of the most helpful ways to assess your planning needs is to set aside a block of time for PIC
members and staff to review and discuss your organization’s current “planning reality.” Here are some
questions to help you get started:

Question 1 Where in our process are TOR functions planned?

When are decisions on targeting made? What are the inputs to our targeting process? Which
decisions related to service design or outcomes are already determined? Which are open? When
are plans for outreach and recruitment developed?

Question 2 If targeting does not precede other planning decisions,
what flexibility does our planning process have to assure
that the needs of targeted groups can be met?

Question 3 When can our PIC/SDA re-examine prior decisions related
to service design or outcomes?

What are the feedback loops for reconsidering prior decisions based on the output of processes
downstream? What options built into decisions on service design or outcomes allow tailoring
based on subsequent target groups decisions? How can feasibility testing be made a routine part
of our planning process?

Question 4 If services in our SDA are very limited and perceived to be
unchangeable, what plans might we have to move to a
system that is more responsive to target group needs?

Has our PIC adopted an approach that does not automatically accept what currently exists? What
are the alternatives for creating new sets of services? Who is exploring/developing new sets of
services? How can we change incrementally to a targeted system as new funds become available?
How can joint agreements be developed with other agencies who share the same target group
needs?

Question 5 What are other agencies’ mission/goals? What ways might
we include consideration of the mission and goals of other
agencies which also serve the targeted groups?

Question 6 In what ways does our PIC/SDA planning process articulate
our mission and vision?

~
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. At first glance, the above considerations might seem a bit overwhelming and unreasonable,
especially in the face of dwindling resources. Don't think that you have to “re-invent the wheel”
overnight. Small incremental changes can create the foundation for system-wide reform.

Start out by assessing your organization’s system-wide planning needs and building support for
planning decisions which fulfill the mission and vision of your organization. Coalition building,

involving all key players from both the formal and informal authority structures within your organization,
is one way to gain support.

Remember that line staff play a critical role in translating the plan into quality service delivery. Be
ready to provide staff with the information and technical skills necessary to meet the new expectations.

[Internal staff meetings and in-service training are simple but effective methods to help build support and
keep staff informed and involved.

Also remember to design your system planning approach to include staffing and timing
requirements, an evaluation strategy that provides continuous feedback on how well you are meeting your
objectives, and recognition of staff, contractors and others when objectives are met.

o 14
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¥ TRANSITION TO TARGETING

There are many options to consider in doing system planning. In this chapter, we offered our
thoughts on what system planning is, how it affects local program planning and operations and, more
specifically, how it relates to targeting, outreach, and recruitment.

Taking the time to plan makes good sense, for it can help you discern the implications of the
alternatives and decide what works best within a local context. This chapter concludes with reference
material on Working Examples and relevant citations from the Act and regulations. The next chapter on
Targeting addresses the importance of this activity and how, if done well, it can improve your decisions
about who is most-in-need of and can benefit from your services.
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» WORKING EXAMPLES OF SYSTEM
PLANNING

Because we have emphasized the need for SDAs to have a clear mission and/or vision to guide their
program and the myriad of decisions they make throughout the year, on the following pages we offer you
numerous examples of mission and vision statements which reflect the thrust of the Amendments —
Targeting » Outcomes » Service Design. These statements represent hours of valuable discussion, debate
and decision, all of which are beneficial to PIC and SDA staff members.

We encourage you to browse through these mission/vision statements as you either begin to develop
your own of reassess your current statement. Of cours?, you are welcome to borrow from these statements
to add to your own!
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MISSION AND VISION STATEMENTS ¢

LA COUNTY PRIVATE INDUSTRY COUNCIL SERVICE DELIVERY AREA, LOS
ANGELES, CALIFORNIA:
To help unemploved county residents achieve economic self-sufficiency by providing
job training and the necessary supportive services which will result in long-term
employment.

THE PRIVATE INDUSTRY COUNCIL OF PHILADELPHIA, INC., PHILADELPHIA,
PENNSYLVANIA:
The mission of the Private Industry Council of Philadelphia is to serve as the primary
training-based bridge connecting Philadelphia’s unemployed, at-risk youth, and adult
and dislocated worker populations with area employers. In response to the diverse
needs of the populations served, PIC offers programs designed to prepare clients for
economic self-sufficiency. These programs include basic education, work preparation,

occupational skills training, employment counseling, support services, and individual
case management.

SOUTHWESTERN WISCONSIN PRIVATE INDUSTRY COUNCIL, INC., DODGEVILLE,
WISCONSIN: '
To close the gap between the skill needs of employers and the skill attainment of .
workers; to ensure, through the strengthening of partnerships, to promote awareness
among businesses and citizens of the need for life long learning in order to prepare
for changing occupations; to promote economic self-sufficiency and to ensure the
most effective use of resources.

BROWARD EMPLOYMENT AND TRAINING ADMINISTRATION, FT. LAUDERDALE,
FLORIDA:
The BETA Industry Council’s mission is to improve the skills and economic
opportunities Jf Broward County residents who have significant barriers to gainful
employment. To accomplish this end, the PIC will:

a) Develop broad program policies and goals; b) promote partnerships between BETA
and area businesses, community-based organizations, educational institutions, social
service, labor organizations, and other related agencies; c) encourage program
innovation to improve the quality of services to participants and employers; and d)
provide oversight on the selection of service providers and evaluation of program
effectiveness.
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THE OREGON CONSORTIUM AND THE OREGON PRIVATE INDUSTRY COUNCIL, INC.,
ALBANY, OREGOUN:

A Partnership dedicated to the development of a world-class workforce in Rural
Oregon.

Provide quality, cost effective assessment, supportive services, skills training and
placement to low income, low skilled, and dislocated workers; establish a
comprehensive TOC-wide service deiivery system encompassing JTPA, jobs and state
dislocated worker programs; participate actively in the ten Regional Workforce
Quality Committees in the SDA; incorporate relevant Oregon Benchmarks in
planning; meet or exceed all state and tederal performance standards; support a
model skills center in each TOC district; strengthen our investment in the
organizational development of the PIC, Board, District Staff, and TOC Administrative
Office.

SIX COUNTY CONSORTIUM FOR EMPLOYMENT AND TRAINING, ESCANABA,

MICHIGAN:

Promote employability enhancement throughout *he Central Upper Peninsula
utilizing Consortium and Community Resources to generate economic
independence. To work with hard-to-serve populations (i.e., offenders, dropouts,
dislocated workers, displaced homemakers, individual with lack of work history,
chronic welfare recipients, and older workers) and to provide assessment of basic
education and job skills, aptitude and interests, appropriate referrals to remedial
education centers, personal plans of action, supportive services, work experience,
classroom training, and on-the-job training to lead to unsubsidized employment.

THE PRIVATE INDUSTRY COUNCIL, PORTLAND, OREGON:

To promote individual self-sufficiency and a skilled workforce by eliminating barriers
to productive employment.

We believe that the following values and practices support the mission of the Private
Industry Council:

Respect others’ dignity, time and space

Listen actively

Take responsibility for your own opinions and actions
Communicate directly, honestly and constructively
Value differences

Help each person believe in his or her ability to make a difference
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D

PINELLAS COUNTY PRIVATE INDUSTRY COUNCIL, INC., CLEARWATER, FLORIDA:
Through a public/private partnership, the mission of the council is to prepare

unskilled adults and youth for long-term employment within the local community
and to make initiai job placement.

PALM BEACH COUNTY PIC, INC., PALM BEACH, FLORIDA:

The provision of meaningful employment and training services to the JTPA
population where they reside, so that they may obtain employment at a wage of
self-sufficiency in close proximity to their residence.

LA COOPERATIVA, SACRAMENTO, CALIFORNIA:

La Cooperativa is an association of organizations selected by the Department of
Labor to provide employment and training services to the California Farm Worker
Community. The Association’s mission is to enhance the quality of life for
California’s migrant and seasonal farm workers.

BELLYOWN HOMELESS EMPLOYMENT PROJECT, SEATTLE, WASHINGTON:

The Homeless Employment Project, a special project of the State of Washington
Employment Security Department, is dedicated to providing work search assistance
and employment support to the work ready adults among Seattle/King County’s
homeless population. Program services are designed to provide a most effective and
rapid transition to obtaining and retaining permanent employment.

DULUTH PRIVATE INDUSTRY COUNCIL, DULUTH, MINNESOTA:

It is our mission to be integral change agents in moving eligible individuals into
long-term self-sufficiency through: information, resources and support. Inherent in
this philosophy is knowledge and respect for the individuals and for the
environment in which they wish to live and work.
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@ ) CITATIONS FOR SYSTEM PLANNING

STATEMENT OF PURPOSE
Sec. 2. It is the purpose of this Act to establish programs to prepare youth and adults facing serious
barriers to employment for participation in the labor force by providing job training and other services
that will result in increased employment and earnings, increased educational and occupational skills, and
decreased welfare dependency, thereby improving the quality of the work force and enhancing the
productivity and competitiveness of the Nation.

DEFINITIONS
Sec. 4. For the purposes of this Act, the following definitions apply:

(37) The term “participant” means an individual who has been determined to be eligible
to participate in and who is receiving services (except post-termination services authorized
under sections 204(c)(4) and 264(d)(5) and follow-up services authorized under section
253(d)) under a program »u:horized by this Act. Participation shall be deemed to
commence on the first day, following determination of eligibility, on which the
participant began receiving subsidized employment, training, or other services provided
under this Act.

’ JOB TRAINING PLAN
Sec. 104.(b) Each job training plan for the programs conducted under title II shall contain -

4) a description of linkages established with appropriate agencies, pursuant to sections 205 and
265, designed to enhance the provision of services and avoid duplication, including -

(A) agreements with appropriate educational agencies;

(B) arrangements with other education, training, and employment programs authorized by
Federal law;

(C) if appropriate, joint programs in which activities supported with assistance under this
Act are coordinated with activities (such as service opportunities and youth corps
programs) supported with assistance made available under the National and Community
Service Act of 1990 (42 U.S.C. 12501 et seq.); and

(D) efforts to ensure the effective delivery of services to participants in coordination with
local welfare agencies and other local agencies, community-based organizations, volunteer
groups, business and labor organizations, and other training, education, employment, and
social service programs;

. (5) goals and objectives for the programs, including -

U
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(A) a description of the manner in which the program will contribute to the economic
self-sufficiency of participants, and the productivity of the local area and the Nation; and
(B) performance standards established in accordance with standards prescribed under
section 106;

(6) procedures for identifying and selecting participants, including -

(A) goals for the training and placement of hard-to-serve individuals, and a description of
efforts to be undertaken to accomplish such goals;

(B) outreach efforts to recruit and expand awareness of training and placement
opportunities for such individuals; and

(C) types of services to be provided to address the special needs of such individuals;

(7) (A) goals for -
(i) the training of women in non-traditional employment; and
(ii) the training-related placement of women in non-traditional employment and
apprenticeships; and
(B) a description of efforts to be undertaken to accomplish the goals described in subparagraph
(A), including efforts to increase awareness of such training and placement opportunities;

(9) a description of -

(B) the process for providing information and referrals for applicants and participants relating
to appropriate programs and service providers;

(C) the services to be provided, including the means for involving labor organizations and
community-based organizations in the provision of services, the estimated duration of
service, and the estimated training cost per participant;

(D) the competency levels to be achieved by participants as a result of program participation;

PERFORMANCE STANDARDS
Sec. 106.(b) Title II Performance Standards. - (1) General Objective. - In prescribing performance
standards for programs under parts A and C of title II, the Secretary shall ensure that States and service delivery
areas will make efforts to increase services and positive outcomes for hard-to-serve individuals.

SELECTION OF SERVICE PROVIDERS
Sec. 107.(b) Funds provided under this Act shall not be used to duplicate facilities or services available
in the area (with or without reimbursement) from Federal, State, or local sources, unless it is demonstrated that
alternative services or facilities would be more cffective or more likely to achieve the service delivery area’s
performance goals.
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(d) The administrative entity shall not fund any occupational skills training program unless the level
of skills provided in the program are in accordance with guidelines established by the private industry council.

GOVERNOR’S COORDINATION AND SPECIAL SERVICES PLAN

Sec. 121.(b)(1) The plan shall establish criteriz “or coordinating activities under this Act (including
Title III) with programs and services provided by 3tz and local education and training agencies
(including vocational education agencies), public ass. tance agencies, the employment service,
rehabilitation agencies, programs for the homeless, postsecondary institutions, economic development
agencies, and such other agencies as the Governor determines to have a direct interest in employment and
frainirg and human resource ufilization within the State. Such criteria shall not affect local
discretion concerning the selection of eligible participants or service providers in accordance with the
provisions of sections 107, 203, or 263.

GENERAL PROGRAM REQUIREMENTS

Sec. 141. Except as otherwise provided, the following conditions are applicable to all programs under
this Act: ,

(a) Each job training plan shall provide employment and training opportunities to those who can
benefit from, and who are most in need of, such opportunities and shall make efforts to provide equitable
services among substantial segments of the eligible population.

(h) Funds provided under this Act shall not be used to duplicate facilities or services available in the
area (with or without reimbursement) from Federal, State, or local sources, unless the plan establishes that
alternative services or facilities would be more effective or more likely to achieve performance goals.

PROGRAM DESIGN - ADULT

Sec. 204.(a) Essential Elements. -

(1) In General. - The programs under this part shall include -
(B) development of service strategies that shall identify the employment goal (including, in
appropriate circumstances, non-traditional employment), appropriate achievement objectives,
and appropriate services for participants taking into account the assessments conducted
pursuant to subparagraph (A), except that a new service strategy for a participant is not
required if the program determines it is appropriate to use a recent service strategy developed
for the participant under another education or training program (such as the JOBS program);

PROGRAM DESIGN - YOUTH

Sec. 264.(a) Year-Round Operation. - The programs under this part shall be conducted on a year-round
basis. Services shall be made available on a multiyear basis as appropriate.

NON-DISCRIMINATION AND EQUAL OPPORTUNITY RULES
29 CFR 34.2. Definitions. The term Applicant means the person or persons seeking JTPA services who
have filed a completed application and for whom a formal eligibility determination has been made.

The term Lligible Applicant means an applicant who has been determined eligible to participate in one
or more titles under JTPA.
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HIGHLIGHTS OF COMMENTS SECTION OF INTERIM FINAL REGULATIONS

The following principles are central to the Department'’s efforts to oversee and guide the
implementation process:

An enhanced role for the private sector is key to an effective JTPA program. This includes
participation in setting high standards for the content and acquisition of skills through training and
linking training with job opportunities in the local and national labor market.

The JTPA performance standards based on program outcomes will be the basic measure of the
accomplishments of the JTPA system. In setting performance standards, the Department will encourage
interventions, program strategies, and arrangements that provide appropriate services to participants,
enhance opportunities for long-term employment, and increase participant earnings potential.

JTPA programs must meet the highest possible standards for the use of public funds. Substantial
attention was given in the Amendments to strengthening program management, procurement, and fiscal
and accountability standards for the JTPA system.

JTPA and other iuman resource programs must have a workable system of relationships to jointly
serve their participants. It is unlikely that any single program will have the capacity to meet all the
training, educational, and service needs of a participant. The Department is proposing regulations that
foster the development of joint relationships among programs in order to provide high quality
comprehensive services to individuals and to increase the capability of JTPA programs in conjunction with
other human resource programs to maximize quality services to individuals.

Sections 104(b)(6) and (13), 121(b)(3) and 122(b)(5)-(7) of the Act require the States and SDAs to set
goals and report on program accomplishments. The Department expects that each State’s and SDA's plans
and activities will reflect the development of outreach and promotional materials and/or activities aimed
at making women aware of the programs and the services available through JTPA, particularly of non-
traditional training and placement opportunities. Examples of outreach materials include, but are not
limited to, non-traditional career information modules, video and print materials on non-traditional
career options (for counselors), recruitment brochures targeted at both the client and the employer, and
dissemination of preexisting resource materials and/or model curricula. States may also wish to undertake
statewide public education campaigns, similar to those conducted for literacy programs, on non-
traditional training and employment opportunities.

The Amendments mandate significant changes in the front-end operations for most SDAs. The
statute will cause major alterations in the intake structure and will necessitate revisions in the appraisal of
each participant’s capabilities, needs, and occupational goals.

<
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)INTRODUCTION TO TARGETING

This portion of the Guide provides information intended to assist local SDAs in assessing their
approach to targeting and making targeting decisions responsive to community needs within the context
of the requirements set forth in the JTPA Amendments. Perhaps the key change in the Act is to make
targeting the first decision in the planning process and to ensure that SDAs direct their efforts to serve
populations who are most-in-need and can benefit from their services, at least 65 percent of whom must
e targeted to specified hard-to-serve groups.

As the System Planning chapter indicates, the TOR function is interrelated to all the other processes
and functions operating within the JTPA delivery system. TOR is affected by, and affects, other system
functions. Targeting in particular plays a critical role in the overall program design process, and this role is
key to implementing the JTPA Amendments.

The paramount goal of this chapter on Targeting is to illustrate some of the opportunities local JTPA
programs have to both meet the letter and spirit of the JTPA amendments, and to tailor targeting decisions
and the mix of participants to local conditions. A secondary but important goal is to emphasize and
update you on the basic analytical tools available to local JTPA planners to improve targeting decisions.

The first part of this chapter stresses the central place targeting has in the local planning process. The
importance of putting targeting first in the planning process, of considering targeting decisions in light of
desired outcomes and then designing and modifying services to meet these ends is the core of this
discussion. Then we turn to specific methods and techniques you can use in your analysis work. The
emphasis is on updating how we lock at published demographics and how we can learn much more by
using alternative sources of information to identify hard-to-serve groups. Later sections discuss Managing
the Targeting Function and some targeting challenges. The Working Example section includes examples of
targeting activities as well as a comprehensive list of organizations as potential sources of information for
your targeting. ‘
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Y DEFINITION OF TARGETING

Targeting is a strategic planning function which involves
imaking conscious decisions about who among the eligible
population should be served by local JTPA programs.

Targeting is a critical component of the local JTPA strategic planning system. Strategic planning, as
noted in the first chapter, is a disciplined effort to produce fundamental decisions and actions that shape
and guide what an SDA is, what it does, and why. Targeting decisions are strategic because they determine
who the SDA serves and what outcomes the program is looking to attain. These decisions determine to a
large extent what services are provided and to some extent who will provide these services.

We have shown that targeting is the lead strategic planning function. Targeting, decision-making
about who the local JTPA program will serve, flows out of the PIC/SDA mission statement. The illustration
on page 19 shows the relationship between targeting and strategic planning, operational planning, and
the local job training plan.

The targeting function is a combined analytical/decision process which assesses and prepares
information so that it may be considered by the policy making structure of the SDA. The targeting process

is important because it can provide a more objective basis for making decisions about who the SDA ought
to serve.

Fot purposes of this Guide, we are dividing the process into four basic activities, which are treated in
detail in the Methods and Techniques section:

» Gathering data...
identifying, collecting and organizing information on specific groups of people experiencing
difficulty in the labor market.

» Analyzing data...
developing reasonable estimates of the relative size and characteristics of specific groups of
people experiencing difficulty in the labor market.

» Recommending a course of action...
assessing the implications of changes in the mix of target groups on services, outcomes,
performance levels, and the delivery system.

» Muaking turgeting decisions...

considering recommendations, modifying if necessary, adopting targeting mix and
implementing the preferred mix through formal plans, service agreements and contracts.
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)PURPOSE AND INTENT OF TARGETING

What is the purpose and intent of targeting in JTPA? The JTPA experience has brought about many
changes in the local service delivery system. Among these developments is a rising concern and need to
refocus the resources of JTPA on service to those who are most-in-need and can benefit from the progran.
The JTPA Amendments reflect this concern by emphasizing targeting and requiring that 6S percent of the
people served by local programs be from defined hard-to-serve groups. The Amendments make it very
clear that the intent of the JTPA is that targeting be the first decision in the planning process, and that
targeting strategies should concentrate on the defined hard-to-serve groups.

But the Amendments do not fill in all the blanks on targeting. Important questions remain.
» How should the SDA divide up services among the groups mar:«ted in the amendments?
» What about the remaining 35 percent?

» What about community needs and priorities?
» Should the SDA gleﬁne a “7th” hard-to-serve group as the Amendments allow?

» Should the SDA make suggestions to the Governor on what constitutes serious
barriers to employment for the Older Worker and the Education and Coordination

funds?

Clearly, targeting is still a local decision area. So the reasons why we target have to go beyond the
basic requirements of the Act and the Regulations.

At the SDA level, the chief purpose of targeting is to empower PICs with local choices that are
flexible yet consistent with the requirements of the law, and DOL and state policies and regulations. Since
we cannot serve all who are eligible, we need to identify those who will be served and use resources
effectively for the greatest impact on identified groups. Research into who benefits most from
employment and training services over the last 20 years consistently has shown that we can have the
greatest impact on the hardest-to-serve.

Consequently, a methodical and thoughtful targeting process will address four
fundamental purposes:

» To identify those with the greatest need (inost-in-need).
» To identify their employment barriers and skill deficiencies.

» To select “those who can benefit,” considering long-term outcomes, from those
identified as most-in-need.

» To meet community needs and priorities, and to leverage community resources
through coordination to maximize the impact on those groups targeted.
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’ What are the consequences if we do not consciously target? The most obvious consequence is that

’ we might not meet the 65 percent requirement of JTPA, and consequently would suffer penalties and
restrictions on the SDA’s freedom of action. More importantly, needs an<l priorities of the community
might not be addressed. With the importance that a skilled workforce plays in today’s global economy,
inefficiency or lost opportunity exacts local penalties in lost jobs, plant closures, business failures and
individual suffering. Our programs may seem relatively small, but they are the only opportunities that
many people have. They must be directed to where they can have the most effect.

