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oL PREFACE

)

o
This report is'the»finalvone in a series of documents that'have examined’

the evolution of the Targeted Jobs Demonstration Program in fourteen sites

'nationw1de. Part I: A Comparative AnalYS1s of TJDP Sites offers summary assessments

of the efforts *mdertaken, accomplishments achieved, and obstacles encountered ,
by the TJDP sites in implementing the demonstration s principal objectives"

obtaining jobs for %conomically disadvantaged people from economic development

;projects, obtaining business opportunities for small-and minority businesses from .
economic development projects, and, 1mprov1n§ coordination between local agencies‘

concerned with employment and training, economic development ’ and bus:.ness

-

asSistance.- Part II Summaries of the Fourteen TJDP Sites presents a brief

P

‘description of each s:.te sefforts including an - overv:.ew and explanation of the

,‘ﬂ e

origins of the demonstration, a detailing of major accomplishments and a dis-

.cussion of each project's progress and problems. :lndiv1dual Case studies, which
were prepared for each of the fourteen Sites, provided the background 1nformat1on
for these.summaries. For a moreé detailed reading, copies of these Case Studies
. .

may be obtained either from-Eagleton Institute or the Department of Housing
and Urban Development, the lead sponsor.of the evaluation.

The Comparative Analy51s and fourteen summaries are based on three rounds
of field research undertaken by Rutgers staff The results of those 1nvest1ga—
‘tions are reported in fourteen separate. case Studies mentioned above. Two | -

" status reports analyzing the TJDP experiences were submitted in July of 1981 and

January 19é2. The Comparative Analysis incorporates the findings of the previous

status reports w1th additional information derived from field visits conducted

in the spring of 1982 as. most of the sites had completed or neared completion

of their demonstration projects.

wexf
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In addition to the Comparative-Analysis and fourteen Case Studies,
Rutgers has prepared a technlcal assistance gulde .entitled: ‘Economic

Development Pro;ects and Jobs. Lessons trom-the Targeted Jobs Demon=

" stration Program. This self—help gulde summarlzes the lessons

o

of TJIDP about program des1gn and 1mplementat1on strategles. A ¥ .l
complete list of reports lssued by’ Rutgers' TJDP evaluatlon follows thls prefa e.

Rutgers' evaluation of TJDP’was jointly funded by the U.S. Departments of.

e : . .

'Hous1ng and Urban DeveLopment, Labor, and Transportation,.and'the Small Business

dministration, the Economic Development Admlnlstratlon of the U.S. Department

-& N

of Commerce, and the Communlty Services Admlnlstratlon.‘.The contract was

lssued to Rutgers Unlverslty by HUD on behalf of an Interagency Mon1tor1ng
'Board canposed of representatives from the six fundlng agencleS// Judith V. May

of HUD chaired this group which oversaw the TIDP evaluatlon and the grantees.
vl

Addltlonal support came fraom the Eagleton Instltute of’ Polltlcs and the Center

|
i

for Human Resources of Rutgers,UnlverSLty-
i
The evaluation projéct was d1rected by Carl van' Horn, Director of .the Center

IR}

for State Politics and Publlc POllCY at Eagleton. The project s As:oclate
Director ‘was Dav;d Ford Associate D1rector of the Center for Human Resources.

"Michelle Lebov1 tz Lamar of Eagleton was ‘the project s AssJ.stant Director. The

information reported hererls based on research. conducted by the Fleld

Research Assoclates listed below, along with thelr site assignments.

Field Reskarch associates’ _ o TIDE_Site hssignment(s.)
Donald.Baumer o ' ° _b Lynn, Massachusettsl : )
® _ -
Robert Beauregard ‘ | ?hiladelphia,'Pennsylvania _
Edward‘Dement . - - ) Wilmington, Delaware'

1
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irField-ResearCh Associates (contd) . . © TJDP Site'Ass;gnmenﬁ(s)' (contd)
. - - : : ) Coa 2 e 4 . )
David’'Ford : : ! ' Portland, Maine and - o .oe -

New York, New York
G_r?:e Franklin R ‘Portland, Oregon
Peter Kobrak - - . ' . Genesee County, Michigan

;/;MiChelle'Lamar

' Paterson, New Jersey '

- Robert McPherson ,' _ | _ Seattle, Washington
‘Patti Moellert“:v’ff, ‘.;'., ; o | L Sao Antonio,,Texas" ;. o
’Randail-Ripiey T o ‘ Milwaukee,_ Wiscomsin =
. . . . . . R SN .
Doﬁaid Rosenﬁh%l Lo . o - Buffalo/Exie éounty,iNew York .
Ken ﬁyan' ' , Monfanawioe -(Blackfeet Tribe) :
Lance Smith . ’ s : ; _7 Metcalfe, Mississipo;
Carl Van Horn . , d ‘  New foik,uNew York

The Comparative Analys1s was wrlttegkby.Carl Van’ Horn, Dav1d Ford, -

and Robert Beauregard, Wlth the aSS1stance -of Mlchelle Lamar, Susar Massart

-«

fand_Jayne Rebovich. The project director assumes repons1b111ty for the entlre -

! - e e e e e ot

o
. report. The 1nd1v1dual summarles were wrltten by the Fleld Research Associates -

.and edlted«by the.Rutgers TJDP Evaluatlon staff.

The authors wouid llku to express thelr apprec1at1on to the Field Research

N

Associates,for their excellent and ;lmely reports, to the people interviewed

v

" in the: TJDP sites for their cooperation, and to the Interagency’ Monit_oriricj ’

N

Board, especially Judith May, for guidance.
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Eagleton Institute of Politics

o v

:kRutgers‘Universify.
-+ New Brunswick, New Jersey 08901

(201) 828-2210
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e .. N .. sumaRY

ThlS is the final report by Rutgers- Unxversxty on the evolutlon of the"
' Targeted. Jobs Demonstration Program (TJDP) in fourteen. sites natlonw1de.
.-*Tt describes;.explains, and assesses the" performance of the TJDP grantees
on TJDP's central goals. The,obsexvations and’ Judgments contained in this
report are based on three rounds of. fleld-research undertaken by Rutgers
staff in each TJDP site between May 1981 and June 1982. In addition to this "
report, Rutgers has also prepared Case Studles oh each of the fourteen TJDP sltes.'
THE TARGETED JOBS DEMONSTRATION PROGRAM ) & .
1. TJIDP was a two-year, six agency demonstiﬁilon program under which
! fourteen communities received approximately $200,000- ‘to encourage\the local
goord;natlon of federal programs so that- ) .

a. the ‘maximum feasible number of Jobs created under Federally-assrsted
community and econamic development and transportatlon projects go to
. econamically disadvantaged persons who are eligible for assistance
* under the Camprehensxve Employment and Training Act (CETA):; and
) b. the maximum feas1ble ‘number of spln-off business opportunltles '
created under these pro;e;ts go to small, minority, or communlty

& . entrepreneurs. -

. 3 -t . °

TIDP was desrgned to address long—standlng problems of llnklng econamic develop-
'ment programs with employment and -training programs.

- ~
~

'OVERVI?W OF TJDP“SITES AND THE DEMONSTRATIbN COﬁTEXT

Easeline‘Analysis

) v w - . - ) ’
1. Pflor ‘to TJDP, most of the fourteen sites were n:E actively’ pursuing

TJDP-related goals. Only slx of the sites had experimented with targeting
jobs. from econcmic development projects. to low-inccme residents. Regular
procedures were ‘absent in all but one site and even there the procedures had -
.not been lnstltutlonallzed , * : .

TN

I 2. iny four communltles attempted to capture spln-off business opportunl-
ties fram economic’ ‘"development projects for'small and minority businesses; .
prior to TJDP. . . .

- - &

- 3. Economic development, employment and training, and business assistance

. agencies rarely coordinated with one another, prior to TJDP. . .
- . . ] . DN ) '

Overview.of the Demonstration Sites =
. : , /
-1, The fourteen grantees were a diverse group. They ranged in size from '

New York City to Metcalfe, MissxssmppL-a.rural town with less than 1,500

: rgs§§ﬁnts. Unemployment rates at the start of the demonstration ranged from 35

percent in one site to 5.2 percent in _another.

A
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2. Ten of the fourtee!x-'c_:'ommunitiesbééa.rted’thei:; grants 'rqughly"én; time.
Four grantees experienced significant. delays; two of those four did not.start’

Fm dgmonstrations ‘until a, year after they were ‘supposed . to begin.

3. FPour sites campleted their TJDP-funded activities in April-1982, one
_ finished in July, and the rest closed down. their grants by September 1982. The-
average length of the demonstrations was slightly over two years. - At least
nine sites expect to continue’ scome coorai_nggtioda.cti.vity with other federal or
local resources. : o : : .
4. ‘The typical TIDP sites employed about three staff members« Staff
nirnover occurred in tem of the fourteen sites. . . :

e 5. Eight communities located TJDP staff in one host agency. 8ix- sprinkled ‘-.\ L
TJDP  staff ‘around two or more agencies. The" lead administrative agency was .
the Private Industzy Council or CETA prime sponsors in six sites, a planning

- Gemmis8ion in three sites, offices of economic development in two sites, and other

. private non—profit organizations in twa sites. I
, 6. . The rate-of program expenditt -es fell behind anticipated levels in

many sites during the first year of the demonstration. Spending increasad :
during TJDP's second year; ten td twelve sites will spend. theix full allocation. "

LN -
\,

The 4Néture of TJDP and-Its Envifonmené. '

/1. TIDP was originally envisioned as part of a larger, nationwide federal
proq'ra_m to targef jobs for low~income pecple fram ‘econamic development projects,
kgawn as Employment Initiatives. This program was abandoned during the demon=_

stration period, however, and local projects were left to develop. their own
. /s/t:ategies. and po;icies. The demonstration's objectives had no legislative or
./ regulatory mandate, nox did local staff have federal authority to impose job
% and business targeting objectives on federal, gtate, or -local econcmic develop-
. ment .projects in their camunities:. " L '
2.. The innovative nature of TJDP caused delays and implementation problems.
. Most sites: did not reach full stride with their demonstration projects until ’
.  the second year of funding and several nevar attained stability or successful = )
procedures. Three cammunities ignored TIDR's central objectives. ‘ - ~

3. Two envirommental factors over which the TIDP staff had little or -
no control seriocusly undermined - the demonstration project. » -

é..' TJIDP staff f'a'und. it difficult té‘mq}mt a3 new ix_xitiati;le dﬁring.a » E a

period: of declining budgetary resources at: the federal, state, and
. local levels, and the acc\anpany}ng uncertamty caused by such changed. -

" b. TJDE»'was*also"'rmrt by the econamic recession. Depressed econcmic
conditions, evident in all TJDP sites, made job and business targeting
more difficult tc implement and-depressed program performance. s

. A ’ . j‘

' JOB OPPORTUNITIES, UNDER TIDP.
1. Prbgrgss"towards the goal of obtaining: job opp‘ortunitiesl for low=
4income residents fram ‘economic development projects was® assessed according. to




four criteria: the development of effective job targeting strategies, the
number of jobs. cbtained by CETA-eligible individuals due to TJDP, the quality
of jobs obtained under TJDP, and the extent to which TJDP helped alter the
hiring patterns of private firms. In addition, TJDP's performance was
campared with the sites' stated objectives. (frcm their proposals) , with job
placement -by CETA and PIC agencies in the TJDP sites, and with data on the
employment of economically disadvantaged people in firms assisted by the
Urban Development Action Grant program.

2. The data base for Rutgers' evaluation was derived fram interviews
with TJDP staff, professionals in employment and training agencies, and where
appropriate, elected officials or their principal aides; Quarterly Jobs-Related
Activity Reports submitted by the grantees, intsrviews with 136 employers in
the fourteen sites; and data £rom the U.SQ,Department,of Housing and Urban
Development on the UDAdV§E6§rémf»“§§§f€ﬁéflb‘ﬁhfofmation on the characteristics
. of petple hired urider federally-assisted projects prior to TJDP did not exist.

\u

<

. Developing Effec;ive Job'Taxgeting'Stratégies : \\

1. Each site was assessed according to’ the extent to which they had
developed an effective job targeting strategy. Such a strategy consists of
six elements: a job targeting policy, supportive agency procedures, direct
and early negotiations with employers for hiring agreements, careful employee
screening and timely referrals, monitoring procedures, and enforcement
mechanisms that can be imposed on private firms, if they refuse to honor

—hiring—agreements. C .

P

2. Based on-an analysis of the sites' strategies, they were grouped
in five categories: . excellent, good, fair, poor, and absent. One site had an
excellent strategy. Good but incomplete strategies existed in four sites. _
Two sites developed fair job targeting strategies. Three communities had poor
-~jbb-targetianstrateqié57~~Fourmccmmnnities-had_no job targeting strategies
during. the demonstration, agxwe-defined it. \ C .

3. Several factors .accounted for the relative effectiveness of job
targeting strategies, including: the lack of legal ox regulatoxy requireménts
for such policies at the federal level; the degree of political support for
job targeting within the TJDP conmunities; the attitudes of TJDP staff and

' agency heads towards job targeting, which was shaped by their conception of
the proper role of econcmic development and CETA agencies and by their per-
ceptions of how effective job targeting strategies can be during poor econocmic
times; the degree of stability in the TJDP administrative environment and the

loca;ion,of TJDP spaff;_and.the_quality of personnel assigned to TJDP.

4. TJIDP's job targeting objectives. were opposed by.some TJDP staff and
economic development and CETA directors. in several sites, but a majority of
iprivate. employers were supportive of hiring agreements in principlem Two-thirds

“”"”Efmfﬁé“SITprivate"employers—surveyedminmfouztegnmsi;es said that it was appro-

priate for city or county gavérnments to seek agreements whereby employers ‘are
expected to hire low~income people in return for econcmic development assistance.
The 55 firms with experience under hiring.agreements supported the concept by a
'3 to 1 margin, whereas the 26 fimms which had not been approached to sign an
agreement divided equally over whether it was appropriate for the government
to seek such agreements. ' :

I I S




The Number of Jobs Obtained by CETA—Eligible‘Individuals.

1. The eleven sites reporting usable information produced over 1,000
jobs for CETA-eligible individuals during the demonstration. Marked progress
was made during the second year of the demonstratign. The number of jobs
doubled between May 1981 and November 1981 and almost doubled again by May 1982.

2. Several sites expect that additional .placements for CETA-eligibles
on econamic development projects will result from efforts undertaken during
the demonstration period. Most sites did not have systematic records of the
rumber of jobs that will result from hiring agreements already signed, but
more jobs will undoubtedly be produced due to the efforts of TJDP staff in -
‘the five sites that had excellent or good job targeting strategies. :

3. The ten sites where we can make comparisons achieved only 18 perceﬁt

of the jobs they originally projected in their TJDP proposals to the Inter-=
agency Monitoring Board. . o : 3
Z

4. Job placement performance and the gap between planned and actual jobs
is explainéd by several factors. The job targeting approach chosen by the
staff and its effectiveness had a profound influence on the number of jobs
obtained during the demonstration period. Beyond this, however, declining’
econcmic conditiens in all TJDP sites were the principal explanation for TJDP's .
performance."Poor econamic conditions caused delays and cancellations of
economic development projects, business failures and lay-offs, and--because
of the large number of recently laid-off workers--stiff competition for CETA-
eligibles. TJDP staff were unable to place more than a handful of people in
construction jobs-——something that had not been anticipated in the TJDP pro-
posals. . The long delay between the initial .application for ébqncmic development
assistance, project completion, and hiring depressed the number of jobs
obtained during the demonstration period. Finally, many authors of TJDP pro-
posals greatly overestimated the number of jobs that econamic development

projects would producse ..

5. Rutgers' survey of private employers provides scme evidence that TJDP
strategies compared favorably with traditional CETA and PIC strategies for
getting people jobg. Two-out of evexry three "TJDP employers" had never been
involved with government-sponsored employment and training programs prior to
TJDP. The vast majority of ‘empldyers: were satisfied with their experience
under TJDP and were willing to hire .additional people referred to them by
TJDP staff. Employers cited screening and referral services as the principal

benefit they obtained fram TJDP hiring agreements. = -

6. Rutgers' staff also- éompared the cost efficiency of TJDP placement strategie
with traditional CETA/PIC placement approaches. While comparisons are problematic, -
the record shows that two. TIDP strategies had. lower costs per placements than
local CETA/PIC approaches; TJDP performed about as well as regular CETA/PIC = -

o : s were not judged to be :
as efficient as CETA/PIC ‘approaches in three sites. Anmeffective~TJDP_stratggyﬁm_w“;
may be as efficient as traditional methods of cbtaining jobs for the econcmically
disadvantaged, especially where communities have a well developed job targeting ~
strategy. However, TJDP did not provide any training or other service to program ‘
participants. It was jnstead. a placement §trategy.~ ‘

programs in two other camunities; and TJIDP strategie
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The Quality of Jobs Obtained Through TJDP

1. The TJDP sites were, by and large, ineffective in improving the quality
of jobs available to CETA-eligible individuals through reqular programs. The
average entering wage for T.JDP jobs was $4.45 per hour. Most of the jobs were
above the minimum wage, and, - almost all the jobs for which Rutgers has infor-
mation fell into the unskilled, entry-level category, or, at best, the low
.end of the semi-skilled range. The modal occupations include machine operators,
general laborers, restaurant workers, low-skilled clerical and secretarial
positions, and various jobs in the hotel industry. 1In six of the eight sites.
where a camparison is meaningful, TJDP jobs were judged to be of about the same
quality as jobs obtained by CETA-eligibles through regular employment and
training programs. Only a few jobs represented improvements over the typical
opportunities available through CETA/PIC agencies. No information on job retention
or wage gains was available. ' ' :

2. Several factors account for the quality of jobs obtained through TJDP
including the pool of jobs created by economic development projects and the
inability of many CETA clients to fill the better quality positions, the fact
that most TJDP staff focused on targeting entry-level jobs and not on upgrading -
job opportunities for CETA-eligibles, and the poor economy which placed a large
fumber of experienced workers into the labor market and made CETA participants
less campetitive. Also, access to construction jobs was limited due to craft

union control of the hiring process and the high unemployment rate among union

members .

Altering Hiring Patterns of Private Firms

1. Interviews with private employers and local TJDP staff suggest that
most firms in most TJDP sites did not alter their hiring patterns in response
to TJDP-initiated efforts. Approximately half of the emr’~rers in Rutgers ’
survey who had hired people indicated that the individu-1~ [ com TJIDP were the
types of people they normally hire:; only a third report:.' «}.inges. There is

" solid evidence, however, that TJDP job targeting strategies substantially
altered employers' hiring patterns in a few sites. This is particularly true
for the site with the most effective job targeting strategy. . ’

2. The hiring of economically disadvantaged people under TJDP compares
favorably with the hiring patterns of firms under the Urban Development Action
Grant (UDAG). About one in ten new permanent jobs created under UDAG are :
filled by CETA-eligible individuals. Rutgers' survey of employers with TJDP hiring
agreements found that CETA-eligible people alrgady hired represented 6 percent
of the firms'total workforces and,if hiring agreements are honored, CETA-eligibles
will comprise over 25 percent of the. total workforces of those firms. Evidence
from the site with the best job targeting strategy suggests that CETA clients
. will receive a substantially larger share of the new "permanent" entry-level
positions than the national pattern reported for UDAG.

3. The absence of observed changes in hiring patterns reported in many
sites is explained in large part by the characteristics of jobs available from
econamic development projects. If employers tend to hire people for entry-level
jobs who resemble the CETA-eligible population, then the opportunities for TJDP
staff to affect the hiring patterns of firms are limited. Changes in patteins
can only be brought about by effective negotiating styles or monitoring mechanisms.
Changes were observad,\however, in sites with thorough and well administered job_
targeting strategies. ' ' '
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BUSINESS ASSISTANCE UNDER TJDP

1. Although the goal of capturing spin-off business opportunities for small
_and minority business enterprises (S/MBEs) was included in the program's request
for proposals, it was assigned a lower priority by the demonstration's planners. .
In fact, only a few sites pursued this goal with any vigor and those which did
generally disregarded the national objective of redirecting business opportunities
to S/MBEs and focused instead on general business assistance. Business -
assistance was thus the weakest and most undeveloped aspect of TJDP. ‘

2. Of the fourteen TJDP sites, ten engaged in some form of business
~ assistance activities and four did not. Of ,those -ten, half made a major effort
“ and the remainder generated only ad hoc, diffused and small scale projects to
help S/MBEs. The decision to exclude business assistance from TJDP was based
largely on the perceptions of the local staff about the efficiency of such'a
strategy and on the existance of parallel services in the community. The ten
sites which included business assistance were administered, in whole or in part,by
outside employment and training agencies, had supportive political climates for
S/MBE involvement, and were able to build on existing programs or policies.
3. Those sites engaged in business assistance to S/MBEs took on a variety
of tasks. ranging from public relations, conferences, seminars, research, and
market analysis to more demanding activities, such as the developmept of revolving
. loan funds or the implementation of policies affording preferential treatment to
_S/MBEs on city contracts. Only San Antonio attempted to capture spin-off
business opportunities from federally assisted economic development
projects. : ' ‘ ‘

4. In general, TJDP advanced neither the tactic of capturing business
opportunities for S/MBEs hor the stragegy of linking S/MBES to employment -and
‘training programs. With one exception, all the activities undertaken in the
sites were typical economic development and S/MBE acsistance activities.

COORDINATION UNDER TJDP

. 1. The level and frequency of coordination between economic development

" -and employment and training agencies increased during TJDP in over half the
sites. TJDP is judged to have played an important role in fostering agency
coordination in five of those cases.

2. CETA staff were eager to coordinate with econamic development agencies.
Association with econamic development programs was viewed as a potentially
positive influence on CETA's image and provided placement opportunities for
CETA clients. However, some employment and training staff were reluctant to

~ allocate time to negotiating omn-the-job traiging agreements with employers who
could hire only a few trainees. /? : )

_ 3. Economic development agencies were often less interested in coordinating
‘with the employment and training system. Economic development officials were ’
leery of being tied to CETA's poor image, were concerned about the ability of
the agency to deliver on its commitments, and resisted agreements that increased "
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government regulation of the private sector. Some economic development
agencies perceived{major benefits from coordination,including the benefits
of marketing employment and tralnlng services as part of an overall package
of: beneflts for employers.

4. The extent of inter-agency coordination was explained in large part .
by the degree of support from the community's political leadership; the
-attitudes of econamic development agency staff; the continuity of staff,
political leadership and organizations; and, the location of agency staff. -

5. Coordination of employment and training and economic develcopment
progrmns is expected to continue beyond the demonstration in nine sites.:
In eight sites, at least one TJDP staff person was retained as a regular
staff member with either. the economic development or the employment and
~training agency.

L ' .. CONCLUSIONS \
1. TJDP was a'partial success. While several communities either made

no attempt or were unsuccessful in carrylng-out the demonstration's objectives,

s1gn1f1cant accomplishments were achieved in 'a few communities.

2. TJDP's mixed record would be more dlsappolntlng if one d1sregarded the
..context in which it has evolved. But one must take into account the inherent
difficulty of implementing an innovative program tha* had no legislative or
regqulatory mandate. The econamic recession and reductions in federally~funded
economi.c development and employment and training programs hurt the demonstration
badly. Given the problems and obstacles that beset the demonstration, the
accomplishments of more effective communities are indeed noteworthy and the
poor performance of other sltes is not surprlslng. .

3. The experlence of Portland, Oregon strongly suggests that job targeting
strategies can be an effective tool for helping the: disadvantaged obtain
unsubsidized employment from prlvate firms assisted by economic development
investments. .

4. Whether the experience in Portland, Oregon can be repllcated else-
where is dependent on the. will and ‘capacity of the community. Political and
administrative support for the concept must be complemented by effective
admlnlstrgtlve procedures.- In general, a job targeting strategy is more
sulted to a mature and well functioning agency, than to one plagued. with
administrative problems./ :

y
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CHAPTER I. OBJECTIVES OF TJDP AND THE EVALUATION

‘Tha Targeted Jobs Demonstration Program

The Targeted Jobs DemOnstration Program (TJDP) was a two-year, Six-agency
effort under which fourteen communities received approkimately $200,000 each to
encourage the local coordination of federal programs (The sites selected to
operate the demonstration are listed and described in Chapter II, pages 14- l9 )

The purpose of this coordination was veryuclear. According to the anncuncement
. : . - i . )

in the May 15, .1979 éederal Register tnat sclicited‘demonstration proposals
nationwide, local projects were to be’ designed so that: |
‘o "the maximum'feaSible number of joos‘created under Federally-assisted
community and economic»development_and transportation projects go to
economically disadvantaged persons wWwho are eligible for:assistance
under the Comprenensive Employment and Training Act“(CETA) program," and;
e "the mAXimum feaSible number . of spin-off buSiness opportunities created

1

under these pro]ects go to small, minority, or community entrepreneurs.

Unlike previous demonstration efforts designed to build the capacity for

coordinating economic development and employment programs, TJDP would focus on

-———-......-w_._.t.. o ema

soecific, identifiable federal development pr03ects and demonstrate that “targeted
and strategic local action can increase the.likelihood that disadvantaged

groups will}realize...employment and buSiness opportunities from major and

unique Federally-assisted investments."

The Targeted ‘Jobs Demonstration Program emerged from President Carter' s

National Urban Policy. The central goals of this policy, known as "the New

Partnership," were: (1) ccordinated federal assistance at the local ‘level, =~

(2) employment through the private. sector, and (3) more jobs and business

opportunities for minorities and the economically disadvantaged. In April

of 1979, the President's Interagency Coordinating Council,vestablished.to
. . Lo | L 5
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"”implement*the“Urban«Policy, announced.awnationwidemEmployment Initiatives

\

program designed to link federal economic and community development programs
with federal employment and training efforts in orxder to place economically
d1sadvantaged and unemployed persons in prlvate sector jobs. Employment

4

Inltlatlvesgrew'out of a concern that desplte federal efforts to attraot
private investments to distressed Gommunities, the benefits from those
investments did not flow primarily to economically disadyantaged people
and smalllentrepreneurs.

In‘order to implement'the Employment-lnitiatives concept, several
federal agenc1es commltted themselves to 1ncreas;ng the employment opportuni—v
ties for CETA ellglbles. Bllateral agreements, etting specific goals for |
jobs targeted to CETA ellglbles weré\negotlated and'signed'between the Depart—'

.ment of Labor and the Department of Housing and Urban Development, the Economic
Development Admlnlstratlon, the Department of Transportatlon, the Communlty
Servioes Administration, and the Parmer's Home Administration. For example,
HUD agreed to reguire contractors in;participatlng pro;ects to flll at least lO

“w

percent of the’ jobs with- CETA—ellglbles, the Economic Development Admlnlstratlon-
agreed to & 10-15 percent target. for all approprlate job produc1ng pro;ects, ’
,and so on. The Small Bus;ness Adm;n;stratlon agreed to ensure that its regu—
lations did not conflict with-the hiring of CETA-eligible persons,'but-lx
refused to establlsh specific hiring goals. ‘;
As part of the overall EmploymentInltlatlvesstrategy, appllcants for
projects under several federal economlc development programs, “such as HUD S.

v

Urban Development Action Grants. and the Economic Development . Admlnlstratlon s, .

el



public works and business development programs, were required to snbmit an
Employment Plan that!detailed how man; CETA-~eligible persons would be
placed“lnto permanent jobs.as a result of the project.Federal Rggional coordinationm
COuncils'were.established in each federal regional office to review pending @t
applications and to moritor and assess the progress of funded projects
in‘achieving the objectives set forth in their Employment Plans.
TJDP;%FS also part of the Employment In1t1at1ves Program., TJDP would
be opegated under an 1nteragency agreement among the U S. Departments of’
~ Housing and Urban Development (as the lead agency) ,. Labor, Transportatlon,
jCommefce (Economic Development Administration), and the Community Services
Administratfon. The demonstratlon‘was intended as a tool to further develop
the technlques and strategles embodled in the Employment Initiatives strategy
so that other communltles could learn from and repllcate thelr experlences.
Employment'Initiatives.and TJDP were designed to address long-standing
problems of linking economlc and community development programs with employ-
‘ment and training programs. Such problems were found to ex1st even after
many of the caterrical,program constraints of the}l960s were removed through
federal block grants such as.CETA?and the Community Development Block Grant.
For example, a report prepared for the Department of Housing and Urban Develop-

'ment and issued in 1976 noted that "coordination between Communlty ‘Development

and Manpower was least eV1dent..." in the sixteen cities where the research

~

team conducted cas\\studles (See HUD, Communlty, Economlc, and Manpower

: Development Llnkages\\Sectlon I. Summary and AnalvAls, l976 ) The evaluation

of a ten city demonstration, program, Known as the Communlty Economic Develop-

A
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ment Program, concluded that "most of the cities were unsuccessful in their
efforts to integrate the Comprehensive Employment and Training Act into the

economic deyelopmentwprocesslnalthoughwseveralwcitiesmtook;promiSinngirst"Mm.

steps." (See HUD, Evaluation of the Community Economic Development Program:

Long Term Evaluation and Final Report, June 30, 1980.) o
Previous studies of attempts to link local emplovment and training
4prOgrams and economic development programs po;nted to the lack of coordrnatlon
at_the,federal,leve} as a major meedlment. With Emplovment Inltlatlves in -

' place and with special demonstratlon project funds, the TJIDP sites
would have a unique opportunity_to develop  inter-program linkages in a
supportive federal policy environment.'

The Employment Inltlatlves program, however, was not aggressively
pushed by the Carter Administration. Procedures for implementing lnteragency
agreements and‘Employment Plansﬁwere not even issued until Marchll9éo——a year
after the orlglnal'program annOuncement and about the same time that TJDP"sites
.A_got underway: fCoordinatzon among agencies at the federal level was dlfflcult.
Federal Reglonal Counc11s did not ,begin training sessions for local employment
and tralnlng staffs untll late 1980. A study conducted by the U.S. Conferencel
'wof Mayors found that "1nformat1on about® Employment Inltiatlves had not been fully
communicated by the Department of Labor to prime sponsors" and reported that the |

Federal Regional Councils had not notified prime spOnsors of economic development“

fundlng ‘activities or the reportlng requirements necessary for -mployment plans.

'TJDPQstaff also complained that many federal regional OfflClalS were not aware

of or.supportiye-of TJIDP's goalsa ‘ : : : S
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TJDP was continued under the Reagan Administration. Emphasis on the

Employment Initiatives program from the national level diminished,however.

Thus, at no time during the nistqry of TJDP did local officials enjoy the
full support of participating. federal agencies. TIDP sites were left to
follow their own paths. They could not expect, and did not receive. explicit

support from federal government ‘agencies. For example, several federal agencies

did not follow through with regulationg that would have ‘supported local TJDP
efforts. TJDP was not'an important component of a nationwide job targeting
policy, as had been env151oned but ar isolated demcnstration program. Local
demonstration managers had to rely on their own efforts to resolve problems o:

interagency coordination for job and business targeting. - Diminished federal ..

a

“support’ for TJIDP did not destroy. the demonstation effort, but the context in
which it was implemented changed substantially from the one envisioned by the

demonstration’'s planners. ' R

Scope and Objectives of the Evaluation )

In order to document and- analyze the TJDP experience, the Interagency

o

Monitoring Board awarded an evaluation contract to Rutgers--~The State Univer

¥

sity_of New Jersey, after a competitive selection process. Our evaluation had

' two principal goals:

§

] to assess TJDP's progress in all fourteen communities, and

‘9 to disseminate useful information to TJDP grantees during the
demonstration period antho other federal,-state, and local officials

at the end of the demonstration.,

The assessment of TJIJDP was deSigned to measure .and - explain performance on .the

demonstration's goals within each community and comparatively The Case Studies

. of TJDP sites describe, analyze, and explain the progress of the sites in

N . . .
v

achieving national objectives as -well a

~

s their unique local objectives.r

This Comparative'Analysis examines the performanbe'of the fourteen sités

23'
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onfTJDP'";central goals' (1) obtaining jobs for economlcally dlsadvantaged
‘people from economic development.projects; (2) capturlng spin-off bus1ness
opportunities for small, women's and minority businesses; and (3) improving
the coordination of employment and training programs with economic and com-
N [y . ! '
munity development prodrams to achiewe the first two objectives. Although
: ‘ LT .

thelremainder of this report will address each of tHese objectives in detail,

a brief overview of them, our evaluation strategy, and the data base for

Y

our analysis will™Be provided here.

v v

Targeting Job's for the Economically Disadvantaged

Federal, state, and local economic development programs: offer a variety
. \ . .

of incentives to private sector firms, including guaranteed énd low-interest

loans, tax abatements, industrial revenue,bonds,uand infrastructure improve-

ments. Common to all these forms of assistance is.the hOpe that they will . .

lead to the creatlon of additional jObS in the. communlty where the aid 1s
£
provlded Employment and training agencies offer a host of programs for low-

incame and unemployed individuals. Whether the service 1s on—the—job tra1n1ng,

vocational training in the classroom, or job search assistance, employment and

training programs are intended to help make the unemployed People more com-

LY

‘ pet1t1ve in the. labor market and help them find unsubsidized employment. -
The fundamental purpose of, the Targeted Jobs Demonstratldh Program (and

the one to which most TJIDP grantees devoted the bulk of thelr energles) was to

. develop strategles and technlques through whlch employers who beneflt from

&
economlc development programs would be 1nduced to h1re economlcally d1sadvantaged

-

people engaged in CETA programs. G1vem .that economic development pr03ects w1ll

produce some private sector jobs, it was hoped that TJDP would increasé the

24 0




. - ' . ’ s
v . ¢ .
‘ o

flow of low-income people into those positions. Consequently, a major focus
of our report will be describing the extent to which the TJDP sites succeeded
in achieving this objective.

Targeting Spin-off Mﬁmmies -

) | , ' T u s
Federally-funded ‘economic development projects generate spin-off business :

opportunities,, ranging from small contracts for building materials to large -

c3ntracts fQ; water and sewer lines. The opportunities may

be long term, such as supplying linen for a new hotel, or short ‘

term, such as haullng debris away from the c0nstruct10n site. When the bu51ness

3

.opportunities are smdll and manageable, they ‘may be particularly important

s,

‘to small, women's and minorit businessmfirms because they orovide a chance
Y S e ,

4

’

. to build capltal and %¥per1ence. : J

An objective of the Targeted Jobs Demonstration Program was, to 1ncrease .
[ :

the amount of Rcln-offbusiness Opportunities that small and minority : -
entrepreneurs receive from federally-funded economic develOpment prOjeCtS
Several TJDP e?ﬁes proposad methdﬂs through whlch tne flow of these buszness
opportunltles might increase over expected levels in thelr communlty SeVeral
‘gtrategies were proposed.. Some 51tes designed programs that would help small,
‘wamen's and mlnorlty-owned bu51nesses complete for business opportunltles.

L]

' The typlcal approach was to upgrade the management skills of the flrms or
. - .

provide them w1th Lnformatlon abog& business opportunltles., Other approaches

-

called for&Ehe establlshment of city or ccunty policies requiring that - a
minimum level of busmness opportunltles be sat asxde for small, mlnorlty, and
wanenfowned businesses. Some sites combined the two approaches. Qur report

will dascribe the approaches utilized by the sites and assess their accomplishments..
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.- Oéordinating Employment and Training Programs with Economid

-

Development Programs ‘ ' ' , r e

In order to target.jobs.amispin—offbusiness‘opportunities to economic-

ally disadvantaged people and to small and minority business, TJDP grantees
‘e

"had to work with a range of governmental programs in each communi-y.
The typical community houses a vast array of programs, including a CLTA prime

sponsor, a Private Industry Council, numerous employment and training sub-

o -

N

contractors, Offices of.Minority‘Development Assistance,ether.mnail and m;nority'
business management asgistance agencies, and several local, state, and feder- .
ally financed economic development organizations, At minimum, a TJDP staff |
would have to be informed out the progress of economio development applica-

tions and projects so that ,u and pusiness opportunities could qe identified
i

-in a timely manner. Cooperative efforts would be required(pf employment and

’
.

training staffs and economic development staffs.‘ In one way or another, the
. .
TJDP sites had to coordinate,the activities of separate organizations in order
. ) .
to fulfill the objectives of the demonstration.

-

)

The\Targeted Jobs Demonstration Program was des1gned to enable fourteen
. N - ‘ <
communities to create and enhance tocal structur%s, procedures, and relation-

ships in order to improve linkages between the employment and training ‘gystem

~

and the economic development system. Governmental organizations_concerned
. . {

&

. with these two purposes have varying obJectives, but they are complementary.A

Nevertheless,'it was clear that new relationships would have to be established

CN

. in most communities. Therefore, our report will describe ana explain the

success of TJDP in stimulating and institutionaliZing improved coordination

. . .
£or job and business targeting. S : T

\

®

~
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"Evaluation Strategy

' Our evaluation of TJDP involves three components.First, the overall performance

of the fourteen sites on the demonstration's three objectives will be'described

¥ . .
3 2 R °

in detail. In each of the'chapters that - follows specific criteria for measur-

.ing TJDP's objectives are elaborated and the sites'performancepare reported - B

-

and compared,"Second, we will attempt to explain the degree of progress on
these performance measures. We shall pay,particular?attention to distinguish- "

lng between the lnfluencerof env1ronmental or contextual varlables, over whlch -

\
\\ , ’

‘the TJDP -staff had llttle or no 1nfluence, and the 1nfluence of the local

process, over Wthh the TJDP staff and senlor admlnlstrators had more control.

. £

. Thlrd, we shall assess the performance of the sites in comparlson w1th the
condltlins ln the s1te prlor to TUDP the obJectlves stated in thelr proposals

to the Interagency MOnltorlng Board, and w1th avallable data on job targetlng

" in other communities. . .

. Data Base. The descrlptlon, explanatlon, and assessment of TJDPare based

'on a s12eable data base assembled through three anes of fleld research t1s1ts,

‘1nformatlon suhmltted by the TJIDP s1tes, and data on comparable

projects in other ccmmunltles. The first round of f1eld research, conducted in
.'Aprll and May of 1981, examlned .the: pre-TJDP environment and assessed progress

towards the demonstratlon s obJectlves durlng TJIDP's first vyear. The second

round, completed durlng October and November of 1981 lnvestlgated the progress

of the s1tes during the prev1ous six months and the reactlon of employers to the ’.

.serv1ces and objectives of TJDP. The thlrd and flnal round of research, carrled

out in May and June of 1982, ‘continued our examination of TJIDP s1te performance,

and alSo analYZed the extent to whlch the efforts undertaken durlng the demonstra-
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tion might survive beyond the-demonstration's ending date. The researcn staff spent

147 person days in the- field or approximately ten and one-=half days per site.

In addition, the Director and Associate Director made at least one trip to

each of the twelve TJDP Sites where they were not conducting the case -

~study.

iat

In order to fasilitate comparative assessments, our staff employed an
extensive set of common questions and data collection routines. The entlre
"evaluation'staff,assembléd for two days prior to the first and third rounds
of research and all but four of the staff met prior to the second wave of
research.in order to ensure common understandings of key concepts and uniform..
approaches for the eyaluationT. A written report summarizing‘the research
- findings was prepared by the field research associatesusing>a common format.
The first set of fourteen reports was suhmitted to thenInteragency Monitoring
Board in July 1981. Fourteen dase Studies, based on all three field,visits,
'were submitted to the IMB in September 1982, after undergoing careful review
by the central staff. 'The staff at the TJDP Sites were also invited to comment
» on the Case Study and their suggestions were considered in making -
revisions. ‘ ‘ . |
Our-primary source of information on TJDP qonsists of a-larger number of"
structured interViews conducted by the Rutgers staff with people involved in and
- knowledgeable about TJDP, preVious related efforts, and employment -and training
and‘economic development projects in. general. overall, 457 people were inter—
viewed,during the three rounds of research, some of them severalltimes. Those
interViewed included TJDP staff, "elected officials, senior aides to elected.

officials, staff from CETA organizations and Private Industry Councils, and the

staff of economic and community development, small and minority business

28
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develcpment, and planning agencies. ' Interviews were held with 55 emplo&ers
and a structured survey was conducted with 81 private employers. ~Numerous
telephone calls were made before and after field visits_to fill in details and

.

.to check on factual statements.
Local'documentslweremalso corisulted in the preparation.of this report.
The evaluation team reviewed the fJDP site proposal, thelgr;ptees'»quarterly ”ﬁ
-and final progress reports; and other TJDP staff memoranda andvreports.
Most of the sites supplied Quarterly Jcobs-Related Activity Reports,
required by the lnteragency Monitoring'Board for the first time-in the fall
of 198l. These special‘reports were necessary because job placement records

: _ ; N
were found to be erratic or non-existent during the first wave of field .

research. -
Finally, we collected information on comparable programs within'the

TJDP communities and in other communities in order to assess the

'value of the TJDP enterprise. Specifically, TJDP job placement performance

was compared with the performance of local employment and training organiza-

tions and-with data on the' placement of CElA—eligiblesixxeconomicfdevelopment

projects in other cities.’

Organization - of the Report - L ' ' ;

s

Qur report is divided into six chapters. Chapter II summarizes some
of the central findings from the Baseline AnalYSlS of the TJDP site, offers
an overview of the fourteen communities participating in the demonstration and
discusses the major contextual issues that influenced the majority of the

demonstration programs. Chapter III discusses the job targeting, strateqies

-
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utilized in the TJDP sites and examines the npmﬁer and quality of job

‘placements chtained ﬁhrough TJDP. Chapter IV describes and evaluates

business assistance services provided by TJDP staff for small and minority
fims.

Chapter V examines inter-agency and intra-agency coordination under

TJDP, compares it with progress made before the grant began, and discusses

the program's enduring effects. The final chapter offers an overall assess-

Imént of \TJDP's accomplishments and suggests some important lessons about

program -approaches.
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pCHAéTER II: 'CVERVlEW OF THE TJDP SITESEAND‘THE bEMONéTRATION CONTEXT

‘This chapter descrlbes the conditions that existed in the sites before
TqDP, prov1des an overview of the fourteen demonstration sites and thelr'
staffing-patterns, and_dlscusses the context in whlch TJDP evolved between

March 1980 and September 1982.

_Baseline Analysis

Prior to TJDP, most of the fourteen communities were not actively.
pursning TJDP-related goals. Only six of the sites had experimented with
.targeting jobs,from'economic-development projects to low—income residents.
“Regnlar'procedures for such efforts Were absent in all but one site-- |
Portland,.Oregon--and‘even there the procedures,had not been institutionalized.
_ little or no infornation exists on the actual numberjof jobs that economically

disadvantaged pecople obtained from federal economic development projects in

.

hUN

the TJDP sites prior to the demonstration. The absence of data reflects-

the low prlorlty afforded to job targetlng. It also'creates

ry

serious obstacles ‘for meanlngful comparlsons w1th performance durlng the
TJDP period. Local respondents generally believe'Fnat low—inccne people
obtained very few of tnevjobs from federally assisted economic development
investments-. | | g

./ Pour communities attempted to capture spin-off business opportunities
from economlc development prOJects for small and mlnorlty bUSlneSS prror to
.TJDP; Business development services, whlch mlght lead lndlrectly to lncreased

1opportunItf”’f6?“small and mlnorlty entrepreneurs, were generally

avallable in most communltles, but they were not reserVed excluslvely for the

targeted fimms.: Although evidence of the buSLness targeting efforts before
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TIJDP was limited, activity in this‘sphere exceeded the pre-TJDP efforts

! N~

Hto‘target jobst
Economlc development; employment and tralnlng, and business assistance :
agenc1es rarely coordlnated with one another prior to TIDP. Informal infor-
mation sharing about economlc development projects.had occurred in many |
communltles but none engaged in'regular joint planning and project iﬁplemen-

tation. 1In sum, the pre-TJDP landscape was nearly devoid of the types of

activities initiated which the demonstration 'grant was supposed to initiate.

-

Overview of the Demonstration Sites

The organirational status, staffing, timing, spending patterns;‘and
_ population of the demonstration sites are‘summarized in Figure I. Several
general ohservations,are noteworthy.

1. The fourteen grantees were.a diverse group. They ranged in size
frcm New York Clty w1th over seven million people to Metcalfe, Mississippi“
with less than l 500 residents. At the beglnnlng of the demonstration, unemploy~
ment rateslvarled across the sites f£rom hlghs in the Blackfeet Tribe and
Metcalfe at 55 percent and 32 percent respectlvely, to lows in Portland,
OregonjandFSeattle) Washlngton of 5.4 percent and 5.2 percent respectlvely.
. (See Table I, page 23.)
» ‘2. Ten of the fourteen communltles started their grants roughly'on time)
,_around March 1980. .Four grantees experlenced 51gn1f1cant delays in 1n1t1at1ng their.
demonstratlon projects. Milwaukee started in October 1980 when the local . :,_
4Pr1vate Industry'Councll (PIC) accepted the grant Reslgnatlons_of key

staff, a CltY hiring freeze, and slow progress 1n gettlng the1r PIC organlzed

combined to delay TIDP in Paterson. for over lO months so that it did not begin
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S

PIGURE I: OVERVIEW OP ‘TJDP DEMONSTRATION SITES AS OF HAY 1962

Approximate

Approximate "
(1980 Population) ~Starting Date “Ending Date

Number of Posi tions and
Organizational Location

5ize, of
Grant

Percent of Grant. Expended
5/31/81 10/31/81 5/31/82

Buffalo/Erie
County N °
(357,870)

--Genesee. ..

County,
(450,449)

M

Iynn, MR

(78,299)

Metcalfe,
- {1,350)

. [Kc

Aruitoxt provided by Eic:

s

June 1980

May 1980

/

hpril 1980

June 1981

B

3

Sept. 1982

| Apeil 1982

April 1962

Sept. 1982

1 position in Buffalo/

- 2 positions in Div, of .
- Flint CETA consorpium'

- Employees in Genesee
e County Econonic Devel-
| opment Div, and Flint

.”%mmmﬂﬂm
I+ devoted to TJLP
| - i

» 2 positions located at

Mississippi Action for
.Community Education -

Erie County -PIC
* Community Development
3/ positidn in Genesee
2 positions in Genesee

County. Metropolitan
Planning‘Commission .

Economlc Development

AL staff with Lyhn ~
“ office of Economic Dev-
elopmehtr(OEDf

2 positions lodated at

+ OED
TJDP Div. offices

3 positions in the-

Neadquarters/Greenville

2 p051t10ns 1n Metcalfe

jC1ty Hall

§197,000

$197,000

197,000

[ $147,000

20%

4%

50%

30%

758

25%

'ur '

- 308

B5%

| 100




 FIGURE I: OVERVIEW OF TIDJ DEMONSTRATION SITES AS OF MAY 1982 (continued

Bpproximate’

Approximate

/

Nunber of Positions and Size of NmmtﬁGHMEwm@d

. (1,751,780

8%

. —9T—

** TJDP SITES
(1980 Population) Starting Date Ending Date Organizational Location Grant 5/31/81 10/31/81 5/31/82
Milvaukee, WI - | Oct. 1980 Sept. 1982 | 1/2 position in Milwau- $168,000 %% | . 55
(633,000) - - kee PIC. | - ‘
- 1 position in Metropo-
s 1litan Milwaukee Assoc,
- of Commerce .
1 position in Milvau-
kee Dept. of City
 Development
vontanawide ~ | April 1980 | July 1982 | 3 1/2 positions with | §188,000 | 50% 603 | 863
. (Blackfeet o | Montana TJDP Inc. |
Tribe) o
(25,922)
New York City, | April 1980 | April1982 | 2 positions with NYC- | $197,000 | 508 5| 95
W - B j L
(7,071,030) ] position located at
- PIC and- |
1 position located at
Econonic Capital Corp.|
~ Paterson, N | Feb, 1981 Sept. 1982 | 4 positions in Paterson| $187,000 1 |1
(137,970) - PIC 1 |
hiladelphia, | March 1980 | April 1962 | 3 positions in Piila- | $169,000 | 50% - 66y | 99%
Bm - o delphia PIC. e |




 FIGURE ; OVERVIEN OF 0P DENONSTRATION STTES AS OF MAY 1982 (continued)
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TJDP Sites
(1980 Population) Staxting Date Ending Date Organizational Location Grant 5/31/81 10/31/81 5/31/82
Portland; | May 1980 Sept, 1982 3 1/2 pgSitionS'in Port-1$166,000 | 32% 64% 82%
61,50 | | - | land Employment & Train{ | ,
o ing Dept. Health &
Social Services Dept.
1/2 position.in City's
fiscal. dept.
Portland, OR March 1960 - | Sept. 1982 | 3 positions in Portland, |$197,000 | 3% | 6% | 0%
(366,000 | | - | Meainingand Employnent | | | -
| | ‘301v151on B | | | |
SmAMmm,f‘mewM | Sept. 1982 | 1 position in City Dept. 5147,000 | ~0- K} 1% ﬂ(
B S  of Equal Opportunity ‘ g
(785,410) 1 position in City Dept, 1
i of Purchasing '
| 1/2 position in City
. Dept. of Employment and “
Econonic Development
. .Seattle, WA | Feb, 1980 April 1982 WWWWMWWWO%K 67% | 80%
(493,846) . Dept, of Community Dev. |
*#ilnington, June 1960 Sept.1982 | 2 positiofis 1 82,000 Sl | Al | 5 ‘ﬁf
DB - | Econonic Developnent | v
~(75,000) Division of the City
| . Departnent of Planning
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. 9 " .
operation until February 1981. San Antonio and Metcalfe did not' launch

2
their TJDP prOJects untll the summer of 1981--over a jear after they weie

supposed to begln. San Antonio was slowed by dlsagreements among the c1t§§s

- political leaders over whether the goals embodied in TJDP were Worthwhlle.
Duringlthis debate the city‘council was unwilling‘tobaccept the demg%étra- (’
tion funds fron the.federal government. The grant\;as finally'approued:by the
council‘in early July 1981, however,.the project did not gather much momentum

untdl the fall of 198l. Metcalfe was tardy in getting underﬁ5§'because they

were unable to hire TJDP staff in an expeditious manner. With no one

i
/

payin attention to TJDP's objectives, progress stood still

. 'p' . ‘ ‘ . ~ . .
until June when a director took over1 out 'he did not gpt the orogram ,

’

. established untll early fall, when four addltlonal staffers were appolnted

.

3. Four of the 51tes completed their act1v1t1es by April 1982 ‘one

fin'shed in July, and the rest olosed down ‘their grants in September 1982.

Tenisites delayed their expected completion dateas because of slow‘e2penditures_

of project funds. The average length of the demonstrations was slightly over'

years. Metcalfe and San_Antoniowoperated their projects for slightly over ,

a vear; Seattle .and Portland, Oregon ran their-demonstrationsfortwo and one-

o

halfvyears.. At least nine sites erpect to continue someicoordination activity .
~with other federal or local resources. o
. 4. There were, two patterns for stafflng TJDP in the fourteen :lteS.
Elght communltles located all TJDP staff in one host agency "Six sprinkled'
TUDE'staff-around two or more agencies.‘ The typical TJDP_site emoloyed about
three staff members. - NationWlde.there were -about fortx-five people engaged

_principally 'in TIDP activities at the héight of the“demonstration. Many other
- SR ,

. o . ! i Jl .“ . . B ‘4
_people from emplovment and training-agencies and economic development organiza=-
‘tions were indirectly involved in projects stimulated by TJDP staff.
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. 5. staff turnover occurred in ten of the fourteen sites during the

demonstration. The original TJDP staff director left the demonstration

. \at the end of the first year of the demonstration in Seattle and in

Portland, Maine{ and towards the end of the Genesee County project.-

p Key staff also left Genesee, New'York'City, Paterson, and)seattle during

the grant.

’

(o) * @ ' ) N
6. The lead administrative agency for TJIDP was either the Private Industry
_ o ‘v 4

"Counoil or'the'CETapprime sponsor in Six of the demonstration sites. Three

projects were manaqed by offices of economic development; another two were
1 '\ :
handled by plannlnq commissions. Mo anawmde and Metcalfe were operated by

S
prlvate non-proflt organlzatlons other ‘than the local DrJ.vate Industrv,CQunc11_

'San'Antonio’s program was administeredyby a combined econoitic development
‘and employment department in city government. ' ‘
7. The rate of program expenditures fell behind anticipated levels in

°many sites. - By the end of our first round of research, in‘May:lQSl, only four
s1tes _had spent half of - thelr demonstratlon funds . Spendlng anreaSed durlng ’

TJDP 's second year, ten or twelve sltes will spend their f/~l allocatlon. It

does not. appear pOSSlble for, Buffalo or San Antonio to exhaust thelr monies

’ e

2 - P v,

f .
during the demonstration period. - ' . o ,
i ' L " -y ' a B

The Vature of TJDP and Its Envzronment

Before dmscussxng proqram performance, it is lmportant to con-

- N R [}

s1der the nature ofthe demonstratlon and the env1ronment in whlch it functloned.

These'contextual-variables:help establish approprlate expectations for.TJDP s

performange.

P
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‘The Nature of TJDP a - :
= - — _ . : o . é%g"{?

TJDP was an ambitious experimental program designed to stimulate in-
{ .
creased employment and bus1ness-rpportunities for minorities and low-income

groups from economic development projects._ Vothing quite like it had been

tried before. Its. focus ‘on targeting speCific projects for their jobs -and

<

business opportunities set TJDP apart from orevious efforts to effect better T

linkages among:employment and training and economic development agencies. It

.
- - s ©

also made TJDP .different from ongoing programs for employment and training and

small.and minority business development assistance.

ﬁach TJDP site received a modest grant for a two year period during which ‘{
they could test the new policy ideas embodied by the demOnstratiOn.* The
demonstration's objectives had no legislative or regulatory mandate, norpdid
.local staff have federal authority to impo=e ]Ob and business targeting objec-

-

tives on federal, state, or: local -economic development projects in thHeir com-

.
o

munities.There was'no'continuingzfederal presence upon which local TJDP staff
could lean. Consequently, TJDP staff were left to fend forﬂthemselves. The
demonstration s success would be largely determlned by the staff's ability to

persuade others that TJDP s job- and buSiness targeting ideas were worthwhile

and on,the degree of local politiCal support for these ideas.
The innovative nature of TJDP caused'delays and.implementation problems.
VTJDP staff»used.muchiof the grant period going_through the iterative process
of trial andverror.: ?ﬁey spent,months trying to develop workable procedures
'for_negotiating'with private firmsv made many fruitless'contacts with firms

'that-subsequently produced no new_ jobs, and found that many econOmic development‘

. projects were cancelled after time-consuming and successful negotiations for
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jobs and business tqrgeting were complete. They waited for»a long time,

sometime§ ;n vain, for“their eff§rts'to produce concrete resuﬁ}s.
'éiven fhe obstacles inhérent.in TJDP, it is nb; surprising that most

sites did ﬁbt reach fuil stride with their demonstration project§ until

the second year of funding or that several sites never attained stability

or successful proqedures;\.More~disapp9inting, hoﬁéﬁgr,.waé the appfoach'taken
by four cémmunitiés——éuffalo;_Metcalfe,Milwgukee, and Pgterson-%?hét simply éécided
.Jto ighoqe TJDP's:central purposé. Instead of Qorking toward.th§ aemonstratioﬂ'é
géals,.they sought ﬁobs and business oppgrﬁunities from all private sécfor!
| firméliﬁ.theif communities, réQardless of whe;her tﬁey had received economic

i

vf development assistance or not. These "non-targeting" communities'showed '
little or no interest in the project targeting concept; rather they absorbed
TIDP into ongoing programs of economic development and employment and training

assistance. While they” may have achieved other worthwhile objectives, these

sites contributed little to our understanding of TJDP's objectives.

TIDP”'s Environment ' I

Two envirgnmental fac#ors over which the TJDP staff had little or no
control seriously unaermingd the demdnstratipn project. The first of these
was -the difficﬁlty of mounting a new initiative dﬁring a period of declining
‘budgetary resources at the federal, state, and locglilevels, and the accompany-
iné uncértaihty ;auséd by such changes. - Federal funding for employment and
fraining programs and for ecohomic development|ggojects Qas subétantia%ly
\reducea‘during the demonstrafion peiiod. As a resuit, opportunities for

ta;geting enterprises were curtailed. TJDP staff also had to dépe with

unprecedented turmoil in both the employment and training.;nd economic develop-

42
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ment fields. The decline of CETA funding, the anticipation of major CETA

reforms, and the ellmlnatlon ‘of Publlc Service Employment and other programs,

created enormous problems for TJDP, Whlch was tied directly or lndlrectly to
CETA orLPIC agencles.. Some competent'Staffers assoclated.w1th TJIDP fled the
_system in Search of more secure llVellhOOds, CETA prime sponsors and PICs
battled over shrunken resources. and remaining staff found themselves challenged
to_convince prlvate employers and. other governmental employees that they would

" pe around long enough to deliver on their promlses. It is hard to imagine
an environment more hostile to innovation. '

TJDP- was also hurt by the economic recession. Depressed economic con-:

dltlon ' ev;dent in all TJDP sltes, made ]Ob and buslness targeting extremely

I

difficult. (See Table I.) Many sites' economies went from bad to worse, others
went from'good to bad. For example,'the unemployment rates rose from the
5 percent range to 10 percent'in Seattle and Portland, Oregon; Genesee County's

unemployment rose from 17.5 percent to 23 percent, and so on. “The faltering

-
Y

economy delayed econom;c development projects and hlrlng decisions, made

B

»

private employers less willing to take risks with unproven workers, eliminated
‘ ' N\

fconstructlon jobs in areas ‘where union construction workers' unemployment

-

‘ran nigh, and depressed the morale of TJDP staff and their .colleagues in employ-
ment and tralnlnq and economlc development agencies. The economy made TJDP
more dlfflcult to melement and clearly depressed orogram performance. TJDP
was simply overwhelmed by  the problems of the national and local economv.

Despite this hostile environment, TJDP survived and even made progress ‘in -

i

several communities. The‘accomplishments of these communities must be viewed as

.

remarkable given theldiffﬂcult tasks inherent in the demonstratlon and the
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Table I: UNEMPLOYMENT RATES IN THE TJDP SITES AT THE
BEGINNING AND END OF THE DEMONSTRATION PERIOD
(in percent) -

‘Sites _ Beginﬁing ‘" End of

,  of TJDP  TJDP
' . Buffalo/zrie . 9_5 ‘ 11.6
County I
Genesee ' 17.5 23.0 ——
Lynn ‘ | 6.0 s
Metcalfe :32'0', | -
Milwaukee .‘ 7.0 . 9.9
_ Montana 35.0 40.0
New York City | 7.5 - | 2.0 -
' Paterson . 13.3 | . 15.4 ”
Philadelphia 7.8 . .9.1 R
Portland, ME 5.7 =~ 7.7
) Portland, OR 5.4 | .10.‘6‘:4
. san Antonio 6.8 - 7.0
seattle 5.2 0.0 .
Wilmington, 10.0 137

* An estimate was not available, but the unemployment rate
probably increased somewhat. o

Source: U.S. Department of Labor, Bureau of Labor Statistics.

“ 4 !
i -
[
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environment in Which it operated., Correspondlngly, the poor performance of some

TJDP sxtes is explalned,ln large part by the nature of TJDP -and thebudgetary

problems end\economic conditions that existed durlng _the demonstration perlod.

¢ .
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CHAPTER III: JOB OPPORTUNITIES UNDER TJl_DP. SR : e
| The TJDP_sites received.special funds to answer_a novel and difficult question;/

can. local officials increase the number of.jobs that economically disadvantagéd“h
people obtain from'federally assisted economic developnent projects? His- .

. . . ‘ : _ ,
torically,‘econoaic devélopment programs that create'jobs and employment and

itraining programs that'prepére people for private sector employment have

operated in isolation from one another. Our Baseline'Analysis of the TﬁDP R

e e I .

sites" revealed that prior to TJDP, only Portland “Oregon’ nad experimentea “With

a ]Ob targeting strategy Moreover, no baseline data existed on the number of

economic development ]ObS that were going to CETA-eligibles prior“to TJDP***The
otion that local officials should attempt to leverage jobs for the ernonically
disadvantaged fram economic development projects was hot on the local political
‘agenda before TJIDP. . | |
Though the idea of negotiating with private’employers to obtain benefits -

for low-incdome groups seems simple, our analysis of TJDP clearly demonstrates

~ that accomplishing positive;results is very difficﬁlt”in”reality”“*To begin—
with, the demonstration project yas_initiated under the Carter Administration,
which espoused.targeted economic,development strategies. rTJDP'was to he a |
component of the nationwide‘Emplovment Initiatives program. Rhetorically, at
.-least, the federal governnent fully supported the.goals OE:joh targeting and
thus TJDP. | |

e

With Smployment Initiatives merely a dim memory, the TJDP sites were left .

to determine their own paths. Given the fluid national policy environment,

it is not surpris1ng that the Sites held widely different interpretations of

N

and commitmentsto the original TJDP concept of job targeting - Ten of the
fourteen sites attempted to develop new poliCies and practices'emphasizing‘

A

joh targeting, but these ranged from exhortations that employers should cooperate




' -26- Y

‘ thh CETA agenc1es to city counc1l ordlnances mandating agreements hetween
publicly;assisted prlvate employers and the CETA agency. In most‘of the
L '.demonstratlon sites,. TJDP was lnterpreted to mean that local employment and
training agencles should somehow link their programs w1th economic development
assistanceh In short, most s1tes had no 1ntentlon of negotlatlng w1th firms

<

-t~ reach legallg-blndlng agreements through whlch flrms would hire the dis-

t
N

advantaged.‘ Rather, they JOlntly packaged economic development 1ncent1ves with

employment and training incentives.m Economlc development programs were- used

‘as a means for gettlng the CETA client's foot in the door. The weakest of-

these approaches could fa1rly be characterlzed as "a llttle carrot and no

stick."" {# |
" An equally signlficant finding from the research was that four‘of the ‘l

sites--Buffalo, Metcalfe, Milwaukee, and Paterson-— did not even attempt: °

S to_carry out the TJDP COncept. ‘Instead;.they absorbed the demonstration pro- -

‘ject into programs of general employment and tra:.ning serv:.ces. _ TJDP was
virtually ind1st1ngu1shable from the organlzatlon in which it was located.
.Given the grantees! d1vergent strategles and the fact ‘that several‘
grantees did not even. attempt to target jObS from economic development projects,
it is difficult to apply . uniform criteria for comparlng and evaluatlng
TJDP performance. The demonstratlon sites dellberately chose different
'yardstlcks for themselves. Communltles ‘that targeted jobs had dlfferent
ﬂobjectlves and or1entat1ons than those that did not target jobs. Some sites
concentrated on developlng endurlng mechanlsms that would produce hlgh quality

jObS for the CETA-ellglble 1nd1v1duals- others trled to generate rapidly a

large number of secondary labor market jobs. The former sites thought

’-"47
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that they should be Judged not by the number of placements produced during
' a short-lived demonstration, but by the quality of their process. The
llatter sites felt that jOb quality should not be an issue because obtaining
any job for‘an unemployed person is an achievement..The sites that did not
target jobs maintained that 30b leveraging ‘was - inappropriate for their com-
munity because they could not afford to anger potential employers ‘with addi-‘
" tional requirements. E : = .
We used two methods.forAevaluating theﬂjob opportunities objectives.

Each site was evaluated'by a Field Research Associate on the basis-of what

the site actually accomplished These Judgments are reflected in thorough

.

CasefStudies of each community. The sites were also evaluated according to.
criteria'that reflect ‘the centralApolicy questions in TJDP:does job targeting
work and, if so, what.are the most effective approaches? TJIDP was‘a special
demonstration program.designedzto provide information about the effectiveness
ofla general.strategy;-job targeting for~the economically disadvantaged.
Having chosen thefTJDP job targeting concept as the guiding principle
for our comparative'evaluation, we nevertheless used multiple indicators of
:progress towards this goal. Conseauently;‘ ' this chapter describes and
.analyzes the job opportunities.component of the demonstration according to
' four criteria:-
) the development of effective jOb targeting strategies,
e the number -of JObS obtained by CETA-eligible individuals due to TJDP;
"o the quality'of*Jobs obtained by CETA-eligible indiyiduals; and,
e the extent to which the TJDP strategy has altered the normal
> hiring .patterns of,private firms_or the flow of.job opportunities'

for the economically disadvantaged.

43" .




3

.assessment cr}terla, when combined: Wlth our comparatlve 1nformat10n, offer
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In addition, we campared TJDP's performance with thevsites' stated objectives
from their proposal, w1th job placement by CETA and PIC agenc;es
in'the TJDP sites, and with data on the employment of economlcally dlsadvantaged

people in federally ass1sted economlc development projects. Overall, the four

/
P

varying perspectives on TJDP performance and a comprehensive evaluation

of the job opportunities objective of the demonstration. : . . o
\ : ’ .

The data base. for our evaluation is derlved from four sources: interviews

with TJDP staff, professionals in employment and tralnlng and economlc develop—

aldes. Quarterly Jobs -Related Act1v1ty Reports submlttaiby the grantees,lnterV1ews

ment'agencies, and, where approprlate, elected officials or thelr prlnc;pal ‘ l
and structured surveys with 136 employers across the fourteen s1tes who had either.

hired or agreed to hire people through TJIDP or who had recelveq economic development

/

ass;stance. and data from th’ U.S. Department of HouSLng "and Urban DevelOpment ‘on thel
Y

characterlstlcs of people hlred by employers ass1sted under the Urban Develop— E
» ' i N .
ment Action Grant Program. One data source. that we had hoped to mine simply
_ (O : .
did not ex15t. there was no systematlc ev1dence on the characterlstlcs of

people hlIEd under federally ass;sted economlo development prOJects ‘in these

commun;tles prlor ‘to or during TJDP. In order to gudge whether TJDP made a dlf‘erence‘

‘in the hiring of - econom;cally dlsadvantaged oeople,owe shall rely on the

ports of the TJDP staff and the responses of the employers we surveyed

Developlng Effective Job Targetlnq Strateq;es . C C ' ‘

-
~

The flrst crlterlcnxfor asseSSLng the job- opportunltles objectlve is the
extent to whlch the community lmplemented an effectlve strategy for targetlng
jobs for the economlcally d1sadvantaged from economic development projects.

>
L
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. The ‘ability of the local community to institute effective policies and
"procedures is particularly important-given the nature of the demonstration .

project. Job targeting by its very nature is bound to be a difficult: and

protracted process. Tt not only involves getting two or, more local agencies

v

q. .
~to work Wlth one another, but also requlres changes in agency prioritiesf
. 4 .

_ Though the demonstration projects are short -lived, lasting impacts could be
significant if procedures were established and institutionalized; Finally,
because many economic development projects take years to: bring to completion,
an exclus1ve focus on "jobs produced during the demonstration period"

unfair and shortsighted. A thorough and fuir assessment of TJDP must consider .

the potential for long-term"nytitutional change by examining the local job

targeting strategy
what are the elements that must be brought together to form an effective

“job'targeting strategy? In our view, the most effective strategy would consist
of s1x elements'
e a job targeting policy, _ - ' l , y;

B

o supportive agency procedures, \

v e direct and early negotiations with employers that produce hiring
' agreements, :

o careful employeeﬁscreening and timely referrals, ,
c e monitoring procgduresw.andg

o enforcement mechanisms that can be imposed on ‘the private firms if
they refuse to honor hiring agreements. ’

Together these‘elements constitute a-comprehenS1ve job targeting strategy, an

"ideal type" that any community Wishing to carry out TJDP's job targeting goals
' 4
would have to approx1mate. .Each of these criterion for effectiveness will. be

'.‘..

discussed briefly. then, TJDP sites Wlll be’ assessed{gn relation to them.

L 0
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1. A policy supporting job targeting. In order to have a successful

-
-

Sob targeting‘strategyva community should develop policy statements thath
require private firms receiving economic development assistance to enter
into hiring agreements w:Lth the city or. countf economic development"and
employment and training agencies. Short of requirements, a city or county
policy statement should at least endorse the concept of job targeting and
encourage its use.

Some ‘federal economic development programs, such\as Urban Development

-Act\cn Grants. (UDAGs) , contain language in their statutes that

could\ be used to promote jOb targeting that promises tangible

for low- and moderate-income reSidents. Such federal guidelines
were usef 1in o bew w1tesbecause local officials could pOint to federal

mandates as\a justification foxr 1nSisting that low-income people should benefit
\ “- -

from economic development pro;ects. n the long run, however, reliance on

general federal policy statements did not carry- the job targeting ‘approach Very7
\ L . . o
far. Local'policy'support was esseniial. ‘ . . -« ;

2.VAgenc§'procedures“that*suppcrtﬁjob’targetingg‘ Regardless of the type

of policy statement adopted by the community's policy-making bodies, economi.c
N ' N ' _
development and,employment and training agencies need concrete procedures to

.make job targeting work. Procedures for identifying economic

development opportunities must\be created so that coordinated approaches can
be made. Also, jOb targeting policy statements need not precedeyother-agency

actions designed to‘encourage job targeting; It may take a community-several

A\ i
N

'years to reach a consensus over jOb targeting policies. The experience-and
, « . 5

'confidence gained through less formal but meaningful agency policies may
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foster agreement among the community's political leaders that job targeting
is both desirable and workable. _For example., New York City's pol;tical
leaders’ have adopted no formal policy"statements,.Yet-the City's Economic

Capital Corporation, which administers UDAGs and Revolving Loan Funds, requires

hiring agreements of most grant or loan applicants.

N

3. Direct negotiations between the employer and the city/county agency

at an early stage in the economic development process. The private firm

._seeking economic developnent assistance must‘he contacted early in the developf
ment process soO that.the receipt of aid and the commitment to hire low—income.
.people arevdirectly linked with- one another. .The'provision of‘loninterest
loans,'grants, and.other_public assistance can be:used as an‘incentive'to gain“
concessions from the private firm,»but if conversations about hiring the |

: disadvantaged'are postponed until a later time, the abilityAto negotiate for

job opportunities is diminished and the private firm is encouraged to treat

such discussions lightly.

Agencies that train and” refer economically disadvantaged clients to the

private firm,including organized. labor unions_in some cases, should be direct'y
. engaged in the negotiation process w1th the principals of the firms. The agency
'representatives should be there to describe the characteristics of the CETA
population and explain the range of services their agency offers and .also so that
hey fully understand ‘the needs of the employer. During the negotiations they
should review the hiring needs of the employer and agree on realistic and accurate
orojections of the number, types, and timing of jObS that will oe created through
-.the'ec"“Oﬁ*c devel-pment_investment. ot ‘

Finally, the agreement worked out between the agency and the private £irm

should pe carefully discussed and clearly understood. Each party should
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understand what it has committed to and when it will be expected to
deliver.

« 4, Careful employee screeningiand timely referrals. If private firms

R
(i

agree to hire CETA—eligibles, the employment and training agencies, must be

‘prepared to fulfill their part of- the bargain. When employers request workers,{”:
the agency must supply an adequate number of qualified applicants in a timely 2
manner, Hiring deCisions rest with the employer, but the agencies must supply

pecple that meet the minimum specifications of the private firm.

. S. Procedures for monitoring hiring agreements. The government agency

' responSible for the hiring agreement should monitor the progress of the
econonic development project and the private employers who agree to ‘hire low-'

income residentsi Because the interval between the hiring agreement and

B

actual hiring may be many . months, the local agencies must monitor the

' project s progress in order to determine when to make referrals, whether the

-

terms of the hiring agreement are being fulfilled, and, if not, what problems

led to non—compliance.

’ R

6. Enforcement mechanisms should be available if -private firms refuse

to carry out . the terms of the hiring agreement. In most cases, disagreements
o~ . 4

between the employer and the government agency can be resolved through dis¥ h

cussion. However, when an employer clearly refuses to honor hiring agree-f

: ments and/or makes it impossible for the agreement to work, the City or. county 2
should have sanctions available. For example, they should be able to. call a
loan due, or reimpose.taxes, or revoke a loan guarantee. The local‘government

needs to have a "stick" that can be wielded when necessary

These six criteria for an effective job. targeting strategy are demanding

v e . o~

-
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. In order to be most effective, a large number of’conditiohs’nust be met.

~ 4 "

Several contacts over an extended period of time will take place betWeen the

'governmental agency and the employer,,hlrlnq agreements must be carefully

¢
\ A

'negotlated by people who are knowledgeable and flexible, yet fArm. If the

- ’ .
. ey - k! ~

agency does‘npt.fulflll lts‘responslbllltles at any pOlnt in the process,

. Y 3 R A ey

the'ultimate value of‘the enterprise Will be reduced.'It is a lengthy and

.

.;

compllcated process with many opportunltles fcr mlssteps.

Flgure II summarlzes"our evaluatlon of the‘fourteen demonstratlon
sites' jOb targetlng strategies. 'In reaching overall characterizations.of
thelr performance, we consldered (1) whether the job targetlng.crlterlon was
present (e.g. did . the site_have a_job’targeting pollcy or not?)vand (2)'how

' well”the.elément wasfunctioning.ke.gu‘wasthe policy strong, moderate, weak, -

" of absent.)

- o

s Based on our analysls, ve grouped the sites' strategles in flve categorles.- L

BN

. excellent, good, falr, poor, and absent. Portland, Oregon Bad the only
excellent jOb targetlng strategy. Lynn New York Clty, Portland, Maine, and

Montanawlde had good strategles. ’yalr strategles ex;sted .in Genesee County and

i —_—
Seattle. Phlladelphla, San Antonlo, and Wilmington had ,poor strategles. Buffalo/Erie

County, Metcalfe, Milwaukee, and Patérson had no job targeting strategy, as - -
. .' . - . )

we define it. ' "‘;, : ';///(//* e - -

Portiland, Oregon waS'ratedﬁexcellent becauSe,of its strong golicies,

~

procedures, negotlatlgg ‘processes, monltorlng and notentlal enforcement procedures. .

¢

Portland fully lmplemented and 1nst1tut1onallzed the or1g1nal TJIDP jOb target-

ing,concept. The provmsxon of eccnomlc development asslstance was ubked byuthe

. o
N - . . ‘

. city's staff to lever‘jobs for CETAjeligiblearesidents. Portland.pioneered~the,"_

use of'a.technique known as the First Source Agreement in 1979. The First Source . -

7

L ®




FIGURE II: AN ASSESSMENT 0F\J0§1TARGETING STRATEGIES IN THE TJDP SITES

Negotiating Screening & h

Agency s ‘
Sites Policy DProcedures Process  feferral  Momitoring Enforcement Overall Assessment
o1
Buffalo - - - - -- - Absent
Genesee Moderate Weak Heak Hoderate \\ Nong None Pair
. ‘ . . . \'\ , . ‘ ‘ .
Lynn None  Strong  Moderate feak Modexate  None - Good
| 1
Metcalfe - = - - - - Absent
| |
Milvaukee | -- e -- - -= - Absent
* Montanawide | Strong  Strong - Moderate  Moderate Strong Strong Good“
S | | - N
- New York ° | None St{{)ngj Moderate  Moderate . Moderate  None Good M
o | .
Paterson |-~ - - - - -  Absent
Philadelphia| Weak Moderate  Weak eak Heak None Poor
“Portland, ME Modgrate Strona Moderate . Weak Moderate  None . Good
Portland, OR} Strong ~ Strong " Strong -Strong  Strong Strong E'xcelléent
San Antonio | None  Weak None © MNoderate . . Veak None Poor . "
- Seattle Weak Moderate  Weak Moderate Wgak | None Fair |
Wilmington | Weak  Weak  Weak Nome ~ Weak  Noné Poor

1 These coxﬁm\\mities did not attempt to implemgnf the job t‘argreting concept . Job developers obtained

~ lcads from'econonic development agencies, but after the aid had been granted to the fim.

¢

. o
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*.Agreement is a legally binding agreement negotiated between the City's CETA
prime ‘sponsor and private coﬁpanies'that obtain public.assistance in the form f
or.low—interest loans, tax abatements,'infraStructure improvements'and.so‘on.
In these agreements, the companies agree to use the CETA'agency.as their

'first recfuiting'sourcehfor all ﬁobs covered by the contract; Only if the
city is unable to supply adequate and qualified labor can the~employer seek

- employees elsewhere, but the hiring decision rests with the employer alone.

The agreements may last up to five.years or more. The First Source

- Agreement strategy was promulgated in various city planning documents

and supported by two Mayoral administrations. Each agreement was

~endorsed by city council ordinanc-. Strong agency procedures to’ carry out the
policy were developed and strengthened during the demonstration period. Moni-
toring was accomplished through quarterly hiring reports submitted by employers.
Enforcement procedures were available (though not invoked) whereby the city or
the employer could request arbitration to resolve disagreements. Revocation of
a‘loan was,availahle as a remedy for firms'that refused to honor their com-

\ . ' B : : ' .
mitments. In summary, Portland's First Source Agreement strategy was an
excellent one for achieving.TJDP's objectives. ' \

\Good but incomplete strategies existed in Lynn, Ne% York Citv, MontanaWide,

and Portland, haine. Of this group.MontanaWide and Portlan . Maine had official
policies supporting\job.targeting; Montanawide's was based cn e sovereign
rights'of Indian Tribes and on authority granted by federal legislation?that
enablestribestoimpose hiring quotas. Portland, Maine's policy encouraged, but

did not requlre, employers to make an effort to cooperate ‘in hirlng CETA-eligiEle

~.

individuals. All four communities had strOng agency oroced es that reguirnd ~.

'job‘targeting-agreements, For example, New York City' s uconkmic Caoltal Cor—.
. . v n Y \-v

poration almost always included a less detailed form »f the ?irst Source'Agreef

‘

\\ ' K ' S ‘ R
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ment used in Portland, Oregon in UDAG and Revolving Loan Fund deals. Lynn's

fconomic Development.office required all_applicants to work with the TJIDP
office to target jobs for CETA—ellglbles._ Where these four communities fell
short, however, wasvat the negotlatlng and follow-up stages of the process._
Theg had good procedures for getting low-income’peoplelinto aoreements with
firms assisted by economic development programs, but the agreements were ]
rather vagueand they lacked methods that would ensure thatlthe CETA¥eligible

1nd1v1duals were eventually hlred

Genesee and Seattle did a fair job of targeting positions for low-income

people. They had moderate - to Qeak sity and county policies about job target-
ing, weak procedures for cooperatlon JEtWEEA econcmic develorment

and CETA agencies and very"Fak negotlatlng processes. In GeneSee County, for
instance, CETA agency personnel entered dlscuss10ns with publlcly assisted
firms af%eg-the economic'development application was approved and even then
the.firm was not required or expected‘toicooperate. Instead,- economlc develop-
ment staff with indifferent or hostile attitudes toward CgTA programs and
clients explained CETA services to the firm. If the firm was still

1nterested, a CETA staffer would then call on the employer. Private employers

in these two communltles were not expected or even asked to hire CETAtclientele

) .
as a condltlon for the receipt of ‘'economic development aid, nor was such a

quid pro quo implied in the discussions, as it was in Lynn and New York City.
Rather, CETA services were presented as,an additional benefit for’the employer.
If the employer was unlnterested in CETA clients, the discussion ended there.

Genesee and Seattle had fraqments of a job targeting strategy and good 1nten-

tions, but their procedureS“and policies never reached operational muturlty

El

v 98



-37-

L ‘ . _
- Three Communities had poor job targeting strategies: Philadelphia,

e

~,
.

. v |
San Antonio, 5ndpwilm1nqton. Each community made some.attempt to pull

together a policy, agency procedures, and methods for implementing the. TJDP

job targeti'ng concept, but they were all rather’ dnsuccessful. San Antonio
was so late getting underway that it never really had time to implement a
'thorough‘job targeting strategy‘and the staff's energies wexe concentrated
more on carrying out the busrmess opportunities objeetive of TJDP. .Phi;adelphia
and Wilmingtbn put moreueffort into developing a strateqy, but they too came
up short. Wilmington's TJDPlprogram was buried too far domn in the city's
' hieraremy to be effective. Philadelphia rocﬁsed initially on helping.revit-
alize the cdty's American Street Corridbr area and only belatedly coneentrated
on obtaining jbbs_from major federaliy funded econqmic development investments.