For those SDAs which have not actively targeted in the past, the key targeting decisions, simply put,
make good business sense. The option of non-targeting, of course, still remains, but use of this option
comes at a significant price. In the past, some SDAs found that applicants (both walk-ins and referrals)
presented themselves for participation at about their incidence rates in the general eligible population.

* There was little need for an active recruitment program, except for the few cases where a particular group
was noticeably being underserved. In fact today, some SDAs are finding that their current service levels to
the designated hard-to-serve groups are in the vicinity of the 65 percent range required by the JTPA
Amendments. Thus the temptation exists that if it isn't broken, it doesn’t have to be fixed.

But JTPA at best is just able to scratch the surface in helping those who need help. To continue to
accept participants on an ad hoc basis without seriously considering which groups in the community are
the most-in-need and who can most benefit from program services, will increasingly become harder to

‘ justify, because it gives no clear signal to elected officials, community leaders, partner agencies, and the
public-at-large what the JTPA mission really is.

Not targeting encourages redundancy of services, duplication of effort, ineffective leveraging and
pooling of limited resources, and portrays the SDA as a passive rather than pro-active organization. On the
other hand, a targeted program conveys a clearly understood mission and purpose and can more readily
point to tangible results since services are focused on fewer groups, rather than trying to show an impact
across a broader spectrum. The choice to target remains with the PIC and SDA Director. Their leadership

and their choices will be judged by the elected officials and others in their respective communities on the
results achieved and the image they portray.

Considerable benefit can come from methodical and deliberate targeting.

» Baltimore, Maryland, consistently has high impact programs because it meticulously targets skill
deficient youth and adults.

» Yakimna County, Washington, is having a significant impact on the employment opportunities
opening for Hispanic eligibles because it carefully refocused its delivery system over a number of
years based on strategic targeting analyses.

» The City of Los Angeles has significantly improved the quality, focus, and performance of its large
scale at-risk youth programs through improved program design and systematic targeting.

‘ What planning sequence does JTPA favor? Let’s be more direct. The Amendments anticipate that
SDAs will ensure better targeting of the program to those who, given the employment barriers they face,
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are considered to be hard-to-serve groups and are therefore most-in-need of JTPA services. In fact, Section ‘
628.510(f) of the JTPA Regulations states that: SDAs that satisfy the requirements of sections

203(b) and 262 (b) pertaining to hard-to-serve individuals shall be deemed to meet the
“most-in-need” criteria at section 141 (a) of the Act.

Only after targeting and outcoines have been considered
are services to be designed.

The skeptic could easily say, “Wait a minute. We've already got a program here. What are we supposed to
do? Start from scratch?”

The JTPA Amendments are not suggesting this, but are saying:

1. Look at who you are serving. Are you serving those in your community who are most-in-need? Are
these groups likely to benefit from the range of services that JTPA can provide? And this is important,
make sure that at least 65 percent of those you serve are from these hard-to-serve groups.

2. What kinds of outcomes do you want? Are these outcomes realistic, considering the people you
plan to serve? What is it you expect to achieve?

3. OK, now that you have selected who you want to serve and what you want to accomplish, design
a package of services likely to get you there. ‘

The System Planning Chapter in this Guide provides useful illustrations for identifying where TOR
may fit in the local JTPA planning process. We presented the ideal planning sequence and four alternative
approaches.

CLASSICAL MODEL
TARGETING » OUTCOMES » SERVICE DESIGN
ALTERNATIVE APPROACHES
FARGEYING » SERVICE DESIGN » OUTCOMES
SERVICE DESIGN » TARGETING » OUTCOMES

OUTCOMES » SERVICE DESIGN » TARGETING
PERFORMANCE STANDARDS » TARGETING » SERVICE DESIGN

ERIC V




The four alternative approaches used by SDAs show services being designed before outcomes are
selected, targeting to fit existing services, targeting done after planning for desired outcomes and services
and, finally, targeting to generate performance numbers with flexibility in selection of services. The
sequence of choices in each of the four alternative sequences affects the range of options of subsequent
choices. For example, if we select services before outcomes, then the range of outcomes is limited. If we
select outcomes before target groups and services, then the range of target groups and our ability to serve
the most-in-need with the range of services they need is limited.

These are useful wavs to think about planning and targeting because they help you as you target to
focus the analysis work. They also allow you to discern the implications of the alternatives.

The bottom line is that JTPA wants targeting
to precede other strategic planning decisions.
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TARGETING AND EEO CONSIDERATIONS

Up to this point, we have attempted to make a fairly strong case for targeting based on need.
However, we have not dealt with the issue of Equal Employment Opportunity (EEO). Many SDAs have
indicated that they target only to meet their EEO requirements. But this is not targeting in the context the
Amendments intend.

The amended Law more than ever intends that targeting be the first decision made in the program
planning process. Section 141(a) requires that each job training plan shall provide employment and
training opportunities to those who can benefit from, and who are most-in-need of, such opportunities
and shall make efforts to provide equitable services among substantial segments of the eligible population.
Thus, the primary requirement is to serve the most-in-need (at least 65 percent of whom must meet the
hard-to-serve criteria) and who are able to benefit from JTPA services. The secondary goal is to make efforts
to provide equitable services among substantial segments of the eligible population. The purpose of our
targeting is not primarily to provide services to JTPA participants at or about their demographic incidence
levels in the eligible population, but rather to meet the needs of populations who we consciously
determined to be most-in-need of JTPA services. This may result in service levels that are at variance to
incidence levels in the general eligible population.

If targeting results in focusing JTPA services on those determined to be most-in-need in the
community, it is possible that those decisions may contribute to variations in service to significant
segment groups. If this occurs, and if the SDA has otherwise made efforts to provide equity of services,
then the SDA will not be penalized for their targeting decisions. For example, an SDA which targets a
major portion of its program to welfare participants (who are 90 percent women) is not required to
overserve males in other target groups to make the overall enrollment balance out to equity based on the
general eligible population.

There is another aspect to the issue of equal employment opportunity. Is it appropriate to use such
criteria as age, race or sex as target groups for the additional hard-to-serve category? While age, race and
sex alone are not barriers to employment, many SDAs view them as such and may feel pressure to include
them as a specific target group. However, in doing so, SDAs would be establishing conditions whereby
otherwise eligible participants may be denied services because of their age, race, sex, etc., and such action
would be discriminatory. Therefore, in selection of the additional hard-to-serve group, SDAs are warned
against selection based on age, race or sex alone. By themselves they do not constitute a valid seventh
category of hard-to-serve. What all the hard-to-serve groups should have in common is a clearly identified
barrier to employment. This barrier impedes progress toward self-sufficiency, but does not exclude the age,
race or sex characteristics of those with the barrier.




» METHODS AND TECHNIQUES FOR
TARGETING

We have add-essed why we target and what JTPA says SDAs should do. Much has also been said about
the most-in-need and the hard-to-serve. But exactly what do we do to find out who needs employment
and training services? Walk-ins and referrals are very important, but we must go beyond just looking at
referrals and walk-ins off the street looking for help. Unless SDAs go further, we never know who else is
out there, the nature and extent of their need for JTPA employment and training services or even how
many. people we need to consider.

Periodically, the local JTPA program needs to step back and systematically estimate the scope of the
need for its services. We need to develop a better, more comprehensive picture of people having problems
in the labor market. The methods and techniques of targeting are the specific tools and activities that are
used to make these systematic estimates.

The targeting function is a combined analytical/decision process which assesses and prepares
information so that it may be considered by the policy making structure of an SDA. The targeting process
is important because it can provide a more objective basis for making decisions about who the SDA ought
to serve.

It is useful to think of the process as four distinct components:

Gathering data

Y
Analyzing data

\/
Recommending a course of action

Y
Making targeting decisions
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The majority of this section deals with gathering and analyzing targeting data. To appreciate the
material on gathering data, we present you with four primary kinds of
targeting analyses JTPA planners might conduct:

» Compliance analyses...

to determine if the SDA is meeting the 65 percent requirement. The primary data source for
compliance analyses is the SDA’s MIS data.

» Community baseline studies...

to estimate the size of target groups in the population. The primary data sources for community
baseline studies are Census and non-JTPA agency data.

» Special situations/special studies...

to estimate the characteristics and needs of emerging target groups. These special studies use
“alternative” data sources as well as MIS, Census and agency sources.

» Feasibility of change studies...
to estimate the effects of changes in the target groups served on outcomes, services and
performance. These studies use primarily MIS data on past performance.

The following pages will outline the major choices in gathering, analyzing and using targeting
information in decision making, and then turn to expanded illustrations.
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GATHERING TARGETING DATA

Gathering targeting data encompasses identifying, collecting and organizing information on specific
grouns of people experiencing difficulty in the labor market. We are particularly interested in the groups
designated in JTPA Sections 203(b), 204(d) and 263(b), (d) and (f) as amended, relating to service to
eligible people in the hard-to-serve categories.

There are four primary types of data that we could gather:

» Management Information System (MIS) data...

information on the target groups of interest in the participant management information
system files.

» Census data...
from the decennial national census.
> Agency data...
participant statistics from non-JTPA programs serving the target groups of interest.

» Alternative data...

information garnered from interviews, surveys, collateral sources, and organizations that cross
paths with the target groups in some way.

MANAGEMENT INFORMATION SYSTEM DATA

The management information system (MIS), or participant information system, of your SDA is the
single most important source of information for determining and managing compliance with the 65

percent hard-to-serve requirement. Most of the information needed to look at current and past target
groups is in the MIS.

JTPA management information systems vary widely in their details but all contain some common
elements. Participant records are maintained as files generally linked by social security numbers. They
produce periodic set reports on participant progress and characteristics for local, state and federal
purposes. Almost all permit ad hoc queries to extract information on specific groups of participants
identified by means of personal or program characteristics.

The planner doing targeting analysis should have good access and understanding of this system. At a
minimum, this person needs to be able to specify elements of queries so the MIS staff can run the
necessary searches. Ideally, the planner should have the personal skills to work with the MIS data base
interactively and develop a hands-on understanding of the characteristics of the SDA’s participants.
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There are three basic MIS data gathering tasks for the planner doing targeting work.

» To search the MIS database of the current program for an unduplicated count of
participants with one or more of the hard-to-serve 65 percent characteristics to
determine compliance.

» To make an initial count of each category and a profile of its characteristics,
including the other hard-to-serve characteristics, in order to determine the
community baseline as a part of compliance and special targeting analyses.

» To isolate past placement performance for a specific hard-to-serve category, as a
part of a special or feasibility analysis.

Each of these MIS data gathering tasks is described in the section on Targeting Analysis later in this
chapter. '

CENSUS DATA

Census data is collected for use in community baseline studies designed to estimate the size or
incidence of the target group in the general or eligible population. The Census provides a variety of
information on the population and its activities down to the block level. Considerable detail is available
on the population including education, household composition, race, income, language, industry,
occupation, ethnicity, age, housing, and many other variables.

There are two basic forms of Census data. The first type is the complete (or 100 percent) count data
based on the standard questionnaire filled out by each household. The count data are contained in the
STF-1 (summary tape file) and STF-2 files. The second type is the sample data based on information
collected from the more detailed questionnaire filled out by a representative sample (about 19 percent) of
all households. The sample data are contained in the STF-3 and STF-4 files. They include social, economic,
occupational, educational, employment, and detailed housing characteristics in addition to the short form
population and housing data. The important thing to remember is that all of the different Census
products are based on the same summary tape files (STFs).

There are numerous ways to view Census data. The inost accessible form of the Census is the
standard Census publications which include tables for each SMSA (Standard Metropolitan Statistical Area).
The most useful Census pubiication for SDA level JTPA targeting is 1990 CPH-3, Population and Housing
Characteristics for Census Tracts and Block Numbering Areas.

For example, the planner using this document (1990 CPH-3) could estimate the number of adults in
need of basic skills remediation in the SDA or in a smaller part of the SDA. The tables would show the
approximate number of people 25 years of age and older who had less than an 8th grade education,

56
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persons 18 and over who didn't speak English or didn't speak it well, unemployed people, and persons 18
to 59 years old who were living in poverty. This information could help the planner make a credible
estimate of the number of people in the SDA in the JTPA “Basic Skills Deficient” category.

The standard Census publications are available about two years after the Census through the Federal
GPO book stores. The publications are fairly self expianatory, inexpensive and durable. The prime
d:-advantage is that cross tabulations are limited to those already in the printed materials.

Most State Employment Service departments also produce SDA Census data compilations as one of
the core labor market information products. The SDA tables prepared by Employment Security
departments (or State planning agencies) for JTPA planning usually emphasize the variables of most
interest to employment and training professionals. These tables are generally produced from the Summary
Tape Files which allow greater flexibility in defining the geographic area covered and the cross tabulation

of variables. The best source of special tables is often the Employment Service regional labor market
analyst for the SDA area.

Customized Census tables may also be created or ordered {rom private firms and public agencies. In

general this is not the preferred way to get Census materials unless the cost is nominal or the planner is
very inexperienced.

Census data tapes and CD-ROM disks for on-line use are prepared and sold by the Census Bureau.
Several private firms convert the Census tapes into high density disks for use on personal computers. This
is the preferred approach for States and larger SDAs who expect to make ongeing use of Census data.

The Census data can be of considerable assistance in making estimates of the size or incidence of the
target group in the general or eligible populations for the following designated hard-to-serve categories:

» Basic Skills Deficient
» School Dropout
» Individuals with Disabilities

» Homeless People and/or Run-away Youth

The following table provides a Basic Sources Crosswalk for Census and Agency Data Sources for
estimating the numbers of people in the designated hard-to-serve categories in an SDA.
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T A R G E T I N G

AGENCY AND ALTERNATIVE DATA

Serving the most-in-need increasingly means serving people with multiple barriers to employment.
The identification of these targeted groups, and more importantly, knowing enough about them so that
effective programs may be operated for serving them requires that the SDA use alternative information
sources as well as the census and LMI sources that we are accustomed to using in our planning.

Agency data are participant statistics from programs serving the same target groups of interest to
JTPA. Alternative data is information on the target groups of interest that we garner from interviews,
surveys, collateral sources, and organizations that cross paths with the target groups in some way. Creating
and using alternative sources of data such as local community human services needs analysis, data from
other agencies, labor market surveys, and academic research is probably the single largest opportunity to
augment JTPA targeting information. It may also be a necessity for SDAs who want to meet the letter and
spirit of the targeting emphases of the JTPA Amendments.

R
ALTERNATIVE SOURCES OF TARGETING INFORMATION

There are three primary alternative sources of targeting information:

» Records and reports of agencies that already serve multi-barrier participants.
» Interviews with staff who already serve multi-barrier participants.

» Interviews with people who are potential multi-barrier participants.

It's important to reiember that JTPA operates in a State and local context replete with other human
service providers, education agencies, and other major planning and funding mechanisms. We all xnow
this, but it has become increasingly important that we use the planning and data resources of these other
agencies if we are to effectively target the JTPA dollars and services and meet our accountability and
performance requirements. Consequentiy, the alternative targeting analysis process begins with a
systematic mining of the data of other agencies. This is both efficient and cost effective. By and large it's
public data, so let's use it.

The systematic miniig of the data of other agencies planning and data resources is the backbone of
the effective targeting of JTPA dollars and services on the hard-to-serve required by the Amendments. If
available, Unemployment Insurance claimant data, Employment Service applicant data, nublic assistance
agency case load statistics, and the JTPA participant MIS data files are good sources of iniu. mation on
hard-to-serve target groups. We have also included a listing of many of the other possible sources of
information on the specific hard-to-serve groups mentioned in the Amendments. The intent of the listing
is to help you conduct the kinds of targeting analyses that will provide more information on the hard-to-
serve populations in your communities. Listings of suggested alternative data sources for other targeted
groups of interest are aiso presented.
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ALTERNATIVE DATA SOURCES FOR
DESIGNATED HARD-TO-SERVE ADULT/YOUTH

CATEGORIES IN SEC. 203(b) AND 263(b) AND (d)

1. INDIVIDUALS WHO ARE BASIC SKILLS DEFICIENT [ADULTS AND YOUTH]
Education Barrier
» School district records, reports and studies
» CASAS or other criterion referenced test and assessment data from JTPA MIS files
» State education agency reports
» Education clinics
» GED provider agencies, such as community colleges, school districts, ABE agencies
» Community college records and reports testing data
» Employment service applicant and Ul claimant data
Limited English
» Same as above
» Refugee and immigrant service agencies
» Voluntary refugee service agencies (VOLAGS)
» Local health department
» Mutual Assistance Associations & family organizations

2. BEHIND GRADE LEVEL [IN-SCHOOL YOUTH ONLY]
» Same as above

3. PREGNANT OR PARENTING [YOUTH ONLY]
» Teen Parent programs
» Family support centers, and nonprofits
» School district records, reports and studies
» State education agency reports
» Child care referral/provider agencies
» Parent effectiveness programs (PEPS)
» Visiting nurse agencies
» Local health department
» Foster care agencies
» Child protective service agencies
» Disturbed children/family serving nonprofits
» Parents without partners groups

4. INDIVIDUALS WHO ARE SCHOOL DROPOUTS [ADULTS AND OUT-OF-SCHOOL
YOUTH]

Many of the above sources can be used for this category as well. In addition you may consider
other local human services agency client files on adult dropouts served. You should be aware that
the data for this category is particularly limited.
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5. INDIVIDUALS WHO ARE RECIPIENTS OF CASH PUBLIC ASSISTANCE, INCLUDING
RECIPIENTS UNDER THE JOBS PROGRAM [ADULTS ONLY]

AFDC/other

» Welfare case worker

» Welfare rights organization

» Annual welfare agency reports

» Quarterly client reports

» School district records, reports and special studies

» JOBS, Agency case load characteristics reports
Food Stamps

» Food banks, meals programs

» WIC program

» Other organizations who serve low income people

6. INDIVIDUALS WHO ARE OFFENDERS [ADULTS AND YOUTH]
Ex-Offenders
» Probation and parole agencies
» (ang youth intervention programs
» Street youth agencies
» Juvenile justice system
» Police Department youth and gang workers and units

7. INDIVIDUALS WITH DISABILITIES [ADULTS AND YOUTH]}
» Local office of vocational rehabilitation agency
» Local disabled advocacy organizations, including veterans organizations
» Local mental health agency
» Local health department
» AIDS/HIV assistance and advocacy organizations
» Hospital admittance data base, accessed through health departments
» Developmental disabled agencies
» School district records, reports and special studies
» US and State Departments of Veterans Affairs

8. INDIVIDUALS WHO ARE HOMELESS AND RUN-AWAY YOUTH
» Shelters, soup kitchens, missions staff
» Homeless advocacy groups
» Police community service officers
» Homeless taskforces/networks
» Local health department
» Strect youth agencies

9. INDIVIDUALS WHO ARE IN AN SDA DESIGNATED CATEGORY FSTABLISHED
UNDER SUBSECTION 203(d) OR 263(h)

]
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OTHER DATA SOURCES FOR GROUPS OF SPECIAL INTEREST

OLDER WORKERS
Area Agency on Aging
Local senior centers
Public housing authority
ES JSC, Ul programs
American Association of Retired Persons
Displaced homemaker centers

DISLOCATED WORKERS
State dislocated worker units, WARN notice records
State labor councils
Rapid Response dislocated worker initial surveys
Company and union records

RACIAL AND ETHNIC MINORITY COMMUNITIES
Minority based organizations: Urban League, La Raza, etc.
Minority churches
School district student data bases
Community college student data bases

MULTIPLE BARRIERS
Annual public assistance agency reports
Welfare case workers
Vocational rehabilitation agency
Local disabled advocacy and service organizations
Developmental disabled agencies
Local mental health agency
Minority churches
School district records and annual reports
Juvenile justice system, vouth authority
Child protection agency
Police dept vouth and gang workers and units
Local health departiment
Gay and leshian organizations
United Way planning staft
Street vouth progranis
Single parents
Parents without partners groups
Family support centers and nonprofits

ERIC \/
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‘ Teen parent programs

Child care referral/provider agencies
Parent effectiveness programs (PEPS)
Visiting nurse agencies

VETERANS
Veterans direct service organizations
Veterans affairs offices/departments
Veterans social/fraternal/advocacy organizations
ES Veteran's Employment Service
Veteran's Administration, outpatient operations

PUBLIC HOUSING RESIDENTS
Housing-authority and project management
Housing project tenants organization
Housing authority security department
Housing nonprofit agencies

RURAL
Community action agencies
‘ Migrant and farm worker organizations
Local health department
Rural letter carriers
Grange and Farmer's Union groups
4-H programs, Agricultural Extension agents

SUBSTANCE ABUSE
Local health department
Police department arrest records
Drug treatn:ent agencies and nonprofits
Gay and lesbian organizations
Local AA and similar groups

As an additional resource for the SDA planner, the following could be of asistance in obtaining
information on non-traditional jobs for women.

Women's rights/affairs organizations Displaced homemakers cente.s

Equal Opportunity/affirmative action agencies/offices  State/local commissions for worien

Local “9 to 5" type groups National tradeswomen networx

Trades training programs/community colleges Wider Opportunity for Women (WOW)

Professional/technical organizations LS. Department of Labor, Women's Bureau
' (National and Regional Oftices)




The listing stresses agency written data sources; however, the staff and clients of the agencies should ‘
also be viewed as puiential sources of targeting information. Contacts with agencies may also be used to

set up interviews with staff who already serve multi-barrier participants. The planner should especially

value the insights ot tire-level, direct service staff.

Here are sorne suggested questions to pursue:

FXIIIL

» Do you serve this target group?

» How many do you serve?

» Do you have estimates of the size of this
group?

» What data sources did you use to get a profile
for this group?

» What services do you provide?
» What services do they need?

» What other agencies serve significant
numbers of this group?

» Are there any special considerations
that must be accounted for?

» What are the outcomes desired? i :
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‘ Similarly, interviews with people who are potential or actual multi-barrier participants of JTPA or
clients of other agencies may provide valuable information for the targeting analysis. Our advice in this

regard is simple: Talk to some potential participants before you make too many assumptions about them.
Make a special effort to listen. Just ask the questions and listen. Don't get into too much advice giving.
Talk to a number of people with the same barrier to get a feel for the diversity within the group. If you feel
uncomfortable and out of place, just take these feelings as confirmation that you are learning something
new. Planners who listen to real people talk about real problems and aspirations are better planners. The
experience makes the cold numbers come alive.

Some basic questions to pursue in participant interviews:

TIITIY

INTERVIEW
° » Why did you choose this program?
» What job skills would you like to improve?

» Where do you go to get help with finding
work?

» How does (employability barrier) affect
your working life/job prospects?

» What would help you to get back on your
feet 1n the job market?

» What holds you back from doing the kind

of work you want to do?

More information on how to incorporate agency staff and participant interviews into targeting
' analyses is provided later in this chapter under Special Situations/Special Studies.

My
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USING OTHER AGENCIES’ PLANNING SYSTEMS

Other agencies have planning systems, participant records and resources that contain information on
target groups we often share. Time spent contacting these agencies with regard to their information
resources may result in significant time savings in the analysis phase of targeting. Two systems which
should not be ignored are the Community Development Block Grant (CDBG) and the United Way
systems. These two systems are major human services funding and planning mechanisms which serve
large numbers of low income people in most communities. CDBG and United Way funds flow to some of
the same service providers funded by JTPA, and these service deliverers serve many of the people targeted
by the JTPA Amendments. Coordination with these systems should be corisidered a must.

COMMUNITY DEVELOPMENT BLOCK GRANT

The CDBG or Community Deve'opment Block Grant is a major federal funding system to
municipalities. It is almost certain that your City or County has a CDBG, and a CDBG planning and
funding process. It is very likely that some of the supportive services for your JTPA participants enrolled by
community based or non-profit contractors are being paid for with CDBG funds. CDBG monies fund
much of the job-search-only services no longer found in JTPA. Each municipality receiving CDBG funds
operates a planning and contracting mechanism to distribute these funds. They also often evaluate and
collect participant data which may be useful in the SDA’s targeting analyses. The CDBG process is usually
housed in a human services or community development department of municipal or county government.

UNITED WAY

SDA targeting analyses might also benefit from closer contacts and information sharing with the
local United Way. The United Way is the major funder for many smaller human service agencies serving
the hard-to-serve groups emphasized in the JTPA Amendments. United Way is organized as a network of
independent local affiliates. Each affiliate maintains a small secretariat to conduct the affairs at the local
level. The local United Way organizations go through an annual evaluation, planning and targeting
exercise that the SDA planner would find very familiar. United Way affiliates collect data on who their
agencies serve. They also make estimates of the overall target populations in the community. Typically, the
United Way is interested in many of the same groups targeted by JTPA. The agencies are generally
accessible and often have information to share.

COMMUNITY ROUNDTABLES

In an increasing number of larger metropolitan areas, groups of human service providers, planners,
and funders have come together in collaborative bodies to share and sponsor joint planning studies of
target groups. Often called human services “roundtables,” these groups are typically regional in scope and
are often sponsored by the United Way or a major local government. Where they exist, the roundtables
offer the SDA another potential way to improve the informational context of its targeting efforts.

COMMUNITY COLLEGES

The local community and technical colleges scmetimes have substantial information resources that
contain information on target groups of interest to the SDA. For example, throughout the Western States,
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‘ the community colleges are major deliverers of English as a Second Language (ESL) and other similar
services to language limited persons. Many community colleges operate remedial basic education
programs and single parent and displaced homemaker programs. The colleges keep records on their
activities which may provide useful insights to the SDA targeting such groups.

STATE AGENCIES

Another set of important players in the human services arena are State government agencies. Many
of the local service uniis of these agencies have target groups in common with JTPA, although the nature
of the problems they address may be different. We have already mentioned the Employment Sesvice and
the public assistance agencies. It would be difficult to operate JTPA programs in isolation from these agencies.
And the SDA'’s rely heavily on State and local education agencies. JTPA working relationships with State
programs such as vocational rehabilitation, adult basic education, and corrections are alsc important.

COMMUNITY-BASED ORGANIZATIONS

Many Community-Based Organizations (CBOs) already have resources dedicated to serving the

hard-to-serve. Tapping into the information and experience these groups have to offer should also help to
make your data gathering task easier.

All this is to say that it’s worth reminding ourselves that other agencies have planning systems,
participant records and resources that contain information on target groups we often share. Time spent
‘ contacting these agencies in regards to their information resources may result in significant time savings
in the analysis phase of targeting.

TARGETING ANALYSIS

Analyzing targeting data entails develcping reasonable estimates of the relative size and
characteristics of specific groups designated in JTPA Sections 203(b), 204(d), and 263(b) and (d), as
amended, relating to service to those in the hard-to-serve categories. The next few pages address four
rrimary kinds of targeting analyses the JTPA planner might conduct:

» Compliance analyses...

to determine if the SDA is meeting the 65 percent requirement.

» Comtinunity baseline studies...

to estimate the size of target groups in the general population.

» Special situation studies...

to estimate the characteristics and needs of emerging target groups.

‘ » Feasibility of change studies...

to estimate the effects of changes in the chosen target groups on program outcomes, services and

performance.
l [SVIEEN
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T A R G E T 1 N G

COMPLIANCE ANALYSES

Compliance analyses are conducted to determine if the SDA is meeting the requirement that at least
65 percent of the individuals served be from the specific groups designated in JTPA. Simply looking at the
characteristics reports from the MIS generally will not confirm that the current participant mix will meet
this requirement. The mandated characteristics are not a mutually exclusive set. Therefore, the
participants may possess more than one of the characteristics. So, unless participants possess any single
one of the characteristics, the reports will not confirm compliance with the 65 percent requirement.

Consequently, the first step is to search the MIS database for the current program for an unduplicated
count of participants with one or more of the hard-to-serve 65 percent characteristics. To do this, the
planner writes a search query of the MIS file that will include all participants with one or more of the
hard-to-serve characteristics. The search query for the Title II-A program would look similar to this...

Search for...

» Standardized test level below X, or...
» School dropout, or...

» Cash public assistance, or...

» Offender, or...

» Individual with disability, or...

» Homeless, or...

» SDA designated category.

The result will suggest whether the SDA will be able to meet the requirement. For example, the
search of the MIS might indicate that 75 percent of the current Title Il-A participants possess one of these
characteristics. The search might also suggest that the current mix is less than 65 percent and therefore,
some adjustments are needed.

If adjustments are needed to meet the 65 percent requirement, or the SDA wants to get a better
handle on targeting, the planner needs to develop more information on the composition of the
hard-to-serve group. This step can be difficult if we carry it too far. Again, the mandated characteristics are
not a mutually exclusive set. Participants may possess more than one of the characteristics. Conceivably,
we could be serving some people who are homeless, and disabled, and ex offenders, and who are high
school dropouts with basic skills deficiencies. If we just take the six characteristics in the Act, we have 63
possible combinations to deal with.

A practical approach is to do an initial count of each category and a profile of its characteristics,
including the other hard-to-serve characteristics. The initial count should pretty much correspond to the
breakouts on the MIS participant characteristics reports and would look similar to the following illustration.
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. - SAMPLE INITIAL COUNT -

MIS 1993 Characteristics

Hard-to-Serve Category MIS/"93
Basic Skills Deficient 25%
School dropout ' 20%
Cash public assistance 30%
Offender 5%
Individuals with disability 8%
Homeless 5%
SDA designated category 12%

Unduplicated Count 60%

The next step is to obtain a characteristics profile report on each of the hard-to-serve categories. The
profiles will help the planner to understand the overlap of hard-to-serve participants and to inform the

PIC about the need to change the mix of categories to meet the 65 percent requirement. A sample profile
for the “Basic Skills Deficient” category is shown below.

SAMPLE PROFILE

MIS 1993 Characteristics Profile
Basic Skills Deficient Category

Category Profile All
Basic Skills Deficient 100% 25%
School dropout 75% 20%
Cash public assistance 50% 30%
Oftender 5% 5%
Individuals w/ disability S% 8%
Homeless 10% 5%
SDA designated category 25% 12%

The sample profile for the “basic skills deficient” category shows that dropouts are 20 percent of all
participants, but 75 percent of all basic skills deficient participants. In this SDA, the two categories of
hard-to-serve mostly overlap. On the other hand, offenders and individuals with disabilities do not

: overlap with basic skills deficient to as great an extent. Therefore, recruiting more dropouts to meet the 65
' percent requirement implies more basic skills remediation in the service mix. Recruiting more offenders or
individuals with disabilities to meet the 65 percent requirement would imply proportionately less basic




skills remediation in the service mix in this SDA. With a full set of characteristics profiles on each of the
hard-to-serve categories, the planner can begin to look at changes in the mix of categories to meet the 65
percent requirement. ‘

A similar use of the MIS system for compliance purposes is in checking to assure that 50 percent or
more of the vouth participants are out-of-school youth. By use of the data captured by the MIS, the
planner can simply run a comparison of the out-of-school and in-school youth, excluding in-school vouth
who are expected to participate in a schoolwide project.

COMMUNITY BASELINE STUDIES

Community baseline studies are conducted to estimate the size of target groups in the general and
eligible populations. Simply looking at the characteristics reports from the MIS does not indicate whether

the current participant mix reflects the mix of people in need of employment and training services in the
eligible population.

The community baseline analysis examines the rationale for the current mix of participants and
provides a basis for planning changes in participant targeting. The planner uses the information we
described earlier (Census, agency and alternative) to estimate the incidence of hard-to-serve categories in
the population, and then compares the current or planned service level to gain perspective on the SDA'S
targeted participant mix.

The resu!t might look similar to the table below.

SAMPLE PROFILE

MIS 1993 Characteristics Profile Community Incidence Profile

Hard-to-Serve Category — MIS/'93 Incidence Deviation
Basic Skills Deficient 25% 30% - 5%
School dropout 20% 15% + 5%
Cash public assistance 30% 20% +10%
Offender 5% 15% -10%
Individuals with disability 8% 10% - 2%
Homeless 5% S% (%
SDA designaied category  12% 25% -13%
Unduplicated Count 60% 1% -15%

The result will suggest whether the SDA needs to change its targeting to better meet community
needs or to meet the 65 percent requirement.
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' GEOGRAPHIC INFORMATION SYSTEMS IN COMMUNITY BASELINE STUDIES

The key to analyzing LMI and demographic data today is the use of geographic information systems,
simply abbreviated to GIS. GIS is the generic term for data files and analytical software that link data to a
specific coordinate on a map of a place. For example, if we have a data file of all the addresses of buildings
in a city, and using this file we can make the computer plot a dot on a map to show us where the
buildings are, we are probably looking at a GIS in action. Similarly, if that same file had data on the
citizens who live in those buildings and their education levels, labor force status, and occupations... we
could plot maps that showed us where in the city the people live who were employed, had less than an
cighth grade education, and who worked in the service occupations. That would be pretty interesting if we
wanted to target JTPA services to people with these characteristics.

It's important for the JTPA planner to become familiar with GIS which increasingly will be the main
wav to access and analyze demographic and LMI data. There is lots of available data, but often it is not for
the place we are interested in. We always seem to want data at the community and neighborhood level
because that is the level most relevant to the process of service delivery. GIS allows JTPA planners to work
the data at more meaningful geographic levels.

S ——
ELEMENTS OF A BASIC GIS FOR A JTPA TARGETING ANALYSIS

» A high end 386, 486 or MAC hardware platform and operating system, such as... MS-
. DOS 5.0, GUI/SUN, GUI/H-P UNIX, WINDOWS, or MAC.

» Census files STF3A block group data for the County or State of interest... from the
Census Bureau in CD-ROM format, or a proprietary package for diskettes. (Sources for
Census data in diskette formats may be found in current issues of “American
Demographics.”)

» GIS software to analyze and map data, such as Maplnfo (TETRAD), MapPlan (Wordtech
Svstems), StatMav IlI (Geovision), Scan/US (Scan/US), Atlas (Strategic Mapping),
Conquest (Donnelley Marketing Information Services, AutoCAD (Autodesk), and ARC/
INFO (Environmental Systems Research Institute). For others, sce trade magazines such
as “American Demographics” and “Geo Info Systems.”

While ideally it would be nice to own the hardware and software to support a GIS analysis, a more
viable option might be to rent, borrow or lease the equipment and software during the period it is needed.

With a GIS, the planner is able to analyze the Census data down to the block level, specify custom
study arcas, look at population and education, household, race, income, language, industry, occupation,
cthnicity, age, housing, and many other variables in the census files. The planner is able to look at the
data in map form, as tables and as graphs. The demographic data on potential participants can he
associated with streets, bus routes, service provider sites and many other site specific facilitics. Data on

‘ past placements or employers can be added to the files and associated with the census data for the same
locations. Data can be exported out of the GIS for use in other software.
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T A R G E T I N G

These kinds of systems can be assembled off the shelf. However, many SDAs already have access to
GIS. Many local governments have already purchased GIS systems for use in their public works and
planning departments. This means that GIS is within the reach of most urban and suburban SDAs willing

to inake friends in local government. There has been little use of GIS as of yet by SDAs, but the potential is
great.

SPECIAL SITUATION STUDIES

“Special situation study” is a name we have given to ad hoc analyses of the characteristics and needs
of emerging target groups, or to more closely consider a major change in participant targeting. A typical
situation might arise because an SDA wanted to add an “SDA Designated Category” to the six categories in
the Act. There are four basic stages in a Special Situation Study.

FOUR STAGES OF A SPECIAL SITUATION STUDY

First...

identify the group the SDA is interested in from a review of its deliberations and the context of
the requirements of the Act. What are the specific characteristics of the group to be studied?

Second...
identify the agencies and sources to contact relative to the group being studied.

Third...

arrange meetings; ask questions; and gain access to the data, reports and people that can inform
us about the group.

Fourth...

draw up a composite picture of the group including their numbers, location, special
characteristics, service needs, and potential for benefiting from the program.

Probably the best way to illustrate how special situation targeting studies might work is to describe
one. The illustration shows how an SDA staff person took an assignment as an opportunity tc improve
JTPA targeting information on a group of prime interest to his PIC. Special studies are often a crucial step
in serving hard-to-serve groups.

The staff person effectively used the Census for what it could tell him and then went on to exploit
the three primary alternative sources of targeting information. He used records and reports of agencies
who already interact with these multi-barrier participants, he interviewed agency staff who already have
experience with the group, and he used these contacts to approach and interview people who are
potential multi-barrier participants. With the information he learned, he was able to draw up a composite
picture of the group of interest including their numbers, special characteristics, location, service needs,
and potential success.
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| The following is a fictionalized illustration. Following a series of high

v/ profile Eastside smash and grab burglaries, the PIC chair was asked by a
\ / / . . . .
> - community group and the Mayor to look into using JTPA services as a tool to
- serve youth gang members. The SDA staff needs to know who the gang
members are, how many people are involved, what their employability
situation is, where to find the youth, and what kinds of services might be

IDEA. 0 : required.

FOR A YOUTH Jack Fong, a contract monitor, is assigned to develop information so the
GANG SPECIAL PIC can begin to see what can be done. Jack knows the Census isn't going to
SITUATION tell him much, but he checks out the Census tract printout that the City
STUDY Community Development Department did of the 1990 Census anyway. He

finds that the major communities affected are concentrated in two Central City
tracts, the North end tract that includes the Latner Housing Project (nothing

new here) and two Eastside tracts that straddle the Valley Boulevard. This was
new.

Jack made a few calls and located Ann Green, a former college classmate, who is now working as a
records analyst for the Police Department community relations unit. Ann says they have some
information from the Gangs Unit that she could share. In her office, Jack reads over a raw intelligence
report. The report identifies 45 known gangs and lists their territories and approximate membership. He
decides to focus on the Eastside gangs and calls an East High counselor and two ESL aides whom Ann
Green recommended. Fong learns which gangs are into heavy criminal activity and decides to focus his
efforts on two Eastside gangs: the Project Boyz and the Wonder Street Rufnz.

Through his contacts at East High, Fong is introduced to Leroy Ellis, a Parks Department recreation
worker at the Eastside Youth Center. Ellis agrees to set up scme interviews between Fong and members of
the Project Boyz and the Wonder Street Rufnz. The interviews provide Fong with a lot of insight on what

is happening among youth on the Eastside and help him identify language and literacy training access as
a key employability need for these youth.

Based on the data he has collected, the interviews with City staff working with the youth, and the
interviews with the gang members, Fong is able to write up a special report. The report includes his
estimates of the size, demographics and location of the gang youth, as well as Fong's recommendations
regarding their service needs.
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FEASIBILITY OF CHANGE STUDIES

Feasibility of change studies are conducted to estimate the effects of changes in the target groups
served on outcomes, services and performance. The principal data source for this kind of analysis is the
SDA MIS and other outcomes information.

In ali likelihood, the SDA has already served some people from most of the tazget groups identified in
JTPA Sections 203(b); 204(d); and 263(b), (d), and (f) relating to service to those in the hard-to-serve
categories. JTPA program outcomes data can provide a wealth of information about multi-barrier
participants. It’s logical that a systematic analysis of your MIS records on past participants from the
hard-to-serve categories may be able to provide significant insights about others in the same groups you
may want to target.

In most SDAs, some formal evaluation of program outcomes is done. Past evaluation studies should
be reviewed to see if any of the hard-to-serve categories were singled out for analysis. If useful findings on
any of the categories zre found in recent evaluations, the planner may be able to economize.

The basic approach is to use the MIS client data base to create a pool of people from the target group
of interest, develop a detailed profile of their experiences in our program, and then use this profile to
judge how changes in the numbers of, or services provided to, these hard-to-serve categories might effect

the shape and performance of the local JTPA program. The four basic steps which are used in this kind of
analysis are discussed below.

» First, identify the key characteristics of the target groups of interest. Some of these may be
demographic but most will be barriers to employment. Let's say, for example, we are interested in single
female heads of household, with children, functioning at less than the eighth grade level, with limited
English.

» Second, take these characteristics to the JTPA MIS staff and ask to run a search of last year's files
and pull out the records of all participants who meet the search parameters. If no one meets the search
parameters, first check to see if the search was done right, and, if it still comes out with no participants,
you can't go any further with this approach and you need to try some of the other approaches suggested
in this chapter. If you do draw a few participants out of the MIS, you can continue.

Now comes the fun part. Ideally, the MIS folks can run these records unto a disk that you can further
assess on a personal computer. It's well worth your while to learn to do this if you cannot already. If you
cannot work with the disk yourself, you need to cajole the MIS folks to work with you. The participant
records on the disk may be formatted as a data base file or run into a spread sheet. Either mode should
enable you to do tabulations and cross tabs. The data should be organized as a data base compatible with

one of the popular PC data base software packages that allows interactive analysis via a cross tabulation
facility and graphing.
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} ‘ » Third, now it's time to play “what if games.” Pretend that this is a sample of the larger group you
want to serve. What else can you learn about them?

[EEEEE
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STUDYING CHANGES IN TARGET GROUPS
Where do they live?

What barriers to employmeni/hard-to-serve
characteristics do they have?

Which contractors served them?
What services did they get?
What occupations were they trained in?

Were any of these occupations non-traditional jobs
for women?

Were they placed, and where were they placed?
Who completed and was placed?

How many were retained at follow-up?

Who dropped out or was not placed?

Can you find out why?

The point is to build up a picture as
best as you can of this group of people.
Are there any patterns or similarities to
their experiences that the MIS data can
reveal? The most important analysis is to
learn what set ¢* services yielded the
most desired outcomes. Was a basic skills
sequence or a particular set of
occupational training components more
productive that other sequences or
components?

* This kind of analysis is probably
one of the best indicators of which
characteristics and service patterns are
most associated with successful service to
the hard-to-serve categories. It is also
probably the best information for
addressing who can most benefit from
JTPA services.

» Fourth, the same process may be used to assess the impact and costs of changes that you might

consider in the mix of target groups served by the SDA. With the past experience in hand, you can make
some judgements about what might happen if you serve more of a target group with one package of
services versus another package of services. With even rough cost information adjusted for length-of-stay,
you can obtain some basic insights into cost effectiveness of different mixes of hard-to-serve categories
and service packages. There are some significant limits to this approach. If your SDA hasr't served a
category, then you have no past to extrapolate from and, similarly, you may not have a “history” on all
the service options to consider. Nonetheless, a great deal may be learned about the groups targeted in the
Amendments by making full use of the information you already have in your SDA MIS.
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T A R G E T I N G

RECOMMENDING A COURSE OF ACTION

Recommending a course of action includes assessing the implications of changes in the mix of target
groups on services, outcomes performance levels and the delivery system. Recommending a course of

action is typically a staff function. Most of the analysis of alternatives will be done by an SDA staff person.

But it is very typical that the staff person will be checking in with SDA management at interim points and
working with a PIC committee during the process. The tempo and content of these interactions varies
considerably. Therefore, it's not particularly productive to suggest how to manage your particular
processes. Instead, we'll describe the staff work for recommending a.course of action and assume that you
will get appropriate input from your SDA management and the appropriate PIC committee along the way.