 Four communities had no job targeting strategies during the demonstration

period: Buffalo, Metcaife, Milmaukee} and Patersem. Metcalfe is‘piaced here
because the project’never really went beyond tﬁe exploratory staée of implemenf
tiné_a job targeting strategy. More importamt there was little economic'deveiop-
‘"ment activity going on in.the community_and‘hence little or no immedrate need
,for.a process to obtain jobs for the.cemmunity;s_residents.
Buffalo, Milwaukee, and Paterson are iecated in this categoxy for an
entirely different reason.‘ These communities made no attempt. whatsoever, to
. earry out the original intent of TJDP. They rejected the\job targetlng concept
in principle.  Instead, tmey marketed employment and tralnrng assistance and
CETA-clients to all firths in thelr communities, regardless of whether the firm

had,received,econcmic development assistance or not. They occa51onally dealt"

with firms that had obtalned economic development aid, but this was c01nc1dental,

-

—~W”notvpartwof a- planned—strategy7‘and~not for the .pul purpose “of targetlng jobs,in

e . ,, R

\ 7 1) 53
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advance. .The hiring of CETA-eligibles was not linked directly or indirectly

to the broyision of economic development assistance. Hoyevero useful their
efforts might have been to cbtain jobs for low;income people (and all were
somewhat successful in doing so), their experience cannot be used to judge
the utility of the job targeting concept. They carried out tradltlonal

employment and training functions and never implemented an effective job

targeting strategy.

o
T

Explalnlng Job Targetlng Strategles

The record of the TJDP sites on job targeting strategles was mixed.
Only one_site'developed an excellent approach, four were judged to be good,

and the rest were either fair, poor or non-existent. Several factors

_account for this varied performance.

L]

1. Lack of Legal or Regulatory Requirements at the Federal Level.

The absence of encouragement or pressure from the federal establlshment

T

was important in shaping TJDP job targeting strategies. Whlle,

some federal Iegisletion establishing ‘economic development -programs . /
mentions the lmportance of serving- low-lncome groups, ‘+these objectives
s ;
elther do not have the force of law or they recelve little or no priority .

during the implementatlon processf*om federal off1c1als ‘at the reglonal level and’

.

they do not specifically require the hiring of CETA—eligibles. TJDP staff in
cities that sought support’from the federal government obtained little or no back-

ing from federal rundlng sources for the JOb targeting cohcept. More important the

TJIDP sites not'engaged in_job'targeting were never encouraged or pressured to take
i . ' » : '
corrective action. In other words, becauseAjob targeting ;ackea legal or regulatory

authority, program implementation depended eﬁtirely upon the local pclicy environ-

?

position of -addi guiremen
n ot a ’_g_re_ul.ome ts on the

ment . Local officials were in the awkward

uise of federal funds not imposed by Congress or the sexecutive departments.

60
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1

2. Political Support for Job Targeting. Given the absence of federal

support, the degree of local political support for using économic deveiopment
projects as an opportunity to garner jobs for low-income residents was a very -
important eiplanatién for the job targeting étrategy chosen by the TIDP sites.

In éhose sites where jdb targeting processes were well developed a#d éffective,
pélitical'leaders publiclj a;d pri&gtely endorsed the job‘targeging objectives
of TJDP. In Portland, Oregon, Portland, Maine, Monténawide, Lynn, and New Yérk
City, senior elected and appointed ;ffiéials expressed . support for TJIDP

through council resolﬁtions or in meeti;gs'with kéy econémic development and °
.emplofmeht and ;raining stafg; In ;ﬁe less sgccessful communities, politicél

‘léaders,éither openly'opposed.TJDP job targeting strategies or the TJDP staff

‘was unable to get the issue onto politicallofficialé' agendas.

3. The Attitudes of TJDP Staff and Agency Heads. The attitudes of key
. : P ;
staff members towards job targeting were also a principal Fxplanation for

progress on job targeting strategies.  The rotion of leveraging jobs for the

~

economically disadvantaged from economic dg?elopment Qrojéct§ divided local
; : : ‘ , _
staff along philosbphical liﬁgs. Key agency.qfficialsrin.Patersonf~Mi}waukeE,
"f and.Buffalo,'f;r example, Qi& not beliévg it appropriate for the aity to |
negotiate with’p;ivate firms on behalf of théXCETA-eligible client;_cénsequeﬁtly,
¥ théy_refused to experimehtt&ith.tﬁé-idea in their:communities.. In contrast,
Po;tlanq, Oregon's First Source Agreemeqt straﬁegy‘was well entrenched befoie
TJDP éot’undeiway. The gity'éﬁbolitical léadership ahd agéncy directors had
: debatea-the issﬁe and deéided that hiring agreements wefe an.appropfiate'and
potenﬁialiy éffective mechanism for getting low-income peopie into jobs created
by économic develop%ent investmenté. A middle—of—the rpad view was held in

-

61
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places like New York City, Lynn., and Portland, Maine whereﬂthe staff and
agency heads thought .that CETA-clients should be given access to economic,
development jobs, but'that private employers should not be expected to use '

CETA agencies as an exclusive source for entry level employees.

\

The attitudes of staff and agency directors were shaped hy several factors.

\

One was their conception of the proper role of .economic development and CETA
. »

agencies. Because the staffs of many economic development agencies-View them-

|

selves as private sector advocates and hold negative opinions of CETA programs,

they resisted’efforts_to impose hiring requirements on firms. In their View,

the economic development agency is in business to reduce red- tape and other

'obstacles to the private sector, not to "impose™ additional quirements.
Many CETA and PIC staff either shared this View or acqu',sced to positions
articulated by economic development staff , f' )

The orientations of economic development and CETA/?IC staff‘mere rein-
forced by their perceptions of the economic forces influencing growth in their
community. Many staff cited their community s weak economy as a justification
for-eschewing job targeting strategies. They feared that hiring agreements—-
whether mandated or not--would render-their city or county less competitive
with adjacent communities and createauxunhealthy buSiness climate. EHowever,
the way staff interpreted the economy depended more upon their basic'orientations

¢ i
\

than .on empirical realities. staff members and agency heads in Portland,

Oregonw-wherefhe unemployment rate doubled during the demonstration-fdid not

view their troubled economy as- a ‘hindrance to TJDP' s»objectives. In fact, they
argued that7unfavorable_economic conditions could enhance the value of| low-
interest loans and other economic development tools, thus strengthening the

negotiating position-of.the agencies giving them out. When economic co?ditions
\ . . ‘

62 s
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are poor, they argued, private firms will be willing to enter into any
reasonable agreement that gains them low-interest loans or other economic
development aid.

' Support for this view comes from Rutgers; structured survey of 81 private
employers in the TJDé sitess Each was asked whether it was appropriate for
c1ty or‘county governments to seek agreements whereby employers are.expected
to hire low-income people in return for economic development assistance. Two-"

“thirds of those surveyed answered yes. Only one in five thought it was inapp-
ropriate; the rest had no opinion. Most employers told ﬁutgers' staff that

.}they signed the hiring agreements in order to obtain the faworable loan

rates offered by the economic development agencies; others signed agreements
because. they felt the screening‘and referral services offered by the CETA_
agency would be‘helpful. Interestdngly, firms.with experience under hiring
agreements were more Positive about the concept of job targeting, than firms
that had. no experience under the demonstration program. Whereas firms with
hiring agreements supported the concept by a 3 to.l'margin, employers who had
not been approached'to sign an agreement divided equally over whether it was
appropriate for government‘to*seek such agreements. | |

4. The Administrative Environment. Another set of conditions that deter- .

_mined the success ‘of TJDP job targeting strategies was the.administrative
environment in which TJDP functioned. Even if the job targeting concept was
supported by agency administrators and.political officials, TJDP's operating
environment would determine how welllthe strategy'worked.:'Instability‘in'the'
agencies housing the'demonstration, including staff turnover; agency reorgani-

_zation and staff confusion hindered TJDP in several communities. .The,ia:ertainty.
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and administrative turmoil caused by federal budget cuts in CETA and economic

development programs, as well as the lmpendlng reauthorlzatlon of CETA,

created a'general malaise in several agencies. Conversely, the stablllty of

agencies in more successful sites helped .overcome some of these difficulties.

.-'\ i, .
The’logation of TJIDP staff also fostered or_hindered.TJDP,progress.' staff

in more sucéessful sites(isuch.as Portland,'Oregon, New York City, andpLynn{
had access to key declsion-makers'and‘obtained timely information from both
the employment_and-training and economic'development agencies. For example;
one of New Yorh City'S'TdDP staff was located at one of the city's larger
economic development agencies. He took advantage of formal and informal'
opportunities to learn about ecocnomic development projects and to build support
for TJDP s job targeting objectlves. In contrast staff in such sites as
Seattle and Wilmington suffered from the1r relatlyely low pos1tlon in the-:
‘city's'hureaucrﬁcy and the accompanying lack of acceijﬁto department ’

and city policyfmakers.‘ ’ | |

5. Personnel Assigned to TJDP. The ability and persistence'of TJIDP staff
' <

‘siénificantly affected the lmplementation of effeCtiye job targeting strategies.
staff in the more advanced slteslmastered demanding and delicate tasks associated .
with TJDP, developed workable procedures; negotiated among.agencies with differ- :f‘
ent agendas, learned about the complex array of economic development and CETA
programs, -and became effectlve advocates of job taroetlng goals. °Portland,
"Oregon's Flrst Source Agreement enjoyed polltlcal support but it worked '
vbecause the CETA prlme sponsor dlrector ‘personally superv1sed the process and
assigned his most able‘staff members to handle it. - Becausé TJDP. in other communi- f'

ties was usually assigned to a mid- or lower -level staff member, staff Sklll was

eSpec1ally lmportant In less successful sites, the well-intentioned staff responslﬂl

64
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for TJIDP were simply not able to overcome the obstacles before them.

The Number of Jobs Obtained by CETA-Eligible Individuals i "A_

A second, and obvious, criterion for evaluating the job opporfunities

goal of TJIDP is the number of jobé obtained by CETA-eligible individuals'due

to TJDP staff efforts. During Rutgexrs' first round of field research, we dis-

covered that job placement information was: haphazardly kept in same sites
and did not exist in others. Therefore. the Interagency Monitoring Board
requested that each grantee subﬁit a Quarterly Jobs-Rglated Adtivity Report

with information about job placements Erom TJIDP activities. Usable data
) s - ! . . : | .
were submitted by eleven sites. Buffalo/Erie County refused to submit the
; . ) , \

information requested, perhapi,because the TJDP efforfi&as ihperchangéable'
with their Private Indgstry Council's programs. Montana&iée submitted infor-
matiﬁn, but it could hot belmeéningfully ccmparEdfwith the other sites becauée
the placement records_of all Tribal Emp;oyment Riqhts 6ffice, Indian Action
~Teams, and CETA-subsidized piaceqents were ihcluged. It was not possible
to separéte those placéments fram placements gainedbthrough thé#workﬁqf TJIDP

. . : ) [
staff. Metcalfe also made a report, but we excluded it from our comparative

.

analysis because the data-were unreliable.

i

Before analyzing the data several caveats must be entered. First, the data
o . . - . V]

mpresentedwhereware-ofﬁicialftaliies—sﬁbmittedeby—the—T&BP¥$taff7*—Rutqéf§*_—___—‘

-

evaluators could not indépendently verify these data, but we eliminated cases
of obvious double counting or inaccurate reporting. Second, eaéh TJIDP Job
placement is counted equally, even though some lasted no more than a few days

and others laster much longer. TJDP staff did not track the duration of jdbs.

[ .

6
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Third, the jobs presented here are thcse reported by TJDP funded

staff.. The . figures do not represent the - total number

of CETA—eligible individuals hired by a firm in the eleven communities for
which data are available, but the: number of CETA-ellgible people counted by
the TJDP staff. Though the number of CETA-eligible people hired by‘private

-

employers without the knowledge of the TJDP staff was probably small, we are S
not able to estimate the magnitude of this kind of hiring. Fourth, many of
the jobs obtained for CETA—eligibles were neither located With firms that

had received economic development ass1stance nor were they produced via formal

or informal hiring agreements.' Thus, for example, none of Paterson's 144 jobs

\

or Milwaukee s 66 jObS were generated through hiring agreements and most of
the jobs Were.not with firms participating in economic developnent projects,
In contrast, all of Portland, Oregon s 75 ]ObS and most of New .York City's
131 placements were.obtained through hiring agreements with economic develop-
ment-assisted emplo%grs. ThlS laSt‘pOlnt is particularly important. Sites
that did not attempt formal job- targeting strategies would be expected to obtain
more placements in a shorter time period because- all private ‘sector firms in.
their communities were potential sources of jobs for their clients,' Those

that hewed to the original intent of TJDP engaged in™“a more difficult proéess,

'limited the types of businesses with which they ‘could deal, and tied their

placement success to -the tunetableand progress of economic‘development projects.

— We shall return to this point later when we explain variations in the s1tes

performance.

Overall,, the eleven sites reporting usable information produced over 1000

- jobs for CETA-eligible individuals during tRe .demonstration. The data, presented

i . . . ~
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in Table II for all sites, report on three time periods--the first field
visit in May 1981 (when all but a few sites had completed their first year),

the second field visit in November l981, and the third visit in June 193}
(near the end of the demonstration in'ten sites and after the demOnstration'

L4 L

. finished in four ,others. ) The longltudlnal 1nformatlon reveals marked progress
. - : ?
for TIDP during the second year of the demonstratlon. The number of jobs . -

o

reported by TJDP staff doubled betwaen May 1981 and November 1981 and almost

s ek
*

' WL
doubled again by May 1982. Substantlal progress between the flrst and second

<
.
- - -~

year was made by all sites except ‘Milwaukee-.and Seattle where only modest .

-
? -

gains were recorded. Among those s1tes practicing a targeted jobs approach,
. . l.

'Portland, Maine made the largest gain from the first to the second year, increas-

. . » ’

lng "the number of pquements from 11 to *155, ! The leader for total jobs produced
durlng the demonstratlon was Lynn at 196 San Antonlo:w1th 40 placements,

produced the fewest number of jObS among thése sites reportlng data, although

]
-

¢

. its project was in operation for less than a year ‘when ‘the last measure was

taken.

°

Several sites expect .that addltlonal placements for CETA-ellglbles on

r

.econamic development projects w111 result .from efforts undertaken durlng the

demonstratlon perlod. For example, Portland, Oregon has s1gned over twenty, "'\

:Flrst Source Agreements that“could lead to approxlwately 400 entry-level jObS

.for CETA-ellglble 1nd1v1duals over the next three to five years; New York C1ty

v o

hopes uaobtalnover 2,500 jobs durlng the next several years fran the 79 employers

-

with whom they have hlrlng agreements,}Portland Maine expects anéther 250 place-

o

ments fram pronects already under development Unfortunately, most of the 51tes do

[
’

not have systematic records of the number of jobs that might result from hiring
-agreements already signed. Therefore, we cannot predict how many additional

» . -

e

vooB7
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Table II: - CUMULATIVf JOB PLACEMENTS REPORTED BY TJDP STAFF

[ L K ) ‘} . , .
Sites o - ‘ A ! .
(Approximate First Field visit* Second Field Visit Third Field Visit
starting date)* May 1981 o ‘November 1981 ¥ June 1982°
. N - . l
Byffalo/Erie ' : . ‘
" (June 1980} - No Estimate . No Estimate . No Estimate
GenpSee RN ,f . . . B
(May 1980) . 17 T 44 : 90
.. . : . . . . . { . }
Tynn K RN : ' -
(April 1980) 116 E - 177 . 196 .
1 . v . ' }‘ . - . .
2 . o . . ..
Metcalfe - v : ) : -
“(June 1981) No Estimate - - _ No Estimate .- No Estimate
Milwaukee? : ' , ) :
(October 1980) _ 39 .83 . . 66
* Montanawide o L oo R .. '_ . ) )
(April 1980) No Estimate - No Estimate No Estimate
New York City i -7 - _ S
(April_}9§0)_.' . 45 o : 109 g ~ 131
| - I = L - L
4 and 5+ ‘ Coe : : .
Paterson g . ! . : CoL B
(February 1981) ST o . 43 L © 144 .
' . ’ . 5 . " \ i s A e ) J .
Philadelphia _ - : - . )
. (March :1980) . . 11 S K| : .. .45 {
portland, ME 1 _ . : _ :
{May .1980) _ 1l _5"' _ 49 - " 155
portland, OR S , : -
(March' 1980) o S 5 ’ /'3  ' 25 75
San Antonio - . : - : o :
(July 1981) ° . oL - R - .40
Seattle I o o , N R
‘(February 1980) . 30 N .49 : ., .50 v(i
Wilmington . o o < : | S
(June-1980) . 11 : 38 . e 72
Totals T o 292 ,"f"‘ 625 . 1,064 /
<



~ Table II: (cqntin@ed) : oA

Sources: Quarterlnyobs-Related Activity Reports submitted by TJIDP
.Staff and Estimates provided to Rutgers Field Researtch
Associates by TJDP staff.

1. No Quarterly Reports were submitted.
2. Quarterly Reports were submitted but the data are unreliable.

3. Quarterly Reports were submiEEéd\but the data are non-comparable. ¢
4. Includes all placements made by the Private Industry Council L
whose staff was largely funded by TJDP. The totals include place-

ments fram the PIC's machine tool operators program, on-the-job

training placements, and direct placements into private sector jobs.
S. Includes a number of placements in firms that did not receive

economic development assistance. '

| k N ) Vs
. . Ty,

* {All TJDP projects Wgre,expected to end by Séptémber 30, 1982 at the latest.

<

N




" jobs will be obtained, on

jobs projected in their original proposal to t

u

l. ' | -48- ' : L
./ . “

ly that more jobs, ‘will undoubtedi§ be produced'due_} _ -

/

to the efforts of TJDP sthf in sites that had excellent or-gmbd ]Ob targetlng

strategies—-Portland, Oregon, Lynn, New York City. Montanawide, and Portland,

. /l
Maine. ' | : ' /

) ;' .
Table III campares. the jobs reported by TJDP sites with the number/éf

he Interagency Monitoring.'
I b
-
ocmparisons achleved only 18 percent
/ ‘ N \\
of the jobs they orlglnally projected. Portland, Maine came closest to

Board. The ten sites wh%re we can make c

,". \ /
matching_lts planned performance level by atZalnlnq 62 percent of the

; .

/Abs ‘they lnltlally expected. New York City, however, achleved only 5

percent of 1t5<p1anned placements. / /
i
!. . ./

_Expiaining Job Placements » : /

r

Data from the TJDP sites indicates great variation among tAe fourteen -
, .
i

Y. . I N . . . .
sites‘ln the numbers of |jobs obtained anI in the extent to which they achieved

. l ’/r
tHéJ.r planned objectlves. what accounts \ior these varied resu}/lts and for

/
|

cements? /
’ /

the gap between planned\and actual job pl
targeting strategy elected by tne

1. Job Tarxgeting Strategles. The j

TIDP staff and ltS effecrlveness had a pro ound 1nf1uence on the number of

johs ohtalned by CETA—ellglble lnleLdualS. Slgnlflcant dléferences in _ . l

V?Aéng2$a .explain why srtes like Portland. OTegon, with aA extremely effective )

L ﬂax@%:ing.strategy had con51derably fewer\glacements dLrlng the demonstra—

. . . i, : /
tigw pariod thap a site 1lixe Paterson, which had no job t?rgetlng strategy,

Portland Maine, Seattle, and Lynn

/

{ o .
They chose an innovative

as we uefine it. Portlan , Oregon, New York Ci Y

intentiorially chose a comTlex and protracted progess.

. route to job placementeL- he one intended by the lemonstration's ‘planners.

|
§

i
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'Table III: COMPA 'SON OF THE NUMBER OF JOBS ORIGINALLY PROJECTED BY TJDP

SITES THE ACTUAL NUMBER OF JOBS OBTAIYED FOR CETA-ELIGIBLES
DURING DEMONSTRATION » ) S .
Planned Nimber Actual- Number Percent of Planned
- Sites < of Jobsl © of Jobs? Jobs Achieved
‘Buffalo/Erie .
County. . : 2,700 No Estimate Not Applicable
Genesee 300 . % . . 30.
Lynn . 800 196 25
Metcalfe o 467 No Estimate Not Applicable
Milwaukee 400 | 66 : ST,
Montanawide 787 o No Estimate Not Applicable
New York City 2,490 131 v 5
Paterson 325 .l4a a4
'Philadelphia’ - 100 ) 45 o 45
Portland, ME . 250 o 155 ‘ 62
Portland; OR . pid not Propose . A
a specific number 75 - ‘ . Not Applicable
San Antonio , 200 40 ' 20
Seattle ‘238 50 g 21
Wilmington 384 72 19
 Sub Total: Sites
‘with Planned and . ¢
Actual Job Place- _ ,
_ment Data 5,487 989 .18
~ Sub Total: Sites
_ .with only Planned
 or Actual Place- : 1
. ment Data ) © 3,954 _ © 75 Not Applicable
Total - 9,441 L, 1,064 "~ Not Applicable .

1. From the site's TJDP Proposal.
2. Based on reports of TJDP staff %s of June 1982.

L IR
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fhe oentral objective of the demonstration was to examine how many ﬁohs
could be obtained through a job targeting strategy and not merely to continue’
traditional approaches for helping the econamically disadvantaged obtain
jobs. Contrast the approach used in the "targeting" sites, with the approach
used in Bﬁffalo, Paterson, and Milwaukee where the staff did not have to
negotiate with firms receiving economic development aSSistance or wait for
economic development projects to mature. A }'~

‘Helping low—inoome unemployed people obtain privatefsector‘jobs.is a
worthwhile endeavor no matter what approach is utilized. However, from the
standpoint of the demonstration s objectives, the placements in the "targeting
sites were more meaningful than those in 'non~targeting” sites because they '
“were obtained through the job targeting appgoach. 'Betause_the;non-targeting"
sites chcwe the easier path, it is not surprising that they.obtained more jobs
during the demonstration”period. It is time consuming to develop jobs through
a targeting jobs'strategy. Theifact that it'is\difficult, however, does.not
‘rule out its potential benefits. For example, the efforts undertaken by
Portland, Oregon during the demonstration could well yield another 400 jobs
because long-term hiring agreements have been signed w1th firms planning to
expandf In contrast,there are little or no anticipated job placements that
will occur in fnture years.from the efforts undertaken in Milwaukee‘or Paterson.

Within sites that attempted to target jobs, the quality of their approach
made an»important difference in produCing job placéments. - In particular, the.
'guality'of screening,{referral, and monitoring was important in explaining
the difficulties of same sites. For.example; New York City's performance
would have increased if they had developed a betteerrocedure for-referring

;(\ .
72



" forward given the high.post
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qualified applicants in a timely manner. Other sites simply lacked the.ﬁasic
policy and agency éupport to implement effective stratei;jg/ﬂ Thus sites

like Wilmington, Seattle, and Genesee were not brougij/} to the economic
tak

development ptocess at a sufficiently early.stage’jp e advantagé'of job

opportunities and'they'received little or no'bac§iﬁg from their superiors for

the job targeting concept.

2.  The'Decline in the Economy. ijyond the approach used by the staff,

the declining‘econcmic condition of thé TJDPsites was the principal explanidtion

[4

for TJDP's performance. Poor e:jydéic conditions caused delays and cancella-

tions of econamic development ojects.‘ Many p;ojects simply could not go

of borrowing money; the downturn in the business

. cycle made firms less willing to risk costly expansions. We-:found that over

half of ﬁhe econamic development projects included in the original TJDP pré-

posal were either completed by the time the demonstration began, gancellea,'or

“delayed beyond/the termination date for the TJDP’project. The state of the

econcmy caused many business failures and lay-offs. Nationwide, unemployment

‘was 6 peECeht when the demonstration began; it increased to 9.8 percent

by the summer of 1982. The clients of most TJIDP projects were slated to
fill positions created through expansion, but many -of the firms were‘just
not able to hire the pecople they plgpﬁed to hire..

Thé influx of unemployed, but perienced. workers into the labor market

-due to increasing unemployment levels in all sites (See Table I, page 23)

‘.

prcvided stiff competition for CETA-eligibles and the TJDP staff trying to

plaCé them. Employefs were more selective and less willing to hire.unproven .

workers; thefe was an ample supply of recently laid-off workers with more

__formal education and job ekperience.‘ An excellent example of this is provided

1

s L
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py the experience of the TJDP staff with the new Hyatt Hotel in éenesee

County. Because it was funded in large part by an Urban'Denelopment Action .
_grant,_the hotel agreed to . hire 86 lowQ or moderate-—income people for its

staff of 215. The CETA:prime sponsor conducted an intensive screening of the
area's CETA—eligible populatlon for the hotel's personnel managers; the prime
sponsorsalsofunded a training program for restaurant and hotel management, using
' the.Hyatt Corporatlon s training procedures. " when the hotel announced'its
lntentlons to hire people, hundreds of job seekers lncludlng many recently
Elald—off auto workers canpleted applications and sought lnterv;ews. Wwith an
_unemployment-rate of 23 percent the Hyatt had no trouble flndlng a full supply
.of exper&enced workers; only 26 of the 215 “hotel employees were trained or even
recru ted by Genesee's TJDP staff. |

One partlcularly devasting problem caused by the poor economy was the

failure of TIDP staff to generate constructlon ]ObS for CETA~ellg1bles. Most

TJDP proposals antlclpated many jobs for CETA-ellglble 1ndlv1duals durlng the Ty

LE
e

‘.)—wﬂ

l

construction phase of economic, development pro;ects, but thls simply did not
lhappen (See Table 1V, page 58 ). O©Of the elght communltles that targeted
construction jobs in their -proposals, four obtalned none during the demonstra-

-

tion. Only Montanawide , Portland,'Maine, Seattle and San Antonio were able

'

to obtain constructlon jobs, but overall these jObS amounted to less than
lO'percent of the total number obtalned through TJDP. CETA—ellglbles were .

unable to get constructlon jObS because there were too many quallfled, unemployed,
union members.who were:the first people called back when construction act1v1t1es

beganﬁ.

3. Timing of Economic Development Projects and Hiring Agreements.” An

important‘explanation for the number of jobs produced by even the more effective

74
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TJIDP sites is the long delay between initial applications for economic develop-
. L . : .

ment assistance and project bcmpletion{and hiring. Staff in New York City:

estimate, for example, that the average economic development project takes

over 250 days from the time of: application to'compLetion. Hifing depiéions

may be made months Qr.even years later. Consequently, as we indicated above,

the number of jobs obtained during the demonstration period is not a thorough

rep:esentation of the number of jobs that may be produced by the-efforts-of

3

) L \
TJDP staff. Hiring agreements have been put in place for several hundred
additional jobs, but the ectﬁal totals produced by TJDP will not be known

for several years. ,,Giﬁen the fact that many TJDP sites did not really get

. . . . \
underway with their job targeting strategy until their second year, it is

understandable why many of the sites with effective strategies have relatively

4

few jobs to show for their efforts< f : : | \

S

4. Overestimates in Proposals. TJDP proposal writers apparently overestimated

the number of -jobs that ecdnomic deéelopment projects would produce'in their

A

TJDP proposals. They discovered that mepy econamic develdpmeht pr ject54either """""

ceeate no new "permanen;{‘jqps or cgeate fa; feyer 5obs,;ﬁan anficipeﬁed; -
JUnfeftunately, however, they inciuded the ieflated-figg%es for jobs.in tgeirb
TJIDP proposals. Thie miscalculation helps account for the facththetipe TIDP
site achieved the nqnberof job placements ‘contained in ite proposai_

sy

Comparisons. with Qggoing CETA and PIC Programs
JThe job targeting concept prcﬁoted throﬁgh the Targeted Jobs Demqnstretion

. . ) : K . .- s
was originally advanced as a methgd to help low-income people obtain larger

shares of the embloyment benefits produced by federally-financed economic
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: development projects. TJDP was justified'primariiy on equity grounds rather

than because it was a more efficient strategy.‘ The question of whether TJDP
actually 1ncreased the flow of beneflts to low-income people will be addressed
later in this chapter. It is also appropriate, however,ﬁto examine how
productive TJDP wes .in comparison with ongoing strategies for helping low-
income people obtain jobs. If the job targeting strategies used,by TJDP
s1tes can be shown to be '‘as or more successful and efficient than

traditional tra1n1ng and placement strateg1es, then it could

‘"well be a very prom1s1ng strategy “that ought to be considered by employment

v

and training professionals. If, on the other hand these TJIDP funded job
targeting strategies are less successful and more expensive‘than traditional

approaches, one would have to evaluate TJDP strategies primarily on whether

Ithey in fact 1ncrease beneflts for targeted groups.

It is difficult and potentially ‘misleading to compare TJIDP w1th regular

CETA and PIC programs. TJDP was a demonstration program and suffered the

obstacles cgmmon to all 1nnovatlons. TJDP was tied directly or indirectly
to CfTA and Plc agencies so that one is not comparlng a separate program,

but rather a separate strategy housed W1th1n a parent organization. Because’
Job targetlng strategles involve long—term agreements, job placementsnare |
llkely to be fewer in any glven year than the placements of ong01ng CETA and

PIC programs that concentrate on the here and now. Nevertheless,,there is some

. value in making cautlous and c1rcumspect comparisons between ‘the performance

of TJDP and CETA or PIC programs in the ten sites where ]Ob targeting strategies

were attempted.
Rutgers' survey of prlvate employers in the TJDP sites proV1des some

evidence that-TJDP strategles canpared favorably with tradltlonal CETA and PIC

. ) . . N
. \ e’ . .
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strategies. Perhaps most important, TJDP hiring agreements brought new and
untapped segmentslof the employer.community into contact with CETA/?IC .
programs and clients. df the 51 employers with formal hiring'agreements,

63 percent had never been involved with a government-sponsored employment

and training program prior to TJDP. Employers involved via the TdDP strategy
were also satisfied with their experience. Seventy-Six percent of the 25
employers with placements were satisfied with the people referred to them

by TJDP staff and 85 percent said they mould hire additional people from the_
TJDP referring agency. Nearly half of‘the employers we interviewed cited

the value of screening .and referral services as the prinCipal benefit they.. )
- obtained fram TJDP hiring agreements. YT'..ess than a fourth received wage or
tax subsidies for hiring the CETA clients and only a few mentioned these |
inducements as important benefits.' Instead, employers emphasized the

" importance ofihaving a new source for qualified employees. One employer in’
'Portland) Oregon'even said, that "the Training and Employment Division does

a better job than priuate;emplopment agencies." The overwhelming satisfaction
expressed by participating employers'and the.fact that many of them were new

to the CETA system lends good support for the value of the job targeting

- strategy as practiced by the more effecti e TJIDP sites.
Canparing the efficiency of CETA/PIC ) ograms with the TJDP .Jjob targeting
strategy is difficult. Rutgersl staff comy ed the costs of producing jobs-
through the TJDP strategy with other” job lqgement efforts (such as direct oJT
marketing) either in host PIC/CETA agencies or in. adjacent CETA prime sponsors or
PICs./This enabled our staff to reach some rough assessments of the seven TJDP
sites where comparisons were possible. Two TJDP strategies (Portland, Maine, and

Portland, Oregon) had lower costs per placement than other local CETA and PIC

placement strategies. TJDP strategies performed about as well as other regular

7
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CETA and PIC placement efforts in New York City and in Genesee. TJDP stra-

-

tegies were not judged to be as cost efficient as other CETA and PIC strateagies
" in Lynn, Philadelphia, and Seattle.

The eVidence fran our comparison of CETA and PIC with TJIDP is_bv no -
f.means one-Sided and.it is problematic to compare ‘the two approaches._ However,
overall it would seem that TJDP performed rather well in comparison with

regqular CETA programs. Moreover, in four of the five communities where the

!
-job targeting strategy'was rated excellent or good, TJDP seems to have
performed better than or equal to the ongoing CETA/PIC placement approaches.
An effective TJDP ]Ob targeting ay be as efficient as traditional methods

of obtaining JObS for the economically oisadvantaged. ‘We cannot prove

‘that TJDP strategies are as good or better, but we do have enough eVidence

to say that.they are no worse than traditional CETA/PIC approaches.

The guality-of Jobs Obtained Through TJDP

another important criterion f?r assessing performance on the ]Ob
opportunities objective is the quality of jobs obtained by CETA—eligibles.
One of the’ justifications for linking CETA programs with economic .
development projects 1s the desire to use hiring agreements to obtain better
than average jObS for CETA—eligible ‘individuals. Traditional strategies |
for placing CETA-eligible ind1v1duals use such.inducements as on—tne—job
training wage subsidies or Targeted Jobs. Tax Credits to convince employers
that they should hire unemployed and low—imcome p#ople for:entry-level job
\openings. Perhaps the additional leverage afforded by job targeting can help .
CETA clients obtain better jObS from firms assisted under economic development

' programs, I TJDP staff effectively use the more powerful incentives of
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economic development programs,d}hen employers may give better jobs to the

clients TJDP staff represent.

The ev1dence assembled by thenRutgers evaluation team 1nd1oates that
the job targeting strategles of the TJDP 51tes were, by and large, lneffectlve
in improving the quality of johs available to CETA~eligible individuals.
Table IV presents three rough fpdicators of TJIDP performence—-thelaVerage
entering'wage of TJDP placed individuals; their modal oocupations, and how
TJDP johs canpared to jobs produced under regular CETA or PICvprograms in
'each’comnunity; .

Overall, the averege entering wage for TIDP jobs waS'§4.45 per hour..
Most of the jobs were above the minimum wage, hkowever, Genesee and Lth reportad
many jobs at or below the federal minimum wage. Almost all of the jobs for which

. . . _ L

we have information fall into the unskilled, entry-level category, or, at

best, the low-end of the semi-skilled range. The modal occupations include

Ll

machine operators; usually on factory assemb;ylinest}n noneunionizea' ,
companies} general lahorers;;reetaurant workers, such‘as waiters, Qaitreeses
and'cooks; low—skilled clerical and secretarialypoedtions; and various jobs

in the hotel industry. ]In sir'or the eigbt‘sites Wherela camparison is
meunlngful TIDP jobs were judged to be of about the same quality as jobs .
.obtained by CETA—ellglbles through regular employment and tralnlng programs
sponsored by the CETA prime sponsor or the PIC. In Lynn, the jobs obtained
through TJDP were not as good as those avallable through the CETA agency, in |
Portland, Maine, the non-constructlon Jobs pald less than placements' |

from the CETA agency. Only a few jobs in Genesee, Portland, Oregon, and

‘New "York Clty represented improvements over the typical opportunltles from

’H_‘///,M/.‘""/’. ‘ . : ' | ’ 79
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\ Table IV: THE QUALITY OF TJDP JOBS*
\ ) !
e e Average - ~ :

§ Entering Percent Compared -
Sites Wat";el Most Common Occupations Construction to CETA/PIC
Genesee $3.64 Fast food worker, metal fab- 0 Some same,

ricator, shipping clerk, others better
C T aligner, parts manufacturer
Lynn $3.50 Extruderstrainee, stitchers 0 Worse
assemblers, shoe laborers,
factory workers
Milwaukee $4.22 Hotel servige workers, 0 Same>
S lauridry workers, production : '
workers, machine operators,
clerks, auto mechanics
o [} . : y , .
Montanawide $7.00 0il rig laborer, -seismic No estimate No estimate
. tester, surveyors, truck- available available
drivers, laborers :
.New'York Cit& $3.95 Production machinists, data 0 Some better,
: _ ' processors, bakery workers, : others worse.
¥ | = electrician helpers, clerks, . ‘
: 4 truckdrivers
Paterson ° ¢ $4.30 Machine operators, bench 0 ' Same
Co \ assemblers, clerks, warehouse
o laborer, management trainee,
restaurant worker ‘
Philadelphia \$4.214_.Q Secretaries, clerks, machin- 0 - Same
: : ists, shippers, security p/
v guards, hotel workers -
portland, ME  $5.13 _Constructlon laborers, car- 50 Construction
‘ . penters, iron workers, clerks, s better; "per=-
restaurant workers manent" jobs
. ' _ worse
. ! -
" portland, OR. $4.49 Truck drivers, productlon work— 0. Some same,
 ers, custodial, clerks, main- others better
. tenance mechanlc,jmaterlals Co
handler ! " s
, , K
San Antonio No " Construction workers, restaurant 5 Same. '
‘ estimate workers,- maintenance workers,
available hotelwworkers
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_ Table .IV: THE QUALITY OF TJDP JOBS (continued)
- o »

Average .

: h Entering . . : Percent Compated
Sites Wage Most Common Occupations *  Construction to CETA/PIC
Seattle $4.61 Fast food worker, laborer, 8 +  Same
i ; ‘assembler, clerxk, construc— o

‘tion laborer B : <o //
Wilming£0n .$3,75 Retailbsales, restaurant 0 No estlmate
’ help, textile worker ‘ _ayallable
. q
* Averages . $4.45 Machine operators,

clerks, restaurant
and hotel workers,
assemblers

hY

[ 1

Source: Quarterly Jobs-Related Act1v1ty Reports submltted by TIDP staff

l.. Average wages are calculated from the latest avallable data-
submitted by the sites. In several cases data on wages were
not included in the flnal job placement report. 4

i
2
4

2. Since the TJDP program and the CETA/PIC programs were lndls—
tinguishable, it follows that placements froam TJIJDP and thef
CETA/PIC would be the same. , Co

LY . . .

-* pata on Job Quality were unavailable for Buffalo and Metcalfe. ;f .

. . _\. . . !

AN

~
N




CETA and PIC agencles. and many jobs for New York City's TJDP program
\ '

whad lowermentry wages tHan ]obs avallable +through the PIc--TJDp@s host’

- agency. : ST N .

- '

Explaining Job Quality}’“" T v -

.

The quallty of jObS obtained by CETA-ellngles through TJDEFwas rather
low.ruost of the placements were 1n unskllled and entry level jObS wlth : R
characteristically high turnover rates and the average enterlng wage was _

, $4 45. per hour.' The jobs developed through fJDP are roughly similar to

jobs developed by CETA and PIC agencies in regularly funded programs.=§Thls

lS perhaps not surpr1s1ng S1nce the same cllent populat:on was belng served, 74 N
but lt undermlnes the claim that job targetlng can b¢ used to enhance the |
'quallty of jObS avallable to the. CETA-ellngle populatlon. Several factors

' , ¢

‘account for the quallty of jObS obtalned through TJDP.

e

: '\
1. The Pool of . Avallable Jobs. ‘More than other factors,,the‘character-

'1st1cs of jObS created by economlc deVelopment projects determlned the quallty

of jObS obtained thrcugh TJDP. TJDP starf dlscovered that most of tge jobs

. N -
created by economlc development lnvestments were in low-paying, unskllled,

and ‘high turnover pOSltlon°.' Equally . lmportant, the hlgher paylng constructlon

jobs wexe not avallable to the vast majorlty of CETA appllcant= who did not b'long i

to the craft unlons that control hlrlng in ‘most communltles. These‘facts pla ed_:

.

TJDP’staffefs in an awkward pos1t1on in some Communltles. They could elther C
céntrate exclusively on the small numbef of "better" job 3 oortunltles that

along or negotlate wlth enployers for the less de51rable pos1tlons and hope

~orocess to capture some of the better JObs. TJDP staff around the countrv wero_;;""

'on whlch strategy was more approprlate. Some argued that gettlng .any. Job for an :
unemployed res1dent was worth thelr erfort.- Others ébld that they should

" not waste their time trylng to get job olacements that CETA partlclpants K

&
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't’as possible.

' they approached the problem, the fact reﬁeined that many of the available

‘workers were left to compete ¥or che emtrv-level, unskilled oos1tlon= - In
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would get'without their help and without CETA subsidies. Regardless of how

'ujob opportunities were simply not =iuch bétter than those regularly obtained

|
for CETA clients. : : !
An equally vexing probium For TJIDP staff was the fact that many of the
- . i ‘ _ -
better paying jobs created by econcmi &evelopment projects wereiﬁot“suitable for

CETA clients because the skil. levels were too advanced. - Moreover, employment

ani training agencies typically had insufificient lead time to prepare CETA

. workerslfor semi-skilled jobs, The low-skilled, bﬂqher vaving sonstruction jdbs,

&

S sy, . i L : : Ny
were unavailabie to non-union wo:iers. Consequently, most of the CETA-eligible

-
“l.

sho;t, eltner the skiil requlrem&wts were too high for CETA cllents, or the

-
\

quaiity of the job was not very Bigh. \Thls problem is not unlque to the

TJDP proqram, but one tbat frecueatly plagues CETA and PIC programs.

2. Job Targetlng Strategy. In theory,.negotiations for a hiring agree-

- ¢ e

ment could be used by TJIDP ;staff *to gain better than avefage jobs for CETA7 /

»rkers. Even when such jpbs were available, however most TJIDP staff did:
‘ !

nét focus on job quality in discussions with employers. Moreover, many TJDP staff .
| L . . : £y

' did not swWccessfully involve unions in the job targeting process. In other words,

. the job targeting strategies of most sites were not designed to get better

than average jobs; but focused instead on obtaining as many entry-level jobs
Even the more =ffective sites felt that it was auite sufficient;
)at this early stage in the development of job targeting stratecles, to focus

.on gettlng CETA-ellglble cllents into unsk;lled entry-level jObS. Later they

a .

;ftcould beqln to work on obtalnlnq better jobs after the strategy had demOnstrated

s its effectiveness.

L}

’
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3. The Declining Economv‘ Finally, the poor economy imfluenced job

quality, in much the same way that it affected the total\number of jobs

&
obtained by TJDP sites. High unemployment rates placed a large pool of

" experienced workers into the labor market and made CETA partici ants less
: : \ | -
campetitive. :mployers were, under thlse circumstances, under no\pressure
,.
to put inexperienced workers in more challenging poSitigns because\ more

qualified oeople were readily available. Tais fact, combined with the nature
\

)

of available jobs and the bargaining posture adopted by the TJDP Sites, helps -

explain why only a small fraction of the over 1,000 jObS obtained through
\

TJDP were better than the jobs typically obtained by CETA—eligible ingiViduals.

s  Mmams I @ ENGSS BEME DONND  BSOE. SO

i
v
i

Altering the Hiring Patterns ot Private Firms . |

i
i

The last of our four criteria for evaldating ok placement performance
- ; | . ‘
is cleaily the most demanding one- pid TJDP job targeting strategies al ter

the normal hiring patterns of employers who entered into hiring agreements°

\. ‘I

Are TJD efforts increasing the flow of job opportunities for the ec noJLcally ;
Z get other-

disadvantaged from economic development projects over what they woul
i wise’ By, considering these questions we are raising rssues that are typically
ignored/or overlooked in evaluations of employment and training programs.\ Never-

' theless, these questijons are important i for a comprehensive assessment of TJDP because

_ it was designed in part to redirect benefits from economic development.projects
: . : |

. ' o i . 1
towards low-income individuals. If TJDP job targeting strategies have lit&le or no

influence on’ the hiring practices of firms and on the expected pattern of\benefits

A

1
in =he community, then they are_considerably less useful than if they do.\

0 ”wrortunately, reliable information upon which to base this judgment is

' |

|
difficult to come by. Systematic lnIOrmathn on the’ cnarac ristics of pe %ole.
: ‘ R
!
l

8¢ \

<
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hired by private employers on economic development projects prior to TJDP

. was not available and even if such information were available it would not

. the Urban Deyelopment Action Grant program that will help us make some

be entirely satisfactory for pmrposes of compariéon, Therefore, we asked

employers in each site whether the types of people they hired or would hire

‘under TJDP were different fram those they hah already hired. We also found

scome useful déta on the characteristics of people hired on projects funded by

tentative judgments.

Employer Interviews

Interviews with private employers ahd local TJDP staff suggest that most

firms in most TJDP sites did not change their hiring patterns in response
- f

to TJDP-initiatea_efforts. The Rutgers evaluation team estimatedithet TJIDP

"hiring agreements had a systematic impact on'hirlng patterns in}only three -

- of ten sites where job targeting strategies were attempted. (No change would

be expected{in'the other four sites because they did not attemptlany,new

approaches ) Some of the individuals hired would have‘remained unemployed
T v .

?

or on welfare without the ass1stance they recelved frcm ‘TJDP, but the overall

I
:

.. record does noct reflect much change in the types of people hired by employers

4

C

under the TJDP hiring egreements:
Additional support for this conclusion comes from our survey £ employers.

\ ,
Approx1mately half of 25 employers in our survey who had h&red people indicated

that the 1nd1v1duals frcm.TJDP were the types of people they normally h1re,

only a third reported changeS. Thlrty employers who had entered into agree-

_ ments, but who had not yet hired people made similar responses. The -

‘majority’of these employers also said that they .did not expect to

change their hiring patterns. Two comments made by employers during inter-

o

85



e

views represented the opinion of‘a majority of the respondents. One employer
said: "we usually hire ‘minorities and low-inccme people anyway. These workers
will just come fram a different source." Another pointed out: ﬁminorities
and low;income workers are the mostnavailable WOrkers. The city doesn't have
to ask you to hire them. They're just there."

Although most TJDP job targeting Strate%ies did not seemhto effect substan=
tially most employers' hiring patterns, there is evidence that they were -
effective in Portland, Oregon, Genesee, and Montanawide. In Genesee County
and Portland, Oregon, minorities and women weré employed in firms that previously
had all male or all white workforces. In Montanawide, several employers said
thatcthey had hired more Indian workers as a result of the TJDP-inspired
efforts of the Tribal Employmert Rights Offices.

Because portland, Oregon develcped the most thorough and effective joh
targeting process during the demonstration, changes in hiring‘patterns among
the city's employers are particularly important. InterViews with TJDP employers in

Portland, Oregon confirm ‘that they are hiring a greater percenfage of mi orities

L i f
‘ and women than they wcul4 have done in the absence of TIpP and that they [are pleased“

employees has hlso been

b

Wlth the persons they ha&e hired. R tention of these n
quite good, because the TJDP_staff id a careful job of| referring appligants

with skills and qualifications appropriate for the firq. The Portlandvéxperience
suggests that an effective job targeting strategy can bring abou:it systematic ’
changes in the hiring pattexns of'employers. ‘ '

'
L]

Comparisons with the Urban Development Action Grant Program

Although employers reported that TJDP fob targeting strategies did not

.systematically change hiring patterns in more than a few sites and a third of

! 86
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' . , _ . C
the fimms, the TJDP experience -“cr' <res favorably with the hiring patterns of
firms under the Urban Developmerw Action Grant program, ‘where TJIDP hiring agree-

" ments were generally not in force. According to a systematic analysis of the

characteristics of people employed on 80 UDAG projects in 70 cities, "about

one in ten of the new permanent jobs created thus far are filled by those

. who were part of, or qualified for training under tre CETA program." (see

~ ,

HUD, An Impact Evaluation of the Urban Development Action Grant Program,
Washlngton, D.C.: January 1982, p. 65 Emphasis"added.) Rutgers' survey
of 25 employers with hlrlng agreements in six TJDP sites found that the

CETA-eligible people already hired represented 6 percent of the firmfs

total workforce. Moreover, if CETA-eligibles are hired for all the jobs con-

tained in the hiring agreement,\they will constitute over 25 percent of the

total workforce of the firms.

Portland Oregon s experlence is agaln slgnlflcant. First Source Agree-

merit s are designed to target all entry~level jobs for CETA-eligible individuals.

. Ideally, then, CETA clients will recéive most if net  all of ‘the new permanent

positions-created by the econcmic development investment in firms that

.

‘ s%gn Flrst Source Agreements. Evidence from emp oyer interviews in Portlan P

Legon suggests th?t.CETA-ellglbles will in fact btaln a substantlally larger

hare of the new ?permanent" entry-level pOSltl s than the national pattern

I M

4 i

eported by HUD sIstudy of UDAG. For example, tl

rJ
e largest employor——a major orinting

company--éndlcated that 75 percent of the 114 jobs created through ~iielr UDAG would :

o

' be covered by the First Source'Agreement. They had' already hired 17 and pledged to
4 . . . 8
honor their'agreement Another firm-—a medical supply and ambulance.service~—had
already hired 6 peoplé or 20 percent of thelr workforce from the C”TA-ellglbleu

populatlon rererred by TJIDP and expected to hlre another 6 oeople over the next

§7
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few years.
It seems that some TJDP job targeting strategies. either have or
1 - Vd . B :
shortly will produce more jobs for CETA—ellglble individuais frcm economlc B
nt ass;sted flrms than are typlcally obtained through employers under T

developme

the UDAG program where TJDP-type hiring agreements are not typically utilized.

This conclusion 1is especially strong-in sites like Portiand, Oregon that have

effective job targeting strategies. __
T . ‘ _ /

&

"Explaining Hiring Patterns .

Most TJIDP job tarqeting strategies had little impact on the types of people

employed by economic developmenuwassiSted firms, but there were important’

o

changes in a few sites and ln some £irms ;n_several'sites. Moreover, the

TJDP job targeting strategies wiil veIy .ekely'prodoce more jobs for CETA-
S
eligible ‘individuals than they noznaily receiv& from UDAG-funded projects

'

nationwide. "hat accounts for ).t mixed pe“te*n’

, @ i ef’ kvallable Jobs. The absence of cbserved changes is
/ ,f f
principally expeﬁened by chara terlstlcs of the j

obs/avamlable from econoﬂlc

development inveétments. According to a natlonal stuﬁy of UDAG projects, roughly aev4

jobs produced by private firxms jare low level jobs at the

i

of every ten “permanent”

entry-level, such as gz .as, clerical, services, and unskilled laborer positiohs,

(See HUD. An Impect Ev+_wation of the Urban Development Actlon Grant Program

our. analy51s of TJDP‘;ob qual’ ty
i

revealed that jobs developed by TJDP staff fit this national pattern. .

Washlngton, D.C.: January 1982, P. 65.)

ployers tend to hire people for these entry-level jobs who resemble the

e
[N

CETA—ellGlble populatlon. Hiring .agreements, O for that matter wage and tax

1

subsxdles, are not needed to convince employers that they should hire low=

income residents. The opportunitles Lor TJDP starf to arfect #he hiring

nature of the ]obs available. - JJ

88

patterns of firms are limited by the
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-

14

2. Job Targeting Strategles. Given the nature‘of the’job pool, changes

in hiring patterns can only be brought about by effectlve job targeting
strategies. However, most TJIDP jOb targeting strategies were not des1gned

l‘

or well enough administered to bring abouttchanges in hiring patterns.
Private employers were seldom asked or “pressure'ﬁ to change their hiring
patterns. The negotiating styles .of TJDP staff in most sites demanded llttle

from the employers. Instead hiring agreements were marxeted as a no cost
5 Al

‘service. Employers were told that they could obtaln quallfled workers

~
R AT

(often with wage subs1d1es or tax’ credlts) without alterlng their hiring
: \

patterns or practices. In addition, most sites had ineffective monltorlng
and enforcement~systems. They'had no method_for tracking the firms after the
u hiringvagreement:was reached and therefore no;way of knowing what the employer
did. o : L. | |
| Only Pé}tland Oregon ‘nenaged to develop a jOb targeting strategy
that was both des1gned to brlng about changes in h-rlng patterns and effectlve
in doing so. Their First Source Agreement strategy targ ted all entry- level

ijS reated by economic development inv st#ents.for the |CETA-elig le popu-—-

}atlon. This polxcy, when comblned w1th shlllful negotlatlons and effective
. f .‘r

mohitofing, helped bring about s;gnlfLCan* changes by employers 1n their c1tyb

Desplte the generally dlsappolntlng results, the evidence suggests that

.-/n.

h1r1ng agreements, even 1f they are rather undemanding, but espec1ally if they
! .

!

are demanding, tend to 1ncrease ‘the number of jobs obtained by the CETA-e]", b :
population. The fact that flrms 1nvo}ved with TJDP hired or w1ll hire moxe
CETA-eligiblesthaanmG firms wlthout hlrlng%xngments suggests that the

job targeting approach'does:bring a different type of candldate to the private

Pl
Y
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employers' doorsteps. 1In this regard, it is important to recall that three

of five employérsnhad never been involved with a CETA or PIC program prior

to TJDP.
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CHAPTER IV. BUSINESS ASSISTANCE UNDER TJDP ’
In the request for Targeted Jobs Demonstration Program proposals the
Interagency Monitoring Board called for activities which wbdld"...effectively

target the maximum feasible number of spin-off business opportnnities created

under federallyéassiste& development projects upon small or minority entre-

' preneurs or cbc's (Ccmmunitf Development Corporations).” 1In its equity orien-
tation,'fhen,this éoal was similaf Lo fhe job. targeting goal of the demonstracion.

Economic devélopment projects not only generate jobs, but 6fteq crrate

invegtﬁeht and contract opportﬁnities for sméll and minority businesses.
Busiﬁeés Qpportunities may include,for.e#ample;'subcontfacﬁs on a coﬁstruction
p:oject;of the leasing of retail“sﬁaqg in a new hotel-convention complex.
As envisioned“by the demonstration's plénners{ while the TJDP staff negotiated
with the developef and émployer over jobs for the eéoncmically disadvantaged,
they cou;d also_idénti%y and perhaps reserve some spin-off business opportuni-
ties‘ for small'f and minérity business enterpiises (S)M:BEs) . Thus the demon-

straﬁion WOu%d help redistributc.both employment 'and business‘opportunities. |l

The condept of targeting in-of; businessvppportunities,for S/MBEs

is a relatively recent aspect‘ £ eéoquic development policy. While govern- -

! . »

N ‘

ment, . particularly state government.'has been involved in economic development

activity since the formétioq of this country (for example, granpihg chgrters

Aﬁd bahégs only since the New Deal has the federal government undertaken Spécific
E%con&ﬁic developﬁent.acfivikies direcgsf(at aiding local economies. During
the post-Dépression period,'government-fundéﬁ economic development programs
were confined‘larQer.tO'publiéuw;rks projegts. With the nezgsuve of the Area

P

Redevelopment Act of:1961, economic development assistance - w0 e diversé

% . . ! . . N
. . i Ty s -
. i 9 i
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(for_example,"not only public works projects pbut also various forms of dlrect-
assistance to business) kl and even more concerned-with regional and local
economies. Services to small and mlnorlty business enterprises were expanded
and further d1ver51f1ed in 1953 and 1969 with the establlshment of the Small
Bus1ness Admlnlstratlon and the Offlce of Minority Business Enterprise

respectlvely. ~The Small Bus1ness Investment Act of 1958 required prime

~t

contractors seeking federal ,ccontracts to submit a plan for using minority

i 7

firms. ‘Since then, afflrmatlve actlon has been pursued by local governments
through provisions requiring that a fixed percentage of contracts be set-
‘aside for minority and/orlwomen's husinesses. |

By the late 1970s. numerous studies began pointing out the importance of

small bus1ness enterprlses to the local economy,and local economlc development

.

agenc1es attempted to tallor their efforts to SBEs as well as to larger flrms. -
With the reductlons in federal assistance and the recessionary ecconomy of the

early l°80s,economic development activity'became even more sharply.defined
and txrgeted The inclusion of spin-off buS1ness opportunltles for S/MBE's
| il .

"from federally-assisted economlc development projects 1n the TJDP enterprlse

thus meshed with and helped'to extend th preva111ng evolution of economic

'development policy. /_, - ) '/

-

The request for proposal ass1gned a lOWer prlorlty to the sp n—off bus1ness

“-

i opportunlty goal than it did to the job targetlng goal I\s welghting ln.theb

selection”process-bls ‘out of lOO‘polnts-ewas significantly less than:that given

-

to gob targetlna for the economlcally disadvantaged--50 out of iod points.
. T .

Moreover, during the evaluatlon and seleotlon of sltes, the" Interagency Monltor—
’ ‘ S ! - :
ing Board did not require all sites to incorporate business Spln-offs as-part

~ 3

P
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of the demonstration; only seven sites set forth specific business activities

in their proposals. /

. e .

Few of the sites pursued this business assistance goal with any vi%or;

and those which did generally disregarded the national objective of redis-

tributing business opportunities. Instead, they- focused on general assistance

to S/MBEs. Five sites undertook a major effort, five‘sites engaged in business

a5515tance on an ad hoc and highly diffused basis, and four sites torally
. ignored it. Business assistance was thus the weakest and most undeveloped of

the TJDP goals. . _ . ‘ o ' \\ -

We altered our research agenda in order to. descrLbe and explalnjyhat was

actually taking place. Rutgers' evaluatlon of the business a5515tance com= °

P . .
ponent of TJDP therefore focused not on spin-off business opporxtunities

per se, but on business assistance in general. This we defined’ as the pro-
vision of any aid to a small, mlnorlty or women—owned ‘eriterprise which

faCLlltates its ablllty to’ start-up, relocate,vexpand or remain 1n business

3

and ,whicii is not an employment and training serv1ce. Thus 1f a demonstration -

, U
site packaged loans,'gave technical - sance ‘to flrms, establlshed a city-

-
r .
. .

w1de procureinent pollcy for S/MBE's, TXan tralnlng seSSLons for en repreneurs,
. ‘t V! : ’ e ' .
or -pursped spin-off business opportunities,it was considered a business | e
. ' 1 ’ -

-a551stance actLV1ty However, if it of fered on—the—job tralnlng.wage sub= «

-

sidies: or referred potentlal employees, thls would be categorlzed as an employ-
: 4
~ ment and %raining activity.‘ v _ . .

The potentlal leerSlty of bu51ness ass;stance activities and the low

- -

.

prlorlty glven to %hls goal made canparatlve analys;s difficult. No two

P

sites Eormulated 51mllar bu51ness as=1stance goals and fne-mlx of bu51ness,‘

. . Y
a551stance prov1ded and the e:fort axge s ynriad g;aatly from one demon—

stration project to another. In sane.51tes'tuaruecﬂ ,oaLStance wa= ‘clearly
. ﬁ l
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defined and/integral to the demonstration project. in others it was ad hoc e
and'diffused. While quaﬁti%%pive comparisons were thus rendered impossihle,A .

we were able to make same qualitative comparisons of the diverse business
assistance activities. However, this section of the comparative eyaluation :

is not meant to determine which sitesrwere most effective Tt achieving the .
business assistance goal but to describe the types or.business assistance
activities undertaken, the rationales for ,their inclusion, ahd the sitesjlmajor

accomplishments.

-

overview of Business Assistance Activities o N

[y

Of the fourteen TJDP Sites, ten engaged in some level of business assistance

activities and four did not. Of those which’ made a coﬁhi\kent to assisting S/MBEs,

-

half made a major effort andAthe remainder~qenega€;d only ad hec, di diffused ‘and small-

3

scale attempts to facilitate the economic yiability of local-enterprises. Ofg

‘course, in many of these Sites business asSistance was being provided, but nat

’

, by TJDP. ‘ | . I oo

*

For ‘those sites which excluded, business assistance--Genesee, Paterson,, H

o

Philadelphia and ﬂtlmington——it is difficult.fo aiscerh common characteristicé

' -explaining the outcome or to identify a single'andlccmmon rationale for itnf
‘QVerall,.the decision to excludeAbuéiness assistance seems idiosyncratic.

‘Neither the incluSion cf business aSSistance as a' goal in the initial oroposal,‘
nor the location of the TJIDP in an employment or training agency, nor the nature;,
‘or'theaeconomy served to distinguish chese sites from thcs:2 which undertook

- 5 - /

‘pusiness assistance,‘ Wwhen asked directly to explain the excluSion of business
assistance, two sites mentioned that such serVices are costly, difficult to

a [ ’ . ‘ : . R

© . ) -

g‘l
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perform and have a long-term and unpredictable benefit. Two sites pointed

out that these services were already being provided ln the communlty, and

. h e el

three sites argued that there was no need for S/MBE assistance.

The ten sites which included business assistance were administered,in

“ ’

whole or in part,outside employment and training agencies, had a_supportive

political climate for S/MBE involvement and the ability to build upon- existing
' - M . ) /
business assistance programs or policies. The administrative location of .

the TJDP seemed to be the determining factor. Six of the v ivolved sites‘

1y I . R
were not solely bound to an employment and training agency. .2y were located

v

in a plannlng or economic development agency or had stsff stationed in these
. ’ .
agencies. Many of those .sites with-major: efforts were ouin td llnk w1th
i . .
exlstlng bu%%ness ass1stance act1v1t1es and thus dld not. have to oVercome ' .
N : . . .
the friction of starting up a new government activity or battle with exlsting
. NI : | . | T
_agencies over administratﬂve turf. / <ﬁ§}

Types of Busines$'Assistance Ad?ivities.

- -

. Those sites.engaged~iI'assistanoe to small and minority business enter-

. : \ : . i
prises took.on a*varlety of tasks. (See Figure III.) As‘might,be expected, l

* -

tasks that were easier to perform| were undertaken(~more f;equently Thus;
I

several 51tes engaged in publlc relatlons, the de%elopment.of'conferences andl
" v i ! e

semlnars, and general coorfination between enterprlses and - other agenczes as -
X R 4 - . o
: well ‘as research, plannlng|and market analysls. The start-up costs were low
Q Y { W "", e ',,
* and the activities could bE sustalned with™~ small amountsgof funds and staff

\ .
N i R A .
’ had \ . 'y

+time. MoreoVer, these~acti

[ . 7]

N - — < . -
% - . . v . .
. ) A L ) "o
.
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Figure III: ACTUAL AND PLANNED BUSINESS ASSISTANCE ACTIVITY

/’ .. BY TYPE OF INVOLVEMENT AND SITE
B ) - ' ‘
Activities _ _ ~ Major Involvement Minor Involvement \
L) ® Latd
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Research, Planning .and
Market Analyses . : ' AlAjAf] P i -
'\General Businessy R C f
,/-iAssn.stance5 o . A P : A
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Contract Set-Asjdes’, Affirma- .
tive Action, Procurement Programs A - alaj
Assistante to Mlnorlty : N . -t
. Contractors “ , Al A Al al - |-
. o R e
Revolving Loan Fupds and
anancial Eackaflng, o i Al Ppla
[ - T : - _
g . 6 — ' . L _
‘Miscellaneous Projects. o ' A .! AlP -

Notes: 1. Sites with a "major involvement" in business assistance devoted a
l o : s:.gnJ.fJ.cant amount .of staff time to this goal (at least %ne—th:.rd
| of the total expended) , made the act1v1ty”an integral part of the
! 'demonstratlon, and pursuad the goal through the life of the project.
! 2. Sites with "minor involvement" engaged in business asssitance on an
- ” ad hoc, diffused and small-scaled bas1s.‘ It was perlpheral to thelr
. , .,other activitiess . / .
&/‘ "u‘aﬁ Tupn represents an actual project; Spn represents a proposed project
‘%" 4 VGeneral.Coordlnatlon primarily refers~ to referral act1v1ty on an ad
° ‘hoc¢ basis; conferences includes training seminars, an activity under--'
4 . taken in~ Portland Oregon. -
' - 5. This 1ncludes technical assistance,. managerlal counsellng, and |
. assistance on business start-ups in- Montanaw1de.
6.  This includes energy-conservation and security prOjeCtS in New York
' City and a small busmness 1ncubator building in Portland Oregon.

96‘ I




‘York City TJDP staff member.

. C ) -75=
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" : st /o : c, g '
across -the sites. ‘These activities réquired a major commitment of funds
L - . . ]

‘\(e.g./ funds to supply a revolving~loan fuhd,RLF), a political commitment

(e.g., a contract set-aside ordinance for minority businesses), or the agreement
. . : . . Y

by a developer or prime contractor to give préference to S/MBEs. Lastlyi
there were a few miscellaneous p?bjects undertaken which did not fit easily
into ongoing activitiés and were therefore handled by TJDP staff. For instance,

an energy-conservation program for selected businesses was operated by a New

-

Sites with major involvement® were.more likely than other sites to undertake

“

costly and boliticélly difficult activities, such as contract set-asides.

1S

In fact, this is one reasgnvwhy they were placed in the majox involvement .

categorv: these activitiesrequired more of a staff commitgent. Each of these

"major" sites established a dominant business assistance activity, such as
éssistance on financial packaging; and did not diffuse the egfort b;jengag;ng
in projects unrelated td this. Same exampleé_will be helpful here.

In Lynn; fbr example, TJDP-fund;d business assistance emerged‘out of a
need to facilitate econcmic development as a prelude: to employment and training
opportunities. The two sets of activities were viewed as a single’ package: %

firms receiving economic development assistance might have other, business-

related needs and also be open to overtures for employment and training

assistance. Given this premise, several activities were undertaken, including

a revolving ioan fund, technical assistance, general coordination, set-asides

for minority subcontfaétors,‘a minority newsletter, and the development of .

i}

a business affirmative action plan for the cjty. All of these were viewed as
part of the general marketing of Lynn as a place for investment. In contrast,

business assistance was a low priority in Portland, Oregon. A single eight-
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. ' : - . -

week seminar on financial management for small entrepreneurs was held, and ' .
it was not viewed as part of a larger and integral component,of TJDE. Plans

for a sme .1 business "incubator" euilding,where small entrepreneurs would share

-~

certain services such as computesized mailing and energy costswereinitiated'but

not completed during the demonstration period. &s with the. other sites where

B

business assistance was a minor activity, no cohesive approach was developed

In addition to Lynn, San Antonio, MontanaWide, Seattle and Portland, Maine

-

engagedbin.major business assistance activities and these sites also deserve

brief descriptions. Despite the fact that they performed major business

activities ,’however, most of them did.not work .on capturing spinFoff business
’ opportunities, and most separated business"assistance frcom the job targeting

cmponent of their demonstration. -
Following Lynn, San Antonio had the most developed business assistance

i\

component. TJDP staff helped six minority contractozs obtain ~construction
subcontracts, aided eleven small and minority retailers in the ptrsuit of

retail space in a major new hotel (five of. whom eventually leased space)., and
S, . . "=

-assisted fifteen S/MBES in bidding for hotel equipment and fdrnishings. These
activities were augmented by a’ variety of efforts des1gned to increase the

participation of S/MBEs in local government contracts, including conductinq

sﬁrveys, developing an affirmative action plan, holding conferences, and setting

S/MBE ‘utilization’ goals.'m - o ,

' In-MontanaWide a single TJDP staff person spent eighty percent of hLis time
‘duxring the demonstration working w1th Indian contractors to help
them. identify subcontract opportunities, negotiate the pidding process and ful-
}ill the contract. Towards tne end of their demonstration, two proposals were

develcped to expand business assistance to Indian enterprises: one venture

33
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undértaken with the Atlantic Richfield Company would develop small, trlbal

4 \
- N

and Indian owned business enterprises and the other des1gned in collaboratlon

with a Colorado'canpany woiild develop a production facility for firearms, weapons

and accessories in one of the tribal 1ndustr1al parks. 'Neither projeéct had

moved beyond the proposal stagse by the summex of 1982. '

>

Seattle s TJDP partlclpated in several city efforts to assist women-

owned and minority bus1ness enterprises (W/MBEs) & The TJDP staff identified

viable development projects and attempted to establlsh minimum commltment.

T

levels for W#MBE utlllzatlon, in'conjunct on’w1th other city staff. In
add1t1on, TJDP gathered and dlssemlnated information about S/W/MBEs in the
city and provided technlcal assistance to firms. staff part1c1pated in con-

ferences and workshops, developed brochures and letters., surveyed S/W/MBEs:

.and created a S/W/MBE resource flle.

Lastly, business a551stance in Portland Malne was'consldered a major . T
activity because it absorbed a great deal of staff time but'the type of

assistance had only minor potent1al for lmmedlate assistance to S/MBEs. an

early but unsuccessful attempt was made to find local enterprises’ to prov1de

goods for an airport glft shop There was some tangentlal 1nvolvement in_a . -———

_,__/,
[ AU S b o i are bbbt e fa e La a4 B

revolv1nq>loan fund, ald to a fledgl;ng cooperatlve, and the development of
planning and market analyses. However, the bulk of the staff time devoted to
business assistance was concerned with the Neighborhood Job Development Project=-

a study of bpportunities for new and ekisting small businesses in Rortland.

—~

The study had little 1mpact durlng ‘the demonstration. "'“M“”'"-“-v»m}~m~w- S

2

Slgnlflcantly, none of these "major" eFforts in providinag buS1ness

assistance to S/MBEs, with the exception of San Antonio,were directed at capturing.

spin-off business opportunities from federally assisted economic development

‘95
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projects. Even Lynn dealt less with targeted projects and more with theﬁgirms
. B * \1
that happened to ccme_into the economic development arena, whether or not:

’
they were receiving federal econamic assistance. Seattle's efforts were
directed at implementing W/MBE utilization .policies on E&EZ contracts, rather
~ than federal projects. Moreover, in San Antonio there was only one targeted
project. Thus the national'spin-off bus1ness opportunity objective of the
demonstration program never penetrated into the local endeavors.

Only in Lynn was there any integration of the business assistance and.the
job development ccamponents of the TJDP. In that site, the two activities were
jointly-packaged, ‘and orten handled by the same person. ‘In other sites that
////provided business assistance, a sepaxation was maintained. Again, the low

priority given to bus1ness ass1stanceland the lack of enforcement of thisi
component ‘of the demonstration proij-ct led to a serious dlscrepency between

initial nationall goals and_local performance.

7
’ A

Major Accomplishments

An 1mportant question about this demonstration project is whegther itr

generated any new w or useful’ ideas about helping“S/MBEs*as part“of;a—traditional
. e

>econcmic development strategy. Unfortunately, the answer is predominateiy .

L -
negative.

' ,.,,.\,,{’”wv .

TJDP advanced neither‘the tactic of capturing pusiness opportunities for

S/MBES nor the strategy of linking S/MBEs to employment and training programs.

_No Site selected -a set of federally—a551sted economic development prOjeCtS
. ard attempted to help S/MBE s obtain themresultaﬁt"spin—off pusiness opportuni=. .
ties. No site linked business assistance with job development sO that they

facilitated each other. With one exception, all of the business assistance

o | - dwy




act1v1t1es undertaken in the sites were: relatlvely typlcal economic develop-
LN . v .

.

ment and S/MBE assistance act1v1t1es. Even the contract procurement programs
: &

"undertaken by TJDP staff in Seattle and San Antonlo, whlle relatlvely new in

o~ "

the repertolre of local economic development, are not unlque to TJIDP and

e

were under development or in place before TJDP was lnstltuted The only

«
-

atypical strategy undertaken was San Antonio's attempt to negotiate retail.
space for small and minority retailers 1n a new hotel project. 'However,

the fact that the TJDP-funded organlzatlon press1ng the hotel for. the S/MBE
allotment had a equlty position in the hotel makes the- process less eas1ly
transferrable to other sites. 1In general ‘the bu51ness ass1stance canponent .

of TJDRAfalled to produce new and major accompllshments in the realm of

economic development and assistance to S/MBEs.

4

int




-~80~

CHAPTER V: COORDINATION "NCER TJDP.

-

. The Targeted Jobs Demonstration Program was designed to -enable fourteen

o

communities to create, nurture, and enhance local structures and procedures
. J . N )

in order to improve relationships. between the employment and training system
and the‘economic development'system. Though'organizations}concerned with
local community'and economic development have varYing objectives, TJDP
assumes,that their mlssions are mutually supportive;enough_that coordination :

of organizational.efforts mayélead to increased or even redistributed

°

.dbenefits within communities from-specific economic development projects. .
The most common justification for coordinating programs is the desire
S o _ o } . _ .
to improve -program efficiency. Proponents claim that coordination will re-

N _ . - R
' duce duplicatjve services, pool talent, information and resources, and save
N 7T - .

> Y
AN . . - . <

. expenditures through reductions»in‘staff, administxative overhead and programs.
A- second major justlflcatlon for coordlnatlon clusters around gualltz themes.

It is argued that service dellvery can be 1mproved that the needs of_ people,__l_

' seeking ass1stance will be properly assessed and that they will be dfracted

K

to Ehe most appropriate program Resources from various programs can be

focused on crlt;cal neels rather than dlss1pated on less 1mportant problems. .
"0f cédrse there are obstacles to 1nt7& agency coordlnatlon and even
arguments_against its utility. Attempt;ng to coordinate the programs of

two or more agencies, for example, might increase the likelihood of failure,.

if one of the agencies‘fails to deliver on its part of the project. Bureau-

cratic obstacles, made up of each agency's procedurés, forms, jurisdictions,

.-

_ reporting relationships and funding cycles, often work against joint efforts.

Sharing information, advice, or control is often perceived, sometimes

102
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accurately to be costly to at least one organization. The desire to control “

+ and expand resources is an almost universal feature of bureaucratic life and -
. ' : . ' }
allqwing an outside agency to have an important role in an agency's own !

pailiwick can be perceived as dangerous, both on the federal and locat levels.

Ay

Econemic development programs'focus generally on the physigal-and capital

' needs of private firms and are intended to stimulate overall econocmic growth

and improve a community's infrastructure. Employment and training'programs

focus .on education’ and t*aining for the economically disadvantaged and the

‘structurally unemployed attempting to provide the opportunity for individuals

.

to make themselves more competitive in the labor market.' Coordination is .not

an easy task. Coordination is not unto itself the goal “of TJDP, but it is of
4 : . ) .
course necessary if TJIDP's goals for job and business targeting are to take

N —
«root. Moreover, the ability of TJDP staff to get disparate organizationsmto_

. work together for job and business targeting objectives will determiné whether -
those coordinative r=lationships which have developed during TJDP will out-last

e

the demonstration period." L L R

&

The nature of the coordinative behaVior can be categorized along a con-
tinum from its, least to the most complex and demanding forms. We ‘have ranked
levels of coordination from simple notification and informal information exchange,'
to regular information exchange, to consultation, to shared control of inkind

and/or monetary‘resources. Each of these categories is defined here. e

. Notification of Action_and Information Sharing_is the s1mplest

step in the path toward interagency coordination. Agencies shafe

'Flkhﬂw~ﬂmew-relevant data and ideas on mutual prohlems or inform each other

\§§. | | . T

ﬁ& . ' of planned or actual programs. A
\ ’ ' S e -

. 0! s
. . c . :
. a ] . , .
N . S
L g .
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° Regﬁlar Information Exchange occurs when agencies establish a'system _

or regular procedure for’informing each 6ther'abou; specific projects . _{7

and oppoXtunities. This requires more commitment to coordination and.

2
.

*  the devélopment of more elaborate communication mechanisms.

-~

o

° ,Consultation requires greater commitmeht than the first two ty@es of
/] B )

R coordination because agencies seek each other's advice and/or endorse-
ment for ptpposals or actions. However, under this category of coordina-

tion, one agency retains‘solé_cén;rol and responsibility for planning

or implementation.

e Shared Control is the most demandiqg category of cdordination beCausé ' .,
here agencies agree to iointly participate in planning and administra-
) . . ) . B . RN
tion, and share responsibility and accountability for program outcomes.

Usuélly,'éhared control requires that%ohe«or more agencies'yieid some

~

of their'ac%ystomed control or autonomy.

An important distinction is whether coordination occurs petween the economic

development, and the employment and training sectors, or just wZthin one of the sectors.

8

While it is difficult to coordinate within a sector, it is éven more difficult . -

"to coordinate between seétorst Yet, _TJDP is designed to encourage organizations

that either have, or perceive themselves to have, very different pﬁrposés,and

functions to coordinate with oneJanOther.

)' * ) .- . ) ' .
TJDP provided an opportunity foir the demonstration sites to experiment:

with‘;ocal strategie¥ for coordinating local development programs. During our.

first round site visits, Rutgers' Field Research Associates examined the nature
© : N

and extent of coordination among economic development and employment and training

agencies prior to TJDP and the externt to which pre-TJDP relationshipsi- if any, w-fl:

had been altered in each community due to TJDP. puring the second and thirxd,

o lud
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rounds of research. we- explored ShlftS in” coordlnatlve relatlonshlps, especially,
those pers elVed to have been fostered by TJDP. e focused on speclflc coordlna—
tive sty tegles and practices, ranging frcm co—located staff to overlapplng '
council membershlps to development of hiring agreement procedures, as well asf'

stances of 1nformatlon sharlng. We reVLewed attempts made to ‘overcome
/'
/ -

obstacles and analyzed reasons why coorulnatlve relatlonshlps developed as they

E]

ididC. Factors such as support from the communlty [ polltlcal leaders,

response.of the economic development agency staff to TJDP TJDP staff backgrounds,
organlaationalstabilityf.and-others,-were assessed for the;r importance in the
development of coordlnatlve relatlonshlps.f Percelved benefits and costs of

agency coordlnatlon were analyzed, and 51nce the organlzatlonal and economlc

3

env1ronment 1n each of the communities was changlng durlng the demonstratlon,-
. » i .ﬁ ° -

and . TJDP was only one of many elements in the env1ronment, we attempted to

assess TJDP's degree of reSanSlblllty for the alteratlons-which,occurred;.
5 ' ‘

Finally, we attempted to predlct TJDP‘s re51dual effect on int2r-sector coordina-

' tlve relatlonshlps ‘in the ccmmunltles, egtlmating which relationships were
S C . R

llkely to survive the end of TIDP fundlng.

. .
v
[N

Pre-TJDP Coordination . U

kd

v
Lo

our %?alysis of pre—TJDP"coordination revealed thatf for the most part,

employment and tralnlng agencles and economlc development agencles seldom worked .

Wlth one another. Local agencles occas1onally shared information with each'other
and Joxntly funded a few pro;ects.: However, regular procedures fnr sharing

e 1nformatlon, mechanlsms for consultlng with one another, and joint program control

-

were elther absent or poorly developed. Flgure IV’brlefly descrlbes the status

of coordination, prlor to TJDP, in the fourteen sites.

El

1u5
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FIGURE IV: THE STATUS OF COORDINATION PRIOK TO TJDP* = . o o '
éuffaloYErie County : - Information §har1ng began among- ED agencies in 1978
- : B " almost no previous contact between ED and E&T until ° .

'PIC was established wathln an ED agency ‘'in 1979; then~
consultation occurred but primarily w1th PIC. ‘
ol . .. . : . . . L
Genesee ' informal information sharing in place amorig area ED ° 316
C e * agencies; some shared ‘funding of an' area-wide market- -
o ing organlzatlon. no substantive contact between ED

. * .agencies and E&T. .
y o - . . i . : «"{‘ R
Lynn . City ED agencies shared information and, in some cases,

shared control:; E&T agencies did the 'same; between '

sectors, only occasional information sharing’ in pléce.

5

. a ' - Iy
. Metcalfe e Traditional ED adencies have not. coordinated in '
' MlSSlSSlppl and aespecially in Metcalfe. The area's |,
Ccmmunlty Acticn Agency ‘and a related business develop- . -
ment-oriented non-profit agency cooperated (extendlng to
-shared control) on many ‘projects. .
Milwaukee , Coordination with ED agencies and between ED and E&T
' : sectors was sporadic and accldental the Metro
Ve © Milwaukee Association of Commerce shared lnformatlon *
. with others, but only occaSLOnally. '

PREE

Montanawide Tribal Employment nghts Organization agd ther Indian,
: i CL Action Team held informal information exchange in
Blackfeet Tribe only; CETA operated in isolationf
i » - between seven trlbes, communication was sporadlc and

h \‘_ L ‘ dlSjOlnted through the Montana Intertribal POllCY Board.