When the targeting analysis is complete, the planner should draw up a full list of all the possible
recommendations for change. The listed items should be single sentences, with enough detail to
distinguish among the real alternatives. If the analysis only points to two alternatives, only list two
alternatives. For example, say the planner’s compliance analysis found the SDA unhkely to meet the 65
percent requirement with the current participant mix. The set of alternatives would list the selection
categories of participants (and increased numbers) most likely to bring the SDA into compliance.

The second step is to list probable implications of each alternative for outcomes, service needs and
the service delivery system. Most of this information will be based on qualitative judgements and past
performance experience. This is a good point to share findings with a committee, get their mput and
modify if warranted.

The third step is to list out the advantages and disadvantages for each alternative. Is one alternative
more likely than another to vield outcomes favored by the SDA? Is one more likely to improve
performance? Is it possible to narrow the set of alternatives based on this assessment? Weed out
alternatives that are not useful or worthwhile? This is another good point at which to share findings with
a committee.

Finally, based on this assessment and your SDA's mission and goals, which alternative do you believe

will improve the SDA's participant targeting? State the recommended course of action simply and directly
in a written recommendation. Again, this is a good point to share findings with a committee, get their
input, and modify if warranted before the recommended course of action goes up for decision.
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MAKING TARGETING DECISIONS

Making targeting decisions encompasses considering recornmendations. modifying as necessary and
adopting a participant targeting mix, as well as implementing the recommended targeting through formal
plans, service agreements and contracts. Making final targeting decisions is typically a joint management/
PIC function. However, most often the real decision gets made incrementally as the staff person checks in
with SDA management and gets input through the PIC committee process.

Typically the last round of the process includes formal presentation of the recommended targeting
changes at a general PIC meeting and to the appropriate elected oificials as 2 part of consideration of the
annual plan. If the staff person has shared interim work with the committee and management and
incorporated their input, recommendations will usually move ahead. But, if the vollaborative side of the
work has been neglected, or the recommendations are a major departure from community or service
deliverer expectations, change may take a little longer.

Once adopted, the implementation of the recommended targeting mix becomes a staff function
again. The formal plans are completed and submitted, and staff incorporate the new targets into service
agreements and contracts through the SDA procurement process.
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¥ MANAGING THE TARGETING FUNCTION @

Previous sections of this chapter have dealt with the rationale and importance as well as the methods
and techniques for doing targeting. Here, we deal with specific considerations of managing the targeting
function within the SDA. The viewpoint taken is that of either the PIC or SDA Director as the program
managers or of the planning staff person. A number of key functions are involved from scheduling the
analysis and decision process to updating and finding new data. Training staff and coordinating with the
larger community planning process and the SDA's internal management planning process are also
discussed.

Scheduling the analysis and decision process is less of a problem if the planner doing targeting
analyses recognizes the contracting cycle as the heartbeat of the local SDA's year. Analyses that lead to
proposed changes require understanding and study by SDA leadership. Therefore, a strategy of constant
incremental improvement in the targeting information and providing updates to the PIC on the analysis
throughout the year will make them a part of the analysis process and allow them to incorporate the
findings of the analysis into strategic decisions. Decisions should also include feedback loops for
reconsidering prior decisions and addressing circumstances and constraints.

The same considerations are essential to coordinating with the SDA’s internal management
planning process. The PIC and the SDA planner both need to focus on providing targeting information
that will allow the SDA to bring its mix of participants into conformance with the Amendments. The key ‘
is to schedule the analysis so that it may be used in the contracting cycle (or program planning cycle for
SDAs that are service deliverers themselves). To mesh with this cycle, it may be necessary to concentrate
on the hard-to-serve categories in the amendments as single defining groups and schedule analysis of
multi-barrier groups and special groups for later refinement. As analysis work progresses, the planner
needs to share findings with others in the SDA doing service design and contract development work. As
decisions are made, the planner needs to make sure that others in the system have the information needed
to direct outreach and recruitment efforts.

Having set a target goal or goals, what is the responsibility of the PIC and the SDA staff thereafter?
That is, once a target goal is set, is it immutable? For example, if a target of 30 percent is set for any valid
target group, should your SDA continue to reserve 30 percent of your participant slots and resources to
this group throughout the program year if the participation rate by that group is not being maintained at
30 percent? The answer is, it depends. Certainly you can and should use the outreach and recruitment
means available to achieve vour targeted goal. But if these efforts are not successful, you cannot reserve
slots indefinitely if this would result in preventing an otherwise eligibie person, not of that target group,
from participating in vour program’s services. This is also a clear signal that more research into the
make-up, composition, geographic location and needs of the targeted group has to be done.

A target goal is just a goal based on the best available information the planner can find and analyze.
If it needs to be changed, it should be. This may also require a modification to the job training plan, and ‘
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may require the SDA to monitor its progress in achieving its goals throughout the year. The planning
process, including a review of targeting decisions, should be dynamic, with continuous testing of
assumptions against operational experience and new information on population, labor market and target
groups. '

Updating data and finding new data sources is an ongoing task that benefits from personal
organization. The key to keeping current on Census updates and labor market information is to be
“plugged into” organizations or individuals who make their living from the data. The planner needs to
make that organization or individual his or her source and rely on that source to be current. For example,
a county planning department will make sure it has the most current updates of the Census materials and
probably does updates on its own. The planner who is already using that County’s GIS will be using the
current data. If they don't have a GIS, the planner needs to be on the regular distribution list for paper
updates and ideally access the data in disk format if that is available.

Updating alternative sources is a little harder. Time spent on getting on distribution lists for
published reports is well spent. Interview data collected by the planner however gets old and there is no
alternative to recollecting this information.

Apart from being in the stream of information, experience shows that most local JTPA operations
could make better use of the source material if they were more systematic in filing and retaining the
source material. It seems simple, but having a filing cabinet exclusively for targeting source material would
make the job easier. As materials come in over the year, these need to find a home in a filing cabinet
organized by target group and or source. This one improvement would place a lot of information at the
analyst's disposal that is now scattered all over the office.

Training staff to perform targeting analyses is another ongoing function. For the most part,
targeting analysis will be only one part of a planner’s job. Some formal training is planned as a part of the
TOR project and the planner doing wirgeting should try to attend this training. This document offers a
good set of entry approaches that the novice might apply, as well as some extensions of the state-of-the-art
that more experienced planners might want to trv. The Amendments raise the priority for good targeting
analysis, and the planner may find more receptivity for requests for further training or time to improve
the SDA's targeting information. The primary responsibility for staff training resides with the SDA Directer.
It is essential that the SDA Director send the right people to training and, given limited resources, they be
selective in deterraining what training is appropriate. As a rule, send non-management staff to technical
training and let them originate the recommendations for change that may result.

The major requirement for coordinating with larger community planning processes is time. As we
have shown in prior sections, the JTPA planner doing a targeting analysis can access many sources of
alternative data on hard-to-serve groups through community planning processes, such as the local United
Way process and local government CDBG process. The planner can access this information by serving on 4
working group of these bodies or as a PIC liaison. This function, however, is a primary responsibility of the
PIC, to assure that its training resources are not being wasted in unnecessarily duplicating what is
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provided elsewhere in the community. To the extent possible, the PIC should seek out opportunities to
continue and expand coordination efforts with other community organizations for the betterment of their
mutual clients.

Collecting outcomes information on current and past target groups requires that the planner doing
targeting have good access and understanding of the local JTPA MIS. Most of the information the planner
needs on current and past target groups is in the MIS. Specifically, the planner needs to be able to work
with the MIS data base interactively; to bring the data base up on the terminal and have software that will
allow f~ ross tab and search to isolate the characteristics of the target groups of interest. For a practical
matter, without the personal skills to do this task, the planner will not be able to make the queries

necessary to develop a hands-on understanding of how the SDA is serving the different groups, much less
communicate it to others.
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Y TRANSITION TO A MARKETING PLAN

Targeting provides a foundation for outreach and recruitment in that the outputs of targeting
decisions contribute significantly to outreach and recruitment goals and priorities. Information sources
developed during the analyses can provide assistance for the outreach effort; the SDA learns exactly which
agencies serve or come into contact with the targeted groups. Targeting data can also help the recruitment
effort by pinpointing neighborhoods and communities where targeted hard-to-serve people are likely to be
found. This chapter concludes with reference material on Working Examples and relevant citations from
the Act and regulations. Subsequent chapters on the Marketing Plan, Outreach, and Recruitment offer you
a compendium of ideas, activities and examples to help you enhance your programs for serving hard-to-
serve people in local JTPA programs.
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» WORKING EXAMPLES OF TARGETING @

This section provides working examples of targeting activities used by SDAs. Included are examples
dealing with...

» IMI: Using Employment Service Applicant and Registrant Data
» Personal Contact Techniques: Using Door-to-door Contacts in Ethnic Neighborhoods
» Personal Contact Techniques: A Second Example

» Agency Client Data: Using State Vocational Rehabilitation Agency Applicant Data to Establish a
Pool of Participants for a new Program Serving the Disabled

» Periodic Targeting Reviews: Integrating Targeting Reviews into Regular Monitoring Activities

» Community-wide Needs Survey: Using a Sample Survey to Provide a Basis for the Employment
and Training Services Policies in a New City

» Inter-agency Networking: Yields Targeting Information to Better Serve Refugees and Immigrants
with Limited English

» Broad Targeting Studies: Laying the Groundwork for Long-term Agency Change
» Key Informants and School Data: Mixing Data Sources to Fill Out the Picture ‘

» Geographic Information Systems: Using GIS to Assess Location Factors in Serving Targeted/
Homeless Persons

» Geographic Information Systems: Using GIS in Alaska ES

» Special Assessment Tools: Using a Dropout Prediction Scale to Develop Detailed Information on
Targeted Youth Groups

» Using Department of Labor Market Analysis Reports to Determine Target Population
» Targeting and Serving the Most-in-Need




EXAMPLE:
ORGANIZATION:

DETAILS:

CONTACT:

WORKING EXAMPLES TO CONSIDER

T AR G E T I N G

IMI: Using Employment Service Applicant and Registrant Data

Kitsap County Job Training Center
Bremerton, Washington

One of the best potential LMI sources of information on targeted groups is the
Employment Service file of job applicants and unemployment insurance registrants.
This file contains information on the characteristics and work experience of people
looking for work. With adequate controls for the privacy of individuals and good
working relationships with ES, you may be able to get the numbers and characteristics
of potential hard-to-serve target group individuals registered with the employment
service.

The Kitsap County Job Training Center in Washington State used this source to learn
more about and recruit clder workers. The Center was able to have a file of all
Employment Security Department JobNet registrants, non-caucasian and $$ years of
age and older, down loaded to the Center’s computer.

Kitsap County Job Training Center
3721 Kitsap Way, Suite 8
Bremerton, WA 98312

(206) 478-4620




EXAMPLE:

CRGANIZATION:

DETAILS:

CONTACT:
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WORKING EXAMPLES TO CONSIDER

T A R G E T I N G

Personal Contact Techniques: Using Door-to-Door Contacts in
Ethnic Neighborhoods

The Private Industry Council, East County Employment and Training Center (ECET)
Gresham, Oregon

Sometimes there is no substitute for personal con:act to gather information on a
specific target group. The published data sometimes are weak on groups of interest to
the SDA. For example, there is often little information on subgroups within the broad
Hispanic category. Sometimes, there are no local data at all on groups such as the
homeless. Consequently, it may be necessary to canvass in neighborhoods where
people from the groups of interest are thought to live or frequent. The East County
Employment and Training Center in Gresham, Oregon, uses door-to-door canvassing
in its successful targeting/recruitment efforts in the Hispanic community.

The Private Industry Council, East County Employment and Training Center (ECET)
S5 NW 3rd

Gresham, OR 97030

(503) 667-7056

35

> > > > > > > > > > > > > > > > > >

\J




T AR G E T I N G
WORKING EXAMPLES TO CONSIDER

EXAMPLE:
ORGANIZATION:

DETAILS:

CONTACT:

(0]

A Second Example of Personal Contact Techniques

The Private Industry Council, Youth Employment Institute (YEI)
Portland, Oregon

The Portland, Oregon, PIC’s Youth Employment institute (YEI) combines
development of a network of interested agencies with one-on-one contacts in its
successful effort to serve gang-affected and at-risk youth. YEI uses a network of
referral agency contacts involved with at-risk youth to identify individuals and then
follows with one-on-one contacts in the youth’s home, on the streets, or in other
places where the youth may be contacted. This effort has paid off in a better
understanding of gang youth service needs and a significant word-of-mouth flow of
referrals.

The Private Industry Council, Youth Employment Institute (YEI)
1704 NE 26th Avenue

Portland, OR 97212

(503) 280-1058, 280-2801




T A R E T I N G
"WORKING EXAMPLES TO CONSIDER

EXAMPLE: Agency Client Data: Using State Vocational Rehakilitation ‘
Agency Applicant Data to Establish a Pool of Participants for a
New Program Serving the Disabled

'ORGANIZATION:  The Central Oklahoma Private Industry Council
Oklahoma City, Oklahoma

DETAILS: The client and applicant files of State agencies are one of the best sources of
information on targeted groups. The Central Oklahoma Private Industry Council
used State Vocational Rehabilitation Agency applicant data to establish a pool of
participants for a new targeted training program serving the urban disabled. This
approach allowed the PIC to focus on assessment, intake, supportive services and
placement. Agencies, which specialize in serving single target groups, often are
willing to provide information and referrals if this leads to additional employment
and training services to their target group.

CONTACT: The Central Oklahoma Private Industry Council

O ® One North Walker Avenue

Oklahoma City, OK 73102-2447
(405) 297-2940

¢
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. EXAMPLE:

ORGANIZATION:

DETAILS:

CONTACT:

* =

WORKING EXAMPLES TO CONSIDER

T A R G E T I N G

Periodic Targeting Reviews: Integrating Targeting Review: into
Regular Monitoring Activities

The Seattle-King County Private Industry Council
Seattle, Washington

The Seattle-King County Private Industry Council ir:* nrporates a review of program
targeting in its regular agency/program monitoring activity. The monitor assesses
who the program is enrolling and serving. The monitor reviews the most recent MIS
reports on applicant and enrollee characteristics, skill deficiencies and CASAS basic
education skills appraisal scores. The monitor compares the contract plan with actual
enrollments and discusses major variances with the contractor.

To obtain a better picture of other significant characteristics and participant barriers
that do not show up in the MIS reports, the monitor reviews a sample of participant
files and discusses the results with the contractor. This is a good practice to ensure
targeting discipline once targeting decisions are made and is also a useful, low-cost
preparatory data gathering activity for the SDA anticipating a full review of its
participant targeting.

The Seattle-King County Private Industry Council
Market Place One, Suite 250

2001 Western Avenue

Seattle, WA 98121

(206) 684-7390
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EXAMPLE:

ORGANIZATION:

DETAILS:

CONTACT:

(0]

"WORKING EXAMPLES TO CONSIDER

Community-wide Needs Survey: Using a Sample Survey to
Provide a Basis for the Employment and Training Services
Policies in a New City

City of West Hollywood, Community Development Department
West Hollywood, California

Incorporated only a few years ago, the new City of West Hollywood wanted to
develop a base line assessment. Using a consuitant to assist the process, the City
designed and conducted a sample survey of the City population to determine the
labor force status, occupational and industrial composition, job satisfaction, job
change behaviors, employment barriers, and the employment and training needs of
City residents.

Te get more detailed data on special potential target groups, the City conducted
intercept interviews with panels of homeless people, HIV/AIDS residents, gay and
lesbian youth, older citizens and Russian immigrants: The City used the findings in
discussions with the City Council, in the comprehensive planning process, and in its
dealings with service providers. Considerable emphasis was placed on assisting City
staff in developing in-house capacity and providing software to conduct similar

survey studies in the future. ‘

City of West Hollywood, Community Development Department
8611 Santa Monica Boulevard
West Hollywood, CA 90069-4109
(310) 854-7475




T AR G E T I N G

WORKING EXAMPLES TO CONSIDER
‘ EXAMPLE: Inter-agency Networking: Yields Targeting Information to
Better Serve Refugees and Immigrants with Limited English

ORGANIZATION:  Seattle-King County PIC
Seattle, Washington

DETAILS: The Seattle-King County PIC has targeted a significant effort to meet the work place
literacy and vocational ESL service needs and employability development of former
refugees and new immigrants. To support this effort, the PIC has developed
relationships and contracts with the State public assistance agency and the State
Division of Refugee Assistance. Data on “newcomer” populations (primarily Asian,
Eastern European and North African) in King County is transitory.

To facilitate its targeting effort, the PIC has aciively supported and nurtured the
development of a Refugee Planning Committee which now involves State agencies,
the refugee serving volunteer groups, the Health Department, local refugee service -
non-profits, and others. This committee has become an important cooperative forum
as well as the clearinghouse for all data on refugee and immigrant groups.

The information sharing now supports periodic county-wide estimates of target
populations, service needs and growth and shifts in residency. The combination of

‘ many sources of information probably would not occur without this forum. The
ability to develop a comprehensive picture has also contributed to success in grant
writing and an increase in resources to serve this targeted group.

CONTACT: Seattle-King County PIC
Market Place One, Suite 250
2001 Western Avenue
Seattle, WA 98121

(206) 684-7390
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T A R G E T I N G |
WORKING EXAMPLES TO CONSIDER

EXAMPLE: Broad Targeting Studies: Laying the Groundwork for ‘
Long-term Agency Change

ORGANIZATION:  Yakima County Department of Employment & Training
. Yakima, Washington

DETAILS: Yakima County, Washington is having a significant impact on the employment
opportunities opening for Hispanic eligibles because it carefully refocused its delivery
system over a number of years based on careful targeting analyses. Several years ago,
the SDA laid the groundwork for change when it conducted an “Assessment of Needs
for Employment and Training Services for Selected Special Groups”. The groups
studied included high-school dropouts, single parents, handicapped, Hispanic youth,
and a separate staff study of older worker needs. The PIC took an active interest in
these studies and they became a regular part of their deliberations. The SDA went on
to look at a1, emerging street youth problem in Yakima. These basic targeting studies
estimated the numbers of people in each group, their employment and training
needs, current service levels and gaps in the services being provided.

The studies used a variety of information including Census figures, agency case load
files and reports, key informant interviews with workers and employers, and school
district and Community College data. Among other benefits, the assessment helped ‘

set the stage for PIC action to refocus some of their operations to the Lower Valley
areas with large Native American and Hispanic populations. The SDA also began a
long-term improvement effort to modernize their youth programming and basic case
management systems.

CONTACT: Yakima County Department of Employment & Training
Tri-Valley Private Industry Council

IQI 630 East Yakima Avenue

Yakima, WA 98901
(509) 575-4252
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T A R G E T I N G
WORKING EXAMPLES TO CONSIDER

. EXAMPLE: Key Informants and School Data: Mixing Data Sources to Fill
Out the Picture

ORGANIZATION:  National Commission for Emiployment Policy
Washington, D.C. -

DETAILS: The National Commission for Employment Policy, under contract to MDC, Inc.,
wanted to assess the unmet basic educational needs of youth in Oakland,
Philadelphia, and Albuquerque as a part of their policy deliberations. They engaged
three consultants who traveled to these cities, conducted interviews with a variety of
education and community informants, reviewed published and unpublished data

sources and put together composite portraits of need in these three very different
cities.

CONTACT: National Commission for Employment Policy
1522 K Street NW, Suite 300

‘a‘ Washington, D.C. 20005

(202) 724-1545

MDC, Inc.

1717 Legion Road, PO Box 2226
‘ Chapel Hill, NC 27514

(919) 968-4531
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T A R G
WORKING EXAMPLES TO CONSIDER

EXAMPLE: Geographic Information Systems: Using GIS to Assess Location .
Factors in Serving Targeted Homeless Persons

ORGANIZATION:  Department of Geography, University of Florida
Gainesville, Florida

DETAILS: The Department of Geography used a GIS based analysis to help the City of
Gainesville develop a policy for zoning food distribution facilities that takes spatial
and social factors into account. The analysis is a. very clear demonstration of the
potential of GIS to improve and expedite human services targeting analyses.

CONTACT: Department of Geography
3141 Turlington Hall, University of Florida

‘Q‘ Gainesville, FL 32611

(904) 392-0494
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EXAMPLE:
ORGANIZATION:

DETAILS:

CONTACT:

(0]

WORKING EXAMPLES TO CONSIDER

Geographic Information Systems: Using GIS in Alaska ES

Alaska Department of Labor
Juneau, Alaska

The Alaska Department of Labor has begun to use a GIS system to match the State’s
employer address files with the Census TIGER/Line file to automatically identify
block locations by address. The Department has also used the system in a residential
survey of off-base military personnel and to map housing ownership data.

Alaska Department of Labor
PO Box 25501

Juneau, AK 99802-5501
(907) 465-4500
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T AR G E T I N G
" WORKING EXAMPLES TO CONSIDER

EXAMPLE: Special Assessment Tools: Using a Dropout Prediction Scale to .
Develop Detailed Information on Targeted Youth Groups

ORGANIZATION:  The Center on Education and Training for Employment at The Ohio State University
Columbus, Ohio

DETAILS: Estimating the number and characteristics of potential dropouts can be a slippery
exercise. The Center on Education and Training for Employment at The Ohio State
University offers a procedure for identifying potential dropouts that is objective,
systematic and computer scored. It looks like a useful tool for an SDA that wants to
improve its targeting data on at-risk youth. The procedure obtains data from student
questionnaires that address 13 of the most commonly looked-for characteristics
among potential dropouts.

CONTACT: The Center on Education and Training for Employment at The Oﬁio State University
1900 Kenny Road

ﬁ Columbus, OH 43210-1090

(614) 292-4353
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EXAMPLE:

ORGANIZATION:

CHALLENGE:

DETAILS:

CONTACT:

(0]

WORKING EXAMPLES TO CONSIDER

Targeting and Serving the Most-in-Need

Virginia Department of Rehabilitative Services
Shenandoah Valley Private Industry Council
Local businesses and employers

Harrisonburg, Virginia

The Shenandoah Valley Private Industry Council is located in a very rural area
covering ten counties and six small communities in the Northwestern and Western
sections of Virginia. The population is 384,264. In 1983, when the Shenandoah
Valley Private Industry Council was first formed, during one of the first Private -
Industry Council meetings, a PIC member made a very stirring speech about the
commitment to serving the most-in-need in their area. At that time, the PIC made a
personal commitment to serve the hardest to serve.

Receiving their target group information from a number of sources — the census
data, MIS reports and State Employment Service reports — the most-in-need group
targeted were persons with disabilities. Beginning their targeted efforts in 1983,
Shenandoah Valley PIC has since exceeded performance standards in serving those
with disabilities. Working directly with the Department of Rehabilitative Services as
their sub-contractor, a unique program was developed and proved to be very
successful. They call the system “shadowing.” An example is the adult who received
head injuries from an accident, which left the individual without their former skills.
The job counselor accompanied, “shadowed,” the participant on site until the
individual could do the work alone.

Shenandoah Valley Private Industry Council
PO Box 869

Harrisonburg, VA 22801

(703 433-1495
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T A R G E T I N G

Y CITATIONS FOR TARGETING @

DEFINITIONS
Sec. 4. For the purposes of this Act, the following definitions apply:

(10)(A) The term “individual with a disability” means any individual who has a physical or mental
disability which for such individual constitutes or results in a substantial handicap to employment.

(B) The term “individuals with disabilities” means more than one individual with a disability.

(17) The term “offender” means any adult or juvenile who is or has been subject to any stage of the
criminal justice process for whom services under this Act may be beneficial or who requires
assistarice in overcoming artificial barriers to employment resulting from a record of arrest or
conviction.

31) The term “basic skills deficient” means, with respect to an individual, that the individual has
English reading or computing skills at or below the 8th grade level on a generally accepted
standardized test or a comparable score on a criterion-referenced test.

(35) The term “hard-to-serve individual” means an individual who is included in one or more of the
categories described in section 203(b) or subsection (b) or (d) of section 263. .

(38) The term “school dropout” means an individual who is no longer attending any school and who
has not received a secondary school diploma or a certificate from a program of equivalency for such
a diploma.

GOVERNOR’S COORDINATION AND SPECIAL SERVICES PLAN

Sec. 121.(c) Governor's coordination and special services activities may include -

(8) developing and providing to service delivery areas information on a State and local area basis
regarding economic, industrial, and labor market conditions;

STATE LABOR MARKET INFORMATION PROGRAMS

Sec. 125. (a) In order to be eligible for Federal financial assistance for State labor market information
programs under this Act from funds available under section 461(b), the Governor shall designate the State
occupational information coordinating committee or other organizational unit to be responsible for
oversight and management of a statewide comprehensive labor market and occupational supply and
demand inforraation system, which shall -

(1) design a comprehensive cost-efficient labor market and occupational supply and demand ‘
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information system which -

(A) is responsive to the economic demand and education and training supply support needs
of the State and areas within the State, and

(B) meets the Federal standards under chapter 35 of title 44, United States Code, and other
appropriate Federal standards established by the Bureau of Labor Statistics;

(2) standardize available Federal and State multi-agency administrative records and direct survey data
sources to produce an employment and economic analysis with a published set of projections for the
State and designated areas within the State which, at the minimum, includes -

(A) identification of geographic and occupational areas of potential growth or decline; and
(B) an assessment of the potential impact of such growth or decline on individuals,
industries, and communities, including occupational supply and demand characteristics data;

(3) assure, to the extent feasible, that -

(A) automated technology will be used by the State;
(B) administrative records have been designed to reduce paperwork; and
(C) multiple survey burdens on the employers of the State have been reduced;

(4) publish and disseminate labor market and occupational supply and demand information and
individualized career information to State agencies, arza public agencies, libraries, and private
not-for-profit users, and individuals who are in the process of making career decision choices;
and

(6) provide training and technical assistance to support comprehensive career guidance and
participant activities for local programs assisted under this Act.

GENERAL PROGRAM. REQUIREMENTS

Sec. 141. Except as otherwise provided, the following conditions are applicable to all programs under
this Act:

(a) Each job training plan shall provide employment and training opportunities to those who can
benefit from, and who are most in need of, such opportunities and shall make efforts to provide equitable
services among substantial segments of the eligible population.

[20 CFR 628.510(f). “Most in Need.” SDA's that satisfy the requirements of sections 203(b) and
263(b) pertaining to hard to serve individuals shall be deemed to meet the “most in need” criteria at
section 141(a) of the Act.]

(d)(1) Training provided with funds made available under this Act shall be only for occupations for
which there is a demand in the area served or in another area to which the participant is willing to
relocate, and consideration in the selection of training programs may be given to training in occupations
determined to be in sectors of the economy which have a high potential for sustained demand or growth.
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REPORTS, RECORDKEEPING, AND INVESTIGATIONS

Sec. 167. (a)(1) For the purpose of applying the prohibitions against discrimination on the basis of
age under the Age Discrimination Act of 1975, on the basis of handicap under section 504 of the
Rehabilitation Act, on the basis of sex under title IX of the Education Amendments of 1972, or on the
basis of race, color, or national origin under title VI of the Civil Rights Act of 1964, programs and activities
funded or otherwise financially assisted in whole or in part under this Act are considered to be programs
and activities receiving Federal financial assistance.

(2) No individual shall be excluded from participation in, denied the benefits of, subjected to
discrirnination under, or denied employment in the administration of or in connection with any such
program because of race, color, religion, sex, national origin, age, disability, or political affiliation or belief.

ELIGIBILITY AND SERVICES - ADULT

Sec 203.(b) Hard-To-Serve Individuals. Not less than 65 percent of the participants in the program
under this part, other than participants served under section 204(d), in each service delivery area shall be
individuals who are included in 1 or more of the following categories:

(1) Individuals who are basic skills deficient.

(2) Individuals who are school dropouts. P

(3) Individuals who are recipients of cash welfare payments, including recipients under the JOBS
program.

(4) Individuals who are offenders.

(5) Individuals with disabilities.

(6) Individuals who are homeless. _

(7) Individuals who are in a category established under subsection (d).

(

c) Special Rule. - Not more than 10 percent of participants in a program assisted under this part,
other than participants served under section 204(d), in each service delivery area may be individuals who
are not economically disadvantaged if such individuals are age 22 or older and within 1 or more categories
of individuals who face serious barriers to employment. Such categories may include the categories
described in subsection (b), or categories such as displaced homemakers, veterans, alcoholics, or addicts.

(d) Additional Category. - A service delivery area conducting a program assisted under this part may
add one category of individuals who face serious barriers to employment to the categories of eligible
individuals described in subsection (b) if-

(1) the service delivery area submits a request to the Governor identifying the additional category of
individuals and justifying the inclusion of such category;

(2) the additional category of individuals is not solely comprised of-

(A) individuals with a poor work history; or
(B) individuals who are unemployed; and
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‘ (3) the Governor approves the request submitted under paragraph (1) and transmits a description of
the approved request to the Secretary, as part of the Governor’s coordination and special services
plan under section 121.

PROGRAM DESIGN - ADULT
Sec. 204.(d) Services for Older Individuals. -

(1) In General. - The Governor is authorized to provide for job training programs that are developed
in conjunction with service delivery areas within the State and that are consistent with the plan for
the service delivery area prepared and submitted in accordance with section 104, and designed to
ensure the training and placement of older individuals in employment opportunities with private
business concerns. The Governor shall ensure that the program under this subsection provides
services throughout the State to older individuals on an equitable basis, taking iato account the
relative share of the population of older individuals described in paragraph (6)(A) within the State,
residing in each service delivery area.

ELIGIBILITY AND SERVICES - YOUTH

‘ Sec. 263.(b) Hard-To-Serve Individuals Who Are In-School Youth. - Not less than 65 percent of the
in-school individuals who participate in a program under this part shall be individuals who are included
in one or more of the following categories:

(1) Individuals who are basic skills deficient.

(2) Individuals with educational attainment that is 1 or more grade levels below the grade level
appropriate to the age of the individuals.

(3) Individuals who are pregnant or parenting.

(4) Individuals with disabilities, including a learning disability.

(5) Individuals who are homeless or run-away youth.

(6) Individuals who are offenders.

(7) Individuals within a category established under subsection (h).

(d) Hard-To-Serve Individuals Who Are Out-Of-School Youth. - Not less than 65 percent of the
out-of-school individuals who participate in a program under this part shall be individuals who are
included in 1 or more of the following categories:

(1) Individuals who are basic skills deficient.

(2) Individuals who are school dropouts (subject to the conditions described in section 264{d)(2)).
(3) Individuals who are pregnant or parenting.

(4) Individuals with disabilities, including a learning disability.

(5) Individuals who are homeless or run-away youth.

(6) Individuals who are offenders.




(7) Individuals within a category established under subsection (h).

(e) Exceptions. - Not more than 10 percent of participants in a program assisted under this part in
each service delivery area may be individuals who do not meet the requirements of subsection (a)(2) or
(c)(2), if such individuals are within one or more categories of individuals who face serious barriers to
employment. Such categories may include the categories described in subsections (b) and (d), or categories
such as individuals with limited-English language proficiency, alcoholics, or drug addicts.

(f) Ratio Of Out-Of-School To In-School Youth. -

(1) In General. - Except as provided in paragraph (2), not less than S0 percent of the participants in
the program under this part in each service delivery area shall be out-of-school individuals who meet the
requirements of subsection (c), (d), or (e).

(2) Counting Of In-School Individuals. - In-school individuals served as part of a schoolwide project
under subsection (g) shall not be counted as a part of the ratio of in-school individuals to out-of-school
individuals.

(g) Schoolwide Projects For Low-Income Schools. -

(1) In General. - In addition to the individuals described in subsection (e), an individual who does
not meet the requirements of subsection (a)(2) may participate in the programs assisted under this part if
such individual is enrolled in a public school -

(A) that is located in a poverty area;

(B) that is served by a local educational agency that is eligible for assistance under chapter 1
of title I of the Elementary and Secondary Education Act of 1965 (20 US.C. 2711 et seq.);
(C) in which not less than 70 percent of the s.udents enrolled are included in the categories
described in subsection (b); and

(D) that conducts a program under a cooperative arrangement that meets the requirements
of section 265(d).

(2) Definition. - For the purposes of paragraph (1), the term “poverty area” means an urban census
tract or a nonmetropolitan county with a poverty rate of 30 percent or more, as determined by the
Bureau of the Census.

(h) Additional Category. - A service delivery area conducting a program assisted under this part may
add one category of youth who face serious barriers to employment to the categories of eligible individuals
specified in subsection (b) and one category to the categories of eligible individuals described in
subsection (d) if -

(1) the service delivery area submits a request to the Governor identifying the additional category of
individuals and justifying the inclusion of such category;

(2) the additional category of individuals is not solely comprised of -




(A) individuals with a poor work history; or
(B) individuals who are unemployed; and

(3) the Governor approves the request submitted under paragraph (1) and transmits a description of
the approved request to the Secretary, as part of the Governor’s coordination and special services
plan under section 121.

COOPERATIVE LABOR MARKET INFORMATION PRCGRAM

Sec. 462. (a) The Secretary shall develop and maintain for the Nation, State, and local areas, current
employment data by occupation and industry, based on the occupational employment statistics program,

including selected sample surveys, and projections by the Bureau of Labor Statistics of employment and
openings by occupation.

(b) The Secretary shall maintain descriptions of job duties, training and education requirements,
working conditions, and characteristics of occupations.

(e) The Secretary shall develop and maintain statistical data relating to permanent lay-offs and plant
closings. The Secretary shall publish a report based upon such data, as socn as practicable, after the end of
each calendar year. Among the data to be included are-

(1) the number of such closings;

(2) the number of workers displaced;

(3) the location of the affected facilities; and
(4) the types of industries involved.

(g)(1) Taking into consideration research previously conducted by the National Commission for
Employment Policy and other entities, the Commissioner of Labor Statistics, in cooperation with the
States, shall determine appropriate procedures for establishing a nationwide database containing
information on the quarterly earnings, establishment and industry affiliation, and geographic location of
employment, for all individuals for whom such information is collected by the States.

(2) The Commissioner of Labor Statistics shall determine appropriate procedures for maintaining
such information in a longitudinal manner and for making such information available for policy
research or program evaluation purposes or both, while ensuring the confidentiality of information
and the privacy of individuals.

NATIONAL OCCUPATIONAL INFORMATION COORDINATING COMMITTEE

Sec. 464.(b) In addition to its responsibilities under the Carl D. Perkins Vocational Education Act, the
National Occupational Information Coordinating Committee shal! -
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T A R G E T I N G

(2) give special attention to the career development and labor market information needs of youth
and adults, including activities such as (A) assisting and encouraging States to adopt methiods of

- translating national occupational outlook information into State and local terms; (B) assisting and
encouraging the developing of State occupational information systems, including career information
delivery systems and the provision of technical assistance for programs of on-line computer systems
and other facilities to provide career information at sites such as local schools, public employment
service offices, and job training programs authorized under this Act;

(3) provide training and technical assistance, and continuing support to State occupational
information coordinating committees in the development, maintenance, and use of occupational
supply and demand information systems, with special emphasis on the use of cost efficient
automated systems for delivering occupational information to planners and administrators of
education and training programs and on improving the access of such planners and administrators
to occupational information systems;

(4) publish at least annually a report on the status of occupational information capabilities at the
State and national levels, which may include recommendations for improvement of occupational
information production and dissemination capabilities.

(5) conduct research and demonstration projects designed to improve any aspect of occupational and
career information systems and coordination and compatibility of human resources data systems
operated by Federal agencies or the States, including systems to assist economic development

activities and, where appropriate, provide support to States in the implementation of such system
improvements.

(6) provide technical assistance for programs designed to encourage public and private employers to
list all available job opportunities with occupational information and career counseling programs
conducted by administrative entities and with local public employment service offices and to
encourage cooperation and contact among such employers and such administrative entities and
public employment service offices; and

(7) provide assistance to units of general local government and private industry councils to
familiarize them with labor market information resources available to meet their needs.

NON-DISCRIMINATION AND EQUAL OPPORTUNITY RULES

29 CFR 34.3. No individual in the United States shall, on the ground of race, color, religion, sex,
national origin, age, disability, political affiliation or belief, and for beneficiaries only, citizenship or
participation in JTPA, be excluded from participation in, denied the benefits of, or denied
employment in the administration of or in connection with any JTPA-funded program or activity.

29 CFR 34.4(b). In determining the types of services, financial aid or other bencfits or facilities that
will be provided under any JTPA-funded program or activity, or the class of individuals to whom such
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services . . . will be provided, a recipient shall not use, directly or through contractual, licensing, or
‘ other arrangements, standards, procedures, or criteria that have the purpose or effect of subjecting
indivicuals to discrimination . . .. This paragraph applies to the administration of JTPA-funded
program: . . . including, but not limited to recruitment, registration, counseling, testing, guidance,
* selection, placement, appointment, training, referral, promotion, and retention.

29 CFR 34.21. Recipients shall make efforts to provide equitable services among substantial segments
of the population eligible for participation in JTPA. Such efforts shall include but not be limited to
outreach efforts to broaden the composition of the pool of those considered for participation to

include members of both sexes, the various race/ethnicity and age groups, and individuals with
disabilities.

HIGHLIGHTS OF COMMENTS SECTION OF INTERIM FINAL REGULATIONS

The following principles are central to the Department’s efforts to oversee and guide the
implementation process:

An enhanced role for the private sector is key to an effective JTPA program. This includes
participation in setting high standards for the content and acquisition of skills through training and
linking training with job opportunities in the local and national labor market.

‘ Training services provided by JTPA should be of the highest quality and responsive to the needs of
the individual participants and the labor market. The Department wants to establish a framework under
which the processes used to asses the skill levels and service needs of individuals and under which
participants are assigned to and receive tr.ining services will be most effective and efficient. The
Department also recognizes that the JTPA system must be flexible and able to design and to deliver
programs to meet local job training r.2eds.

Section 628.510 describes the changes surrounding targeting and referral requirements. During the
intake process, personal data on individuals are collected and a preliminary determination regarding
suitability for Title Il services is made. In order to focus program service. on harder to serve individuais,
not less than 65 percent of participants must have one or more barriers to employment as specified at the
amended section 203(b) of the Act. The States and/or SDAs will establish procedures to ensure compliance
with the targeting requirements and determining actions to address noncompliance with the
requirements.
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Y INTRODUCTION TO A MARKETING PLAN

We offer you this separate chapter, devoted to the Marketing Plan:

» To highlight the benefits of deliberate planning for
marketing and communications strategies.

» To show the advantages of creating a Marketing Plan that
encompasses public relations, outreach, and recruitment
activities.

» To provide guidance and suggestions on public relations
activities that can enhance your program.

> To clarify appropriate cost categories for public relations,
outreach, and recruitment activities.

Our survey of Service Delivery Areas revealed that there are many JTPA programs across the country
that have had both Marketing Units and Marketing Plans in place for some time — many since the
inception of JTPA. Others have not given plans and public relations activities the same priority, often
noting shortages of <taff and resources. And, still others have been operating successful public relations,
outreach, and recruitrnent activities, but perhaps not in the framework of a formal plan.

We hope to convince you that taking the time to develop a plan pays off. We will offer you a format
for a Marketing Plan and share plans from many of your colleagues. We'll offer you examples of plans
executed with limited resources... and others that have devoted considerable funds to their efforts.

Certainly, one of the most important audiences to consider in your marketing efforts is employers.
However, for this Guide, we are addressing targeting, outreach, and recruitment for participants, and so,
we will confine our information to activities for them. Nevertheless, we encourage you to include your
employer relations efforts in your Marketing Plan where appropriate.

Our goal is to offer you a compendium of plans and ideas from which you can choose. Perhaps you
are developing your first marketing plan, or maybe you are looking for fresh new ideas for your current
plan. We'll suggest people to contact, ideas to use and concepts to explore.

Of course, you need to choose what is right for your program, select ideas that match your resources

and create or enhance a plan that is appropriate for your program, that you can implement, evaluate and
modify to fit your needs.
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In our first chapter on System Planning, we offered our ideas on the importance of planning for
targeting, outreach, and recruitment. Targeting we defined as a strategic planning function, with outreach
and recruitment as the operational functions that flow out of targeting. With outreach and recruitment as
the first functions in the program operations process, it does make sense that good planning for these
activities will give you a solid foundation for ail of your subsequent program activities. We suggest that
attention be given to public relations activities which are important aspects of a complete communications
strategy and vital to spreading your message to all of your audiences.

Not surprisingly, as we searched for examples of marketing plans, communications strategies and
public relations approaches, we found many terms and definitions used for these activities. In this chapter,
we have attempted to present what seem to be the most commonly used terms. Whether you call it a
Marketing Plan or Communications Plan, Public Relations Strategies or simply outreach and recruitment
activities... remember, the terms are not as important as the concepts behind them.

We focus on Marketing Plans with the belief that more methodical planning will bring added and
often unanticipated results, that good planning will enable you to stretch your administrative and
program dollars and that the foundation of a solid marketing strategy will increase your effectiveness in
achieving goals for serving vour targeted populations.

We hope you share this belief, and that you will find some new and exciting ideas — ones you can
put to work tomorrow. We're confident that the time and resources you decide to invest will help to

ensure the realization of your mission and the vision you have for providing JTPA programs and services
in your community.

s
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@ )>DEFINITIONS

In this chapter, we present the concept of a Marketing Plan as the umbrella for public relations,
outreach, and recruitment activities. The Marketing Plan is the “common plan” which flows from the
PIC’s mission, vision, strategic planning strategies, and program objectives. We will suggest a Marketing
Plan format and then address public relations activities. The two subsequent chapters treat specific
outreach and recruitment activities that could be included in a comprehensive Marketing Plan. To help
clarify these terms as we are using them in this Guide, we offer you the following definitions. We also
introduce you to the Crisis Plan — a valuable document in the event of a crisis that requires an organized
and accurate response. Included is a description of when and why a Crisis Plan might be needed and a
suggested format for this important document.

PUBLIC RELATIONS

Public relations is the function of providing Private Industry Council and
Board members; federal, state, and local officials; and the general public
with information about the JTPA program.

OUTREACH

Outreach is the initial program operations function which establishes a
positive foundation for recruitment. Outreach develops an awareness of the
JTPA program and its services through communications and linkages with
individuals, community groups made up of potentially eligible individuals
and organizations which serve the targeted eligible population.

RECRUITMENT

Recruitiment is the program operations function which attracts potentially
eligible targeted individuals and sells them on the benefits of participating
in the JTPA prograin.

10
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While most programs do not make the fine distinctions between public relations, outreach, and
recruitment as we have defined them, nearly all programs are devoting resources and time to activities in
each. This is not to say that distinctions MUST be made. However, many of you responded to our market
research with hopes that this guide would be an opportunity to define the differences for a number of
reasons, among them the issue of cost categories.