[y

New York City .. Pre-l979, few if any. links ex;sted between ED ‘and E&T
‘ . ' sectors; in 1979 several ED agencies were being re- - .
' structured and the PIC created; coordlnatlon became an
accepted goal. of each, inspired partlally by a Task '
Force organized by the'Rockefeller Brothers Fund; PIC
. and ED agencies had tried to operate joint programs. in
.. several instances; thﬁs a ‘few examples of all levels
of ccordination had occurred.
Paterson . ' , ’ ' PIC and ED agencies lnformally shared information.
: Coordlnatlon did not exist with other E&T. agencles
except in one instance where a major project was worked
on by all agencies, but coordination did not last.
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'ETGURE IV: THE $TATUS OF 'coonpm;\noﬁ%mog PRIOR'TO TJDP* (conginued).

' . . -

+ [
4

Philadelphia - o History of vaxied levels of coordination between ED
: s A agencies; several cQordinative groups (from Mayor's:
' ' Cabinet, to Development Council with 40, members) have
" .peen in place. E&T agencies have béen involved in . ¢
g SEREN  several specific. projects involving some.shared control,-
o ‘ but projects ha¥e not lasted. E&T was diéigte{estea
' in providing job training for .the American Street e
S e Corridor section of the city® ¢ : ' B
Portland, Maine . - Informal, occasional information exchange and consul-
: . tation within ED agencies; no coordination with-g&Tﬁ4'
. except through Chamber of Commerce which ran some EST .

‘programs. - . ! - . , .

- »

Pl

Portland, Oregon . © - Qccasional informaticn sharing in .both planning and
' ' ' ' implementation stages of projects; "pirst Source":
. concept (requiring coordination) was articulated as
o : 4 N - . city policy in. 1979 but ED agencies ana‘E&Trhad
N . ‘infrequent affl informal contact; at least one joint . -
. project was worked on' by a city ED agency (somewhat
K . : reluctantly) and -E&T. -

.

’
. . Al .

. . Yy - N
Info;mation sharing and consultation occurred between
several city ED departments and E&T. Planning for some
ED prograﬂg and E&T is combined 4in one city department,
though kept distinct. ED screened loan applications
for employment potential and provided information
to E&T. . : :

LI

San Antonio

et

.

Seattle Information sharing and coordination 6f activities with- ~
: < * ° -in policy areas (e.g., employment and training) was ‘
' " common. City and county also consolidated employment
LA ) ‘ - - and training activities. Between econdmic development,
and employment and training agencies only notification -
‘required by law and information sharing, when requested,
have occurred. . o

- . . .

(. .
‘Wilmihgtoﬂj‘3 i ' - A few years ago. information exchange, regular consul-
S tation and, in one instance shared control of decisions
d implementation took place. More recently, organi-
. zational, structural, and staff changes occurréd, and
_ oo v . i  thk most active economic development agency chose not
e P : ' to coordinate with others. '

'

'S

* ED g4E¢gnomic, Development: o
E&T{Employment and Training) ' , -
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-\\ .some,exchange of information tookvplace in all buthfour communities, but
it mas informal knd without planning. Admittedly,'it is difficult to discern
exactl§ when an "exchange of information" takes place‘and conceivably some
contact\occurred.between the employment and'trainin; and economic development -

. . _ ; .

'~ sectors that left little‘trace.. Usually, however, when the agencies talked to

¥ -

‘one another, people noticed. Such interactions were?usually accidental contacts

ST S . \ L
between agency staff. . . _ ' ° . I
. “In’ Lynn, \for example, city economic development agency staff would inform
% - - \ .
its bus1ness clr:nts that the CETA and Employment SerVice programs might also

¢ 5\
e

.help: Occasiona ly, the economic development agencies even helped_the business

.

make_contact with \the employment'and traininé agency,_but no procedure for

y
L -

jointly offering agency services was established In Portland, Maine, although

the City and its puglic sector are small enough ‘that staff from both sectors tend
Q‘ \ s .
to know about each other, an interesting economic development project might or

v
<

might not be mutually discussed.

In five sites--Portland, Oregon, Paterson, Philadelphia, New York City,

and Wilmington—-at lealt one substantial project had been jointly undertaken by
agencies of the two segtors. In all but Philadelphia, jOlnt projects were
developed~in’only'one r two instances; regular proc:dures that could nurture the:

potenti;l for frequent joint planning and project implementationwerestill'lacﬁing:"

a

- ln Portland,’Oregon a First Source»Agreement policy'was established in 1979
that required city-ass1sted firms to cons1der CETA-eligible res1dents of Portland

first when. hiring people for entry-level pos1tions. The policy was implemented

)

¢ ‘

on one major project where CETA provided ,ustomized training for 600 CETA-eligxhle

W

workers who were then employed by an . electronics company‘which had ,obtained

\
A

extensive land improvements ahd-othexr benefits from the city. Initial reluctance

~‘\ﬁ.' .t‘ . o . L
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to the First Source Agreement policy from the‘econOmic development agency was
overcome,vbut the specific goals for many'of those involved in this project
was to complete it-rather than to establish ongoing ties between agencias.

In Philadelphia, projects exhibiting some level of joint control or at

least joint program funding by the two sectors'ogcurred occasionally. Coordina-
. a
tion ‘within the economic development sector was well advanced.\ An Economic
. \

Development Administration demonstration grant, the Community Economic Development

:(CEDP), operated between l976 and l978 helped establish several economic
L /
development coordination committees-With membership drawn from employment and

training agencies as well as economic development organizations. .For two years,
\ .
thirty percent of CETA training funds for on—the Job training contracts were

M [

reserved for.contracts with firms receiving ‘assistance from the city's Industrial

Development Corporation. But, even after two years all was not working smoothly.
Regular or systematic information sharing had developed exclusively in

Philadelphia and Wilmington, prior +3 TJDP.. Philadelphia used its CEDP demon-

. stration grant to create and institutionalize coordinative relatignsips_between
theﬁemployment and training "and economic development sectors. Even there, where

; fairly regular information eﬁchange was in place, few projects developed which

- involved- shared control over resources. An approach was made to the CETA agency,~é
.for example, to elicit their support for job training as part of the American
Street Corridor Project, put the CETA prime sponsor was not interested. Regular
patterns‘of joint project planning and-implementation'had not developed. In

3

—-—Wilmington,.a_system_of_reqular information exchange and consultation between

sectors had been in place for several years prior to TJDP, but the system broke

-down as a result of shifts in lead agency staff, changes in organizational respon-—

" gibilities, and disinterest on ﬁhe'part of.lﬂyimost active economic development

“ : : S, N
N — p

“.'* e s e
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Rqukiﬂ systems of information  exchange and consultation between agencies

suffered from numerous obstacles or just had not been a local priority prior

e

to TJDP. In a few communities, unusual circumstances or opportuhities helped
bring about coordination between the employment and training and economic

development sectors. In Paterson, when a rural-based corporation decided to move

to the_central city, the economic development office arranged €or a low-interest -
loan and the CETA office and the State Office of Custcmized Training developed
training programs and screened all job applicants at the company's new location.

However, as was typical in other cities, this unique venture did not produce
an ongoing process of coordination. In fact. the request for coordinated

assistance was initiated by the corporation. It thus was possible for a
company to quickly activate a coordination process by offering a major target

of opportunity—;several hundred new jobg, for example. Unfortunately, such
. “ ’\ :

fargets¢do not.offer ehemselves frequently enough to mose communities to
encourage eystematic coordinative arrangements.

in sum, reietionships betﬁeen employment and training agehcies and economic
develepment agencies had not pregreseed much beyond the casual talking stage,

prior to TJDP. In several communities, experimehts in joint project management

.and financing<hadfoccurred,,butﬁpgliciesﬂanafpractices for regularly linking

the two sectors had not been established.

* i

a v

The Nature and Exteﬁt of Interagency Coordination under TJDP

By the time Rutgers' researchers made their first field visits. in

r

~~Aprll and~May«of~l981, TJDP—lnltlated actlv1t1es had.;ncxeased_ggordlnatlon‘w —

-

between the economic development and ‘employment and tralnlng sectors in most




.

s

of the twelve
“ communities en

‘thé sectors.

that had barely known each other were, at least more aware of each other's
programs and organizational goals.
During the pre—TJDP period, there were very few cases of regular infornaf

‘tion sharing between the sectors, put by the first site visit, some form of

-89~

active demonstration sites. During TJDP's first year, all active
gaged in at least some -~ informal exchange of information between

Employment and training staffs and economic deVelopment staffs

regular information exchange had developed in all put two active sites. How=

ever, the extent of information sharing and its value varied widely. In some

-sites reqular

meetings were held between staff from several involved agencies,

. pbut they produced little of substance. In other communities more or less

regular procedures for notification of job orders and referrals had developed

betweertheAanployment and tranning and economic c+vo >pment agencies. and, in

several sites

the TJDP unit (and through it, the eugioyment and training sector)

was brought in on negotiations related to potential economi.c development projects.

. Jointly

administered programs and,activities developed more slowly during

the initial period than did procedures for exchanging information. TJDP grantees

spent their first year making inroads into related economic de#elopment and

ployment and training agencies.

'EI?EW_instances”of'substantial‘coordinationw

petween sectors had occurred, however, by the time of the first field visit. In

Lynn, combined

funds oroduced

cut-backs) In

local CETA funds, state CETA funds, and city economic development
a machinist training program (which later ceased because of funding

New York City, several on?the—job training programs'were fashioned

by the PIC for

~~~~~ -

companies receiVing asSistance from cooperating economic development -

[}

agencies. In Genesee, where no discernable contact'had existed between_the sectors:

——— emms  oams MENS  mE S
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prior to TJDP, on-the-job oralnlng funds were provided to some companies that
IECEIVQd economic development asszstance. A Skllls training center was established
in Phlladelphla to serve residents of the American Street COrrldor--the lndustrlal

. area targeted by TJIDP and city economic development agencies.

The second round site visits, in October and November of 1981, found
coordination in eight sites not to have substantially changed since the first
site visit, elther Ln frequency or level. 1In seven of these‘sitee, some deqree
of regular lnformatlon exchange had alreadv been achieved by the first site
visit. But in Metcalfe, the elghth Slte, ne relatlonshlps had developed between
the tradltlonally hostlle state economic development and employment and tralnlng
agenczes, though by then staff had been hired and the project begun b

Between' the flrst and second site visits, five of the fourteen sites
experienced at least a modefate increase in‘the frequency.of coordinative contact
though none of these communities had‘experienced a majorﬁchange in the type of
contact. In San Antonio and Wilmington coordination between the sectors wae
on~the increase. In San Antonio, whefe TJDP had not begun by the first site
visit, several-cltyjagencies had begun, by the second visit, to exchange_ |
information about the amount of City contract opportunitiee provided to small

and mlnorlty owned bu51neSSes in the area.

In one ‘site, Milwaukee, ‘the level of coordlnatlon had decreased; 'regular
staff meetings between economlc development and employment and tralnlng had peen
held in TJDP's early months, but ceased by the fall due to lack of interest.
Between the fall of 1981 and the third and final round.f;eld visits, held

in May-and June 1982, instances of coordination had continued to increase in

number or consmstency of occurrence in nine sites. Figure ¥ 'brlefl?”degofibes.

the,status of coordination in each site, near.the end of the demonstration in most

S '
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sites and after the end of the demonstration ‘in four others: :The type of
coordination ‘most frequently experienced remained thelsame in most instances,

* but additional examples of contact were taking place. For example Portland,
Maine's economic. development department had previously beenlsoméwhat-inconsistent‘
in communicating potential.projects to the Targeted Jobs office, but by May
1982 the economic development staff had become more accustomed to including
"targeting jobs" language in city agreements ‘and notifying the Targeted Jobs
office of" potential projects. i

Two sites experienced a decline in coordinative relationships by May
1982. ° Seattle's job order and referral system was still in place, but the level
of activity was so low that involved agencies no longer gave much attention to

how it worked; and interagency group meetings were rarely held In

Genesee, an interagency system for- job orders and placements had been developed,

T Ve

e

but fell»apart_when the TJDP staff person responSible was "bumped" to a job

in another agency. Three sites experienced no noteworthy changes in coordinative
relationships. In Metcalfe, TJDP staff continued their efforts to keep the;town'
government functioning. TJIDP's staff made preliminary,contact with two state-.

Wide development organizations, Mississippi Power and Light and the MissisSippi

Research and Development Center,and began to gather data on Metcalfe 'S commerCial
development’resources so that the development organizations could add Metcalfe

to their lists of communities Willing and ready for private development. In

. New York City, "yelationships between the Private Industry Council and the several

. city economic development agenCies remained stable; PIC staff had consistent

‘Vaccess to opportunities Within the Economic- Capital~Corporation, asmneeded_aég§5§m_
to projects developed by the Public DeVelopment Corporation and sporadic access

to the projects of several other agenCies. Finally, instances of coordination

[PPSR 1 RO —
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FIGURE V: THE STATUS OF COORDINATION AS OF MAY 1982

Buffalo/Erie Connty

)

Genesee

" Lynn

Metcalfe

Milwaukee

‘e

Montanawide

New York City

Paterson -

.Philadelphia

PIC continued to link ED and E&T, though not as a
result of TJDP. Information exchange and consulta-
tion .between the sectors took place. '

Enhanced coordination resulted from TJDP. An inter-
agency system for job orders and placement in place,
but coord:.nat:.on did not develor beyond information
sharing.

TJDP provided opportunities for practlce “of coordlna-
tive relatlonshlps already developing. TJDP staff,
based at ED agency, communicated hiring plans of.
targeted employers to E&T agencies. One JOlntly
controlled tralnlng venture in progress. \
Coordination between the area Community Action Agency
and the related business development agency decreased
due to budget cuts. TJDP established preliminary '
information sharing contact with state and prlvate
. - ED agencles. : ‘ . o
, . \
'System for lnformatlon .sharing developed, then
decreased in frequency, then was revived as a referral
system for one ED project; very little visible coordlna—

“ T tion existént relative to other projects.

Coordination Qraduelly increased between TJDP and the
. Tribal Employmiént Rights Organizations (TEROs) on
four of the seven reservations. Information sharing
occurred and technical assistance was provided by - -
TJDP. Little or no contact occurred between TEROs
and CETA. -

Regularized information sharing between one ED agency
and PIC; as need information sharing between one other
. ED agency and PIC; several jointly funded activities.

(business loans.and OJT) occurred.

Occe51onal information sharing still occurring between
ED and PIC but little contact between ED and CETA.
No formal procedures for coordlnatlon in place.

[

Coordination continued to develop between ED and E&T, .

—put—TIDPis not responsible. —Consultation between -
the sectors occurs when opportunities for specific
joint projects arise. Information sharlng occured
frequently but lnformally.
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- FIGURE V: THE STATUS OF COORDINATION AS OF MAY 1982 (continued)

portland, Maina- ' Regular information exchange between ED and E&T in
e o place, with TJDP the point of coordination.
Portland, QOregon “The City's ED_dapartment regularly sharas” infor=-
o - “mation, consults, jointly plans and shares control
(joint oxpenditurea.'ataff) with E&T. The Poxt
of Portland 'shares information and segins to duvolép
jolnt markating with B&T. .

san Antonio ' - Information exchangé betwwen soveral city units
: relative to $/MBE program rasqarch. -
: i .

Seattlo, : Carly potential for growth in coordinative practices -
_ not realized. A job order and rofarral systoem selll

in place, but infrequaently used. Inter-agency group
‘maetings scheduled, but uauglly not hald. .

Wilmington Coordination little affactad by TJDP. EST routinoly
. notified of job opoenings in small businesses, but
. . faw openings occur; E&T screenad applicants for &
e ' nearly-comploted UDAG, but such joint afforts wers
Srara. . : -

* 'ED (Eéonomié Devéloﬁment[
BE&T (Employment and Training)

R
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cqntihued between the economic development and employment and training sectors
in Wilmihgton, but relationships did‘not'pertain, in’most eases; to job
targeting orlether TJDP objectives. |

The level and frequency of ceordinatien in most TJDP communities increaseq
during TJDP. See Fiqure VI.for a summary of the types of coordination achieved
duringffJDP. )6nly.in ghiladelphia was a reguiar.sharing of information between .
agencies of the two sectors occurring prior to TJDP. By.May © 1982, -agencies in
eight other ccmmunities regularly shared informatiop with'each other; nine sites
had developed reqular systems of ihferpation exchange betheh sectors; five sites

had systems of consultation;. and, agencies in four sites had shared control

over the implementation~of at least pne project——usually the provision of train-

ing funds for'an‘employer receiving_economiélded&lopment assistance. All of

.TJDP's fourtecn sites (versus only eight sites prior to TJDP) had at least an

occasional sharing. of information, between‘two or more agencies of the two

R )

sectors.

AN

In seven sites the relationships thatudeéeleped4during‘the demonstratian
. . . " B N . ‘ N

were.not for thefpurpose of job or business targeting, but improved coordinative
relationships nonetheless,-existed. 'In five of the fourteen sites TJDP i;
oy

judged by Rutgers' field researchers to have played an important or'vefy“impor-
tantirole ih fostering agency coordinationlbetween thé sectors. In Lyhh, TIDP
initiated the hew‘set of ceordinative relationships which developed hetween the
sectors, incltding a job targeting ane placement system, and two training pro-

grams with shared funding. In ‘New York City, the enVironment was favorable for’

‘

TJIDP-as: it»began Since several—newiy—formed—agEHCIes—w1shed to “coordinate their

I

activities.. TJDP is not solely credited With initiating the new relationships, but

the presence of TJIDP staff who were attempting to generate projects that required
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FIGURE VI: COQRDINATION ACHIEVED DURING TJDP

L : infc;. Regui'ar thfo. 'Consﬁl- ‘Shared Due“to
. Sites . Shared Exchange tation antrol TJDP?
Butfalo/Erie s~ ES - YES, éés_ NO
Genesee ~ ¥ES YES NO NO YES
Lynn 1'; e YEs = VYES , o YES  yEs - 'YES
. G -~ . ‘
Metcalfe = VES N NO - ‘NO' NO
vilwaukee ~ _ YES NO . NO No o SOMEWHAT
Montanawide 1' YES YES " Né, : NO ' NO
New York City = YES YES ' yes . ¥ES YES
Paterson . " ygs - . NO o © . NO ,.deEWHAT
Philadelphia ~ YES . YES . . YES .- NO ‘ww:f'.SOMﬁWHAT
Poftlﬁndj‘Mainé' YES lﬂnmm~j§¥i_"“ o ' NO YES
Portland, Oregon  YES YES. ""YEs : YES o YES
; "san Antonio | YES YES N Nb © ... .NO
_ Seattle YES NO ' NO .~ NO - SOMEWHAT
:\ﬁélmington T vES T ho - Mo T NO No -
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cooperative efforts between their agencies, certainly hastened“coordination.

. The Econonic Capital Corporation has added a unit, staffed by an individual
who had been funded by TJIDP, responSible for regotiating and following through
on employment plans. The. PIC preSident now sits on the board of one of the
City s large development agenCies, meetings have‘been held and memoranda circu-
lated hetween the PIC and the Deputy’ Mayof'for Economic Development:and,increased
access to the~éity"s financial community and large.employers has been experienced.
In Portland., Oregon, TJDP funds and the credibility attached to a national

demonstration faCllltated coordination, but it is not solely responsible for
’. .

it since the job targeting strategy was'. conceived .and partially implemented

12
S

prior to TJDP.. . :

LN
\

"In four TJDP SLtes, field researchers perceived the program to have been.
_4'

' of some importance in fostering coordination. ~In Milwaukee, for example,

TJDP helped break down some barriers between the City s community development

~,
s - .

-department and the employment and training agencies, even though speCific
resultswere sparse. In Philadelphia, TIDP was not instrumental in fostering

'coordination overall because TIJDP was a small orogram, maintained a low

profile and the idea of coordiaation had been and was used independently of

TJDP however, TJDP did stimulate the inclusion of employment and training

serVices in industrial ‘district planning, now an accepted link in Philadelphia.'
TJDP brought about few, if any, changes in coordination in five sites.

In Buffalo, basic relatienships between agencies of the two sectors were

already in place prior to TJDP and have not been substantially altered by

TJDP's.existence. ‘In Montana, TJDP established significant relationships

with several of the,Tribal'Employment Rights Organizations in reservations

e ";11§8'"”"fm1:1”;‘ -

’,
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around the State. oartlcularly at the Blackreet Reseryation-—TJDP's home base.

K4

But the reservatloﬁs CETA agenc;es did not altnr.their Zocus on work experience

to cooperate with TJDP and since the arxray of economic development programs

found in most communities was not present on the reservations, coordination

- *
v

could ‘not occur. S L

Site -reseaxchers explored perceived cOStTS and benefits of coordination

to the agencies‘4nvolved in TJDP. In mosT sites, the CETA office viewed
penefits to coordination w;th development agencies as numerous and costs as’

. few, if any. Association with development. agencies was viewed as a positive

influence on the CETA image and training programs orov:.ded olacement ooportunz.-
ties for CETA clients, though.some amployment and training staff were reluctant

to spend time negotiating on-the-job training agreements with employers

who_could'pofentlally hlre only a few tralnees. Often economic development

agencies were less eager to coordlnate with the emplovment~andw=ralnlpg ne;work,

especially” lf CETA ‘was 'a major part of the network. In philadelphia, for

example, though the general agency ‘climatewas supportive to coordination,

development agencies werse leery of being tied to CETA's poor image and were
7 g

concerned about the agency 's competence.

Qther economlc development agency staff feared injurv <o thelr communlty s
competitiveness with near-by'communities which did not possess coordlnated
agency efforts whlcn ‘of course also then requixre emolovers £o coooerate with
the several agencies. A relatlvely non—threatenlng approacn on the part or"

TJDP stail worked to reduce khis fear in Portland, Maine. Jard numerical
. : . .
A . N

i . ) - ‘ . . ¢ o e - . . .
‘hiring goals were not required oI employers: X jobs were listed oV éan amplover
with the Targeted Jobs office,, and the amplover inctaerviewed :nose re:erred oy

che ofSice, then tie city was satisfied. This gentle approach. alus suppor: from
. ) _

-Ciz7 Council and Jitv Manager, -onvince c'economic development 2agency staff pete)

Aruitoxt provided by Eic:
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cooperate. Some economic development agencies saw major benefits as pgssible
. ] ' ' . ' v
from cooperation. In Portland, Oregon, for example, staff perceived that

+ there was a marketing advantage to adding employment and training services

- t® the deQélopment packages made available to emplovyers.

Conditions Promoting or Inhibiting Coordinati:on

~

Rupgeqs[figid researchers explored coordinative practices and. environmental

5

L4 . .
factors which tended to aid or impede coordination. Four were found to. be

s >
particularly important:

e Support from the community's political leadershipi

e Support. from edonomicidevelopment and employment and traihing agencies;

‘@ Continuity of staff, political leadership and organizations;:
. . . L

o

e Co-location of staff..

1. Supéort“frantheMCommunity's Political Leadership. Active support from

v .

a community“s political leadershiR for thé coordination of agencies' activities)
for ;he purpoégvof targetiné, is very:important. )Without leadership support,
coordination will likely falter. Significant and.active politigal suppogf‘for

mmEhe con9993“§§§ practice of targeting éxisted in seven of the féurteen coﬁmuni-
ties. .ThéseAsiteé develobed.¥é;ui;r‘§;;;;$§ of coggéinatidh)Afbr”the“pﬁrpose“‘w~»~
of job and/of_businéss targetingt. The level of suppbrt range widel?, of'course.
In Lynn TJIDP staff benefited from direct contact with the Mavor's Offiée én a
re@u;ar basis.  In P;rtland, Maine, shortly before the request fér TJIDP pro-

~ posals was issued, éeniér city staff began to espouse policies designed to.

increase_ehployment benefits for the city reSidentErom ED investments. This support

.came about because of an EDA funded library gfpansion projeét in Portland

which resulted.ih jobs for construction workers from New Hampshire. In New

129
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York City tne Council President's interest in TJDP served as an early.boon'to‘
the project. In Montana, coordination has prospered most on reservations
where Tribal Councils have been supportive of targe 'no. 7

in few sites were concerted'efforts made by the TJDP ugit to build
political leadership support for targeting. Generally, either support existed
and developed naturally or lt le not. In two sites,. however, support appears
to have increased during the demonstration. In Portland, Oregon, support‘for -
targeting gained momentum again -‘after a hiatus during which the ciéty's then new
adminiStration studied the First Source Agreement concept-s In Wilmington, two ‘
city cOuncilmen, representing several community groups that believed the city

should do more to'obtain jobs for disadvantaged city res1dents, were able to
; . v <
_gain approval for an ordinance requiring 25 percent job targeting for city

residents, minorities and members of low—and moderate-income families.

2. support from Economic Development and Employment and Training Agencies.

Support from one or more economic development and employment and training
agenc1es must, almost by definition, exist or be developed in.order to.achieve
coordination. Even if political leaders support coordination and request lt,:'
key administrators in either sectg,rmust see that it comes about. A number i
. of economic development agency directors were initially reluctant to actively o
'participate~in.TJDP. Typically, they resisted coordination because ‘they believed
that job targeting requirements make a community less competitive in, attracting and

retaining firms. All of the employment and training agencies and at least one
‘ecpnomic development agency supported the practice o targeting in the communi-
ties that achieved a regular coordinative relationship between sectors, for the

‘purpose of targeting. " 1n’'all but two of those communities the economic develop-

ment agency undertook the relationship enthusiastically. In New York City.

121
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though the involved economic development agency endorsed the TJDP application,

the TJIDP staff person had to work himself gradually,into the system by making

himself operationally useful.. In Portland Maine, the.economic"develOpment

[

agency's reluctance to cooperate was partially overcome by a city council

resolution supportive of targeting.

The grantees without regular coordinative proCedures have not received

~

significant support'from their economic development agencies. TJDP staff have
contacted econecmic development agencies and provided 1nformation but little

has resulted from their efforts. ' . o S

3. Continuity of Staff, Political LeadershAp, and Orqanizations. Lack of

continuity among staff, po] ical_leaders, and organizations delayed progress

in seweral sites, with ten .. he fourteen sites experiencing a change in at \

i o . [

i

least part of the staff during the demonstration. Early on in TJDP, Paterson ‘

lost two key staff persons who had engineered the TJDP proposal _ Portland,
R . 3 0_‘

Maine's first TJDP DirECtor left for another job, in the summer of 1981, at

about the same time that the city lost most of its CETA funds and, thus, ‘muoh

of .its capacity to directly provide referrals for targeted jObS without relying
) ’ .

on other organizations. Lynn, another city like Portland, Maine, that is too

small to be a CETA prime sponsor, also lost almost all of the CETA funds passed
. y oy .
on to it by the area's CETA prime sponsor, thus reducing its direct capacity

v . ' . : . I
to delivet employment and training services. The decline in funding, elimination

.

of public serVice employmenﬁ;and turmoil in organizational relationships in the

*

employment ‘and. trainfhg agency certainly added to the difficultv of ;' ‘ .

.

: . @
coordinating agency,efforts._

In Montana, Tribal Council elections are held every two years and, on

- certain Rest rvations, the entire {fribal. Council has changed since TJDP began. ,
&< . . .

.
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Reservations w1th the greatest'Council turnover tend to have~the\least}f

'effective Tribal Employment Rights Orcanizations., The -fact that the TJDP
,/-\ i R X L.
staff\in Montana remained in their poSitions through thé“demonstration helped

the program substantially. The continuous presence and support of the CETA

e

Director and ED Director were valuable in Portland, ‘Oregon; where frequent

reorganization, “new political leadershig new economic development

staff, and new TJDP staff sould have sunk the 'pJDP ship.

<&

Ac Co-location of Staff Eight of'the TJDP sites located employment and

training staff in the same or nearby offices as- econom1c development staff

Alone, this Step: dld not lead to a useful coordination of activities, but most',

R .

of theLeight are in ‘the group of sites w1th regular coordination systems.

o

B In Lynn, TJIDP staff moved into an of fice with econofic development staff

' allow1ng informal contact to develop. In New York City, the TJDP staf‘ person

A

located at an economic development agency made pOSitive connections With that

agency,s pro:ects, whereas another staff person, who was located at the PIC,

0y
' £

and thus apart from economic development agencies, was not nearly as successf l
Three factors or coordinative practices were explored and found not to be

. particularly Significant. R ' : B ' ; B L,

. o Staff experience prior to TJDP;
' . -

e TJDP Advisoxy Groups

. Memoranda of Understanding

1. Staff Experience prior to TJﬁP‘ Five TJDP sites began their operation

with staff who were not knowledgeable about either economic-development or
employment and training programs. Several other Sites ‘chose staff who were

"experienced in CETA programs, but- not in economic development. One site chose

123
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a mix of individeale whe were, among them, ex?érienced in both‘sectors.‘ While
a lack of familiarity with programs and people.may have deleyed programs, it
idoes no£ seem‘to have hed a majpf inflﬁence on the eventual level oflcooréina-

tion achieved;

-~

\ . b . )
2. TJDP Advisory G;oupex among the fourteen sites only Lynn, New York

City, and Portland, Maine formed advisory groups with representatives from
emp loyment "and training and economic development agencies, but they all

met less frequently as time pasgsed. Buffalo dubbed its PIC Board as its

TJDP advisory council. None of the advisory groups were important to the

development or the absencz of coordinative reiationships._

3. Memoranda of Understanding. Metcalfe, Montana, Raterson;/énd Philadelphia
did not negotiate writteﬁ TJDP—specifie'agreements between egeneies involved in .
TﬁDPL Other sites, to varying degrees inveeted effort, near the beginniné of
TJDP, te negotiate egreements whieh specified the involved agencies' responsibi-
litiee. " Most agreements werenvague_and, iﬂ the end, were not perceivea as
iméortant to therTJbP process. in some cases, such as Portland, Maipe where
agreements were signed Qith more than twenty,deperﬁmente.and agencies, the
pegotiaeion_pfocess helped*aiert,the coﬁmunityés 6;ganizations to TJDP'e

| objectives. “

8

Of course each of the communltles involved ln TIJDP had unique characterm
isties which affected the lmplementatlon of pro;ects and the'nature of TJDP.

Some examples follow:

Genesee: The decline of General Motors, the area's dominant employer, and

the poor economic climate in Michigan generally, and the county in partlcularj

‘hampered TJDP's progress.

124
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Lynn:  This city is a community held together by ‘ethnic and oartisan
political relationships. TJDP hasbeneflttec because the project staff was
closely aligned withzthe city?s political leadership.

' Montana: TJDP was most effeCtlve on those Reservations §hich
experlenced at least a moderate degree of constructlon or natural resource
exploration. On those Reservatlons where nelther act1v1ty occurred, and
unemployment is sald to exceed 90 percent (rati.zr than the 40-70 percent
unemployment ratetclted for the other Reservatlons), TJDP efforts were
irrelevant. “

‘.New York City~u In -this city whlch has a very complex governmental struc-
ture, TJIDP efforts ‘were concentrated on. sklected agenc1es closest at hand.

.Portland, Maine: This site is a 'small enough city so that communlcatlon
betWeen agencies.and organizations is relatively easy. However, Portland s
small size suggests that only a few economic.development projects were.llkely.w
to. occur in any particular period which reduced the potential of the targeting.

~system to be tested' and reflned |

San Antonio: The already ex1stent contentlous relatlonshlo between Anglo
and Mexlcan leaders delayed TJIDP 1mplementat1on in th1s c1ty for many monthsf'

Metcalfe: The'town s government and the admlnlstratlon of the town's
recently built natural gas system was percelved by TJDP staff to be on the verge

of collapsg.’ So staff spent much of their energy during the year'the project

operated re-orqanlzlng and stafflng the town's admlnlstratlve systems.

~Endurance of Coordination After TJDP

“-Rutgers' researchers explored the llkellhOOd of the survival of those

—coordinative'relationshlps which were in place as of the end of the demonstratlon

125 S
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period whether due to TJDP or not.- See Figure VII for brief prognostications

relative to each site.

'In the nine sites where information was being regularly

shared between the sectors, and certainly in the five sites where frequent
consultation (advice and/or endorsement) took place between sectors, similar

types or levels of coord1nat1on were expected to continue.

In almost all cases staffing changes were expected to occur because of the end

1- .

of the availability of TJIDP funds. But TJDP's end was not expected to cause

a major set—back in the practlce of- coordlnatlon in any of the 51tes. In eight

sites where 1nformat1on was belng regularly exchanged, at least one TJDP staff

person was likely-to be ‘retained after the end of TJDP funding. In several

cases, Community Development funds were thought to be the likely source of

support for the position.d' In several others the PIC was expected to provide

ongoing - supporxt, assuming that funding was still available for such purposes

after CETA's demise.

¢
S

In sites where one or more TJDP-funded staff persons had spent_considerable

1

energy ‘on business development services (Lynn, Montanaw1de, New York Clty,

~Portland,‘Ma1ne, for example), these efforts were viewed as much more llkely to

end w1th TJDP, 1nd1cat1ng|the lesser prlorlty placed on business

l
development services by most s;tes.
: - .

.\“"

1

i

_ v
oo .
()] :
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FIGURE VII: LIKELY.POST-TJDP COORDINATION STATUS*

Buffalo . o ;nsignificant changes in operation caused by end
of TJDP; PIC's continued operation will diminish .
impact of TJDP's terminatien. ‘ )

personnel in TJDP -will be.retained by Flint and :

Genesee County agencies; TJDP's concepts are familiar . g

to subcontractors who will continue to work with PIC "“'l

in the future; First Source Agreement concept may be

kept alive by community. and development agencies; T
A targeted job goals have become part of the county's l

overall economic development program update.

Genesee

Job targeting at development projects remains-at the :l
ZD. One former staffer (TJDP) is continuing this S
work; one is .administering a training program with the
ED: - minority construction projects are being

- continued; surveying of job needs. of non-project- S
related employers and minority business services (other -

Lynn

than construction set asides) is terminated. .

Two staffers will remain as town clerk and deputy
clerk; may. be able to provide business development
' agsistance and job targeting in a UDAG/CBDG housing
project; community development activities of the state -
government and Mississippi. Power and Light and Metcalfe:
relationships should continue and may produce benefits
for the town; fiscal management procedures organized ‘
. py TIDP staff will most likely be adopted by community’
action agency and applied to other communities in need :
of assistance. - SR

Metcalfe

* ' pepartment of City Development has added TJDP component
and person to ongoing operations. No cther significantfg
vigible residue in terms of either . intra-agency or inter:
agency changes. ' : : ' T

_Milwaﬁkee

Business assistance, development and strengthening’

the Tribal Employment Rights concept and - the technical
and training assistance to tribes will all cease with

: A TJDP's termination; CETA will be unaffected by the
t . disappearance of the TJDP effort.. :

Montanawide

'pIC .and ‘ED have an-ongoing-commitment €O continuing
‘ , .and improving efforts to ‘link gmploymentqandftréining

' ' : programs with economic development projects; a loan ..
adminis:rationjahdvemploymeqt sexvices unit will be

New Yérk.city

‘s ) * N L
jointly funded by ED and PIC: director will be formez.:
- pJDP ‘staffer and job will include job projections on g
ED managed projects. discussion of E&T services with 3
_ private firm and moriitoring of the creation of jobs.
Q flE?;l
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FIGURE VIT: LIKELY POST-TJDP COORDINATION STATUS (continued)
| A ! (congis

1

. kY ) . N . ‘ . X A . .
- Paterson - - e ~ The TJDP project may become part of the PIC program,
. ' however,TJDP goals may be supplanted by PIC goals, '
leadlng to the dissolution of coordination among

agepc;es.
Phlladelphla ' _ ' v TJbP s termination-will have little effect on E&T
- programs and almost none on economlc development;

L . one TJDP staffer may continue at the PIC.and maintain
‘ some - iinkages zstablished during TJDP; PIC develop- -
‘ment section will continue coordinating with other
agencies. - S

‘Portland, Maine .. TJDP policies and functions may continue if community
’ ‘ .Development Block Grant funds are made available:; one
staffer may then remain and continue to target jobs
- from ED projects, community opportunltles to E&T
agencies and coordinate/facilitate responses from
agencies to employers; business assistance w111 be
dissolved. :

' Portland, Oregon . First Source Agreements.in force will continue and new
First Source Agreements will be developed through the
projects of the Portland Development Commission and the
Port of Portland; TJDP's staff will revert to employment
and training agency budget; PIC may incorporate in fiscal:’
'83 and hire a staff, assuming a primary, role in the '
‘business assistance projects and greater’ reSponSLblllty
for coOrdlnatlon and First Source Agreements.

-

'San Antonio : ‘.The city may use its comprehensxve 115t of SMBEs 3
o s " in-bidding procedures and referencing of sub-contractors:
however, utilization goals are missing, leaving a . e

concept not ‘a program; other than in this area, the clty‘i

will not be affected by TJDP s end. L

Seattle o ' " pJpP! s activities may be _continued until December 1982
' ' ' if the city is able to use excess EDA funds to do so;
TJDP S procedures are unlikely to be adopted by other
E&T agencmes. a CDBG proposal is belng ‘'written to. support
. business assistance, lncorporatlng TJDP's .
procedures, although the contlnuatlon of W/MBE actlv;tles
is questlonable. '; : o . S
; L . _ e
Wilmington : . - The job. targetlnq functlon of TIDP may be transferred
L ' to the Commerce Department; a possible staff position
' : A may emerge .to handle these IESDOnSlbllltleS, or: . L
- - : .Wlelnqton ED corporation staff may handle the moni-
' toring function which-has been the center of TJDP

act1v1t1es.,

rf *-ED. (Econcmlc Development
: E&T (Employment and Tralnlnq)




o & =IO
| CHAPTER VI- CONCLUSIONS
- The Targeted Jobs Demonstratlon Program was a modest effort with

ambitious goals. Fourteen communities were glven rougnly ;200 000 over
a‘tmoevear perlod to experlment.wlth new approaches to linking economic
development and employment and training programs. The Lntent of TJDP s
planners was to test some new ideas for merovlng the targetlng of job

and buslness opportunltlesfrom economlc development programs for economlcally
disadvantaged people and small and minority entrepreneurs. Nothlng guite
llke it had been trled before, although many efforts at improving the coordi=-
.natlon of employment and tralnrng and economic development had been under—

taken before TJDP. The demonstratlon, therefore, addressed long standlng

and difficult problems in the coordlnatlon of federal programs at the local

S

level. : C ‘ . i

TJDP 's Record

Overall, the TJDP record was mixed. Significant accomplishments were

evident in a few communltles, moderate. performance WS observed in several
sites, and very . llttle was accompllshed by approxlmately half the- grantees.

The.principal acComplishments of TJDP anlude the follow1ng.
' L)

e an excellent job targetlng strategy was establlshed in one Clty,
' good but - incomplete strategies existed in four sites; :

e private: firms with experlence under hiring agreements supported
the concept of jOb targetlng by a3l to 1 margln, !

o";accordlng to TJDP staff reports, over 1, 600, jobs for CUTA-ellglble :

- individuals were obta1ned during the demonstration and several

‘. sites expect additional placements due to hlrlng agreements that
were already s1gned, D . -

e TJDP performance compared favorabl1 with traditional CETA and PIC

' programs; two out of three "TJDP employers" had never been involved
with government sponsored employment and training programs prior
o TJDP and the vast majorJ.ty were satJ.st.ed WJ.th the:Lr exoer:Lence,

[y
4 . v .
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TIJDP placement strategies were more efficient than traditional CETA
and PIC placement approaches in two communities and performed about
as well as 'CETA and PIC programs in two other communities of the
seven where comparisons were pos§@ :

TJIDP jobs were judged to be of about the same quality as jobs obtained
through regqular employment and training programs in six of the eight -
sites where a comparison could be made; '

TJDP job_targeting“strategies sub;tantially'altered empLoyeré' hiring .
patterns in a few sites, especially where the most effective job -
targeting strategy was developed;

‘evidence from the more successful TIDP- sites suggests that CETA-eligible

people will receive a substantially larger share of the new "permanent”
entry-level positions than they will receive ‘from private firms under
the Urban Development Action Grant Program nationwide; . ) '

~ useful business'assistance activities were undertaken in several

communities; C
®

\

_improved toordination of economic development and employment and train-

ing programs was stimulated by TJDP in at least five communities;

TIDP is likely to have enduring effects on the economic development and

training landscape in at least six sites.

»

glso-experiencea several shottcomings, including the following:

£wo sites developed only fair job targetipg~stfategiesv'three communities
had poor job targeting strategiesf and four communities- had no,job
targeting strategy:; .o

TJDP sites achieved dn;y £§/pércent of the jobs originally projected

in ‘their TJDP proposals in the ten sites where we can make comparisons;

TJDP job targeting strategies were not judged to be as efficient as
regular CETA and PIC strategies in three of the seven sites for which
data were available; e ‘ ‘ oL
TJDP sites were generally ineffective in improving the quality of jobs”
availaplé to GETA—eligiblé individuals through reqular employment .and
training programs and most of the jobs fell into the unskilled, entry- .
level category; o - N : .

',most'private-firms'did‘hot glter;their hiring patterns in response to -

TJDP-initiated efforts;

only a few sites pursued;;hefbusinesé,qpportunity objective of TIDP
with any vigor and those which did generally disregarded the national
objective of redirecting business opportunities to small and minority

‘business enterprises (S/MBES)'andffocused instead on general assistance .

strategies; - ; 1 ’

30U



e in general TJDP ne}ther,advanced the tactic of carturing spin-oif
' business opportunities  for S/MBEs nor the strategy of linking S/MBEs to
amployment and tralnlng programs; .

° little or no changes were‘brouqht about in' the coprdination of economic
development and employment and training programs in five sites; .

- . -

" e TJDP is likely to disappear without leav1nq a trace in at least five G
' communities. :

Assessing TIDP h ' . i . _ o ' s

In our judgment, TJDP was a partial.success.' Whlle several sites elther nade

no,attempt or were unsuccessful in carryinq out the demonstration‘s objectives,

s1gn1f1cant accompllshments Were achleved in a few communztles- Most import-

antly, Portland Oregon's success with lto First Source Aqreement strateqy for

’tarqetlnq jObS from economlc develooment prOJects to low-anome oeoole_stronqu

.

sugqests the potentlal value of this approach for other c1t1es and countles.

Given the problems and obstacles that peset the demonstratlon, the accompllsh—
ments of nore erfectlve communltles ‘are Lndéed noteworthy and the ooor per- .

formance of the other 'sites is not surprLS1nﬁ .

TJDP was dlrllcult to melement.. TJDP ‘startad rrom scratch ln all sut '

~.

a FeW‘communltles. Prlor to ‘the demonstratlon, as one mlqnt exoect, most of .

the fourteen sites~were’not actively pursuing TJDP-related'goals. ‘Zven in

. '
. S . -
C. )

Portland, Oregon (which was clearly the most successful site from the denon-

stration's standpolnt) the Flrst Source Aqreement strategy nhad only been txiad

. once. Dortland OregOn S orlncloal advantaoe, nowever, was ‘chat the Tirst Snur:e'

‘ v

v Aqreement conceot nad been accepted 2y tﬁ@ oolltlcal 1eadersm.p of the communltv
*hus thev had 2 slgnlrlcant nead star* over . the other TJIDP sltes.' mhe more

raqgresslve communltles soent a larqe oort_on of thelr zlrst jear axperimenti nq wita'-

approaches and searcnlnq for. workable solut_ons. rn order to maka TJDP. 2ffective,

interaqency coordination at an unusually aign level was'esSentialJ

Aruitoxt provided by Eic:



m-months or years to evolve. Staff efforts were frequently wasted on projects

‘funsubsidized employment £I
. ' Z

-1]0=

The)demonstrationis objectives had no. cleaxr legislative'or regulatory

mandate. Local staffs were asked to impose heretofore unhedrd of requirements

n private firms receiving economic development assistance.. They'hadino federal
authority to apply job and business targetlng objectlves to federal, state or
local economic development projects in'their.communltles; TIDP had been

envisioned as part of a larger, natlonw1de federal program} known as Employment'

A Y

' Tnitiatives, but it was abandoned with the change ln %dmlnlstratlon at the faderal

level. Local staffs received none of the antlclpated lnrormat;on and supoort from :

federal regional operating agencies that would have helped them accomplish their

'objectives. TJDP staff were simply left alone-to experiment with:this new and

.

'contrdVers;al policy idea.

The 'problems lnherent in IJDP wers comootnded by ‘the environment 'in which

the demonstratlon operated. TJDP staff found it extremely dlfflcult to mount

a new lnltlatlve durlng ‘a. perlod of decllnlnq budgetﬁZ; resources at the: federal,

state, and local levels and the accompanylng uncertalnty caused by such changes.

An economic recesslon also hurt the demonstration by knocking the legs out from

-
-

"~ under many of the economic development orojects and‘private businesses with.

SR

'whlch TJDP staff were worklng . -

.,

: - . ) T4
Tlme was another enemy of TJDP EcOnomic development projects take many °

."-'4-

that never materlallzed. Other projects will come,_ to rrultlon vears after the
N :
\,

demonstratLOn "ends. In other words, TJDP job :jrgetang strategles may- ldok
much better after a few more years, at_least ir thevsites‘that attempted to

build. careful‘strategies and 1nst1tutlonaIi;e/them. : CN '

.

Is job targetlng an effectlve ool for helplng the dlsadvantaged obtain

orlvate £irms ass1sted by economic development'

; and Oregon ex er'—nce rOngly suggests that\a stratngy

\'.

hY

/ o 13 - \’.. | | .. ‘\\
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deSLgned to lncrease job opportunities for low-income, people from economlc

development pronects ‘through negotiated’ n;flng agreements can be effective.

I3

-

Politlcal officials ‘and agency admlnlstrators in the CLty.supported the job-

targetlng strategy. Employers with h?rlng agreements supported the idea in

'

'pr1nc1ple and expressed satisfaction Wlth the people referred to them by the ‘frék
city' s TJIDP staff., Seventy—flvﬁéjobs were developed during the demonstratlon

| perlod and 400 addltlonal jobs are llkely to be achieved through the twenty
hiring agreements already in place. Accordlng to localgftaﬁf; the TJDP.job
placement strateqy was at least as efficient and probably;m?re°so than other,

more . tradltlonal approaches to helplng the dlsadvantaged ob ain jobs. Th%dgbbS&'=

developed through TJDP's efforts were at least as good and ln a few cases better

.

than the jobs developed for CETA-cllents under other CETA-funded programs in

_ the communlty Flnally, and most 1mportantly, Portland, Oregon s job targeting
strategy substantlally altered the, hlrlng patterns of a number of employers ln
the city and directed a substantlally larger shareof the new permanent entxry-~

‘level pos;tlons to CETA-ellglble individuals than they otherWLie would have

\
received. : i - v ! i

" Whether the exper:.ence in Portland, Oregon can. be rele.cated elsewhere is

dependent on the Wlll and capacity of a commnnlty. To start/a targetlng
\ i
™ \
strategy like the First Source Agreement>\in1t1at1ve and support must come from

/

' high up in the government hlerarchy. The: Mayor, County Bxecutlve, or other

y
\

chlef-elected OfflClal, at’ least and preferably other elected offlc1als must be
Tw—»:r: } , \

. strong supporters,sur’ early ‘agency coordlnatlon,an contlnue thelr supoort.

e ie

i \
4 1

Coordlnatloh between employment and tralnlng ‘ag s and economlp develop-

e / '

y\/‘
ment agenc;es will.not prosper unless it serxves the needs\of each agency and

..

\ i
\

prov;des mutual benefits. The employment and tralnlng agencv galns access to

N\




‘ S all2-

v
'

iobs crez?ed by economic development projects through a job targeting approach.
o P :
The econ mic development agency gets an extra marketing tool in the foxrm of '

°

the training programiyand the'screening and referral sexvices offered by the P

>

employment and training agency .

Once the will to undertake hiring agreements exists, their success rests
with the ability of economic development and employment and training agencies
to deliver on their commitments. Because it is a long, drawn-out process,

hiring agreements require continuous attention and nurturing by staff.. Hiring
. ' . N :
Zagreements take'a lot of ‘work, personal commitment, and energy They also

’

require economic development project money: for targeting  and employment_and'

training money for recruiting and training people strong performance py the

employment arid training partner is especially important. _If it cannot deliver .

B
qualified people to employers when employers de and them,€hen there is-no point
. ( . . .
in trVing to move ahead With job targeting stragegies that require employers to
. . s . N ". -
use employment and training agenCies. Hiring agreements are not likely to

work unless the agencies responsible for implementation already operate relative-

ﬁ'ly_effective traditional émploymentaand,training and economic develop ent pro—.
"grams. It is a strategy more suited to a mature and well functioningfagency; than
to, one plagued with administrative problems. _ - '

Is a mandated job targeting policy essehtial° In our opinion it is cer-

tainly oreferable "dnd probably necessary Private employers who benefit from v

_ low—interest loans, guaranteed loans, or other governmental assistance ought to

be'required to reserve a substantial portion of the entry-level jObS created

by,those investments for the disadvantaged and long-term unemployed reSidents

of their communities. Such a policy ‘is justified because it enhances the value

-

‘of thelgovernment investment by he;ping people who would'otherwise\be dependent

XS]

on governmental assistance and clacing them in produotive jobs. ‘Mandated
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o ’ . C : . '
hiring agreements‘ask private employers who receive special assistance o ' return

v .
' that favor to their community. . ‘ . "

 »~ Without a firm policy that requires hiring agreements as a condition for the

-«

'receipt of economic development aSSistance, private developers and emplOYers inytial-
" ly will be'teluctant to participate. Yet, the overwhelming majority of those who signed

" hiring agreements were satisfied with the services made available to them in ‘the

i

most effective site. While the agreements should be required. they should ‘also

be flexible. Not every economic- development project Will produce jobs ‘suitable

'forplow-inco’e people with limited skills. Governmental aqencies should be

.willing ton gotiate with employers‘about the types of jobs that will be covered
‘ . » ‘ H .

by the hiring agreement; employers should always‘retain final hiring,authority;

and,,the amgunt of time allotted to fulfilling the agreement.should be generous,

&

lusion, Rutgers' evaluation of the Targeted Jobu Demonstration
A : ° :

ents the potential utilityogfa\job targeting strategy for other
cities and counties. ‘Under the conditions noted above, hiring agreements ‘can

 be’ very effective in helping low-income - people attain productive employment

-

Significantly, most private sector employers who have been involved in hiring

agreements are satisfied With the screening and referral services they received .

and are willing to cOntinue their partiCipation. Therefore. even though manyﬁ

TJDP communities did not successfully implement a job targeting strategy and
none of the Sites effectively captured spin-off buSiness opportunities, the
‘ : F

notable syccess of one community s job targeting strategy and the substantial

accomplishments of a few others., underscores the value of TJDP.~ An innovative

_approach for directing jObS to the economically d1=advantaged was demonstrated

zo de ef‘ective. ' L
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. .
o A smmam OF THE%LUFFALO/ERIE COUNTY,  NEW YORK &
ib o ] TARGETED JOBS . DEMONSTRATION PROGRAM
" i \ ) -
’ ' : PREPARED BY Donald Rosenthal
R »', ' . -

?Overview and Origins of the Demonstration . . ) .

In 1979, a program to improve coordination among.local governments in ___ i

;Buffalo-Erle Coumty by promotlng economic development was created in response to
ﬁthe reglon s problems of high unemployment and an erodlng ‘economic base. As a

‘ -

Vresult, when the County recelved the Targeted Jobs Demonstration (TJDP) grant,

flt was llnked 1nto thls pre-exlstlng coordlnatlve effort Cooperatlon between

ithe Clty of Buffalo s and Erle County s employment ‘and . tralnlng sectors, however,

gwas less ev1dent because thelr respectlve CETA programs operated 1ndependently

fof‘each-other. ' R .
“ThHe City and the County did flnd common ground from which to promote economlc .
;development in'their support of the State-created Exie County Industrlal Develop-

fﬁent'Agency (ECInA); whlch by early 1979 emerged as the major economic development

agency for the area. The Clty, County, and ECIDA, then, in turn, created the

'uffalo ‘and Erle County Prlvate Industxy Councll (PIC) -
The PIC was seen by local polltlcal leaders as the natural vehicle for lmple-'

‘enting TIDP. The PIC was formally created in June 1979 but did not become fully

operational until a year later: In the interim, staff from the fledgling agency
and others. from the interested-ecogomic development community cooperated in pre-

parlng ‘the TJDP proposal which was submztted in October 1979. The PIC struct

P appllcatlon focused ‘on, flve federally funded projects that were at

ges of 1mplementatlon when the proposal was submltted. The proposal

. -~

1'17



. Buffalo-Erie

-115- BRI

Economic Development (DED) .~ Finally, the original application proposid to direct

some resources to On—the—Job Training (OJT) programs which would promoteineigh—
borhood revitallzatlon efforts, a program element associated with the goal of
promoting small business development. (This objective dlsappeared early in the
lmplementatlon of TJDP.)

‘ Wlth the exceptlon of the MCLP, TJDP activities were intermingled with the
Tltle VII- funded activities of the PIC, so that respons1b111t1es for TJDP were .
: spread among the PIC s 13 person staff. As a whole, TJDP resources were melded‘b

p . .

into the general operatlng funds ofythe PIC and were used for general assistance N
;;to prlvate industry in the employment and training of CETA-eligible persons, rather

than being targeted Spec1flcally to pro]ects receiving federal funds.

Major Accomplishments of TJDPa‘é.

s

Because'of the way resources from TJDP were used, it is difficult to evaluate
the direct effect of program expendltures. TJDP did have a pos1t1ve effect in
relnforclng cooperatlon among. local economic development agencles deSplte the
occas1onal tensions whlch marked relations between the economlc develOpment sector
andfthe adminlstratlve leadershlps of the County and City CETA .programs.: As a
result of these tensions, the formation of the PIC was delayed and certain organ-
’izational'problems occured such as the fission in jate 1981 of the Erie County C$TA
Consortlum into two successor bodies.

Nonetheless, '7JDP may have been respons1ble for a more adwanced level of \inter-

N
organlzatlonal cooperatlon among part1c1pants 1n the employment and tra1n1ng sector.
The three jurlsdlctlons that were admlnlsterlng the CETA funds continued to assigx

Title VII funds to the PIC and partlclpated in its operatlons._ The new Suburban

Towns Consortium (created from the“spllt with the County Consortlum) also utlllzed

’

o the PIC to administer all of its CETA DrOgrams.--

poo 138
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Although -some TJDP funds ‘were earmarked to underwrite staff support for the
MCLP, the actual contrlbutlon of TJDP to the operation of the’ program was marglnal.
kew1se, business asslstance provided through TJDP (other than support for minority -

'contractors), was insubstantial. Although few signlflcant programmatlc_changes
occurred, the PIC did take part, along w1th other actors from the economic develop—‘
ment:community, in ‘an effort to’ promote small business development. No attentlon
_wasfgiven_to_minority businesses (other than'contractors),“nor was a special effort
made to promote husinesses run by women.\ ‘

TJDP, in Buffalo-Erle County, was llmrted in 1ts efforts to target employment

opportunltles from federally—flnanced prOJects to CETA eligibles. Instead, TJDP
'funds,went 1nto prov1d1ng general as51stance to non—federally flnanced efforts by
. flrms in need of speclallzed tralnlng packages for already employed workers or by

companies W1sh1ng to use the PIC as ‘a screenlng agency for a small number of pro-
L .

J e, . 2 ¥
oL (SRS I .
-lv\ ’ .l A

_Spectlve_employees.'t

~—

. -v_ There were two exceptions,however. First, an agreement was signed in May 1s82 . , .

between the PIC and the huffalo Hilton Hotel--the recipient of the City's first ”
Urban Development Action Grant (UDAG)—-whlch promlsed to make the PIC the major
_source for the placement of employees ‘in various p051tlons to be opened to CETA
eligibles in'the future. Secondly, a more recent UDAG grant contained a commltmeﬁt
‘to an even more formal hlrlng agreement Wlth a private company.

Stlll, whlle TJDP resources prov1ded the PIC and the 1nterests it served with
the opportunlty ‘to expand the reach of their act1v1t1es, it was dlfflcult to isolate
any s1gn1f1cant 1mpacts which resulted from the llmlted resources assoc1ated w1th |
the program. Rather, TJDP was simply part of,the mix of.program-resources used
.by the:emerging economic development community to support employment andltraining )
opportunltles ‘for CETA eligibles both in pro:ects receiving governmentallasslstance

and 1n those firms seeking OJT or Targeted Jobs Tax Credits (TJTC)

ERIC ~ ,(,..._d»' 133
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Reasons'for Progress and Problems °

The Buffalo-Erie County TJDP effort‘deviated,from its original proposal
because of the follow1ng reasons: the nature and timing of the targeted projects

.("’,
at the time of the TJDP grant, the manner in which the local economic development

community reacted to local economic COndlthnS, and, the way in Wthh the PIC J
ccnceived“of its role in carrying out its mandate.

First, the pro:ects that were targeted generated prlmarilv>short-term construc-
- tion jobs. Given the strong un:.ons in the Buffalo area and the ex:.stence of high
'unemployment among unlonlzed labor, the PIC and other actors in. economlc deVelopment
agencies were unable to lmpose demandlng requlrements upon.those responslble |
for such. projects. Nonetheless, PIC staff were hopeful that they could Stlll
become involved with those projects that. were not. yet completed.

The uncertain future of the local economy, re1nforced by the downturn in the -
.natlonal economy dur1ng 1981 and l982 further limited the number of jObS produced
by TJDP pro]ects.q The job projectlons made in many appllcatlons slmply did not
. come true. In fact, some companles rather than experlenclng growth as a result
of their UDAG-related investments, 1nstead cut back their complement of - employees.

Furthermore, the PIC, the ECIDA, and the C1ty s DED were quite reluctant to
make h1r1ng agreements a formal condition of economic development assistance.

They viewed'their services as des1gned to meet the needs of prlvate lndustry and
were unwilling to impose formal agreements upon prlvate investors.

Thls perspectlve on the part of the PIC was re1nforced by the attitude which
the staff held w1th respect to the quality. of jobs that were avallable on some of
the UDAG projects. ' The staff was more concerned with prov1d1ng jobs (as well as
OJT) Wthh were more llkely to develop skills, promlseklong term permanent employ-
ment, and pay better.‘ THe. PIC was notas commltted ‘to the jObS produced by the

. ’

targeted UDAG's;many of which were low Sklll hlgh turnover po51t1ons.

ltiu s -
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. | A SUMMARY OF THE GENESEE COUNTY, MICHIGAN
i . TARGETED JOBS DEMONSTRATION PROGRAM

- PREPARED BY Peter Kobrak -

'Overview and Origins of'the’Demonstration

The lmpetus‘ﬁor the Largeted Jobs grant came from the Genesee County Metro-
politan Planning Commission (GeMeC) . - The grant was - intended to enable the County

a

to extend the economic development actiVities that had remained entirely separate
. . .

from the County s manpower programming, TJDP provided an opportunity to determine

whether a linkage might prove mutually benefiCial. Finally, if the funding could‘

.stimulate.the creation of 300 jobs‘as proposed in Genesee's TJDP application, then

such an opportunity must be exploited. R

The grant proposal was submitted by CCMPC after receiving endorsements from

‘itsaEconomic Development DiviSion Director and his staff. It was written by a senior
iGCMPC planner, who eventually became the TJDP Coordinator, and gained acceptance
'w1thout difficulty from GCMPC officials and Genesee County and Flint politicaf;
»executives.

The City and County TJDP staffers already worked in the units where they per-
:formed their TJDP responsibilities. The grant paid the salary both for the Senior
Planner who administered the grant and for another planner who worked closely With.
her until he reSigned late in 1981. Members of the County s Economic Development .

: DiVision and also the City's Economic Development Div1sion charged. to the grant the,
‘Arelatively small proportions of their time spent in implementing the targeted jobs '
;concept.. The TJDP Coordinator, located within the Genesee—Lapeer-Shiawassee—Flint
IDCETA'Consortium (GLSF), played a major role in.TJDE, and 75% of his time was raid

ithrough the grant. However, early in 1982, when a number of City of Flint employees -