12,
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¥ PURPOSE AND INTENT OF A
MARKETING PLAN

The purpose of a Marketing Plan is to provide a common
document for public relations, outreach, and recruitment
activities. All of these activities involve marketing and
communications strategies... strategies that carry the mission
of your organization, the image you project in your community
and information about the services you provide.

There are many benefits to creating a cohesive plan for all three activities. Your Marketing Plan can
help to:

» Focus all of your communications strategies on your mission, vision, strategic planning strategies,
and program objectives.

» Assist all staff in providing a clear and consistent message about your program to your audiences.

» Develop clear and concise goals and objectives for your public relations, outreach, and
recruitment activities.

» Encourage the integration of targeting, public relations, outreach, and recruitment activities to
maximize results and gain cost savings.

» Develop a systematic plan for implementation.

» Evaluate the success of your public relations, outreach, and recruitment efforts and make
necessary changes to assure that goals are reached.

PUBLIC RELATIONS, OUTREACH, AND RECRUITMENT

What are the differences between public relations, outreach, and recruitment activities?
Understanding the differences will assist you in creating a Marketing Plan that addresses these three
activities, all critical to the overall success of your program.

THE MAJOR DIFFERENCE IS IN THE MESSAGE,
NOT THE MEDIUM USED TO CONVEY IT.

e
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» PURPOSE
Public Relations

QOutreach

Recruitment

MARKETING PLAN

* To offer general information and respond to general inquiries about your program.
* To create a positive image of JTPA.

¢ To create working partnerships with other agencies, organizations and individuals
who serve the same populations.

» To make them aware of JTPA services.
* To reach eligible and targeted individuals and attract them to your JTPA program.

» AUDIENCES

Public Relations

Outreach

Recruitment

* Private Industry Council and Board members, staff members, Federal, State and
Local government officials, general public.

* Social service agencies, public agencies and ozganizations, community groups, and
business and service groups that serve the same populations.

¢ Individuals who are potentially eligible for JTPA services.

» TECHNIQUES

Public Relations

Qutreach

Recruitment

» RESULTS

Public Relations

QOutreach

Recruitment

» COSTS
Public Relations
Outreach
Recruitment

¢ May include a variety of printed materials, presentations and events, and activities
designed to present general information.

¢ May include a variety of printed materials, media relations and materials, videos,
speaker’s bureau, meetings, and events designed to facilitate collaboration on
behalf of participants.

» May include printed materials, media relations and materials, audio and visual com-
ponents and other activities such as door to door canvassing designed to reach tar-
geted and other individuals who may be eligible for the JTPA program and services.

* Audiences are aware of your program’s mission, vision, goals and services, informed
of the role they play in achieving them and knowledgeable of how interested
individuals can access services.

o Audiences are more aware of your program'’s mission, vision, goals and services and
ideally play an active role in coordinating projects and services and referring potential
clients to your program.

¢ Audiences know specifically what services you offer, how to access services and
actively seek your services.

¢ Administrative
¢ Administrative and training related
¢ Training related
123
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A WORD ABOUT COST CATEGORIES

Because programs frequently do not differentiate between various activities for public relations,
outreach, and recruitment, there is often confusion about cost categories. We offer here some general rules
and guidelines along with specific citations from the regulations to assist you in determining appropriate
cost categories for public relations, outreach, and recruitment activities.

GENERALLY... public relations activities that provide information to federal, state and local

government officials and the general public, are considered administrative functions
per 20 CFR 627.440 (d)(5)(E).

GENERALLY... outreach activities are authorized as training-related and supportive service activities
under Sections 204 (b)(2) and 264 (c)(2).

GENERALLY... recruitment activities are authorized as training-related and supportive service
activities under Sections 204 (b) (2) and 264 (c) (2) as part of the concept of outreach.

A good rule of thumb... the message determines the cost category, not the medium. Activities to
disseminate general information to general audiences will most often fall into the administrative cost
category. Activities to disseminate more specific information to targeted organizations and individuals will
most often be classified as training related costs.

Since it is impossible to specify the treatment of every conceivable item of cost, JTPA programs must
apply the basic principle of costs being charged to the cost category in accordance with the benefit
received per 20 CER 627.440.

JTPA programs would want to exercise special caution about confusing job title with job function. The
actual functions of any job may include activities that could be charged to more than one cost
category. This may be particularly true when a single staff handles several aspects of the program’s Marketing
Plan which may include providing information for the general public (public relations — administrative),
developing information for building awareness and partnerships in the community (outreach — training
related) and assisting projects to bring in new applicants (recruitment — training related).

EXAMPLES OF DIFFERENT MESSAGES

PUBLIC RELATIONS:

The PIC is interested in establishing itself as the pre-eminent service deliverer for employment and
training in the southcentral part of the state.

The PIC develops various media strategies to establish its name in the community. For example, the
PIC prepares a news release announcing its new grant and how many people it plans to serve.

Costs to be charged to administrative cost pool.

Explanation: The PIC’s message is general and is self-serving. It supposts the organization but is
relatively distantly removed from service to the PIC clientele.

~
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OUTREACH:

The PIC is interested in presenting its targeting strategy to other agencies and organizations which
may be of assistance to them.

The PIC develops a more focused media strategy, with particular concentration in certain select
organizations who it is hoped can be of greatest assistance, to establish its target goals in the community.
For example, the PIC prepares a series of oral presentations, somewhat tailored for the specific

organizational audience, to announce its goals and strategies, and to elicit their assistance and possibly
partnership or co-sponsorship in that endeavor.

Costs to be charged to training-related category.

Explanation: The PIC's message is general enough to present to different groups but still tailored
enough to maximally affect each group. While the message still supports the organization, its intent is to
use those organizations to help mutual clients. NOTE: Mere attendance at inter-agency meetings, absent a
specific message related to the PIC clients, would be an administrative charge.

RECRUITMENT:
The PIC is actively seeking out enrollments from one of its designated targeted groups.

The PIC develops a very focused media strategy aimed directly at enticing eligible members of the
targeted group to enroll for PIC services. For example, the PIC develops a brochure specially oriented
toward the affected target group.

Costs to be charged to training-related category.

Explanation: The PIC's message is very specific and is aimed at one specific target group. While this
message also still supports the organization, its intent is to actively recruit the very client group sought by
the PIC.
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» METHODS AND TECHNIQUES FOR A
MARKETING PLAN

As we begin our discussion of marketing plans, it’s important to acknowledge the myriad of plans
that exist in Service Delivery Areas. Our search for marketing plans to feature in this Guide brought a
representative sample of plans from across the country. We found programs with sophisticated, detailed,
long-range marketing plans, with considerable resources allocated to activities, including the contracting
of a public relations agency, backed by a dedication of full time staff to implement the plan. We found
programs with more modest marketing plans, simpler in their scope and budget, necessarily creative in
their activities and staff involvement, but nonetheless effective in achieving their goals. We also found
many variations in between.

In this chapter, we offer you eight steps to the development of a marketing plan followed by a “fill in the
blanks” form you may want to use as you develop or refine your SDA’s marketing plan. The suggested steps
and form are intended as examples for you to build from to customize your own plan. In the Working
Examples Section, you'll find more detailed information on specific marketing plans from six SDAs. We

encourage you to borrow from the good work of your colleagues to create a plan or to get some fresh new ideas
. for your current plan.

It is important to assure that staff from various departments of your program and PIC members are
involved in the development of your plan. It probably goes without saying that the greater the
investment of staff and others in your plan, the better your chances are of creating and implementing a
successful plan. Many programs have created a Marketing Committee of their Private Industry Council to
participate in the development of a plan and assist with progress. It is ideal if you have PIC representatives
who bring business experience in public relations and marketing to the effort.
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DEVELOPING A MARKETING PLAN

There are eight critical steps involved in the development and implementation of a marketing plan.
We list suggested steps here, in the order that you may want to consider them.

EIGHT STEPS OF A MARKETING PLAN

1. Update or Create a Mission Statement

2. Take An Inventory of Your Audiences

3. Determine the Image you Want to Project

4. Create Major Objectives for Public Relations, Outreach, and Recruitment

5. Plan Activities for Public Relations, Outreach, and Recruitment

6. Finalize Your Marketing Plan

7. Implement Your Marketing Plan

8. Evaluate your accomplishments for Public Relations, Outreach, and Recruitment

You may want to refer to the suggested format for a marketing plan on page 135 as you consider
these steps.

STEP 1: UPDATE OR CREATE A MISSION STATEMENT

Your mission statement serves as the “anchor” for all planning, and it surely is the focal point of
your activities. It is the foundation for building a successful marketing strategy — for public relations,
outreach, and recruitment. It sets the tone for what is to be communicated about your organization and
the image you want to project to your various audiences. The mission statement is also the framework for
making targeting decisions and for establishing specific targeting goals and objectives. These targeting
decisions, in turn, contribute significantly to determining your public relations, outreach, and recruitment
activities.

An ideal mission statement is short and concise. It presents briefly what you do for whom. 1t may
include a statement of your vision and values. Many SDAs told us they benefited by annually reexamining
their mission statement to affirm their direction, vision and values. During our research for this Guide, we
were pleased to receive many examples of excellent mission statements. We offer you a few here.
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FROM THE SAN DIEGO PRIVATE INDUSTRY COUNCIL, SAN DIEGO,
CALIFORNIA:

Our mission is: “To increase the level of employability among
disadvantaged youth and aduits in the County of San Diego.”

This will be accomplished: “Through cost effective programs and
partnerships among public and private sectors which remove barriers
to employment and increase the level of self-sufficiency while
satisfying local labor market needs.”

FROM TARRANT COUNTY PRIVATE INDUSTRY COUNCIL IN FORT
WORTH, TEXAS:

The mission of the Tarrant County Private Industry Council as a
partnership of community resources is to build a quality workforce.

FROM THE SHASTA COUNTY PRIVATE INDUSTRY COUNCIL,
REDDING, CALIFORNIA COMES THE FOLLOWING, AIMED
SPECIFICALLY AT PARTICIPANTS:

Our Vision

Our business is to invest in your future. Our job is to help you get

there.

Our Mission

Our purpose is to help you get the training and support you need to
find and keep a good job.

Our Philosophy

We'll go out on a limb to help you succeed. When you win, we win,
too.

FROM THE ORANGE COUNTY PRIVATE INDUSTRY COUNCIL,
SANTA ANA, CALIFORNIA:
To bring together private and public sector resources and expertise to

assist individuals in achieving economic self-sufficiency while
meeting the economic and employment needs of local communities.

FROM THE PINELLAS PRIVATE INDUSTRY COUNCIL, INC.,
CLEARWATER, FLORIDA:

Through a public private partnership the mission of the Council is to
prepare unskilled adults and yout.: for long-term employment within
the local community and to make initial job placement.

V
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STEP 2: TAKE AN INVENTORY OF YOUR AUDIENCES .

Many individuals and groups are recipients of your message. It's ideal to be “in control” of the
message your audiences receive. You might try listing all of your audiences. You may want to separate
them as “internal” and “external” or by the categories of public relations, outreach, and recruitment.
Here’s a sample list of audiences that a brainstorming session might produce.

In many instances, there will be
audiences that are both internal and

eternal, or that may be receiving your
information through both public relations
and outreach activities. The list you create

will be a valuable tool when you begin AUDIENCES FOR JTP A
drafting activities in your Marketing Plan.
Each activity can be all that more effective Private Industry Council
if you target it to the specific audience(s). Board of Directors
Local Elected Officials

STEP 3: DETERMINE THE State senators and representatives
IMAGE YOU WANT TO Federal senators and representatives
PROJECT Staff in Main and branch offices

Now that you have created your list of General public ‘
audiences for public relations, outreach, Employers
and recruitment activities, consider the Business groups — Rotary, Chambers
image you want to project to each. Service groups

What image do you want your Social service agencies
program to have in the eyes of PIC Community based organizations
members and local elected officials (public Schools

relations)? In the eyes of other agencies and
organizations you work with in your
community (outreach)? In the eyes of those

Education agencies
Potential participants

o : Participants
considering your services and your Graduat ficioant
participants (recruitment)? faduate Par ICIpants

News media
e | 0
Q
ERIC V
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TIITIT
IMAGE FOR PIC AND

LOCAL ELECTED
OFFICIALS

Here's what a list may look like:
¢ “professional”
¢ “efficient”
¢ “responsive”

“cost effective”

* “A professional organization
providing well-trained workers for
growing industries in the region.”

¢ “The catalyst in creating
comprehensive programs that
respond to the community’s

needs.” 7

A fun exercise is to have a
brainstorming session with those involved in
developing your Marketing Plan. Make lists of
the attributes you want to convey o your
audiences. Then, from those lists, create an
image. Let's say you focus on the image for
your PIC and local elected officials. Your list
might start like the one pictured here.

Look at how you are presently
communicating with each of your audiences
and how that compares to how you want them
to view your organization. In many instances,
you may already be imparting the image you
wish — perhaps some fine tuning of activities is
all that is needed. Or, you may choose to focus
some of your activities on changing the image
you think you have.

Take the opportunity to verify your image
with members of your various audiences.
Check out your own assessment by conducting
informal surveys with selected audiences. Call
them or visit them. Let them know you are
concerned about your image. You might decide
to hold informal focus groups to give you

feedback on your image. Keep notes on where you think attention needs to be given on your image so you

can turn your ideas into action plans.

STEP 4: CREATE MAJOR OBJECTIVES FOR PUBLIC RELATIONS,

OUTREACH, AND RECRUITMENT

At this point, if you have followed these steps, you have “regrounded” yourself in your mission,
completed an inventory of your audiences, studied the image you want to project, and have an idea of
some specific areas you might want to address as you begin developing your objectives.

Your major objectives will be driven by what you need to accomplish in each area. You may have
only one or two objectives for public relations whereas, you find that you have six or seven for
recruitment. For example, you might create objectives such as these for public relations:

OBJECTIVE:

To assure that all PIC members and local elected officials are thoroughly informed about

our program and services so they can be ambassadors for JTPA in our community.

\4
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OBJECTIVE: To annually contact all State and Federal legislators to assure they have information
about program successes.
OBJECTIVE: To adequately recognize the time commitment of PIC members and local elected

officials to our program.

By their nature, objectives for public relations may not change much, but those for outreach and
recruitment may necessitate more change as they are dealing with specific target groups, individuals,
projects and funding.

Go ahead and create objectives for public relations, ouireach, and recruitment. Try not to think
about “How are we going to pay for this,” or “We dor.'t have the staff to handle this.” Create your “ideals”

to begin, then prioritize later and refine where necessary as you create your lists of activities to carry out
the objectives.

STEP 5: PLAN ACTIVITIES FOR PUBLIC RELATIONS, OUTREACH, AND
RECRUITMENT

Once you have created some key objectives for public relations, outreach and recruitment that will
project the image you want to further your mission, you're ready for the fun!

First, you'll want to look at activities that you are currently doing. Are they bringing you the results
you want? Are you getting some new ideas from this guide that you want to implement instead? Or do ‘
you want to just try a new twist on an activity that already works for you?

Next, from the ideas that follow on public relations activities and the outreach and recruitment ideas
in the following two chapters, consider creating some new activities. Also, browse through the chapters in
Great TOR Ideas and Project Models for more creative ideas!

As you list a current or new activity, complete your list of what needs to be addressed to complete the
activity. At this point, to encourage creative thinking and new ideas, treat your list as a draft. Once it's
complete, you'll prioritize your needs, look at budget and staffing necessary and determine what can be
included in your final plan.

Address each activity you are considering and complete these elements. Here's an example of an
activity to create an annual report.

ACTIVITY: Creation of annual report (current activity)

GOAL: Distribution of an annual report that includes general information on program,
examples of success stories and highlights our 10th year in business

TARGET All internal and external audiences with exception of
AUDIENCE(S): participants and graduates. Rough number needed: 2,000
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PERSONNEL: Marketing Unit manager — lead staff (half time for six weeks)
PIC Marketing Committee (Topic for next two meetings, Committee Chair to have
more involvement)
Management Team (Topic for Monday staff meetings during development. Managers
will assure input from their departments)

BUDGET Photography $ 300
PROJECTION: Graphics design  $1000
Production $5000
Mailing $1500

IDEA: Approach PIC members about the concept of finding underwriters who
could be credited — major employers who have used our services?

IDEA: Approach the PIC member who is a professional photographer to take photos
and get credit.

TIMEFRAME: Publish in time for June annual meeting.
PROGRESS Secure at least half of funding from private sector. Publish on time.
MEASURES:

In your plan, you'll want to create a section for evaluation of your activity including final budget and
suggestions for changing or continuing this activity.

Complete your draft plan including activities for public relations, outreach and recruitment. You may
find that a particular piece that you are creating for an outreach activity can, with a few additions, be used
for a recruitment piece as well. Be creative about piggybacking efforts to stretch your dollars.

STEP 6: FINALIZE YOUR MARKETING PLAN

Now that you have all of your great new ideas in your draft plan, it's time to prioritize your activities.
Create your own list of criteria to prioritize activities. You may want to consider how the activity fulfills
your mission, helps you reach target audiences, and estimates budget, staff and time needed.

Prioritize activities for each area — public relations, outreach, and recruitment — and then finalize
your plan.

STEP 7: IMPLEMENT YOUR MARKETING PLAN

It's critical that adequate staff and resources are devoted to the implementation of a marketing plan.
If you have detailed out your steps for each activity, you have a good idea of exactly what will be required
both in staff time and budget.

Involve PIC members and staff from various levels as much as possible — if not for actual work, at
least for their professional support! :

l? [’\
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Be sure to keep folks up-to-date on your progress, especially those who invested time and energy in
uelping you draft your plan. Keep staff informed frequently, bring PIC members up to date’at meetings
and discuss details of budget and progress with your Marketing Committee.

Try to keep to your timelines and budget as closely as possible. However, remain flexible to change! If
your target groups change mid-year or you experience massive layoffs and need to adjust outreach and
recruitment activities, or your budget gets pinched, take a deep breath and go back to your plan and
reprioritize your activities. Also, remain flexible to new ideas to implement your plan. For example, if you
are meeting with other agencies and discussing marketing your programs, seize the opportunity to talk
about some joint outreach and recruitment activities.

As you implement your plan, keep thorough notes on your goals for each activity and whether you
reached them and track your budget closely. Make notes about what worked and what didn't for each
activity, what you might do differently next time, others you might involve in activities. You'll need this
information for the last step!

STEP 8: EVALUATE YOUR ACCOMPLISHMENTS FOR PUBLIC RELATIONS,
OUTREACH, AND RECRUITMENT

This is where you'll be glad you created some measurable goals for your activities! Of course, some
goals can be measured quantitatively — the number of times an ad ran, how many brochures you mailed
out. Other activities will require more subjective evaluation.

First, refer to the notes you have kept along the way as suggested above, Next, be sure you get
feedback from your customers for each activity. Completing an activity on time, on budget are two
important measures, but if you didn't reach your intended audience or get the desired response from
them, you'll probably want to consider modifying the activity or trying something totally new...based on
the feedback from vour customers.

It's a good idea to update your plan on an annual basis. PIC members will be interested if the money
invested in these activities has paid off. Especially if you have implemented new ideas, you'll want to
know if the investment was worth it. And, as-painful as it may be, if an activity truly did not pay off, you
probably want to consider replacing it with a new activity.

And don't forget to celebrate your successes! When your activities bring the results you wanted, let
people know... and thank them for their participation. Recognize staff, PIC members and other agencies
who might have been involved. Take some time at a PIC meeting or staff gathering to congratulate those
who participated. You've all put in a lot of hard work, pat yourselves on the back!

133




e

i

ssaay o]

v -

v
i

. ;..--i*i.

SNSVAY |
SSIO0U]

.

t

INVEIINI]

'
'

3
.

'

SNOILD3OYd ~  TINNOSH¥Id

ssaay o]

SSTO0Y4

|
|
|

!
INVEAINI] |

3f0ad
03 abew)

 NVId ONLLDVI VdLIf

SNOILD3foY

- SIONIIANY won

v

wOon ALIALLDY

AIAILDY

aRiqo

Aruitoxt provided by Eic:

E\.