twere‘laid off, he was bumped to a job in another agency and not replaced.

143
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In lmplementlng TJDP, Genesee County focused on several,largely federally

funded,Urban DevelOpment ACthn Grant (UDAG) projects where TJDP h1r1ng commltments
were bullt directly into the prellmlnary agreements. The remaining 150 jobs in
:the TJDP commitment were, 1ntended to ‘come from other City and County econamic,
development activities related to loans and other: financial 1nducements available
to employers. Heavy initial emphaslsvwas placed on a strategy that 1ntegrated the
.targeted jobs concept with the marketlng by Clty'and County econcmicvdevelopers of

lthese loans. Through a "broker“ provided by the GLSF Consortium, available CETA

training and services were coordinated with th1s marketing thrust. This brokex
handled the screening and referral of CETA-eligible,persons for the avallable TJDP ' ) 'I
slots. o o o : ‘ S | I

Major Accomplishments of TJDP

Flint and Genesee County economlc develOpers devoted most of their attentlon . il
' durlng the flrst year to selling the targeted jObS concept to employers.f_Partly o
because of the County s extremely serious economlc condltlon, however, th1s effort
netted few'jobs. Furthermore, only two UDAG- projects materialized durlng the grant
. period, and they alsc>prov1ded fewer p051t1ons for CETA—ellglble persons than had been

anticipated. As of July 1982, a total of 90 CETA—ellglble placements were developed

as a result of the TUDP program To their credit, the targeted jobs staff only

counted'CETA—eligible persons Wlth whom they were lnvolved through the GLSF Consortium,

"and so, while the figure falls far short of the overall goal of 300 jobs- lnltlally

»set,'lt is an accurate representatlon of the act1v1ty that dld take place.

BY the second year of 1ts targeted jobs program, as Genesee County economlc

GCMPC reallzed that it would not approach

.

development act1v1ty continued to wane,

1ts TJDP goal Furthermore, the model was not y1eld1ng the deS1red results. GCMPC's

fDlrector, and his counterpart in Fllnt s Department of Communlty and’ Economlc Development
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:determined that in'erchange for financial inducements, it would‘be appropriate to
require that employers sign a "first source" agreement. Such a‘contractual provision,’
QWthh they refined through contact with the TJDP program in Portland, Oregon, would
'ensure the placement of CETA "eligibles" in "appropriate ]Ob openings created through
all economic development programs and projects.

The nature and future of these proposed first source agreements remains under
discussion. Economic development staffers are cautious about building such a manpower
;commitment into" their marketing strategy One such staffer seemed to speak for his
colleagues when he indicated that "staff would be requiring commitments from the enter-
;preneur, and making commitments in turn, concerning employee training and referral
;programs, over whichtheycould exert little or no control.‘ The Forward//evelopment

fCorporation, a jOlnt city - county economic development mechanism, refused to endorse

‘a ffirst»sourcef strateqv for its proijects. -The GCMPC and Flint s EDD however, may

‘still sponsor a pilot First Source agreement project"

In placing 90 CETA—eligible persons in unsubSidized positions within the private
[sector, the targeted jobs program was able to claim approximately one out of every ten
_jobs in the County frcm September 1, l980 through November 1, 1981 that were SubSldlzed
hw1th federal, state, and local funds. Of the Sl businesses that generated such open~ |
".ings during this period fewer than ten,according to GCMPC, agreed to accept CETA- -

ﬁeligible candidates.

' The'job openings in Genesee County's targeted jobs program ranged from minimum

N »

vfwage poSitions in fast food franchises to light manufaéturing jobs. The most visible
;femployer was the Hyatt Regency Hotel which recieved a UDAG grant, and hired 26 CETA
: participants in a variety of entry—level poSitions that ranged in pay from $2 60 to

fj$4.50; -In the case of somegemployers, the jobs were better than the. manpower subcon-
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tractors might otherw1se have identified, and some of the companies had not previously

had contact with CETA or its manpower subcontracting agencies. Hiring patterns,'how—
ever,‘Were rarely changed.
During the- last several yéars, Flint has provided somewhat more support to small

‘ and minority business enterprises (SMBE s). It has channeled this effort, however,

" through the affirmative action. proviSions of its contract compliance program. Neither

e

I .
Flint nor: Genesee County chose. to include .among its TJDP goals the provis1on of SMBE '

a . &0

services.. o | _ . o . : | . i
- To some extent the economic development and employment and training actors'indthef
_past:avoided'conflict because they had so little contact. Enhanced coordination |
‘_between such agen%ies was certainly a contribution that TJDP prov1ded in Genesee
‘ County and Flint. The interagency system for ]Ob orders and jOb placements_implemented‘
through TJDP gave the economic development network a Single contact person within the
FGhSFGConsortium. This Targeted Jobs Coordinator processed the order, and selected the.

CETA agency best Sulted to meet the employer s needs. The Coordinator kept all of the
“.necessary records, and feedback'from the network, as envisioned in the-grant proposal,.

" did result in some adjustments within the CETA system. '

- While‘coordination was cons1derably improved over what it'was, the resulting
accommodations were not of a kind that reqUired,much,adjustment on the network s, part.
'Economic developers remained suspicious of CETA, and ddbious that such an economich
v_development - manpower linkage would facilitate their task. For its part, the C?TA

.'Consortium was somewhat hobbled by changingvnational policies and its own internal

’organizatiOnal problems.

“Reasons for Progress and Problems
Implémentation of the job targeting concept in Genesee County represented a

-ﬁ’sincere but sometimes timid ‘effort. To some extent this caution was based on the

e

144




- o A Genesee County .
- | . -122-

«

‘assumption that job targeting was fruitless;in'a difficult economy, and, therefore,

" efforts to achieve it were limited. One economic developer explained GCMPC's

. - . <

reluctance to developTa stronger enforcement mechanism by 'saying, "little has been -

0y

‘done with enforcement 1n Flint for fear of loslng ‘something.”

In the absence of a confident sale of manpower tralnlng and serVLces, 1t was
;the companles that were already enllghtened about the relatlonshlp between human‘
'cap1tal and productlvlty who stood to beneflt the most from Genesee County s TJDP
3program. The TV cable company that entered the program w1thout even accept1ng a

'flnanc1al inducement utlllzed more tra1n1ng funds and reta1ned more ‘employees than

i

any of the companies that entered into the GCMPC h1r1ng agreements over which the .-
economlc developers continue to resist and TJDP staff continue to promote; One‘
'.GCMPC staff.sensed«the missed opportunltles in saylng,‘"We-should have’ pushed train-.
lng and people aspects more than s;mply, gee, look at all the money you can save.

f\‘ - "Given the barrlers to effectlve targeted jobs coordination in Genesee County

‘support fram some of the key agency executives proved to be surprlslngly positive. In .

.‘the face of doubting economlc developers and a weakened manpower system the d1rectors
" 'of the .Flint Community-and'Economic DevelopmenthDepartment and GCMPC, with the_encouraoet
'vment of the_TJDP Coordinator, moved ahead in exploring the potential of a first source

. N ' “k .

a8
)

'agreement concept

¢ . s - : e

.

_‘funds. The TJDP Coordlnator is interested in bulldlng into- the procedure for obtaining
;such a loan, the st1pulatlon that the employer must meet with the tra1n1ng agency

“prior to any contract signing. And 1nterv1ews thh executives from the two UDAG
'iprojects that are still in the;plannlng or constructlon phases reveal their wxlllngnessd
‘pto meet the targetedijobs contractual provisions. It would be‘premature to predict the ' «
toutcome:of these,efforts.' Shoula{they succeed, however, the role of the demonstration

e ' o .
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pro;ect in effecting a llnkage V1tal for Genesee County s future could be'significant.
The fundamental stumbling block that continues to bedev1l Genesee County's effort to
cepitalize on what it has learned from TJDP is to gauge suécessfully‘what employers

are prepared to accept in termS>of a ‘manpower commltment, as they contemplate movlng

into Genesee County or expanding an enterprise already there.
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A SUMMARY .OF THE LYNN, MASSACHUSETTS
TARGETED JOBS DEMONSTRATION PROGRAM

PREPARED BY Donald Baumer

Overview and Origins of the Demonstratlon

The Lynn Targeted Jobs Demonstratlon Project (TJDP) came about through the_w«_w___

'tlatlve of the Director of the Lynn. Office of“Economlc Development (OED) and

)

and the Smal' Business Administration (SBA). At the time,that'the.TJDP proposal was
submitted, the \City had two major development projects underway. One.was a UDAG
‘that called for the renovatlon/converslon of two former shoe factory bulldlngs lnto

sas Fanded through an EDA Title IX

" modern apartment: hwalﬁlﬂgs. The otherlproje

another old shoe factory"into an industrial'condominium. -

- grant and sought to ¢

e idea of bringing'employment and training'agencies into these and other economic
K : \ ' .
'development projects was one\that appealed to the OED Director and Lynn s Mayor,

, N
: Antonlo Marlno, and they declded to go ahead with the proposal and the competltlve

\

. process a550c1ated with it. F\
. ‘-\
.The goals of Lynn s TJDP were\very much in llne with the stated natlonal

objectlves. The basic plan was to hlre a staff that could promote the cause of jobs
\\

‘dand tralnlng for low lncome people Wlthln OED and among the businesses they served.

\

:-The‘TJDP staff would also provrde varlous_hlnds of services to small, and particularly, .

e T . . T , A . . 5
~minority  owned businesses.  The most_1mportant~1mméd1ate objective was to create a

.. much stronger link between City development agencies and area employment and training -
ST : \ ' :
'ageﬁcies. ' 5
The original TJDP plan envisioned a strong CETA agency with a large number of

N . ' . g o \ ’ _ o _
_Public Service Employees (PSE).who could be moved into jobs opening up in firms involved
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any of seven targeted projects (nine projects were listed in'the proposal but,in

- ! . '

[

' tWO cases, components of -what'was essentially-the same project were counted as
"saparate projects). By the time the demonstration began it was clear that both

-*sides of;thishvisionmhad_becomewproblematic.‘ CETA/PSE had been greatly cut back -

ey

and’ would soon be entirely eliminated, and project related jobs were not appearing' .

__ln_the_ umbers that had been anticipated._ This forced the TJDP staff to make some

L 3

quick adjustments,-and a two-pronged job targeting strategy soon emerged One component

i ~

of’this was the project'work, which was intended to produce employment plans for .
.6 ' ) . :

'hiring low income people. The second.was. simply for staff to go out to all firms
in Lynn that had received OED aSSistance and use the good will engendered by this

‘ass1stance to secure first source hiring agreements. The'placement system called\for
. v

the TJDP staff to_pass along all job orders they obtained from businesses to the

¢

employment and trainidg agencies in the City. These agenc1es then made referrals and
reported placements back ‘to TJDP. The other major actiVities of TJDP were the
- development of training programs in areas of identffaed need, the provision of general

'~ ‘assistance and financial advice to small.firmsy and the establishment of a minority

s

buSiness ass15tance program involVing a series of speciric services. o

e e

The TJDP staff conSisted of four indiViduals and Targeted Jobs became a division
of the Office of Economic_Development. Initially there was no hierarchy Within the

staff, but later one of the four was appointed Director. The OED Director,however,

was always the ultimate authority on majoer TJDP issues. The close-association with

" QED was essential for the TJDP staff. It gave “them legitimacy in the eyes. of businesses’

“ .
]

and City agencies. Support from OED and the Mayor remained solid throughout the N

'“.Jdemonstration. . ' _ . ‘ .
) N - 1 N . o

'Major Accompllshments of TJDP _‘- . . B

°

The Targeted Jobs Demonstration in Lynn recorded a total of 196 placements.:
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“Hoyever, this'figure.gives an overly positive'impression of the effectiveness of -
. ] N R “ : &
dthe job targeting strategy. Just over 70% of these placements were TJTC certi-

.« "

ficatiohs (many of them retroactive) with two Lynn firms all oBFnearly'all.of'the
. i e .

. toee

jobs paid minimum wage, and turnover in them was very high. The Business Manager

in one of these firms estimated that 5 of the 90 people certified (and thus counted

2

as TJDP placement) ‘were still working for the firm in the summer of 1982. Some of "

i ’

the placements made with other firms were also of questionable guality, but others

were quite good. Just less than 20% of the placements were with firms'connectedhto.

targetedfprojects. . TJDP job ‘targeting efforts promise to deliver a number of future

placements,gbut at this point the scorecard must be read as shoWing mixed results...

Delays 'in the timetables of severgl key projects inhibited further job targeting
success, TJDP also was responsible for the des1gn and implementation of two training

programs. -The»first, for machinists, ran into serious trouble when trainees,from
: < : - K

CETA and welfare lost their subsidies and the businesses involved were not able to
. . - T . A :

‘Rire trainees because of a'deteriorating economy. The second, for stitchers} ig

now underway and looks promising. Thus, the job targeting strategy in Lynﬂ‘“was -

*

not an unambiguous success. - N : ‘ ' ‘ .

The record for business assistance services was also mixed. c)Workinngith firms
‘participating in targeted projects towensure that matters proceeded as quickly and
,smoothly as possible was a major\part of the demonstation in terms of staff time
. devoted. Iniﬂuaend however, few actual jObS resulted from this activity, although )
employment plans are in place that should,yield jobs. in the ‘future. With TJDP, came B N
the firsttuse of set-asidesvfor.minorityfsubcontractors in Lynn economic development h
projects. These were viewed as success ful by the,OEp Director and many others, including,
-of course, the firms receiving the suhcontracts; The set—-aside policy is to be con-Md |
.-tinued -and stands as a-solidvaccomplishment of TJDP. - There were several other.specific

-~

i ’ . .
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.services that were either planned or actually Fstablished for helping minority firms

(a revolving loan fund, technical assrstance, a Spanish newsletter, and ‘a city

\ v .

affirmative action plan),‘but none of these~proved effective. o . )

\ -

. TJDP did succeed in bringing aboutla better link,between economic development

| ©

and employment and training agencies in Lynn. Through the job placement system

described-above, both the City CETA agency .and the state s DlViSlon of Employment

Security (DES) referred low-income people to jObS in firms ass1sted by OED. (It

should be noted that both of these agencies Viewed the TJDP staff role in this as -

“ \

.mostly superfluous. } In addition, the two training programs brought together economic

.

R I .
development and employment and training agencies with .the private sector in cooperative‘*f

N

ventures. still, the linkage b tween sectors in Lynn was -more flimsy and less effective ;

than it shauld have been. " Even though the TJDP staff had some background in employment fﬁ

‘
4

“and training (as is shown by the training programs they develOped) their pre—hiring

irms did not typically emphaSize or promote the

negotiations with project related :

N A v
fulM range of employment/and training services available in the community vigorously

o,

enough to make them an.integral par of the process.' Firms were informed of these

rYices, but the’ TJDP/staff was notiin a pOSltlon to make decisions about the develop—f

ment of employment and traiming reso rces//or even to design a full program of training ;
» / . ;

and placement serVices for the firms ‘Such . a strategy would bave required bringing

/ \ . ooy

“someone from a_local‘employment and t aining agency into these negotiations, which was f?

. /_‘ C

’ : ., \
'not done.“ As a/éesult, the employmen plans of participating firms were vague and

could be evadeé rather easily \ An exc ption to this pattern was ‘the stitcher training;m;

program, which offered th promise of eing a very. effective linkage. Nonetheless, the

employment and training agenoies and che economic development agencies” felt that theyhid

benefited from the presence of JDP. _7- . . ;: - ' o .T&Wm;:_hﬁ
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TJDP itself d1d not brlng about any great change in’ the-economlc development

or emponment and training landscape even though cooperatlve relations were estab-

-

:lished. The OED Director hoped -to move toward a close worklng relatlonshlp with

ﬂCETA now ‘that TJDP helped to show some of the beneflts that could coge/f;3m~sufh a
- \ o

;relatlonshlp. The City CETA offlce was excited about the stitcher tralnlng program,

\ .

~and looked forward to worklng with OED on more joint ventures in the future.

}Reasons for Progress and Problems

| The Lynn TJDP enjoyed the support of several key actors in the publlc ‘and
fprlvate sectors, whlch was of great beneflt ‘to the staff as ‘it attempted to achleve
iits goals. The OED Director and the Mayor were two very important sources of such
fsupport. The businesses participating in the various facets of T&DP were also quite :
;supportive because of their favorable attitude toward OED and the close association
?hetween'OED and TJDP. Onlthe employment and training side, the City CETA agency
fwas very cooperatlve, and, whlle there was some frlctlon with DES, they too were
fhasically cooperative. However, there was no dlrect connection between TJDP and a
;CETA prime sponsorship or-a PIC. This was the only significant}negatlve factor in the
ipolltical-admlnlstratlve env1ronment.

Economic conditions were reasonably good in the first year of the demonstratlon,-
, \
\ :
7Eut became quite poor in\the second. Naturally,thls .inhibited jOb placement act1v1ty.

i

éﬁyen‘though a great deal of progress was made'in,getting most of.thelplanned pro:ects
iunderway only three of the eight (one was.added -to the original‘seven) targeted pro&.
ijects reached the p01nt of constructlon durlng the demonstratlon. One of these was -
?ccmpletely destroyed, and a po*tlon of ‘another badly damaged in a catastr0ph1c flre
;whzch Lynn experlenced in November, l981. The other pro:ect was Stlll in constructlon
iwhen TJDP ended, w1th most of the jobs prom;sed for the future. It should be noted

that the fire and 1ts aftermath halted nearly all normal act1v1t1es of publlc agencies

11n the Clty (including TJDP) for a consxderable period of tnne. All of these factors
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conspired to limit the effectiveness of job tardeting efforts.

The TIJDBP staff itself was mostly a plus.‘ Three of the four memBers were hard-

working, dedicated, and well-intentioned Initiative was shown in the development

of a job placement system using referrals from CETA’ and DES, .and in obtaining two

training grants from the state. The coordinative wS:k on projects was also highly

regarded by local'actors. evertheless, staff efforts in all of these areas could

have yielded larger returns if someone wﬂth a broader background and more experience

in employment and training had been involved. Over time the staff became more

oriented toward economic development and business assistance and less directed toward.

job targeting. The minority business ass15tance program likeWise could have benefitted

‘\

from a more experienced,staff member.
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! ’ A SUMMARY OF THE METCALFE, MISSISSIPPI
TARGETED JOBS DEMONSTRATION PROGRAM

v - PREPARED BY Lance Smith .

OverView “and Origins of the Demonstration
{

.The Town of Metcalfe, MlSSlSSlppl, is a small rural community of 1, 000
~reSidents located three miles outside the City of Greenville, which is in the
extreme western part of the State. The community was granted a Charter of Incor-
poration from the State in November l977. Prior to incorporation, the community
was not really served by any unit of local government, since it fell outs1de the
.boundaries of Greenville and was largely ignored by County and State authorities.
Metcalfe was, and largely remains, a small community of Black families, many of ‘whom

'are housed in what are literally shacks, and dependent on welfare and temporary jobs

t

in Greenville or on nearby farms.

Metcalfe s proposal for partioipation in the Targeted Jobs Demonstration
Program (TJDP) was prepared by the MlSSlSSlppl Action for Community Education (MACE) ,.

f.a local\community development corporation headquartered in Greenville. . One of MACE s

many.activities has been to assist small Black-communlties in becoming. legally:.incor-

porated so that residents can control the distribution of publig resources in their
areas. Asxof September 1982 three Black-controlled towns were cre ted, one of which

was Metcalfe..-After their incorporation, MACE helped them secure outside funds for

communlty improvements. All of Metcalfe's community improvement*projects, as well

as its TJDP grant, were developed by a senior member of the MACE staff. Until
: staff were hired, this individual was the" only person 'who knew anything about TJDP in.
Metcalfe.‘ |
TJDP, as described in Metcalfe's TJDP grant proposal, conSisted essentially of
hiring a TJDP staff.as part of the Metcalfe government. The proposal called for the
staff to negotiate agreements with contractors on federal pro;ects to hire local
- resi ents, obtain outside funding for Metcalfe, coordinate‘wlth economic development

Qo . \\\‘ | V \\. ‘ :153:3
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and employment and training agencies, and assist local residents in obtaininglcon—'
struction and permanent jobs from a number -of federal proﬁects already planned for
Metcalfe. |

TJIDP moved slowly in Metcalfe because MACE did not believe that a &;ick startup
was necessary or urgent. TJDP staff were not hired until August l981. By then all
of the federally aSSisted construction projects targeted in Metcalfe s TJDP proposal
had been ccmpleted; The only other pro;ect available for developing jObS and bus1ness¥;
opportunities for Metcalfe residents-did not begin until May 1982."

Five individuals were hired to administer TJIDP in Metcalfe. a Project Director,
Business Development Specialisty Administrative Ass1stant, Community Development
Specialist, and Secretary; Two were housed at the MACE headquarters in Greenville,
and three in the Metcalfe Town Ha!‘

The'TJD staff quickly realized that the administration of the Town was dis-
organized The Town' s natural gas system was in danger of bankruptcy because of
underbilling, the water system was not being adequately maintained, and the Town's
auditing and acpounting procedures were haphazard. Consequently, the TJDP staff spent
much’ of its time reorganizing Metcalfe s fiscal administration. |

The staff s programmatic activities were directed primarily at gathering data
for future use in attracting industry to Metcalfe and channeling Metcalfe res1dents
into any. jobs that were developed. -

-

Major Accomplishments of TJDP

TJDP staff took several‘steps towards targeting jobs,and-leveraging business
‘opportunities for Metcalfe reSidents in federally assisted construction projects..
First, coordinative linkages were established with the MiSSiSSippi Research and :
Development Center, which assists employers interested in locating in MiSSiSSippi

with identifying communities best suited +to their operational requirements. . This

|
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was the first effort made by anyone to link Metcalfe to the_economic development
‘activitiesoftme State government.

Second;'staff contracted for a survey of Metcalfe residents and_compiled a
dlrectorv contarnlng their employment status and skllls. The directorv wlll be'used”
to identify 1nd1v1duals suitable for jobs resultlng from economlc development efforts
in'federally'construction. | |
\ Third, staff contacted and compiled a directory of small and minority bnsiness
enterprises willing to hire Metcalfe residentsbin construction-jobs on federally
assisted projects. The directory wlll'be used for-ohoosing subcontraotors in future
projects.

Although at this' time theére are few 1mpacts from TJDP, there may be some
important benefits'from'TJDP in the fnture. The linkaye’ W1th4the'M1ss1SS1ppl Researcﬁ
and'ﬁeVelopment Center may ﬁ%ing industry to the area.%%And the informationfgathered
on local resldents and constructlon subcontractors _may help Metcalfe res1dents obtain
construction and permanent jobs in a federally assisted construction project th%t
recently began: "The success of job targeting efforts will depend largely on whether
Metcalfe develops contractual requirements for subcontractors and other employers'

:to hire Metcalfe re51dents, and formal procedures for referrlng residents to‘job
openings.‘ | |

Reasons for Progress and Problems S .
\

2

Overall, both the progress .and problems of TJDP in Metcalfe}stemmed prlmarlly
from its polltlcal and organizational env1ronment together with some ldlosyncratlc
factors; In effect, MACE wrote all of the Town's grant appllcatlons and brought in
grants to develop water, gas, and sewer systems, puild an industrial s1te for a

" railroad spike manufaoturlng company, and establlsh subsidized hous1ng MACE clearlv

helped Metcalfe, and to-a limited extent it tried to ensure that business and employment
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_ oppbrtunities from the federally assisted projects it brought into Metcalfe went to

Metcalfe res;dents.

When TJDP came lnto this organlzatlonal env;ronment, it was adapted to serve
the priorities of MACE and address the lmmedlate problems of Metcalfe. Thc program
Qas siow.ip starting because MACE was fodusing on other activities and did not
quickly hire a TJDP staff. Once hired, the staff belieVed that it was more\importadt
to reorganize the Town's flscal admlnlstratlon than to pursue TJDP's programmatic
goals. Finally,mwhen prcgrammatic activities began, they centered on gatherlng data

for future use ‘in attractlng employers to Metcalfe because of the Town's most urgent

!
]

‘need for economic deVelopment. h : : '
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A SUMMARY OF THE MILWAUKEE, WISCONSIN
TARGETED JOBS DEMONSTRATION PROGRAM

v

PREPARED BY.Randall Ripley

‘dverview and'Origins of the Demonstration

Milwaukee deCided to apply for a TJDP grant because the two key individuals .-
who wrote the proposal--the Private Industry Council President (the chief staff
member) «and the Acting Director‘of the Div1s1on of Economic Development in the City's

‘ Department of City Deveiopment (DCD)——thought'it would be a good opportunity to bring
some.extra resources into the community. Simuitaneously they»saw an opportunity to
try to develop some economic development-jobs coordination between the City and
county (the CETA prime sponsorship and thus the "host" jurisdiction for the PIC),

-with the local Chamber of Commerce (Metropolitan Milwaukee Associat:Lon ‘of Commercer
iMMAC) added as a third partner.

. From the outset TJDP in Milwaukee was conceived of as a.vehicle for achieVing
a-varietp of local goals, some heid in common by,the participating organizations and .
individuals and some held only by subsets. Also from the.beginningrTJDP.was.not
conceived as. an entity, s-eparate an'd apart from other already existing ente.rprises
‘and agencies. It was supposed.to be interminglea with eristingnprograms,magencies,
and activities.- and, if eventsror'neﬁlideas seemeéicompelling, the key actors felt

: free to change_the oetails of the project as it evolved ocer time. Thus the Miiwaukee

,TJﬁP was characterized by i) £luid boundaries, 2) changing programmatic emphases, and

-

3) central attention to a variety of local goals.

R

In practice, the three sponsoring agencies pursued four general goals:

1) the ‘creation of jOb opportunities, especially for the most job. ready of

o

- the CETA-elialble population. The number 400 was used in the proposal

2) the creation of buSiness opportunities, especially for small and minority

N

. D -
,buSinesses; . o
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\ *
3) .the creation of a regularized linkage among. the three core agencies as ,

they pursued their separate programs, agendas

4) -the building of local capacity to pl

investments in such

o

' and goals, and,

[}

an and manage both public and private

\

a way as to maximize economic development results.

LI

_Firm ]Ob commitments tied directly to the award o

Y

\

f either fEderal or local.

‘economic development aid such as UDAGs, local loans using federal funds, local tax |

v

- investments, or local industrial revenue bonds were not pursued "Targeting,"

‘defined as leveraging jobs for CETA-eligibles during

ard'of federal economic development asSistance, likew

Milwaukee during most of the life of the'project. Key

.rprogram did not accept this definition of "targeting" a

deSign or operate a programthat attampted to achieve lt.

\

negotiations prior to the

i

1

ise was not pursued in

\
.

actors in Milwauhee.TJDP

s legitimate-'

Most of the TJDP money went for 2 1/2 staff positions——l/z at the ?IC, and full

. positions at DCD and‘MMAC. O
‘December , 1980) was the focus
'”%development aid. After that,
The l/2 time staff member at
'ideas and programmatic ventur

*became an OJT job developer.’

nly in the first quarter o

exclusively on companies

f the project (October—

x

that had received economic

all businesses in the county were cons1dered targets.

PIC principally played the
es to consider pursuing.

The MMAC staff member foc

role of thinking of new
The DCD staff member baSically

used on upgrades and;on small

\ ' ’ o :
and minority business ‘assistance. Coordination and interaction between these three

individuals fluctuated but, overall, was minimal.

)
[N
\

Major Accomplishments of TJDE

¢

‘As of'June 1982, job opportunities were created f

or 55 CETA-eliQible

indiViduals who filled OJT slots\gnd 11 indiViduals who filled direct placement slots,

.all- developed by the DCD—TJDP staffer. A small number

some of the t&Trslots, although the upgrade effo

" 'was abandoned ‘in the Spring of 1982.

138

of upgrade slots helped create -

rt in general was not a success and
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The employment referral service created for thie tenants of a downtown retail
{ . . , _ : .
mall which opened in late August, 1982 may have resulted in some jobs in the $3.35

vto $4.25 range ‘for CETA-eligibles. The developer certified that'there'were to be a

minimum of 500 full- tlme ‘and part-time jobs available when the mall’ ‘opened. However, '
. the structure of the referral service did not appear to create many ‘chances for

intervention on behalf of the d1sadvantaged. The key actors in making the entire

¥ iy
referral service work smoothly were the Wisconsin Job Serv1ce and the developer.
The key intervention‘role for the disadvantaged was played by the DCD-TJIDP job
.developer. ' v . o . — -

The one concrete business>assistance service with observable payoffs was -,

prov1ded by the Minority Business Councll, which pre-eXLSéithJDP ‘but was staffed
by the MMAC-TJDP staffer durlng the TJDP perlod. .This counc11 sponsors mlnorlty
business presentations to purchasing agentsﬂof majority Milwaukee businesses and.
results in 1ncreased bus1ness for some of those making presentatlons. The most‘ |
"v1s1ble and concrete instance of TJDP-sponsored coordination was in relatlon to the

mall referral service. This effort went through many dlfferent stages of design -

before a formula that all particlpating agencies ‘could agree on was-finally found._
"pJDP made no immediate, profound changes in,the economic development-and
employment and training landscape in Milwaukee. The most optimistic local assessments
' were that TJDP opened up some channels of communlcatlon between d1fferent agencles
‘and 1nd1v1duals that mlght have a payoff in the long run for the Clty and County
in texms’ of linking economlc development with jobs for poorer residents. Most locals
felt that.all_agencies and programs would_return to "business as usual" after the
demonstration's.end. However; the definition'of "usual" changed at least .in DCD,

where a number of professlonals increased thelr awareness of the utlllty and

desirability of a jobs component for thelr ongoing act1v1t1es because of their
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interaction with the able staff member who was hired for two years with TJDP funds.
. DCD is keeping this indiVidual at least through December, 1982, and is seeking ways
~ of keepiﬂg him longer, perhaps through joipzly funding the pOSition with the PIC.

‘ Reasons

for Progress and Problems

-’

Key factors that help explain both the presence>of_some accompIishments.and

of achievement of many local and national objectives can be identified

briefly as the folloWing - . h

¢

A deteriorating local economy meant that few businesses were hiring. Even’

those that had expanded with economic development aid had to lay off most or

employees by the Spring of 1982.

The lack of any’ visible positive support from City and éounty political :
figqures for using TJIDP innovatively_helped guide the staff toward fairly conservative
goals. |

3.‘ Non—interference with staff initiatives and activities by higher'levels

in the participating organizations helps explain why able staff members could achieve

\\ some things. At the same- time it meant that weaker staff members were not superVised
\well. and, it deprived the entire effort of any organizational muscle that might

" have been necessary had new‘directions been sought. Thus the relative autonomy of

staff proved to be a mixed blessing.

4. :The skills and. perserverance of the DCD—TJDP staff member were particularly

. useful in achieving'even modest accomplishments.

5. The lack of a targeting effort involving some form of pre—award quid pro quo:
(public resources for private jobs for the disadvantaged) meant that’"targeting" had
to be. post hoc. This helps explain why successes were few in the job opportunities

effort. Employers saw no reason to change normal hiring practices and did not.

6. The sporadic nature of coordination suggests that there was not enough

16y
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\

consistent leadership from any single source to promote coordination that would

"have some major impact even though a number of individuals gave some time and

) . L4

effort to promoting coordination and some of these attempts worked.

T
W
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fA SUMMARY OF THE MONTANAWIDE N
TARGETED JOBS DEMONSTRATION PROGRAM
. piggARED'BY Kenneth Ryan
. v ' ' \ K
Overview and Origins of the Demonstration | R . ‘ v

|

'
. ’

The origihal'TJDP_prOposal'was developed by tha Executive Director of the
. c D - i o :
Tribal Employment Rights Planning Committee (TERPC). TERPC is a national Indian

i

Qrganization which advocates Indian employmebt rights. With the supbqrt of the

seven tribes throyghodt the State of Monténa; the overall goal of the program was
. . ‘ o 1 A
) /

: = - : ! i .
* to develop and implement a comprehensive employment';traqégy both within each

~ reservation and among the tribes Statewide. Despite thefsovereign employment. rights
of 'Indians established by Congress'ih 1964 aﬁd ghe laige.vdlume of federally-assisted

‘construction projects.on reservations in theil970's, Indians were not being employed

'in significant numbers. ‘ ;
The primary mechanism for improving Indian employment was the establishment
. . . o

and/or strengthening of Tribal Employﬁent'Rights Office (TEROs) on'each reservation.

3

‘Section 7B of the Self Determination-and Educétional Assistance Act provided a sound
legal basis for increasing the number of Indians employed on a reservation; however,.

many tribes lacked the legal expertise and organizational resources.to effectively

.

implement these employment rights. -The TERO is a reservétion—based agency érgated

by a t:ibal council to enforce the special employment rights of Indians.: ThebTEROfs.

" function is to identify jobs, negotiate. with employers, enforce hiring goals, réfé: '

s _ _ . .
‘applicants and monitor results. _ .
In addition to TERO development, the major activities of the Montanawide TJDP '

S o ‘ \
included assistance to Indian contractors, establishment of a computerized Statewide

.\job bank, Bﬂggasrbf App&entiéeship Training approval of reservation—baéed training in
, € n1 ing é \ .

- the consEructioh‘field, and the coordination of training and empioyment programs.
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The TJDP was housed at the Blackfeet Native American Program offices on the
N 4
Blackfeet Reservation in northwestern Montana. 'Althbugh TERPC was the oricinalu

grantee of the program, sponsorshlp of the grant was transferred mldway through the
b

l/ +

grant to a newly formed non-profit corporation, the Montana Targeted Jobs Demon-

‘o

stration Rrogram,'Inc. The' staff con51staiof a part-time director, and assistant

director for construction, an ass1stant director for manpower and a secretary.

T

As a non-profit corporation, the program‘operated autonomously w1th some indirect

accountability to the Blackfeet Tribai Council.
v 7

N . . .

.Major Accomplishments of TJDP

The Montanawide Proﬁect'has achieved a number of significant objectives ' 4

during its two years.

TERO Development, The primary thrust of the TJDP effort was the strengthening

of the TERO doncept Statew1de. While economic factors affected the actual number

of job placemeﬁts, s1gn1f1cant progress was "achieved in strengthenlng and institu- <
tionalizing the TERO concept. The TERO mechanism was also successfully modified by
* TJDP staff to deal with,éoil and gas exploration companies. .The process of ldentlfylng
_jobs, securing hiring”agreements, referring appllcants, and monltorlng employers

matured and was very effective on both the Elagkfeet and Fort: Peck reservatlons.
Y
/

TERO development at three of the remaining five reservations was not as advanced but

clearly benefited from the TJDP effort.

/ . : ’ ' ] .
/ Contractor Asslstance. While federal funding cuts reduced contractor. assistance

/

'act1v1t1es,‘ass1stance by the TJDP staff was still provided to contractors. in bid
;preparatlon for the llmlted work that was avallable on the Blackfeet Reservatlon; An
i effectlve mechanism was also establlshed by TJDP to refer Indlan contractors to .

[ . ’

available work on nearby reservatlons.

1'63. T ¢
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. Montanawide

. , .
The Natural Resources Department On the Blackfeet'Reservation, this department

- . ' N . . . . .
was created by the Tf%bal Council tp jplan, develop, control, preserve, and utilize .

. ‘ \ :
natural resources for the benefit of/the reservation. It was relocated under

. ) '\\.‘ ' . Lot . b . .. .
the supervision of the Director of |TJDP. The positioning of this department with

: TJDP was designed to alléw the close coordination of both efforts which-should result

in effective jobs targeting in gﬂi growth area.

. \ \\ /s . .
Program Development. Alﬁﬁod’h not funded as of September 1982, TJDP staff

‘developed two prcgréms;'the implementation of which would have a signifiéant impact

on the economic development landscape. One program, co-sponsored by a major domestic

0il company, would promote the d velopmént'of small tribal and -Indian-owned economic.

ot

Ny .
. ' - . : : P ! ‘L .

enterprises related to oil, gas,|/coal ‘and -other minerals “development on reservations.

. . © 9 * . :

\ ’

The: second proposal included cr ativevfinancing to attract a manufacturer of firearms

1Y
N ¢

on the Blackfeet Resérvation which would employ over 100 residents. - L

i -
P

Coordination. TJDP staff/achieved limited success +in estéblishing'StgteQide
- . ’ . . ' ' ’ . .
coordination aﬁong the seven gribes. Strong linkages existed among TJDP staff and

i v

: | : L . : : . )
the TEROs on the Blackfeet, Fprt Belknap, and Forf Peck Reservations. . A,moderate .
'degrée'of coordinafibn was achieved with the Flathead Reservation, and little or no,

linkéges existed with the remaining three reservations: Northerqsgheyenne, Crow,

I F3 3

[ 2
s " L]

\sté Rocky Boy.. : . ' ' ’ '

N The extent of coordination among égencies within each reservation was directly-.-,
relaﬁég to theistrength f the TERO.. The Blackfeet, Fort'Bélknép'and Fort Peck

) -

coordinate closely with the TERO, Tribal Councils, Indian

’

Reserva%}ons aépea:ed t
- A\ {
N . N . - . PR . ) . .
Action Programé and Natural Resources Departments. ' On all reservations however,' the
: \ AR . . )

‘CETA progréps Have virtually no relationshipé with the TERO/TJDP efforts. RN

The T&QP efforf served to institutionalize fhg\TEBO cénqépt in varying degrees
-across.fhe'Stdté.Thé program's efforts related to natural resource exploration also
e , ‘ \\;/ . , e . | N <
should provide |a valuable foundation as this field increasingly impacts Indian reser-
. - . . : S e o

> e e -
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vations. Little or no change was effected in the employment and training arena;

CETA still functions in isolation of the employment rights effort.

Reasons for Progress and Problems - , ; ,

The local economy which is highly dependent upon federal aid projects

significantly alteredthe.TJDP effort. Fortunately, the emergence of natural resources
' \

xploration on scme of the reservations provided 'some _ employment and the expectation
of a major positive economic impact. The TJDP- staff was successful at redirecting the --
. TERO targeting e-forts to the natural resources field.
The major reason for the progress, and potentral impact.'of'tne MontanaWide éroject

1

was the legally enforceable loyment'rights provision contained in Section 7B of the -
sefl £ Determination and Educational Assistance Act. The private employexs interviewed

understood the Indlan hiring preference and mildly cooperated w1th the process. Only
’ \

two exploration firms refused to perform work on the reservation due to the Indian

employment rights requirements.
The 1nability of the TJDP staff to foster effece’ws TEROS at each of the reser-

vations was directly ielated to the changing membersnip of the tribal councils and

‘s

their priorities at the respective reservations. w“he limited coordination among
& . : ’ . -

employment and training agencies, and - omic developrent agencies within each

‘reservation could also be traced to th.. .ighly political environment.

v

\

a
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A SUMMARY OF |THE NEW YORK CITY, NEW YORK . : s
X TARGETED/JOBS DEMONSTRATION PROGRAM ,

PREPARED BY Carl Van Horn and David Ford

. ' . 4 ; : .
Overview and Origins of the Demonstration - N /

3
1

Prior to TJDP, New York City's economic development and employment and training
agencles seldom worked cooperatlvely with one another. Efforts to reverse thlé trend
got underway in 1979 under the aLsplces of a Rockefeller Brothers Fund Employment

Task Force. Senior City admlnlstrators, elected off;c1als, and representatlves from
|

private industry and unions jOlnEd with one another to discuss how the Clty s public

1
l

and private agencies could better focus the1r resources on creating jobs through
public investments in economic development. With éhe City's Office of Ecknomic
Development and:Private Industry Coundil (PIC) in/the lead, the Task Force served
as a.focal'point for.developing a TJDP proposal £ r submission to Washlﬁgton, D.C.

Local officials viewed TJDP as an opportuni to help brlng about and 1nst1—

/
[y

. tionalize inter-agency coordinatlon and to eaucafe one another about ‘their agency's
l
programs and approaches. More speclflcally, the

ity's TJIDP proposal)sought to obtaln

jobs and business opportunltles Erom federally asgisted economlc development programs

.
for low-income res1dents and small and minority b

l

TJIDP got underway, as planned, in Aprll ‘1980 and ended in September 1982 when -

inesses. |

?

/ . /
tme $177,700 inlgrant funds were exhausted. ‘Three ‘professionals were hired by the

| S \ |
|
Y and were st%ateqzaally placei: ‘one w1th1n the Cltg/s Publlc Development ra=___

!

- ,
ten {29, which handled the development of Clty-owneé/ roperty; one at the Economic

Capital Corporatien (ECC), which dministeredthecity's Urban Development Action .
[

: Grants {UDAGS) and a Revolvlng Loan Fund (RLF) capltallz 4 with money from the
|

. Community Development Black Grant Trogram and the Economl Development Admlnlstratlon,

/
and, one on the Plc(s staff. (The PDC staffer left TJDP when hﬁ accepted a regular«
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‘position with his host ag cy in June 1981. He was not replaced.) Each TJDP staff
member concentrated on different aspects of the economic development/job training
linkage. The staff member located at the ECC marketed PIC-funded training programs
“and PIC clients’to employers assisted under the éity's UDAG and RLF programs. The
staff person housed w1th the PIC brought PIC services and clients to the attention of -
employers aided by other.City, State, and federal economic development agencies. The
PDC staff member informed employers in the PDC's targetedJindustrial areas about
.available employment;and training services,:and'developed an audit/conservation
program and a security program for these employers as well. The only significant
departure from the original proposal was the substantial decrease in attention paid
to spin—off bnsiness opportunities for small and minority businesses. This objective
received'less attention from TJDP staff because the City received another demonstra-

-~

tion grant with overlapping objectives at the same time thatrthey received the TJDP

grant.

Major Accomplishments of TJDP

overall, the jOb targeting strategy and outcomes produced in New ‘York's TJDP:.
. were worthwhile. A process for jOlnlng employment arid traihing programs and services
‘with economic development projects was established in the ECC--an agency that generates

a large number of projects and jObS. The creation of”jobs for the economically dis-

advantaged was elevated on the economic development agenda; TJDP was clearly responSiblef

—_— . '
for quickening the pace of cooperation between the PIC and the ECC.

ECC staff pointed to important benefits from TJDP. The process of estimating\

°

‘the number'of jobs to be created on ‘economic development projects was improved and a

mechanism for tracking job creation after the projects began was created within the

’

ECC, ﬁsing the former TJDP staff member.

167
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" The PIC was also satisfied with its participation in TJDP.' The PIC's visi—
-bility in the economic developmeng'community, and with the businesses and financial
institutions associated with it,>increased substantially. Enhanced visibility
provided:immediate opportunities to market PIC services, and clients to a subset
of New York's employer community andlpromised lontherm institutional benefits.
| 'Despite:these positive accomplishments; participants'in the\demonstration
were disappointed by the failure to obtain a large number-of jobs\from economic

)

development pro;ects for CETA—eligible indiViduals during the period of the grant.
TIDP staff energetically pursued opportunities for CETA job, placements with over
180 employers and‘signed agreements with 79 of them commiting them to the
PIC as a First Source of referrals for specified jobs; unfortunately only 131
individuals were placed in these firms. Most of the~ jobs came from only a few firms
and jOb p. acements fell far short of the City's original objective of 2,500 jobs.
'The potential remains for jObS for low—income people through the ECC/PIC effort
and important lnltlal work was accomplished. Whether these efforts will
lead to substantial ‘benefits for CETA—eligibles Will be determined in the future.
TJDP:s_role.in business assistance was not primary since the efforts pursued
by PDC. impress1ve as they were, likely would have occurred even if TJIDP funds had
'not been’ available. . TIJDP funds dld supplement available PDC funds and encouraged
a focus oniﬂuaemployment needs of employers in PDC's targeted itdustrial areas.
PDC's relationship with the PIC was strengthened by TJDP's existence, and resulted ,
'in the provision of PIC training funds for the energy audit and security»programs.“
.In summary, TJDP made its mark on the economic development and: employment and’
training landScape in New York. Economic development agencies, particularly the
ECC, were able to improve their job estimates on developmentwprOJects. Employment

.

and training incentives and services were added to those that the EQC'could offer

168
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New York City businesses. The PlC Was elevated to a full partner.in the City's
-economic developmentlcommunity.‘ These important»changes were substantially helped
along by TJDP. .Without it, local-actors agree_that either inertia wouldrhave )
prevailed or it would have taken tnree more years to accomplish the same improvements.
The demonstration funds were Well spent in New vork. In fact, it is remarkable that
such a minor intervention could make an lmportant difference in such a large and

complex environment.

' Reasons for Progress and Problems

The TJDP experierice in New York underlines a familiar but important lesson

about coordlnatlon between 1arge bureaicracies.- Interagency coordination can occur

'

when each agency sees advantages to cooperatlon and when talented people concentrate
their energies on making the connectlon. To the extent that TJDP was successful,

it was due in 1arge part to the combination of supportive env1ronments at. the ECC

and the PIC and to the talents of the TJDP staff Each agency percelvedxlnstltu-l

¢

tlonal benefits from changlng its famlllar practices and from reachlng out to the’
other agency The TJDP staff prov1ded the glue to make this idea stlck

The low number .of high quality jobs obtalned for CETA-eligibles during the

demonstratlon period is explalned in large part by factors beyond the control of the

. economic development and employment and training,agencies and certainly beyond the

¢ [

control of the TJDP staff. AmOng the more important factors depresslng job placements

were the generally weak economy of the nation and the region, which exacerbated
inherent problems of delays in economlc development progects, the inability tp obtain
B construction jobs for CETA—eligibles,rdue to high unemployment within the lndustry,

. f .
and} the absence of cooperation by several‘federal( state, and City economic deuelop-‘
mentnagencies;' Whlle these problems were 1mportant, more job placements would nave

!
occurredvduring'the demonstration period if the TJDP staff and their host agencles,

1
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-

.the PIC and the ECC; had developed a more thorough job targeting straﬁegy with
careful project mohiéoring and eﬁployée referral procedures. The PIC and the ECC
. S % o . 0 ) .

hope to correct scme of these shortcomings through the establishme¥t of aﬂjqintly.

funded employment services unit within the ECC that will track project development
- . IR .‘ * ) .
and employer hiring needs.

~

e
-
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‘A SUMMARY OF THE PATERSON, NEW JERSEY o
TARGETED JOBS DEMONSTRATION PROGRAM '

_PREPARED B!AMichelle Lebovitz Lamar

OverView of the Demonstration

The Paterson oroposal for TJDP funding was written by the Chief Planner for
the Employment and Training Administration (ETA) with assistance from the Assistant
' Director for Economic Development of the Department of Community pevelopment (DCD) .

The preparation of the application was supervised by the Deputy Director of ETA,

‘who also developed the budget.

Various reasons were given as to why the City submitted an application. ETA
staff felt that it would be an interesting pro;ect for Paterson and that the City

had had some experience in the<area of coordination. 'DCD staff explained that they

? 0

.were willing to help-ETA out in applying for funding. One former DCD administrator

furtheér elaborated by stating that DCD "applied for all grants regardless of what .

b

they were for—-if demonstration money was all that we could get then we applied for
it." It should be noted that one local respondent claimed that no one ever felt

‘that the application would be approved, because it was. thought that thefproposal
just was not that solid.

f . 0. - :
The Paterson TJDP proposal had three objectives which closely mirrored the

-objectives of the national demonstration effort. These objectives were:

1. Expand existing efforts to coordinate ‘economic development and employment/
training resources' for the purpose of decreasing the’ City s long-term,
disadvantaged,'unemployed population through expanded bus1ness activity: -

2. Target a percentage of jobs created as a result of federally-ass1sted pro-
jects for economically disadvantaged persons eligible for CETA serv1ces, and, .
3. Create effective mechanisms to assist small/minority-owned businesses in
realizing spin-off opportunities as a result of federal developmeﬁt.

. . kY .
The first objective was to have been achieved through the implementation of

formalized procedures between DED and ETA. The second and third objectives were to

% .
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have been realized'by targeting TJDP efforts to two project_areas which were
’{eceiving a'substantial influx of federaléfunding; The Private Industry Council
_ ‘
(PIC) of Paterson was to have further assisted with achieving the third objective
[ ,
by assessing the number and type of spin—off business suitable for mall and minority
businesses that 9uld be found in the two project areas.
The TJDP project officially began iniJanuary 1981 with the hiring of a

Project Director and the establishment of. offlces located in a building owned by

ETA. Three other staff persons were subsequently hired; an.admlnlstratlve ass1stant,
an employment and tralnlng speclallst ‘and an -economi.c development Specialist.‘ A

marketlng/research specialist was called for in the appllcatlon but this pOSltlon was .

never filled. By the Spring of 1981, the TJIDP project had relocated to offices

' adjacent to the PIC, under whose “umbrella" the program was placed

The Paterson TJIDP project 1n1t1ally began by restrlctlng job development efforts

to' the two project areas. TJDP staff however, did not focus exclusively or even

primarily on firmsvreceiving economic development assistance. Eventually, TIDP staff
branched out to‘work w1th any bus;ness that was referred to it by DCD, PIC or the
Chamberlof Commerce, again regardless of whether or not economic develOpment as51stance
had been received. In addition, TJDP staff at the request of the PIC, ass1sted in the
development and operation of the Machine Tool Operators Program and ~during the ‘final™

fleld visit, spoke of helplng in: establlshlng other PIC Sponsored training programs.

- Malor Accompllshments of TJDP

The Paterson TJDP project dld not target federally funded projects in order

to develop;jobs for CETA eligibles, even though thlS goal was outllned in the or1g1nal

‘ proposal. TJDP staff, however, was not inactive. As of the latest Quarterly Jobs- s

Relatgd activity Report, 96 placements had been made, with another 58 reported duplng
‘the third and final £ield visit representing a total of 144 jobs. . These placements

172