TR
jo Jed se pan
-QUISIP S19A[j
pue ‘paked
-s1p s1d1s0d

(‘s1opsunod ‘sjediounnd  PIRY SUOISSAS

S10[SUNOD
pue sjed

0} S1981U0) [eHIUl iim Sunsisse %”o%mw“ o1 qudy 4q -pund jooydg
S19qQUAU D[] 13PISUOD) (SUOISSIS I[N 0 _m_mohuﬂ suopeyuasald ($) SI0)RUIPIOO’)
-pays 03 3|qe / Sui[lim S|OOYIS ATY  y1m $3IRIUOTY [le YRy AJUO awi} JJRIS YINOA 1ouIwing
SSAAY O STUNSVIIN JAVH4INL] mzo_._.u."__Omm TINNOSHI{
SNYIINOD) $53UD0Y 130ang |
weidoid
IUUNS
10] Qi1
%«::3&
_TpNOA 7
TEdA
V ﬁs Eﬁmoa |
' payiduos
7 ofm umoA ¢
- RNIWWOD
suonelado
SJUIPNYS 0} UO DId Jo 1tey)
ssed oy Jusur- ANIWWOD
.tEEou M pam unaylepw
S3US 03 P3| -qUISIP SIAAY Dld Jo I1ey))
-qUISIp SIARY| pue $19)s0{ 1/f 10}RUIPIO0T)

(‘wayy premal
'3301N0JUS 0} sAeMm 1PISU0)). *SIAAY
ANgIsIp Ajjenyoe suoyeaOf zﬁ.

sswaay o)
SNYIINOD)

SIUNSVIRN
$SIUD0Y]

SUOI}BIOf
0S¥ ur paded
-SIp $13)$0¢

Bunund suonefay dHand

payund pue uisop S103EUIPIOO))
S194]) pue 10} J[qejieae §inoj
S19150J S1/¢ 000'¢$ RuuIng ¢
JAVHIINL] mzo_hu."__Omn_ TINNOSY3
130ang

‘weoid
YINOA JUIUNS
10§ 3)qIdi}d
Alenudyod

Yo,

SIINIIANY
1304V |

‘weigoxd
YINOA 1dwuns
10§ 3[qI31}2
Ajlenuarod

4inoa

SIONIIANY
1304V

RN

sjooyds
daluI e pue
ajeand argnd _
1B SUOIS$IS
UoneIuALO
?5&

Sjooys
10 SO
Uoneiuali)

4<OU ALIALLY

—1

"SUOLEI0|
13yjo pue

S ENIERSTRVIN
‘spooLas
y3noy

YINos DWWNS
A
Ajrenuajod

0} SI3A})
ANGLISI(]
Aunwuod
ayy punole
SUONEIY] JB
sidsod sepdsi(y

SIAS[) pup
sisod Meal )y

0N ALINLLDY

i19o0d 1noA uy Asuowt synd
1ey} gof e puef Ajjensn noA pue qof e doay pue 133 0)
MOY U0 INOA YIIM NICM OUM S[RUOISSIJ0Id 1O Wed) B

13930044

aaey A3y jqo! Jawrwns mo4 103 08 03 ddeid THL ST vdLf 03 2bewy

‘04,57 Aq wesSoxd yino4 rawwns ayy
ut syuediyed jo Jsquinu ayy oseAUL 0] §4# ARG

NVIJ ONILDIVIN VAL{

Q

Aruitoxt provided by Eic:

E




MARKETING PLAN

‘ | DEVELOPING A PIAN FOR PUBLIC RELATIONS
DURING A CRISIS

No program should be without a plan for public relations during a crisis. Although you hope you'll
never have to use it, if you need one, you'll be glad you have it. If you don't have such a plan, we strongly
encourage you to take the half day or so it will take to develop one using the format suggested here.

SO, WHAT’S A CRISIS?
It can be as simple as a negative editorial in the local paper or as complex as an investigation for fraud.

YOU PROBABLY WANT TO USE A PUBLIC RELATIONS PLAN IFf:
» there is public information circulating that puts your program in a negative light.
» you are put in a position of defending your program.

A PUBLIC RELATIONS PLAN IS DESIGNEL TO ASSURE:
» that there is a reliable funnel for information coming into your organization regarding the crisis.

» that a consistent, positive and complete message is communicated from your organization to
targeted audiences.

» that, in the event of a crisis, it will be handled methodically and your audiences will be informed
appropriately.

‘ » that the mission and image of your organization remain intact.

We would add that if you have been conscientious about communicating the good news of your
programs through your Marketing Plan activities, your audiences will more readily accept your message in
the crisis.

FIVE ELEMENTS OF A PUBLIC RELATIONS PLAN
DURING A CRISIS

1. Develop Your List of Audiences

2. Determine Who Needs What Information When
3. Decide Who Will Receive and Distribute Information
4. Prepare Your Statement

5. Manage Information Flow throughout the Crisis

You can complete the first three steps before any crisis strikes, thereby establishing your critical
network to manage the crisis.

1. DEVELOP YOUR LIST OF AUDIENCES
‘ Based on the crisis, you may need to add other audiences or be more specific by including particular

names of individuals. -
P

Q
ERIC V
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2. DETERMINE WHO NEEDS WHAT INFORMATION WHEN

Who needs an immediate phone call to inform them of the crisis?

This might include your PIC officers, local elected officials, management team, your State JTPA
Office, and other SDA Directors in your State. You may also decide to inform all of vour staff in
an “emergency” meeting.

Who needs information by mail?
This might include remaining PIC members.
Who does not need to be contacted?

Who can and cannot be given information if they inquire?

¢
3. DECIDE WHO WILL RECEIVE AND DISTRIBUTE INFORMATION

This may depend on the crisis at hand, but will normally call for the Executive Director and/or
marketing, communications, or public relations representative to be the conduit of information. Staff
should be cautioned not to receive or distribute any information regarding the crisis, unless specifically
requested by the Executive Director or other appointed person.

4, PREPARE YOUR STATEMENT

You may want to actually write out a response that can be read or given to the media or other
audiences. As the crisis progresses, you may want to change your statement.

5. MANAGE INFORMATION FLOW THROUGHOUT THE CRISIS

» Distribute the information you have determined is necessary for your various audiences.
» Keep PIC officers and other important audiences up to date.
» Stay on top of all developments in the crisis.

» Keep staff informed, even if just to let them know that everything is under control. Lack of
information can be dangerous and allow staff to conjecture about the crisis.

» Remain accessible during the crisis.

» If it looks like a long-term situation, set up a regular process, such as a monthly written update,
for informing key audiences.

» Be prepared to deal with the media during your crisis.
» Call others who have lived through a crisis... for advice and support!
We hope you are never in a position to need your Crisis Plan, but if you are, you'll surely face the

crisis more calmly knowing you have a process developed to communicate with your critical audiences.
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PUBLIC RELATIONS ACTIVITIES WITH PIC

MEMBERS, GOVERNMENT OFFICIALS AND STAFF

PRIVATE INDUSTRY COUNCIL ACTIVITIES

PIC members are among your most important audiences. They need to receive complete and regular
information so they can, in turn, speak well of your program to their publics.

Wy

IDEAO (X}

FOR A PIC
RECRUITMENT
PACKET

B

RECRUITING PIC MEMBERS

Remember the saying, “You never get a second chance to make a good
first impression?” How you go about recruiting members to your PIC is
extremely important. You'll want them to see you as a professional, efficient
organization. One that will use their valuable time well and one that truly
needs their expertise to make a difference for the unemployed in your
community.

You may want to develop a PIC recruitment packet to send to prospective
members. The Oregon Consortium, a 27-county SDA, sends a packet to
prospects which includes:

Letter inviting them to consider membership
Membership Application

Statement of Expectations for Members (Included in Working Examples Section
of this chapter)

One-page profile of their program
Mission statement
Examples of participant success stories
List of current PIC members
Description of membership — term of office, meeting schedule, etc.

The Oregon Consortium and The Oregon Private Industry
Council, Inc.

260 S. W. Ferry, Suite 102

Albany, OR 97321

(503) 298-4101

When new members or officers are appointed, be sure to send out a press release announcing their
appointment, including a short description of your program and a recent success.
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ORIENTING PIC MEMBERS

The Oregon Consortium also holds orientation sessions for their new
members. They host the one-day session in their main office and begin with a
brief overview of JTPA followed by short presentations by members of the
management team. An informal lunch break gives remaining staff an
opportunity to meet the new members.

FOR A PIC Staff provides The Oregon Consortium Almanac io each new member.
ORIENTATION This 60-page, comb-bound booklet contains everything from general program
information, performance statistics, budget information, flow charts of the
SESSION & organization, rosters of members, committees and subcontractors, honors and
MATERIALS special programs, the PIC by-laws and a list of commonly used acronyms.
The Shasta County Private Industry Council in —
Redding, California produced a handy little booklet, “The PIC Primer” that uses v/ Y,

a no-nonsense, informal approach to orienting people to their program. The 4" N -
x 6", 40-page pocket guide includes “What is the PIC,” purpose and mission Q

i -

statements, a profile of programs and information on their branch offices.

(0]

IDEA...

FOR A PIC
PRIMER

Shasta County Private Industry Council
1220 Sacramento Street

Redding, CA 96001

(916) 246-7911

It's important to educate PIC members so they can serve as “ambassadors” for JTPA in your

community.

To accomplish this, you might consider a monthly newsletter to members, bringing them up to date
on activities and including some participant and employer success stories. Here are two exampies,

vy

'Qq;ji

IDEA...

FOR A PIC
NEWSLETTER

The Toledo Area Private Industry Council publishes an inexpensive
though professional newsletter called “PIC — Your Workforce Resource,”
including information on new programs, profiles of new PIC members,
announcement of new funding and interesting facts about their local
workforce.

Toledo Area Private Industry Council, Inc.
ﬁ 331 14th Street
Q Toledo, OH 43624
(419) 244-3900

YV 11
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— The Private Industry Council of Northern Cook County, lllinois,
Q i / publishes an appealing quarterly newsletter featuring model programs,
— - participant success stories, PIC and staff recognition and other useful

O information.

The Private Industry Council of Northern Cook County
IDFA... E 2604 E. Dempster, Suite 502

Des Plaines, IL 60016

FOR A PIC (708) 699-9040
NEWSLETTER
“PIC it up!” is the quarterly newsletter of T—
the Shasta County Private industry Council in Redding, California. Full of great WU b/ /
photos and participant success stories, the newsletter is lively reading with > -
punchy headings and an attractive lavout. Q

Shasta County Private Industry Council

ﬁ 1220 Sacramento Street IDEA.“
Redding, CA 96001 _
(916) 246-7911 FOR A PIC

NEWSLETTER

GOVERNMENT OFFICIAL ACTIVITIES

Government officials are an audience needing special attention... think of them as your source for
funding! Whether Federal or State legislators or local elected officials, government officials look at our
programs with a different eve. They are most interested in the investments we make, how we spend our
money, where we coordinate funding, and our outcomes.

Of course, it's best to establish some sort of personal relationship with government officials, and not
just when you need them. New legislators and local elected officials should receive a basic orientation to
vour program, and then regular updates on your progress and successes. Remember to establish contact
with a staff person — it is likely that vou will have more time with them than the official. Establish
vourself as their source for information on employment and training issues, then think of ways to keep in
touch with them.

When vou have special events or are announcing new programs, invite your government officials.
Include them in photo opportunities and let them take credit for your successes. When they support vour
efforts — whether assisting vou in getting a grant or voting on a bill that favors your program, be sure to
thank them for their support.
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BRIEFING PACKETS

When elected officials are entertaining legislation regarding your program, your PIC members may
want to offer them Briefing Packets to help them make an informed vote. Include general information

about your program and successes and specific information about how their decisions will affect your
services.

Always offer a quick, one-page synopsis — usually what the legislator will read. More lengthy
backgﬁ\ound information may be reviewed by a staff person involved in employment and training. Of
course, include them in your mailings for newsletters, annual reports and other updates on your successes.

STAFF ACTIVITIES

Don't overlook the need to keep your staff members up-to-date on activities in your SDA — they are
all salespeople for your program! Use the same principles for PIC members and government officials.

Make sure you orient new staff, educate them so they can speak well and knowledgeabiy about your
program and ask for their input as you create your various public relations materials.

If you have multiple branch offices, you may want to consider a frequent update on activities. You
can develop a one-page update, that might even be faxed. The more they feel a part of the “information
loop,” the more likely they are to take an active role in spreading the good news of your program.

PUBLIC RELATIONS MATERIALS AND SPECIAL EVENTS
ANNUAL REPORTS

Many Service Delivery Areas choose to publish annual reports as a way of touching base with all of
their audiences. Reports traditionally feature success stories about participants, acknowledge the
commitment of PIC members and staff and present performance and financial information.

Some basic points to address as you contemplate an annual report might include:

» Involve representatives of your target audiences in the planning of your annual
report.

You might create a committee including SDA Director, staff person responsible for the report,
public relations agency representative if you are using one, PIC member, local elected official,
state legislator, business person from your community, representative of another agency and
perhaps a participant. Their participation does not need to be time intensive — one well-
planned, comprehensive meeting may be all you need, followed by drafts sent out for approval.
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} . » Create a specific objective and target audiences for your annual report.

Know what you want to tell whom and be aware of how your various audiences receive
information and perceive publications like annual reports.

» Consider creative ways to fund your annual report.

Over the years, JTPA programs have been criticized — by local elected officials, businesses and
taxpayers — for spending money on public relations activities such as annual reports.
Specifically, state legislators nave questioned the value of receiving traditional annual reports for
numerous SDAs. It's important to be sensitive to criticism, but keep your objective in mind.

You might look for donations from businesses — particularly those that have benefited by your
services. You might want to explore a joint report of a number of SDAs in your state or human
service agencies in your community.

» Look at alternatives to the “traditional” format.

Perhaps you can accomplish your objective for an annual report in other, less expensive or more
effective ways. Probe your committee members about how they want to receive your message
and consider other approaches — a simple four-page report, an oversized brochure, a folder with
pockets with your annual report information that can be used throughout the year as a
presentation folder. If you are using an advertising agency, ask thern about alternative

‘ approaches for presenting an annual report.

You may find that your audiences would rather receive more frequent communications —
newsletters or brochures — rather than an annual report. Be open to breaking with your own
traditional practices to deliver what your audiences want!

» Request feedback on your publication.

Once you have distributed your annual report, be sure to request feedback... and make suggested
changes in the future.

In our search for examples of marketing pieces for this Guide, we received many attractive annual
reports. If you are considering an annual report, or want some new ideas, we encourage you to write to
these colleagues and get a copy of their report. You'll find some great ideas for the use of photos and color,
treatment of success stories and ways to highlight PIC members. A list of those we received is included in
the Working Examples section of this chapter.




MARKETING PLAN

OTHER PRINTED MATERIALS

PRESENTATION FOLDERS

Many SDAs sent us what we call Presentation Folders. Most are designed to tell the basic “story” of

an SDA with a profile of services and participants, and include a pocket in which specific information can
be added for particular audiences.

—— An especially attractive presentation folder was sent by the Private
\\\ \/ /, Industry Council of Northern Cook County, Illinois. Incorporating their logo
- - design and colors, they created a professional, informative folder that includes
O inserts on the Private Industry Council and specific programs. With a cut out
for a business card, staff members can personalize correspondence and include

IDE A... other information.

The Private Industry Council of Northern Cook County

FOR A o= 2604 E. Dempster, Suite 502
PRESENTATION a Des Plaines, IL 60016
904
FOLDER (708) 699-9040
\\l//
The Shasta County Private Industry Council in Redding, California, : -
features basic program information on their presentation folder with
accompanying Fact Sheets on specific programs. They use photos, graphs and

quotes in their materials very effectively. IDE A
Shasta County Private Industry Council °

ﬁ 1220 Sacramento Street FOR A

Redding, CA 96001
' PRESENTATION
(916) 246-7911

FOLDER

SPECIAL EVENTS

Special events are an opportunity to boast about your programs, acknowledge participants and
recognize PIC and Board members and staff. They are an occasion to celebrate your successes, get some
media attention and spread more good news about JTPA throughout your community!

ANNUAL MEETINGS AND AWARD CEREMONIES

Many SDAs host an annual meeting as an occasion to present their annual report, present awards to

participants, employers and staff and recognize the commitment of PIC and Board members and partner
agencies.

Some SDAs we heard from create exhibits of their model programs to show off their results. Award
ceremonies are another great opportunity to send out press releases announcing award recipients and
successtul programs.

I
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JTPA ALUMNI ACTIVITIES

At the urging of the National Association of Counties (NACo) several years ago, many SDAs
held a JTPA Alumni Week to bring Federal and State legislators together with JTPA Alumni to hear
success stories first hand. NACo provided excellent materials for SDAs to customize for their
activities.

Activities ranged from a full week of open houses, luncheons and speeches to more simple one-
day events. We understand that many programs found the results so beneficial, they have continued
their annual Alumni Week. Others have instituted regular Alumni Luncheons, featuring JTPA
graduates and have begun to include presentations from participants as a regular part of PIC
meetings.

Although these activities do entail a fair amount of work, the benefits are well worth it. Many
legislators and PIC members say they are more impressed by talking with participants than hearing
about programs from staff.
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P MANAGING THE MARKETING PLAN o
FUNCTION

Managing the development of a marketing plan &nd accompanying public relations activities
requires the dedication of staff and resources that can sften pose a dilemma for SDAs. In the face of
decreasing resources, public relations activities are often the most vulnerable to cuts.

The first step is to assure that your organization is committed to the value of marketing and public
relations as a necessary part of doing business. If you are looking for some “ammunition” for this
discussion, call any of the SDAs with marketing plans featured in the Working Examples section of this
chapter. Undoubtedly, they can give you a long list of the rationale for investing in these activities.

Of course, it's ideal to have a staff member solely responsible for marketing and public relations, but
this is not always possible — especially in the smaller SDAs where staff members wear many hats. In these
situations, you might want to create a team of staff involved in public relations, outreach and recruitment
efforts who can devote at least a few hours a week to these efforts. Remember to include PIC members
who may have expertise... o, if you don't have any, recruit one when you have an opening!

When resources are tight, look for creative ways to finance your marketing and public relations
activities. Seek donations from businesses that have benefited by your services, partner with other agencies ‘
or SDAs or consider creating statewide efforts to maximize dollars.

Don't think that you have to create slick, polished, expensive materials to get your message out.
Often, those pieces developed “on a shoe string” are more effective for their frugality — tax payers like to
see their money spent wisely. We know of more than one SDA that has been criticized for “wasting our tax
payer's dollars” with flashy, expensive materials.

Track your efforts closely so you can present a “cost-benefit analysis” for your activities, defend
expenditures if necessary or request additional funding where efforts are particularly successful.

Pay particular attention to projects you do on a regular basis such as an annual report or annual
meeting. Ask your customers what they like and dislike, or changes they would like to see, or ways they

can see to cut costs. However, if you ask, be sure that you are ready to make some changes based on their
recommendations.

OPTIONS FOR CREATING PROFESSIONAL MATERIALS

Although many SDAs use public relations agencies to create a marketing plan and publish materials,
we would suggest that the involvement of an agency is certainly not essential to producing professional,
polished pieces that bring you the results you want. There are a number of options.
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» ENGAGE A PUBLIC RELATIONS AGENCY

Given the resources, you may choose to contract with a full-service advertising or public relations
agency. An agency can create excellent materials that meet the needs of your specific audiences. They
might even be willing to share some cost-cutting ideas or show you how you can create your own
materials from basic designs they have generated.

» WORK WITH A GRAPHIC DESIGNER OR DESKTOP PUBLISHER

More and more organizations are turning to graphic designers or desktop publishers. If you have
some specific ideas about design (borrowed from your colleagues!) and color and you can write your copy,
take your pieces to a designer or publisher and contract with them for a specified number of hours to give
you ideas or camera ready pieces you can have printed.

» DO YOUR OWN LAYOUT AND DESIGN

Most SDAs have a “computer whiz” on staff who would love to try their hand at designing public
relations materials. If not, you might want to consider sending a staff member to a class or requiring these
qualifications when you have an opportunity to hire someone.

Again, borrow ideas from your colleagues, collect examples of pieces that you like and try your hand
at designing. Then put on your thick skin and ask for feedback from your staff, PIC, Marketing Committee

and others. We'll guess that you'll all get caught up in the creative process and put out some wonderful
pieces!
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¥ TRANSITION TO OUTREACH @

If you already have a marketing plan and are actively pursuing public relations activities, we hope
this chapter has given you some new ideas to try. If you are considering a marketing plan, we hope this
provides you with the basic tools to create one.

If you are feeling limited in what you can do because of lack of resources, consider that many of your
colleagues do operate their marketing plans and pubtic relations activities on a shoe string. Further, many

of these activities take more time and creativity than they do money, especially if you can borrow ideas
you see here!

With this informaticn on marketing plans and public relations activities, we hope you are eager to

read on and get some great ideas on completing the two remaining sections of your marketing plan —
outreach and recruitment activities.

Good luck and have fun!

®
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@ ) WORKING EXAMPLES OF MARKETING
PLANS AND PUBLIC RELATIONS
ACTIVITIES

The Working Examples Section of this chapter includes a variety of resources for you. We include
overviews from several SDA marketing plans, a list of SDAs that have marketing plans and/or units that
you may want to contact for information, and a few examples of PIC orientation pieces.

» Marketing Plan

Public Relations Plan

Marketing Plan for Program Year 1992

1991-92 Marketing Plan

Customer Service Plan

Marketing Plan

Annual Reports

Marketing Plans and Marketing Units

Statement of Expectations for PIC and Board Members

Restatement of Code of Regulations for the Private Industry Council

Serving women, dropouts and welfare recip‘ents

Y Y Y Y Y Y Y ¥ ¥ Y Y

A brochure that answers many JTPA questions




EXAMPLE:
ORGANIZATION:

DETAILS:

Goal #1

Goal #2

Goal #3

CONTACT:

WORKING EXAMPLES TO CONSIDER

MARKETING PLAN

Marketing Plan

Toledo Area Private Industry Council
Toledo, Ohio

This SDA’s six-page Marketing Plan begins with the mission statement of the SDA
and purpose of the Marketing Plan.

Three niajor goals are presented along with the primary target markets for each. A
synopsis includes:

Position the Toledo Area PIC as a leader in employment and training in our labor market
ared.

Each audience is addressed with specific objectives and action steps to accomplish
the goal. Audiences include:

Employers
General Public
Federal, State, and Local Government
PIC, Board and Staff

Identify unmet goals to targeted groups whose service levels have not met the performance
goals for client demographics and services. Audience with objectives and action steps
include:

Clients — Adults and Youth

To meet the job placement goals of the PIC Audience with objectives and action steps
includes:

Employers

Toledo Area Private Industry Council, Inc.
331 14th Street

Toledo, OH 43624

(419) 224-3900
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EXAMPLE:

ORGANIZATION:
DETAILS:

Goal #1

Goal #2

Goal #3

BUDGET:

CONTACT:

MARKETING PLAN

"WORKEIENG E.X'«LM’:;"P*.*LES TO CONSIDER

Public Relations Plan

Western Wisconsin Private Industry Council, Inc.
LaCrosse, Wisconsin

The July 1, 1992 — June 30, 1993 plan includes three major goals with activities,
budgets and target dates for each activity.

Increase awareness of PIC and PIC activities and successes by general public, legislators,
media and others.

This goal includes 19 separate activities including: written reports to those targeted;
development of a slide show and PIC newsletter; production of an annual report;
preparation of public service announcements; newspaper advertising; development of
a brochure; hosting of a recognition program with awards for clients and employers;
distribution of press releases; application for national award; annual meeting with
legislators; celebration of a “Decade of Service”; rewards for participants; yellow page
advertisement; and the development of a plan for recruitment of targeted groups.

Recognize PIC members and Local Elected Officials and their contrikutions.

This goal includes six activities, among them: publicizing new and resigning PIC
members and LEOs through newsletter and press releases, gathering information on
members for newsletter “PIC Profile,” recognizing new and retiring members with a

membership certificates and plaques, and keeping a PIC member photo display in
your central office.

Maintain active involvement with local business and civic organizations.

This goal addresses six activities including: maintaining PIC members in local civic/
service/business groups; using professional PIC letterhead envelopes and business
cards for all communications; arranging for PIC staff to make at least ten
presentations to community groups using a slide presentation and printed materials;
distributing PIC brochures throughout the community and using a variety of media

to solicit support and involvement from the business community to help at-risk
individuals.

§$5,500 Total budget (excluding wages and fringe)
The annual report did not include a budget figure and some activities noted that
donations would be sought to cover expenses.

Western Wisconsin Private Industry Council
402 North 8th Street, 3rd Floor, PO Box 2908
LaCrosse, WI 54602

(608) 785-9936

\4
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WORKING EXAMPLES TO CONSIDER

EXAMPLE: Marketing Plan for Program Year 1992

ORGANIZATION:  Tarrant County Employment and Training and Private Industry Council
Fort Worth, Texas

DETAILS: Tarrant County’s Marketing Plan focuses on five marketing goals, followed by
objectives and strategies. The plan includes a Marketing Schedule.

Goal #1 To promote services to all identified client groups addressed in the Tarrant County
Employment and Training Plan for Program Year 1992.

Two objectives are: increase knowledge of our services to groups we serve; and
implement existing promotional campaigns and develop new campaigns where
needed to communicate program’s benefits to potewial participants.

Goal #2 To promote business/placement services to area employers.

Two obijectives are: identify employment needs of area employers and coordinate
these needs with those of our clients so that our programs’ performance standards are
met and information employers of the benefits of using our agency as a resource for
referrals to job openings and of outplacement services for laid off workers.

Goal #3 To establish better name recognition in the business, education and news media sectors and
to all targeted client groups.

Two obijectives are: Streamline all communications pieces to clearly identify us by
one name and coordinate all marketing campaigns and activities so that all client
groups are addressed.

Goal #4 Continue to develop existing linkages with arec resources and agencies and establish new ones.

Obijective is to clearly define what we do and what services we offer and at the same
time, solicit information that can be useful to our applicants.

Goal #5 Continue to increase participation from legislators and local elected officials.

Two objectives are: to provide legislators and local elected officials information on
changes in the JTPA Act and other critical issues and inform them of possible impacts
these changes could incur on the SDA; and continue developing good
communication with staff of legislators and elected officials.
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MARKETING
SCHEDULE: Includes a host of activities including Summer Youth Awards Ceremony, National

JTPA Alumni Month/GED Graduation, Christmas Open House, Job Fair, Youth
In-School Awards Ceremony.

CONTACT: Tarrant County Employment and Training
2601 Scott Avenue, #203

‘Q‘ Fort Worth, TX 76103

(817) 531-5690
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1991-92 Marketing Plan

The Private Industry Council of Northern Cook County
Des Plaines, lllinois

The PIC’s Marketing Plan includes seven goals backed by a “PIC Message for Program
Year 1991.” This comprehensive plan won the National Association of Private
Industry Council’s (NAPIC) national award. The plan was created based on market

research of six primary sources. Each goal is supported by detailed objectives and
activities.

Stimulate awareness in PIC’s services and operations among govemment and municipal
agencies, participants, public and private sector organizations, labor, education, and the
northern Cook County community at large.

Objectives include: conduct public relations campaign targeted at business,
community, government and residents; conduct networking activities with target
markets; conduct specific marketing events throughout the year,

Increase corporate and business involvement in order to strengthen PIC’s base of financial,
training and operational resources.

Objectives include: implement strategy for building corporate partnerships; and
secure corporate commitments.

Increase communication with participants

Objectives include: establish a communication system to effectively recruit
participants into the PIC’s network of services; improve the relationship between
clients, service providers and PIC staff; and establish a system to formally recognize
program participants.

Increased communication with potential employers in PIC's Service Delivery Areas.

Objectives include: establish a communication system to effectively attract employers
into PIC’s network of resource partners; improve the relationship between PIC and
businesses in its Service Delivery Area; and establish a recognition systems for
employers who patticipate in PIC programs.

Provide greater awareness of PIC services and the catalyst role of PIC and its Board of
Directors in the community.

Objectives include: encourage PIC programs to be visible in the community through
the commitment and dedication of PIC Board of Directors and staff; and establish a
recognition system for PIC Board of Directors, service providers and staff.

Enhance PIC’s corporate image through development of high quality marketing materials.
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Objectives include: create a logo that represents the appropriate image of PIC;
develop corporate materials that enhance and contribute to PIC's corporate logo; and
develop other marketing materials that enhance PIC's corporate image.

Establish PIC as a major force in economic development initiatives in northern Cook
County.

Objectives include: develop this theme with all resource partners; and promote
economic development initiatives in northern Cook County.

The plan includes a description of specific anticipated results for each goal.

In Program Year 1992, the PIC voiced several messages to its Service Delivery Area:

» PIC’s mission is to strengthen the quality and productivity of people and business
through development of a world class workforce.

» PIC believes that the key to quality in companies is quality in people. Quality...
without compromise.

» PIC serves as a broker, coordinator and catalyst to enhance employment and
economic opportunities.

» DIC believes that accomplishment means partnership.

» PIC works to coordinate a comprehensive, systematic, regional, state and national
effort to ensure a workforce driven by quality and productivity.

The Private Industry Council of Northern Cook County
2604 East Dempster Street, Suite S02

Des Dlaines, IL 60016

(708) 699-9040

15&)
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WORKING
EXAMPLE: Customer Service Plan ‘

ORGANIZATION:  Palm Beach County Private Industry Council, Inc.
West Palm Beach, Florida

DETAILS: The SDA’s Customer Service Plan, directed more specifically at client service, outlines
five goals with objectives, strategies and expected outcomes.
Goal #1 Meet enrollment goals and ensure that programs are targeted to those “most-in-need.”
Goal #2 Improve quality of training and employment services in order to meet the needs of employers
and customers.
Goal #3 Improve customer success rate/wage at placement
Goal #4 Improve customer employment retention rate
Goal #5 Standardize systems and processes across programs and offices.
CONTACT: Palm Beach County Private Industry Council, Inc.

600 South Dixie Highway

‘Q‘ West Palm Beach, FL 33401

(407) 659-5213 .
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Marketing Plan

Southwest Minnesota Private Industry Council, Inc.
Marshall, Minnesota

This 40-page plan is one of the most comprehensive we received. It involves the
participation of a Marketing and Development Committee and Marketing/
Community Affairs Committee of the PIC and was based on a survey of
“stakeholders” who identified strengths and weaknesses of the PIC’s image, identity
and stakeholder needs and wants.

The plan includes twelve goals with specific objectives and activities and a well-
defined budget.

Increase communications with governmental and municipal agencies. Budget for 12
acavities: $5,116.00

Increased communication with clients. Budget for 13 activities: $10,720.00
Improved communication with employers and SDA. Budget for 11 activities: §8,135.00

Improve the level of understanding and recognition of PIC by the general public. Budget for
15 activities: $26,750.00

Participate with all service civic organizations. Budget for three activities: $800.00

Greater recognition of PIC employees and Board members in the community. Budget for
three activities: §80.00

New PIC logo. Budget for one activity: §75.00
Create new slogan. Budget for one activity: none
Improve communication with educational agencies. Budget for five activities: §790.00

Improve awareness of PIC programs with social service agencies. Budget for four activities:
$845.00

Increase pride and appreciation for the role of government programs in the lives of citizens of
SDA. Budget for one activity: $§1000.00

Establish PIC as major force in economic development in SDA. Budget for one activity:
$300.00

Total Budget $54,611.00

Southwest Minnesota Private Industry Council, Inc.
310 West College Drive

Marshall, MN 56258

(507) 532-4411 1535

Ju
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EXAMPLE: Annual Reports .

The following SDAs sent us their annual reports in response to a request for reports to
share with other JTPA colleagues in this Guide. We hope that by sharing reports,
you'll get some creative new ideas for yours!

Coosa Valley Private Industry Council, Rome, Georgia

Houston Works, Houston, Texas

Palm Beach County Private Industry Council, Inc., Palm Beach, Florida
Shasta County Private Industry Council, Redding, California

Southwest Minnesota Private Industry Council, Inc., Marshall, Minnesota

Tarrant County Employment and Training & Private Industry Council, Fort Worth,
Texas

The Oregon Consortium and The Oregon Private Industry Council, Inc., Albany, Oregon

The Private Industry Council of Louisville & Jefferson County, Louisville, Kentucky

The Private Industry Council of Northern Cook County, Des Plaines, Illinois ‘
The Private Industry Council of Westmoreland/Fayette, Inc., Greensburg, Pennsylvania

Toledo Area Private Industry Council, Inc., Toledo, Ohio

Weber-Morgan Private Industry Council, Inc., Ogden, Utah

@
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EXAMPLE Marketing Plans and Marketing Units

In addition to the marketing plans featured in this Guide, SDAs in the following
cities currently have marketing plans and/or units as noted.

We're hoping that if you are looking for ideas on marketing plans or marketing units for
your program, you might find among these, an SDA in your area that would be willing
to share their advice and experiences. You may want to refer to your National Association
of Counties Directory of SDAs for addresses and phone numbers for these programs.

Location Mairketing Plan  Marketing Unit

ARIZONA
Yuma X

ARKANSAS
Harrison X X

CALIFORNIA
Anaheim
Bakersfield
Colton
Concord
Eureka
Hollister
Inglewood
Merced
Pasadena
Redding
San Diego
San Francisco
San Mateo
Santa Ana
Suisun
Ukiah
Visalia
Woodland

CONNECTICUT
Bridgeport X

FLORIDA
Daytona Beach
Ft. Lauderdale
Indian River
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Location Marketing Plan Marketing Unit ‘

Jacksonville X
Ocala
Orlando
Panama City
Sarasota

West Palm Beach

GEORGIA
Atlanta
Decatur
Savannah

HAWAIL
Honolulu X X

[DAHO
Roise X

ILLINOIS
Batavia
Champaign
Danville
Pekin
Peoria
Waukegan

INDIANA
Johnson City
Portland
South Bend
Terre Haute
Valpariso
Portland

[OWA
Creston X

KENTUCKY
rlorence X

MASSACHUSETTS
Brockton
New Bedford
Pittsfield

MICHIGAN 1 6 ‘
Benton Harbor X AN A
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Location Marketing Plan Marketing Unit

Holland X
Mt. Clemens X X

MINNESOTA
Annandale
Duluth
Mankato
Rochester

MISSISSIPPI
Gulfport X

MISSOURI
Joplin X

NEW HAMPSHIRE :
Concord X X

NEW JERSEY
Morristown X

NEW YORK
. Amsterdam
Buffalo
Canandaigua
Cayuga-Cortland
Hampstead

Oswego County
Suffolk County

OHIO
Canton
Circleville
Cleveland
Marion
Niles
Ravenna
Springfield
Toledo

OKLAHOMA
Oklahomnia City X X

OREGON
Eugene X

Medford X X
‘ Portland X X
I v
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Location Marketing Plan ~ Marketing Unit ‘

PENNSYLVANIA
Allentown
Harrisburg
Sharon
Westmoreland

PUERTO RICO
Guaynabo X

SOUTH CAROLINA
Charleston X X

TENNESSEE
Jackson X
Johnson City X

TEXAS
Belton
Brownsville
Corpus Christi
Fort Worth
Lufkin
Victoria
Wichita Falls

VIRGINIA
Harrisonburg

WASHINGTON
Everett
Kennewick
Tacoma
Vancouver
Yakima

WISCONSIN

Dodgeville
LaCrosse
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‘ EXAMPLE: Statement of Expectations for PIC and Board Members

ORGANIZATION:  The Oregon Consortium
Albany, Oregon

The Oregon Consortium is a 27-county Service Delivery Area with a 22-member
Private Industry Council and 27-member Board of Directors composed of one local
elected official from each county.

DETAILS: Several years ago, the Public Affairs Committee of The Oregon Consortium'’s Private
Industry Council and Board of Directors decided to draft a “job description” for new
PIC and Board members to give them a better idea of what was expected of them as a
member and what they could expect from staff members.

The Statement of Expectations is provided to those considering membership and
then reviewed in the PIC/Board Orientation sessions for new members.

STATEMENT: Statement of Expectations for Members of The Oregon Private Industry Council, Inc.
and The Executive Committee of The Oregon Consortium Board of Directors.

This Statement serves as a job description for members of The Oregon Private
Industry Council, Inc. and the Executive Commiittee of The Oregon Consortium
Board of Drectors. It is intended to clarify roles and responsibilities and describe
ways that members are expected to become involved in the operations of our
organization. This Statement is not legally binding but is intended as an expression
of good faith, providing a common ground from which members can operate.

1. Members are expected to support the values and goals of the organization.

2. Members are expected to attend a one-day orientation session, normally scheduled
prior to their first quarterly meeting.

3. Members are expected to attend quarterly meetings and committee meetings.
Executive Committee members are expected and PIC members are encouraged to
attend our annual and mid-year Board of Directors meetings.

4. Members are expected to be aware of local issues and represent their districts at
meetings. They are expected to review the agenda packet before each meeting and
discuss issues with local program operators as needed. Members are expected to
use the committee structure.

S. Members are expected to gain a basic understanding of JTPA services, organization
and local program services and special projects. They are also expected to seek
information and clarification on issues through other members, committee
meetings and staff.
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6. Members are expected to market the program in their communities through
chamber meetings, business organizations, and other opportunities.

7. Members are expected to help their program operators forge local partnerships that
will enhance programs and encourage specific projects. Partnerships include those
with business, education, labor, economic development, employment service,
vocational rehabilitation, minority affairs, and community based organizations.

8. Members are expected to contact state and federal legislators to provide
information on JTPA issues and the specific impact of legislation.

9. Members are expected to understand the quarterly treasurer’s report, including
source of funds, contracting process, and liabilities.

10. Business members are encouraged to use the JTPA services of their local program
operator in their business.

11. Members are expected to visit their local program sites occasionally throughout
the vear.

12. Members are expected to recruit new members to the PIC and Board of Directors.

13. Members are expected to participate in the semi-annual review and selection of
program operators within their districts.

14. Members are expected to give feedback when leaving the PIC or Board.

MEMBERS MAY EXPECT THE FOLLOWING SUPPORT FROM ADMINISTRATIVE
STAFF:

1. Members may expect staff to provide a one-day orientation session to the
organization.

2. Members may expect staff to provide a regular narrative from the Executive
Director with updates on issues of importance.

3. Members may expect staff to provide agenda packets for quarterly meetings two
weeks prior to meetings.

4. Members may expect staff to be available to answer questions on issues.

5. Members may expect staff to be available for support functions, such as speech
writing or information preparation, for JTPA-related projects.

6. Members may expect staff to distribute press releases on their election to the PIC,
election as an officer, and other relevant activities.

> > > > > > > > > > > > > > > > > >
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7. Members may expect staff to contact them when their assistance is needed on
legislative, policy or other matters.

8. Members may expect to receive various program publications.

9. Members may expect staff to set up hotel and meeting arrangements and
reimburse them for covered expenses incurred by members.

10. Members may expect staff to audit the program and alert PIC members to
potential liabilities.

11. Members may expect staff to carry out the directions of the PIC.

The Oregon Consortium and The Oregon Private Industry Council, Inc.
260 SW Ferry, Suite 102

Albany, OR 97321

(503) 928-0241
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Restatement of Code of Regulations for the Private Industry
Council

Toledo Area Private Industry Council
Toledo, Ohio

This six-panel brochure contains detailed information regarding service for the PIC.
The following sections are included: Name, Statement of Purpose, Rules of Order,
Members (membership requirements and expectations), Trustees, Officers, Removal
of Trustees or Officers, Resignation, Statutory Agent, Executive Committee,
Committees Amendment, Fiscal Year, Elections, Indemnity, Neutrality, Transactions
between Toledo Area Private Industry Council and its Trustees and Officers.

Toledo Area Private Industry Council, Inc.
331 14th Street

Toledo, OH 43624

(419) 244-3900
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‘ EXAMPLE: Serving women, dropouts and welfare recipients

ORGANIZATION:  Panhandle Area Council (PAC)
Hayden, Idaho

CHALLENGE: To restructure the program to save staft time and provide more quality services to
targeted participants, including females, dropouts and welfare recipients

DETAILS: The PAC staff wanted to create an environment that was fun, creative, positive and
provided incentives and trust for their clients and co-workers. As a result, the staff
developed a referral contest and prizes monthly at the Department of Health and
Welfare for case managers, incentive awards for small successes of participants and
other methods of rewards. Evaluations have been wonderful from the participants.
The program has been highly recommended in the local judicial, welfare, state
industrial and social security systems.

CONTACT: Panhandle Area Council

ﬁ: : 11100 Airport Drive

Havden, ID 83835-9743
(208) 772-0584
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EXAMPLE: A brochure that answers many JTPA questions ‘

ORGANIZATION:  Central Oklahoma Private Industry Council
Oklahoma City, Oklahoma

CHALLENGE: The Central Oklahoma Private Industry Council wanted Oklahoma City to know that
they were a public-private cooperative partnership working to make a real difference.
They wanted to reach out to the community in Central Oklahoma and recruit the
JTPA eligible population.

DETAILS: Creative staff of the Central Oklahoma Private Industry Council designed an
informative newspaper supplement prepared especially for citizens of Central
Oklahoma. The brochure lists: questions such as “Who are we and how can we help
You?"; services provided; addresses/phone numbers of JTPA Employment and
Training Program Offices: and other general program information. Also included are
two program participant success stories, and a listing of the Private Industry Council
members. The brochure was used as a newspaper supplement and placed in human
service offices throughout Oklahoma City. Samples of “Who Can Help Me Get a Job
That's Got a Future” are available upon request.

RESULTS: Last vear 4,289 adults and voung people were helped by JTPA programs. Over a third
secured good jobs and are now productive employees, drawing a regular paycheck .
and very proud of their accomplishments.

CONTACT: Central Oklahoma Private Industry Council

ﬁ: One North Walker Avenue

Oklahoma City, OK 73102
(405) 297-2940
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CLASSIFICATION OF COSTS

20 CFR 627.440(d)(3). Training-related and Support Services - Title 1I-A. Costs for training and
supportive services that may be charged to the Title II-A program are:

(i) The pcrsonnel and non-personnel costs directly related to providing outreach, intake, and
eligibility services. . .

20 CFR 627.440(d)(4). Training-related and Support Services - Title [I-C. Costs for training-related
and supportive services that may be charged to the Title II-C program are the costs identified in
paragraph (d)(3) of this section. . .

20 CFR 627.440(d}35). Administration.

(E) Providing State and local officials and the general public with information about the
program (public relations);

20 CFR 627.440(e). Other cost classification guidance. (1) Personnel and related non-personnel costs
of the recipient’s or subrecipient’s staff, including project directors, that perform services or activities
that benefit two or more of the cost objectives/categories identified in this section may be allocated
to-the benefitting cost objectives/categories based on documented distribution of actual time worked
and related costs.

NON-DISCRIMINATION AND EQUAL OPPORTUNITY RULES

29 CFR 34.6(a). Recipients shali take appropriate steps to ensure that communication with
beneficiaries, applicants, eligible applicants . . . and members of the public with disabilities, are as
effective as communications with others.

29 CFR 34.23(b)(1). In recruitment brochures and other materials which are ordinarily distributed to
the public to describe programs funded under JTPA or the requirements for participation by
recipients and participants, recipients shall indicate that the JIPA-funded program or activity in
question is an “equal opportunity employer/prcgram” and that “auxiliary aids and services are
available upon request to individuals with disabilities.” Where such materials indicate that the
recipient may be reached by telephone, the materials shall state the telephone number of the TDD or
relay service used by the recipient, as required by § 34.6.

29 CFR 34.23(d). A significant number or proportion of the population cligible to be served or likely
to be directly affected ... mav need service or information in a language other than English in order
that they be cffectively informed of or able to participate in the JTPA-funded program or activity. In
such circumstances, the recipient shall take reasonable steps . . . to provide to such persons, in
appropriate languages, the information needed; ...
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29 CIR 34.23(¢e1. As provided in § 346, the recipient shall take appropriate steps to ensure that
communication with individuals with disabilities are as effective as communications with others.

HIGHLIGHTS OF COMMENTS SECTION OF INTERIM FINAL REGULATIONS

Section 627.440td) defines the three Title 11 cost categories. Several commenters raised questions
about the applicability of cost categories and cost limitations to incentive funds received by an SDA.
Section 627 H0ici2) specifies that the cost categories and cost limitations are not applicable to such
funds. Many comments were reccived on the classification of the costs of outreach, i