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were’ achleved by contactlng firms through leads and 1ntroductlons provided by PIC,
DCD, and the Chamber and, by placing graduates of ‘the Machlne Tool Operators Program
The Paterson TJDP project did not create mechanlsms to prov1de spin off
opportunities for small and minority businesses as the Paterson TJDP proposal called
for. (In certain cases however. TJDP staff did screen applications, provide office
.space for interviewing and process Targeted Jobs Tax Credits.) While one person
interviewed claimed that small business assistance was to have been the most important
part of the TJDP effort, other respondents indicated that the problems in working with
small and minority businesses far outweighed.the benefits. | |
The Paterson TJDP effort strengthened some informal ‘ties between PIC, DCD, the
Chamber of Commerce and TJIDP . Local respondents felt that public sector/prlvate
sector relationships 1mproved and that 1nd1v1dual employexrs who worked w1th the TJDP
staff gained respect for City programs. The TJIDP project did not establlsh any
structured or formal mechanlsms for coordination between TJDP/E%K»and DCD, which the
.Paterson TJbP proposal 1dent1f1ed as important for the efflclent utlllzatlon of
scarce'City resources.
The Paterson TJDP projeCt did not significantly alter the.City's economic
"”dévelopment and enployment and training landscape. As one local respondent explained,

TIDP was just a "drop ir the bucket;" the project was too brief in duration and too

~"limited in funding to make a real impact on the Cityl -

. .

been necessary to lmplement a. coordlnatlon strategy. Furthermore, no chief elected

ff1c1al ‘or top agency admlnlstrator interviewed was in favor of hiring agreements.

and flnallly, TJDP staff had neither the political “clout" nor economic development

experience to push a targeted jobs strategy.
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The Paterson TJDP project, however, did not terminate on,September.30,gl982,

: . »
without leaving'some residual‘benefits. Eirst of all, TJDP developed approximately .
144 jobs for CETA-eligibles during a time when the City's economy deteriorated and .
ETA suffered staff and program reductions from CETA cutbacks. _Secondly, TJDP helped
establish some- informal coordination among various City departments. Finally, ’
,through the PIC,TJDP aided in the improvement of relationships between the.public
'Ca,nd'private sector. . j ’

" Reasons for Progress and problems

The accomplishments achieved by TJDP in faterson were directly tied to the.
quality of TJDP personnel. TJIDP staff was experienced’'in the area of employment and
training, and worked well yith employers and employees in developing’ jobs for CETA
'eligibles, | - J | :

The problems which the TJoP effort encountéred, in establishing a program that

would meet the °bJeCtlves of Paterson s TJDP proposal, were more varied: ~First, no

T T

" ohe interVieWed during the three Field Visits supported the concept of hiring agree-

ments; it was felt that td put additional restrictions on employers receiVing federal

assistance would only jeopardize city economic development projects. - Second, DCD

. was not committed to the TJDP—concept “even though in the TJDP proposal it had agreed

e

€6 cooperate. DCD staff stated that formal coordinative mechanisms were not

N
¢

necessary and that the Departmenty while sympathetic to the work that TJDP st ff was
1

doing, had other, more pressing - pro;ects to concern itSelf with.

Third, the reSignation‘of.ETA personnel respons1ble for preparing the TJDP
proposal left thé project directionless just as it was getting underway. Implement- ;
ing a TJDP project even under the pbest of circumstances would have been difficult;
.there were,serious obstacles to overcome. The TJDP Project Director, had an extensivé

v

background in employment and training but, was inekperienced in the field of economic

1 7«1 . ' ) ' ' ~
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devélopment. Nevertheless she was put in charge of TJDP and given 1it£le'direction
- either at- the local or federal level. -Not surprisingly,'she decided to dd-what
she could do best--develop jobs. Although the’TJDP effort 'in Paterson did not

entirely meet the objectives of the original proposal or the federal intent, thé
successes of the projebtp no doubt,\had a significant impact on those people it

» L A .

o

- did place and the PIC programs it wquéd~with. ¢ e
. . \ . " \

t
i
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[ A SUMMARY OF THE PHILADELPHIA, PENNSYLVANIA o
\ TARGETED JOBS DEMONSTRATION PROGRAM

| ‘ \ ' PREPARED BY.Robert Beauregard

S W . W ' : -

4 . . L

Overview and Origins of the Demonstration
. A\ .

- @

2

For Philadelphia, the Targeted Jobs Demonstration Program (TJDP) represented

~another opportun ty to refine and expand its economic development and employment

and training acti ities. As an .aggressive pursuer of federa} and state Jrants, the

City government responded to. the initial request for prOposal. OfflClalS from the

Office of“Employment and Training (the City's CETA prime sponsor), the Ofifice of

£
HouSing and Communit; development, and the Private }ndustry Council along with

representatives from \the Greater Philadelphia Chamber of Commerce met to formulate'

‘a reSponSe. .Ultimate y the‘proposal was completed by and theugrant housed within

LN . ] ’ . X ’

. i e . A 1 . N
the Private Industryfcouncll. The Objective of its proposed demonstration project

_-»"/
L

o
wgs to target employment and training services to a geographic portion of the City

, o

(thHe American Street Coﬁridor) in order, to enhance the industrial district planning

yhich had been under consideration over the last few years and to augment_the economic

o Y . Sede

o ' S . . T ©
/development.activities which were then occurring in this area, _ : .

- N C
Over the term of the, grant, the prov1s1on of employment and training services

~

to firms w1thin the AmericAn Street Corridor remained the dominant focus. These

S

serw&ces includ?d the development of two classroom training programs, the ‘marketing
//A i\, s
of on-the-job trdining aSSistance, assistance to the local ‘business assoc1atioQ?-7~

-

contacQs With community-based organizations in order to, identify unemployed residents

I

and the rehabilitation of an abandoned building for use as a training facility.
c

In<addition, theiTJDP staff undertook a'number of research projects concerned with
\

ployment in Ege district, provided information for the planning "'of similar indusk
_ . -

trial district projects within the City, and worked on‘a variety of project-specific

[ ’ 3

" o . L . .




of geographlcal targetlng on an 1ndustr1al district prlmarlly*populated by sméll
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employment schemes, such as the development of a hotel training program.

At its peak size, tHe TJDP"had three full-time staff persons, a part-time
érant manager and & secretary. These people implemented the above aotivities by

worklng v}th the Private Industry. Council staff for research and job training

’

asslstance, with the Office of Employment and Training for intake and referral,

- P e ——

w1th the Offlce of HousLng and Communlty Development for coordlnatlon ‘of - the Amerlcan

Street Corridor aCthltleS, and w1th the Ehlladelphla Industrial Development Corpora-

tion for referrals of businesses that had'received'economlc development assistance.

Major Accompllshments of TJDP - . V- . i /?\

Probably the most’rmportant accompllshment of Phlladelphia's TJDP was itsftest?

.

pusiness enterprises. - Prom this, many lessons were learned about the dlfflcultles

of worklng with small businesses, the problems of geographlcal targetlng, and T_he

frlctlons W1th1n the employment and tralnlng sector, and between it and the economlc

-~

development sector. It is doubtful that future targetlng and llnkage act1v1t1es in

_Philadelphiabwill!occur in precisely the same fashion. More substantlvely, thls

A,(.
. i

demonstratlon project involved business people in the,employment and tralnlng:arena,

- C

' furthered the llnk between the economic development and employment and trainﬂng

o W

sectors, and, placed 45 1nd1v1duals in paid employmeht. Addltlonally, TJDP
establlshed more numerous and stronger coordlnatlve ties among the Prjvate Industry

Counc11 and the Office of Hous;ng and Communlty Development, the Phlladelphla Indus-

- 2

‘ trlal Deyelopment Corporatlon, and the City's Department of Commerce.

e ’leen the size of the demonstratlon grant relative to the scale of economio
"la/ v . .
development and employment and training activity in Phlladelphla, as well as the

relatlvd obscurity of TJDP as a demonstratlon pro;ect {it was not touted as such

-

)

and was placed w1th;n one of the smaller agenc1es), it was not surpr1s1ng that its

L4 ",. N ) P

[

- | . ’ .c . 1 7.;7
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overall impact on these two policy sectors was slight. Almost no changes in the

' economic development arena can be attributed to'the presence of TJDP. As for

recent modifications in emp}oyment and training activities (explained below), TJDP

/
1

ad some effect in suggesting strategies to avoid, but the major re-

" may have
directio whion occurred was dictated mainly by forces outside of the City; i.e.,
changes'inlCETA funding levels and the nationai economic recession{ What TJDP
leaves ehind is not just a better undetstanding'of geographic targeting and: linkage
‘but aldo some new and potentially fruitful relations between the_Private'Industry_i
Counc'l and a number of other aéencies concerned with managino economic  development
ts for the naximum benefit of Philadelphia residents. fhis idea,'noweve:, .

PrOJZ
preceded TJDP and might have developed even without TJDP's presence.

Reaéons for Progress and Problems

.\_

The accompllshments of this demonstratlon project can be attrlbuted to the

ality and:mrserverenceof the TJDP staff, the support from the Prlvate Industry
founcil and the Office;of'Housing and Community Development, the initial decisidn
by the executive director of the Prlvate Industry Counc11 ‘to prov1de the staff with
the opportunlty‘to attempt anllnnovatlve job targeting strategy, -and the receptlve-
_ness of employers in the American Street Corridor towards'working w;th,an employment
- and training agency;. These faotors enabled the TJDP to achieve'its 45 5ob -'f
olacements and to work on a f;iendly*and_fruitful~basis.with logal agencies,’the
business_association and employers.. |

More obyious'is the lack of success in attaining the original goal of one
':hundred piacements and in establishing oefmanent coordinative meohanisms which wou1§:
bring about.a'perceptible change in the economic develoément and employment,and

/ P4

training landscape. The factors here are more easily grasped. Probably-the dominant
. . : . . . -
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. ; , .
one" ls the choice of & jcb targetzﬁg stratEgy. Targeting small business ent

prises.ln a geographicdi area jnst did aot unearth major employers with large
‘ -

numbers of ]Ob openinds for wie types of econom;cally disadvantaged individuals
4
sezved by the PIC. .ﬂbie, compxed with recessionary national and local ‘economies,

_meant that few employers would be hiring. A more project-specific approach might

have been more fruxtful 1n terms of job development.
buring the course ~f the grant, the ‘ntergovefnmental env1ronment was also in

turmoil, with the employiment and t -aining sector in Philadelphia undergoing numerous

' changes, many of which aeflected TIDP from its goals. Internal disruption within

'

the employment arnd traiming sector reverberated into the Private Industry Council
and the OfflCP of Employment and Tra;nlng. The environment was not conducive to

innovatron. Of lesser importance were the lack of expllc1t polltlcal support and

oo

"‘recognition for a geographical.targeting strategy and the cost-efflclency mentallty

which permeated governmental agencles. The TJDP did not have high visibility and

lacked direct ties to key admlnlstrators and polltlcal officials. At the time, and
! _ ; .

-

. mostly later in the project, the staff felt the need to produce results (meaning

large numbexs of’ placemJnts) and thus were agaln deflected from the original objecti?e

of worklng with ,ssmall busineésses in a single geographical area.

s Faced with a.chaotic nvironment, P hlladelphla s Targeted Jobs Demonstratlon

~ Project produced a worthwhile test of beographical targetlng on small businesses and,

in the process, generated 5 jobs for the economlcally disadvantaged, at

b

least one—half of wh1ch~re eived- Sklll tralnlng. It engaged in numerous coordinative

'

-functlons andschamploned the linkage- strategy with a variety of agencies. In these

ways, ‘t contributed to the advancement of governmental a551stance to buSLness and
residents of Phlladelphla.

“ .
A
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' A SUMMARY OF THE PORTLAND, - MAINE
TARGETED,JOB§ DEMONSTRATION PROGRAM i ' \
| .

| ' .
PREPARED BY David Ford ! \

. . \ ]
i | ;

Overview and Origins of the Demonstration : ! \
S - + . : \

~ o \‘ ’ 1

. \ ) i .
'Just before the Targeted Jobs Demonstration Program (TJDP) became \vallable
for application, two situations occurred which demonstrated tofthe City zh

e desir-

X

ability of a more formallzed coordlnatlon and job referral—proéess——~{n the first

instance, a City llbrary was bUth prlmarlly with federal funds. The usual,s19n,

S \
"Jobs For Your Communlty," was in place,, however, the Clty soc1al ‘service director
/ \~

on th1s project were going to New Hampshiy:» firms and ‘'workers. At about the same
\ \

tlme, the Congress Square Urban Development Actlon Grant (UDAG) redevelopment plans

~and proposals were being developed Congress Square is one of the lmportant hubs

\

of ‘the Clty, although in decl&ne it is stlll very’ much a resxdentlal area. NEITh—
. borhood groups éelt that they had not’been consulted regardlng propose@ changes\

. . i . ! . ’ [

The timing of side remov hs for renovation were confuse% qnd'diSplacement ’ -
\
l

. V

became a communlty lssu:£4 with the advent of TJDP, the C1t¥ government was able to

lnform the communlty th Portland s unemplcfed would recelve at least a portlon\of .

|
the benufits ofthelnew UDAG even though City residents and bus1nesses would tempbrarily

suffer the discomfort of change. The TJDP proposal was written by the Director o&

Health and Social:Servlces and the Personnel/éETA Director. . , \

. ‘ . . - . a

i The focus of.Pdrtland TJIDP remained relatively unchanged from the original H
pxoposal; the,clty administration'(staff and‘council members), wanted to ensure |=at

Clty res1dents, espec1ally those who were low income, were at least seriously con
. i

s1dered for jobs, and that bus1ness opportunltles, where possible, were created in

k N ' ) :

the City with City assistance oﬁ one sort or another. - ‘ ]
o o D I . » : o
' N ’ . . ’
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The Targeted Jobs (TJ) office, which was based in the City's Employment
and Training Division, part of the Health and Social Sexvices Department, was
respons1ble for convincing employers who "did bus1ness" with the City (UDAG s
~Industr1aerevenue Bonds, City. Bonds, selepted city land sales, etc. )} that they
should COQperate with the Targeted Jobs officeg\ The exact nature of the cooperation
was left for negotiation to determine , but the City, in most cases, was satisfied
if a company agreed to consider TJ-referred CETA-eligible applicants among'their .
‘pool of applicants, ““and 1if the company kept track_of CETA el_gibility among the’
individuals it did hire,'so that TJ could keep track of progress relative to its own
.goals. | |

v

The TJ office was also responsible for reminding “the Econ%mic Development
£

Department that it should include "targeting" clauses in contracts with employers,
for calling on employers and negotiating a targeting process, for introducirng employers
with training needs to employment and training service proViders in the area, and for

foliowing up with employers to garner their cooperation when jobs actually became

available. Additionally, a number of market studies,,related to potential small

f
i

busin ss development, w#re done by TJ staff.

“

/ Major Accomplishments of TJDP
i

The City's jOb targeting process was established and made operationai; It was

not intended to pe harsh on employers rather it intended to alert them to the City's

interest in having 1pw income individuals hired for jobs for which they were qualified

(and,jif‘possible, o provide employers with appropriate refErrals for jObS which

became available.) Specific goals were, in most cases, not required. Initial re-

lnctance on the'part of the Economic-Development Department was overcore by support
'J‘for targeting from the City Council -and the City's senior administrators.

Portland's job targeting strategy: was effective to the extent. that the City

adﬁinistration wished it to be. In most cases,‘spec1fic hiring goals or firm

181
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enforcement procedures were absent except Urban Development Action Grants (where
hiring ooals were'ohstomary). = : . o

A total of 155 placements were reported'by TJ staff as of the end of June,
1982. Approximately 40% of these placements were construction jobs (average wage'
was about $6.50 but often of short-term durotion) and the remainder were so-celled
"permanent” jobs (average wage was about $3.75; mostly entry-level service jobs).

In most cases, all but 10 perhaps, the employer hired individuals by using
. S 4

Inormal hiring procedures, and then'reported'them to the TJ office as CETA-ellglble,
based on a shortened CETA eligibility form devised by ‘the TJ office. The TJ offioel
'did refer people for jobs and in'most ceses employers dio interview them; but the
City, which is not a CETA primefsponsor, did not have the capac_cy to provide voca-
tionel,assesement nor were there many aotive applicants in the Employment and Training
Departmants’ files, since the City had lost its CETA public service emponment Program
-Agent status. Therefore, the Clty could not make guarantees to employers that appro—

priate zeferrals could be made. As a result the City's ability to require numerlcal

ooale of assisted employers(Was restricted.'
!

!
Y

TJ staff completed a 51x mont?,long “Nelohborhood Job Development" project,
funded by the Maine State Employment and Tralnlng Counc1l (SETC) he project X
1nCLuded an analysis of potentlal growth occupatlons 1n two -neighbgrhoods, provided
nelghmorhood oroanlzatlons with detailed 1nformat1on about options for a community-
based economic development structure, and’ served as a catalyst to encourage the
involved nelghborhood organizations to set economlc development goals for thelr com-

nmnities. As of September l982, this project had not yet led to the provision of any

specific assistance. to small or minority businesses but had led to a number of related

market studies by TJ staff on small business development. o
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An active, though usually informal, coordination process was developed among'
.City agencies (the Economic Development Department, the Planning and Urban Develop-
ment Department, the City's Employment and Training Division),.and also the Cumber-
land County CETA agency, Chamber of Commerce, and Maine Employment Service. While
general cooperation was developing among these agencies, ever since March 1981 when
the'city Council passed its "jobs" resolution, the "TJDP unit usually was brought in

¢

by each City agency at some point in the negotiations with most employers under
serious consideration'for—City-support or assistance. Prior to.TJDP no coordination
between the economic deyelopment and employment and trainingﬁsectors had taken place.: '
TJDP negotiated intent, procedures and contract language ‘with the employer and

the Ci‘ty agency. When jobs became available for application, TJDP acted as the
central referral point for the employment and training agencies in circulating job
orders, screening applicants and referring them to employers.

¢ TJDP in Portiand added to the economic development and employment and training
agency.landscape rather than substantially altering what was there prior to TJDP.
Portland's interest in encouraging employers to hire unemployed City res1dents'was
known, and procedures were in place jto comanicate employer needs to the |area's

| j . i

employment and training %gencies. syt neither the scope] nor design nor uccess of

either the economic development or employment and training sector was h affected

«

.0 : -

'by TIDP. : ) | g

Reasons for Progress and Problem

Targeting jobs was definitely on the local agenda. Lo%al community groups,
the City Council and the Cityys senior administrators were all aware of and in favor '
of gently prodding employers to hire local residents. Employers' abilities to work ‘

effectively and without. constraint was also important to Portland's leaders.

-City Council members now routinely ask about job issues relative to projects
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under consideratlon. City administrators want companies to make realistic'job
'projeotions in applications and they want companies to cooperate wfth_the City by .
considering uhemployed Portland residents for jobs.d.No decision maker:hoyever, wants
to try to force employers to hire people whom employers” do not want to hire. Other

factors which helped the project included:

° Strong staff; knowledgeable, respected staff were selected for the effort.

k]

e Portland was ready for a TJDP-like effort; an awareness was developing at
the right time, on the part of some senior administrators, several community
groups and several City Council members, that job targeting migi be bene-\
ficial to Portland. |

° ?ortland's\economy remained relatively stable during the TJDP period;'

° Portland's'relativsly small size (oopulation about 62,000) made sharing
of 1nformat1on ea=1er if aypnoy attitudes were positive towards tne idea
Wy ir%ormation sharing. However, the'City's size also_meant that few
LeenoL o deva‘opment projeots were in progress at any particular
tima; iimiting the ability of staff to test and refine coordlnatlng systems

e Private employers were'not overjoyed when approached about job tdrgeting by

the City. But when they realized tha“, after considering those individuals

who wouid ke referred'by the City, the employer could still hire}whom he/she
! :

wantedﬂ objections were defused and most employers indeed'coope&ated. Little
i ' . i
i |

or no/change in hiring patterns were evident, however.

! . ?
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A SUMMARY OF THE PORTLAND, OREGON )
TARGETED JOBS DEMONSTRATION PROGRAM y :

PREPARED BY Grace Franklin

e

o

Qverview and Origins of the Demonstration - .
.’The Targeted Jone Demonstration Program (TJDP) érant was a natural step in-
the eyolution of Portland's economic development policy. Portland had been designated
~a Comprehersive Economic Development étratedy site in 1978 by the U.S. Economic
Deyelopment Adninistration. The concepf of First Source had already been.developed
locally and had been adopted.as éity policy in 1978. '(Q.First SpurcevAgreement is a.

contract between the City'and an employer receiving public economic developmint

.

assistance; i% ‘makes the City the "first source” of hires by the employer for certain

"covered" jobs that are negotiated by the employer and the Clty ) Coordination

-

between economic development»and employment and training agencies had already begun

~relative to'specific'First Source Agreements with thrée employers, including a major
"effort with WackéQ"Sil;cr\.anics, a new fixm locating in the City. - - &

In the pre-TJDP per:od, the initiative for securing First Source Agreaments was

exercised by the Mayor, with assZstance from economic development and plannipg staff.
EZ:loyment Divi

‘The Tralnlng and jor {TED) was called in to nail down details for
. I ’

trainingcor referrai of new employees This experience c'nvinced the TED staff of
1' ' -

the fea51b111ty and desirability of close regulax agency coordlnatlon for the imple—
l?

mentation of First Source Agreements. TED staff felt that'what was needed was a way

i
to 1nst1tutlonallze interactions that had prev10usly occurred .on a special otion

Basis; so that they would not be dependent on individual personalltles 0r on unpre-

4]

dictable eyents. also, TED wanted to part1c1pate earllergln the process_of develop--
1ng First Source Agreements.. TJDP was viewed as a hatural means for bridging where

‘the’ .City had already been (namely, ploneerlng and fleld testlnq the First Soulrce

concept) and where it wanted‘to go (maklng.agency coord;natlon a routine interaction

185"
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and including First Source as a matter of course when economic development benefits

were committed to emploiers}.

,

The grant proposal was written jOlntly by TED and the Office of Policy Planning

" in the summer of 1979. TED was designated as the receipient of funds and .as the lead

agency. The TJDP demonstration began on Marech 1, 1980, and ended on September 30,
1982,

staff supported by the grant was limited to the Coordinator and a secretary,

who also staffed the PIC. Non~reimbursed staff time was contributed by the TED

/

&
Director ‘and Case Manager assrgned to TJDP, and by the Director and Einancial Services
Manager of the Economic Development DlVlSlon of the Portland DeVelopment Commission

(PDC-EDD) ..

Theoverarchingpurpose and goal of TJDP was to create a mechaniém to connect

v

the programs and resources of TED with the job creation activ1ties of econonic

e

\tra' ing programs. This included development of. interagency agreements and jOlnt

-

development agenCies by institutionaliZing the use of First Source Agreements. Four'

..subgoals flowed from this purpose- l) to deszgn a JOint management plan for TED and

a

economic development agencies in- ‘order to link job creation opportunities with job

pro otion of First Source Agreements 2) toenhance the use of e isting business
aSSistance serv1ces to promote additional opportuniti S for small and minority

[ !

lowned buSinesses, 3) to design and implement a labor market supply and demand data

‘the feasxbility of .a neighborhood hiring program. L

collection system to identify potential development targets:; and, 4) ' reseaxch

- s

The acﬁiVities and programs of TJDP followed directly from these.goals. . They.
included multiple kinds 'of agency coordination With the Portland Development Com~
mission (PDC) and with the Port of portland to lmplement the First Source strategy,

a financial management seminar for small and minority buSinesses, development of an
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"incubator" for small and minority businesses (a facility that would shelter fledging

. firms by subsidizing some of their expenses), a labor market survey, and a test of a.

preferential neighborhood hiring system.

Major Accomplishments

The most'significant TJDP accomplishment was to institutionalize the inter-

related areas of‘job targeting and intéragency coordination. In the proceSs,‘the
city;s guid pro quo economic development policy received support,and reinforcement.
Coordination and cooperation between TEDrand economic development agencies
were essential to make job targeting work. A regular, ongoing rour.’ e of'coordination
for the purposehof developing FirsttSource Agreements with_employers receiving economic
development assistance evolved between TED and PDC (focusing primarilyvon‘the revolving
loan fund and.an@occasional urban_DeveIOpment Action érant) and between TEb and thé -
Port of Portland (focusing on the‘sale'of land in the Mocks Landing development). PDC N

involved the TJDP staff from TED at the beginning of the loan application process,,

and the Port notified the staff when prospective purchasers of land were identified.

TJDP staff then negotiated the First Source contract with the employers. With

M
"

{experience and practice, staff streamlined e negotiatﬂon'process, #nd refined e

i

. contract document to include detailed descri tions for the {overed Jobs, reporti ng f‘
 forms for employers, and an arbitration clause.‘ / { R ; | e

Trust between TED and PDC staff grew and, the tw agencies worked‘together on

a number of shared projects--the economic development targeting program for Innerh

o O

Northeast Portland, the business incubator, the Neighborhood Hiring plan, and,. ‘of
. course, the development of First Source contracts with employers.' Both PDC and the
, Port began to work with TED to develop profeSSional promotional materials about TED's

training and referral services, so that they could in- -4. - -~antations about TED
ra »

in their standard marketing’routines to prospective bu Lo uts .t
. ° .

=
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The start up costs of initiating and cultivating agency coordination and a
First Source_job targeting strategy were high, and a‘long'lead time was needed
pefore results began to emerge. Positive'results were evident in-Portland.' One '
result was that agency coordination became a natural and regular kind of interaction,
whereas previously it occurred on an irregular and ad hoc basis.: The‘payoff of that
_ coordination wasa rise in the number of First Source Agreements with employers'who
received economic development assistance-—over 20 were developed in 18 months.
Furthermore, those contracts began to produce placements for TED clients. Seventy-
%ive individuals. were hired as of June 1982. - The number of hires Will continue -
to increase because all of the contracts are in force for three to five years.

A final important result was the response of employers who participated.in
First‘Source Agreements. The targeting.strategy gained legitimacy in the eyes‘of
those employers and they were satisfied with their interactions‘with_TED, despite
initial misgivings about the mandatory aSpect of the program They were pleased with
the professional>conduct of the negotiations,, the flex1§}e nature of the contract,

-

and the;high quality of,screening‘and referral of 'applicants for job openings.
_ 3 : _ ‘ .
Y . ( r"‘

. Reasons for Progress and Problems . : L ' ' .
. ~ | - s

B ‘ : At
Portland’s TJDﬁ program chiev d several important accomplishments and avoided
j I
Significant problems and fai ures. | A variety of ‘factors, many of which are directly

manipulable by local managers, helped to explain TJIDP's progress. chilitating factors
included staff characteristics, organizational features, resources, committee. member-
ShipSiﬂﬁiprevious traéh‘records. Factors restraining accomplishnents included the

nature of First Source Agreements ,, the severe economic recession, the limits on

- : : . i ¢
resources,- and the nature of oolitical support. :
Several staff-related issues Jhelped TJIDP. Continuity among key local imple-

<9 .
n=2ntors (TED'Director-from the beginning, and TJDP Coordinator and PDC-EDD Director

~
-
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since late 1980) was an asset. Prior to late 1980 there had been highzturnover

among economic development staff and (for different,reasons) in the TJDP Coordinator

~

poSition, which hampered attempts to build coordination. Intelligence,/professional
_experience and credentials, and a Willingness to innovate and experiment are imPortant ,
criteria that were met by the staff dealing with TJDP activities in Portland. A

‘third general staff issue concerns staff attitudes and support for- the targeting

*

and. coordination policy. The driving force Tor the TJDP demonstration came from the
TED Director who devoted much time and enerqgy to nurturing First Source. His commit- -

ment was shared by . other relevant TED staff, including the TJDP Coordinator.” The

. 7
Director of economic development in PDC was alsa supportive of the concept of-Ffrst .

Source Agreements, and saw important benefits accruing to his agency';rom coordinmation.

. ) , 7 - D
One reason that coordination with the Port was less fruitful is that the staff of the
‘ ) ) -
Port had reservations uﬁout the policy. and did not perceive benefits for theif agency.
. % o _

Two organizational factors contributed to pos1Eive accomplishments.‘ Organiza-\

ticnal stability within the economic development sphere 1d not . emerge until after ,
‘ ; ) R ) . . a '
December 1980. Previous reorganizations had -sef back coordinatiégqgnd i@plementa—

&

tion of First sSource Agreeménts. Within TED, TJDP's organizationad?position'was, ’
» . [. ) * yd ‘.‘ . -

-

X - S,
eleYated to the office of the pi* : near-fthe ‘end of 1980°" It previously had ngf s
been a. high priority of the Director-—buried in the planning section, it was not S
- - o P ’ . s .j
accomplishing much . : . X 4 \ . A

~

! s » ’ . ) ) : - oo
| Resources and resource allocation had inportant impacts on|progr implemenﬁa—
. P . . . ig .

' ’ L 4 )
tion. The pIESenCE_Of'tL? TJIDP grant was very important for TED because it permitted

«

—

w
-

the agency to pursue its First Source strategy. ;'But this was not un'que to Portland—-j

all the TJDP sites had the same advantage.. In Portland, the grant vas coupled‘With .

S

. other TED resources in CETA programs and funds from the Private Industry Council

L - .
(PIC) ; these supplementary‘hollars, and th° WLlLanness-of staff to allocate them -
. . . ﬁf' : o

. & ‘ o a . 189 ‘_-‘.' ) | o _ ."' ) »l _. ‘
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. -

toward mutual PDC-PIc—TJDP pro:ects engaged PDC S - interest in coordination. The
other significant TJDP financial resource came from PDC--the $1.6 million revolVing

. . . L 4
loan fund was reserved for First Source.

.
EE Y .

» The’ Economic Development Director of PDq was appointed to the PIC'in the Spring

of:$981 The PIC in Portland was an actﬁye/%roup that fully support d the policies

0 Ly v\

- of First Source and agency coordination. The Dirbctor became.one Q”the more influen-
\Slong the

tial members on the cOuncil, and: learned a great Meal about ,TED and CETA
} F-h
”r&dually immerse q;mself into/the relatively new

[ .
. -

world of employment and training without making too* many commitments. He could
N 9 g8

e

' learn the strengths ‘of the staff and the service delivery system, and he could

.
M

assess the probaéle costs and benefits to his agency oé greater agency coordination

P _ 4

Jbetwesan TED and PDC. Thé PIC in effect served ‘as his incubator. The results were

s 3 )
i

positibe. Familiarity and trus* "rew and jOlntly planned pro:ects multipied.
%f‘; - /

o/
The last factor accounting for Portland's progress was its preVious track .
[ " ..

Y T .
record in the area of First Spurce deLelopment and agéncy coordination. The estab-
* PR
lishmént of - the Wacker Eirst Source training and,hiring agreement, which ultimately-
I

1 . Y

.produced nearly 500 jebs for TED clients prOVided TED With a, degree o@,confidence ;

i : . ‘-

[}
and ‘a slate of lessonsﬁiearned from the exnerience.,

’ &en

( pail B, - ;

_Firs SOur,ce embedde,d}- the concep;i?)in the consciouzness of the BglitiCal officials '
S

. 1979 -80 experie ce with /

. &

“ T
and roduced a formal City poiicy endorsing the concept as part of a broader economic

Xb ‘» v !
débe opment strategy TJDP waﬁgintended taarefine, focus, and formalize, but lt\dld
PN VR

not have to create from'scratch.v This gave Portland-a headstart “that was not replicable

n .

in other sites. e e A T 2 '

C ’ ‘- T Y e T o %éﬂq# - .
R K ) . T, i

N Portland was not Without its proglems,‘however. Whil “the number of hires

coming o;t o* executed First SOurce contracﬁ%iwas good, it would have‘been higher .
- - . .
. .A’ : N . L
if the local economy hadh@ot éallen apart at aboug the same time that the demonstra—

”
v,

tion got“qp a ﬁead of steam The recesSion dﬂgresged expansion plans and. hiring- by_~__

. ”

v ¢ <&

R . ,
LR . ‘ . .o - .
. e L - ’ . . «

. . ’ ’ "

\ R -,’ ~> 2 _..".:-, . 19[}

T BT .

-

?




’ , Portland, Oregon’

-168-

“

all employers, including First Source employers.
%Qe number of TJDP jobs was dlso Limﬁ;ed by the nature of the First Source

strategy because constructiOn ]obs were avoided entirely, because the. average

a
.

number of new covered jobs With each employer was relatively small, and because the

hiring could occur over a period of years.

The finite limit of the amount of economic deVelopment resources reserved for

_First SOurce_constrained.expansion of the program. In addition tg¢ the revolVing loan

fund, PDC's industrial 'site development fund ($l.3Amillion§ .3 reserved for Frrst
13 : S - . 1
Source, but it was untapped because:the program's strings ..-teria discouraged

applicants. PDC staff hoped that a’relaxing of application criteria would stlmulate

>
'

utilization. If the City exerc1ses 1ts OpthnS to 1mplement an industrial revenue

< i '

hond (IRB) program, First Sourcevis expected to be ircluded, but to date no ;RB pro-
gram exists. | L ‘
o The final factor creating uncertainty about First Source and limiting expanSion,
was the qualified nature of politlcal officials' support fgr First Source’ and TJDP
activities. While none, of the City Commissioners P! posed to reverse the progress
,Hat was made}, neither were they Qilling to enlarge on the policy or to 4/come very
active in support of it. Firstlsource is all right as long as it does no cause

e arrassment which it has not thus far. This kind of "support" sets limits on how

£ the,s aff can go. It .is also not subject to the control of TED or PDC Directors
.‘ *

o
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A ‘SUMMARY OF THE SAN ANTONIO, TEXAS .
'TARGETED JOBS DEMONSTRATION PROGRAM

PREPARED BY Patti Moeller

Overview /and Origins of the Demonstration

)

./ . . '
In the summer of 1979 the Department of Economlc and Employment Development
— N
(DEEDY/ln the City of San Antonio responded to the Federal Reglster advertlsement

con ernlng the avallablllty of Targeted Jobs Demgnstratlon Proqram (TJDP) funds ; th
with a proposal havlng the ‘mrlOWLng'objectlves \ (1) to ‘enable the Clty to develop -
he capacity to implement a job targeting program\to link the expendlture of federal'.
|
J and municipal funds to the /mployment_of CETA participants and (2) to develop pro-

cedures and programs (firiﬁ;source agreements, customized training, apprenticeship
training) to systematlze the job target1ng process. Efforts were to be directed to

the following federal pro;ects: the Alamo Plaza Rlverwalk Linkage Urban Development
. /
Action Grant _(UDAG) , the vista Verde South (UDAG), the Economic Development4Adm1nistra4

—_ s

tion Revolving Loan Fund, the South Central Texas Regional Training Center and 47
Communlty Development Block Grant (CDBG) projects.

Four days after DEED re ested City Councll's approval  to submlt its proposal,

{ .
erlcan Unlty Council (MAUC) notified the Clty Managr

the Director -of the Mexican

' that MAUC would be requestinngounclj approval to submlt ‘a letter of intent to tﬁe -

federal Interagency Monltorlng Board (IMB) to ccmpete for TJDP funds . (This'course

of action was taken because TJDP dollars were to be d1spersed through a| mun1c1pa11ty

and not a communlty-based organlzatlon ) -.MAUC's pro;ect was des1gned to contlnue
,L .

job targetlng and small and: mlnorlty business as51stance (begun under an agreement '

' w1th another agency) focus1ng solely on the san Antonlo Hyatt Regency Hotel (SAHR)_

— - /

project (part of the Rlverwalk Llnkage UDAG) MAUC s work in leveraglng prlvate

funds for the hotel had a major 1mpact on ‘the City obtalnlng ‘the Rlverwalk Llnkage

UDAG Therefore, MAUC felt its request for C1ty support in. applylng for TJDP funds

- wasiappropriate. MAUC s TJDP proposal had the followrng Obj&Cth&S’ (l) to. place'

Q

R ~:J.‘{‘ 1592
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v © /- |
’minority and disadvantaged youth (graduates of a special youth training program)

1]

‘in SAHR construction jobs; (2) to place minority and disadvantaged youth in jobs

with vendors providing building materials used in.the SAHR, (3)'to'place m;norify“'““’“*‘
and disadvantaged persons in permanent jObS at all levels in the SAHR; Q4) to assist

.

minority firms in securing construction subcontracts on the SAHR; (5) to assist
minority vendors in supplying materials and services to the hotel; and (6) to help
minority merchants lease retail space in the SAHR and the Riverwalk extension.

A compromise between MAUC and the City (facilitated by the assistant city -

@

manager/liaison for DEED and theaEqual Employment Opportunity Department(EEO), resulted
in a two-part TJDP program consisting of MAUC's job targeting and buSiness assistance
efforts at the SAHR and the implementation of the City s Small and Minority BuSiness

Enterprise (SMBE) program under the jurisdiction of EEO. DEED was to coordinate the

!

two efforts. The SMBE program was substituted for the original- City proposal because

.

it required fewer resources, it provided an opportunity for the City to operationalize

the SMBE program which had'been-approved put not funded, and it was a special interest

.

of ‘the assistant city manager.'

4

,The proposed involvement of MAUC in the TJDP  program was not well received

by City Council. 1In the ‘summer- ofﬂlQ79~*the~CouncilmwaS»composed—of~an—AngloA
majority. MAUC was viewed as-a controversial organization by San Antoni&‘s Anglo
citizenry who resented the expenditure of federal dollars to aid "minority" residents'
(w;ich, in terms of actual numbers, are not the Mex1can-Americans and Blacks,‘but

the Anglo population).v This attitude. coupled with unfavorable publicity generated

about MAUC by a former employee, extended the Council debate on the program and the -

elapsed time between.submission of the lnlilal TJDP proposal (mid-l979) and. the
passage of the City ordinance (July 2, 1981) to accept TJDP funds and get the demon-

stration underway. During this period, MAUC's activities at the Hyatt continued

193
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"Without interruption and were concluded on December 31, 1981.. The City's SMBE - ﬂ?;“

program began on September 1, 1981 and concluded on September 30,.1982.

e e e e e St & 2o e i O ;

" Major Accomplishments of TJDP

_ . . ~ N _
MAUC's Jjob-targeting and business assistance program had the following results:

five minority youth were placed in construct;on jobs at the Hyatt; 50 percent minority'
employment in construction. was maintained at the hotel; six minority contractors

were hired by .the hotel for drywall, trucking and masonry services; fifteen minority

. - oS o .

and small businesses were assisted in the bidding process for ﬂotel'furnishings and

o

" equipment; eleven SMBEs were assisted in applying for retail space at the hotel,
five secured retail locations; 74 percent of the permanent hotel employees were

minority and many were assisted by MAUC in preparing their employment applications.
The City's SMBE program bfought about modifications in bid forms for professional

service, construction] and purchasing contracts to identify SMBEs' a8l reflect SMBE

~

utilization requireménts (in the case of prime cohétruction contracts). Freé coﬁies'
6f specifications and plans for ali City-funded public works préj;cts and . selected
biburcﬁaSing,ﬁids were made available to SMBEs'thrqugh the Minérity Contractors
" Assistance Center (MCAC). é;éEfZEX_9§,§§§E§,was;cdmpleted;resuiting~in-éhe“preparaf~—___
“T¥ion of-a binder detailing SMBE- vendors to be used By buyers in solicitigé quotations
on informal bids.and an SMBE subgont}actor utilization requirements. A éethod fo;
‘ﬁonthly iepbrting 6f SMBE utilization was“implemenﬁed in the Purchasing'Department.
The TJDP/SMBE prégram was an information—éathering effort that resulted in the
establishment of avframework for the implementation of buéiness assistance activities‘

T~

that will lead to increased SMBE utilization in City construction and purchasing.

-

Daﬁa'collected in the Purchasing and Public Works Departments over the course of  the

" project indicated that the number (as opposed to dollar amount) of bids and ccnstruction

contracts awarded to SMBEs increased due to the identification of more SMBEs. Outreach,
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however, was limited to surveys and quotatlon requests. Business assistance . |

' procedures (1 e. bid preparation and strategy, flnanclng, etc.) have not been-

implemented.' At.the concluslon of LHP TJDP grant the Clty wiil have ldentifiedum
_SMBEs eli;ible to. compete for C:.ty c,ontract" .co eilsure that they. are contacted

to respond to formal and informal bldS and to serve as contractors on construction
' projects. This 1nformat1on should enable Clty personnel to establlsh SMBE utlllza—

tion goals which, to‘date, have not been approvedfby the Purchasing Department.

Reasons for‘Progress and Problems -

el

TJDP, from its beglnnlng, was a fragmented program 1n San Antonio. Two separate
entltles (MAUC and the Clty) Worked on two dlstlnct projects. ﬁo coordlnatlon exlsted
between tnese-efforts. _MAUC s program concluded well before the official ending date
of the demons‘ration. The groundwork for the City's SMBE program has been lald,
however, without SMBE utilization goals, the program is not yet v1able.. The results
of - the Clty s program nere limited, in part, because funding and time for the effort
was cut by 50. percent due to the confllcts w1th MAUC. More important, however, is
the fact that City leadershlp dld not v1s1bly support the  program.

TIDP facilitated the assembly of~1nformatlon on SMBEs in San Antonio necessary
to establlsh a procedural framework for an SMBE assistance program. Only if Clty
manaqement and Council can marshall the tommltment and resources (human and fxnancial)
necessary to continue the program w1ll this framework be maintained and flushed out.
It was not apparent that such commitment and resources were forthcomlng to move the..

-

SMBE program beyond the results of the TJDP—funded effort.’

195 B
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- A SUMMARY OF THE SEATTLE, WASHINGTON R
TARGETED JOBS DEMONSTRATION PROGRAM :

-

'PREPARED BY Robert McPherson. '

‘Overview and Origins of the Demonstration

s

The federal solicitation of proposals for TJDP presented Seattle with a

o

timely'opportunity.’ For several years the Mayor, City Council and a number of
‘other City officials had expressed an interest in coordinating employment and

training -and economic development programs to increase the number of job opportuni—

ties for the City s low incame unemployed. However, in the absence of any extrinsic

requirements or incentives to link the aCthltleS of the two systems, these express10ns

-

of interest were.never translated into goals and program strategies for achiev1ng them.

éi/g result, attempts to cdordinate were sporadic, and,for the most part, the two
. . . ) .

,sYstems continued to operate separately. - ' ]
/S ,

The City was a.so interested in promoting opportunities for small buSinesses,
especially those owned: by minorities aﬁf women., In-1977 the Mayor had issued a

formal policy resolution strongly encouraging increased utilization of_these enter-

prises on all City contracts. o S ' B
. . .

o TJDP offered federal resources for hiring staff to explore various abproaches 1.
\/ ' R : « i ’ . . . ) . . . . I )
tO'coordination in both of these program areas. " The demonstratiqn's objectives for
increaSing the number of jobs on development pro;ects gobng to individuals: eligible

for training under the Comprehensive Employment and Training Act (CETA) and for

increaSing the dollar volume of contracts ‘on these same pro;ects gOing to minority &
\ o .

- and small buSinesses were canpatible With the City's interests.

x
L'Y .

Seattle submitted its formal application for gunding in September 1979, and
the'JQint Venture program, the City's name for TJDP, officially began in February

* 1980. The major goals focused on deuelbping and institutionalizing networks for

"Tltf%n{%?, t:Jfﬁy:;itg:f:ﬁglfis}qgf;%"Egﬂf“ni;;mwuﬁﬁpu.f““”"
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‘ placing CETA-eligibles on federal development projects and for‘ensuring access to

—

contracts on such projects for minority and gmall bus1nesses.'- ) T

Program staff were located in the 0ffig§ of "Economic Development . (OED) a

major diViSion in the Department of Community Development (DCD) As a result'of
a reorganizatlon of DCD during the demonstration, the Office of Economic Development :

- - °
was renamed the Development Division. A recently hired staff person in ‘OED who
had written the City s proposal became the program's first manager. (§he outlined .,
‘an ambitious program of work that concentrated on deéeloping»and implementing a
"job targetinq strategy as the first priority of the demonstiation. Thelstrategy
involved identifying the most promising projects,negotiating employment goals or
first sourcetagreements, designing'and managing a job order dissemination/ﬁeferral
.controlAsystem,:monitoring performance‘of emploYers-and making”necessary adjustments'

L] ! . e

to correct deficiencies. peveloping and later modifying this strategy to produce

[

jOb placements in the demonstration period consumed a large part of the program‘s
resogrces. Building networks -for increasing minority and small business participation

 was a second level'priority.

'Major Accomplishments of Joint Venture

"Joint Venture staff successfully developed a number of interagency agreements,
networks and mechanisms for implementing the program. Staff~designed'and implemented
. an elaborate Job order dissemination and referral gontrol,system that included all of
the‘major training agencies in the local communityf They developed an effective‘
‘~information network for increasing buSiness.opportunities for women ané minority
business enterprises (W/MBEs) which contributed to an increasing share.of'Citv
contracts going to these firms. |

The program also succeeded in building positive relationships between City

‘ government and organired labor. Based’ on formal letters of understanding and their .

»197 -
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- cwn interpersonal skills, staff was able“tovdevelop opportunities for CETA-eligibles

_to compete for a limited number of apprenticeship openings in the construction trades -

These opportunities would havetnever been available through the local CETA,system. . .
) | .

Unfortunately, the staff's commendable efforts tobdevelop networks and mech--

anisms for -interagency coordination produced only limited results in the demonstration

~

,period. staff identified a number of development projects; however, they'were unable
‘to regotiate ‘specific hiring qoals or get first source referral agreements for CETA-

eligibles ‘included in the bid spec ification for any of the viable federal projects.

@

.Without this leverage the program did not produce the quantity of placements

initially envisioned. As of May 1982,.only 50 CETA-eligibles, about 20 percent of

*

the number- originally planned, had been placed as a result of Joint Venture efforts.

of these, only one was in a construction job on a federal development project; 34
.\.Y . )

were with tenants of. pro;!ets that had received Urban Development Action Grants (UDAGs),

. and 15 were with indiVidual buSinesses that had not received any swbstantial amounts
-of financial aSSistance from the City or federal government. The quality of these
vrjobs, in terms of the occupations and wage rates at placement, was not Significantly

- different from that of other job development and placement programs operating in the -

-

City. g . - ‘ ; ' S ' p

:Ehe.re:z:;s of Joint Venture's‘strat gies to increase.opportunities for small
bu51nesses, particularly W/MBEs, was not A?ch different. Although the City Council
iﬂunexpectedly passed a strong W/MBE ordinance early in the demonstration period, the
.requirements of this-ordinance were not included in any of the UDAGs that material—f

.ized during,TJD?'s existence.. In contrast, however, program staff was successful in

" applying‘the ordinance to housing and community development_projects administered

-

by DCD.

138
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...Reasons for Progress and/Problems o : C e
— -

Two major problem effectively thwarted Joint Venture s performance. Foremost“'

was the lack of a supporting policy and program requirements at any level in. the

system While federal agenCies are concerned With increaSing opportunities for™

CETA—eligibles and small and minority-owned buSinesses, With the exception of one.
or two program areas, there are no specific pplicies or guidelines requiring the

‘hiring or UClllZaflon of these groups on federal development projects.

L 1

The City's economic development effort largely reflected the federal govern- :

‘ ment s lack of specific policies ‘and guidelines. The City operated without an

A

econcmic development policy and there was no local resolution or ordinance regarding
thelhiring'of CETA-eligibles. There was, of course, the City s women and minority
business enterprise ordinance;.howeVer,-continuing legal questions as to

whether 8r not the'requirements of the ordinance coulé be applied.to federal projects
‘ . . * ’ ~ -
prevented its use for Joint Venture purposes.
N
The program's original strategies for increaSing job and business opportunities

Were;dependent on the negotiation of numerical goals on targeted development projects
with develOpers{and contractors. Without the leverage of hiring‘and utilization
requirements, neither strategy .could be effective ly implemented in the local environ-__fp
-ment. | | |

The second major problem was“the lack oféconsistent_leadership'and management.'

o — J

_intDCD. There was staff turnover in all of the key management poSitions in the*

v b -

'department during-the demonstration. DCD had three different directors, OED

went through a major reorganization and had two managers; and three

people served as manager of the Joint Venture program Each of these changes brought
sh;fts in program direction and staff” reasSignments which added to an already uncertain '

environment. Mpreover,.federal and City budget cuts reduced staff, brought on-hiring E

freezes and resulted in changing respons%bilities for those remaining. Asa-‘result,

¥ o

19y
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dthe policy vacuum at the top of City government was not-filled at lower'levels~.

2

Because of these problems Joint Venture staff was forced to modify their .
1

original approach._ While not abandoni the commitment to*the—original~job—targeting_-

wstratggy7\;oinErVénture staff shifted tHeir jOb development efforts to the more
.ﬁraditional approach of marketing‘their recruitment, screening and referral;services .

» -

'to tenants of development projects and-employers located in one of the City's neigh—

borhoods targeted for economic aSSistance. As a result, they were able to place:

. CBTA-eligibles and better test some of the networks and mechanisms developed speci- -

fically for the demonStration. . In the process they encountered a number of problems'
I ’ L

familiar to other similar coordination efforts including:

o ;anticipating the timing of development projects and employers'
decisions to hire; ., '

“ . R

14
e working with private employers to determine their labor needs;

° produc¢ing the quantity and quality of CETA-eligible referrals
within the employer s specified timeframe, and, .

, v & ‘
) influencing the nature and quality of training provided by local
©  employment and training .agencies.

T X ~ S @ -

'In a relatively stable and supportive environment, these are problems that

" could be minimized over time. Because of organizational instability and a lack

Py

“of solid policy support, however, Joint Venture.found significant progress'difficult

[

-~to achieve. . o ' B a0
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L e A SUMMARY OF THE WIIMINGTON, DELAWARE . ' ,
. L - ‘TARGETED JOBS DEMONSTRATION PROGRAM = - S
. T . ' ' f : . ' N ' N
st ' L ~ PREVARED BY Edward Dement
> o © : . i % i
‘Overview and Origins of the'Demonstration N o o

2

— e A
When/the 'U.s. Department of HouSing and Urban Development soliCited proposals

: for the/Targeted Jobs Demonstration Program in 1979 Wilmington held.great potential

.

;/fof/;seful learnings:_ It had demonstrable’need, a leadership concerned with economic

- development ‘and an array of'developmental tools already in place. The City proposed
f'utilizing'its"TJDE grant as the vehicle for coordinating and faoilitating the linkage

. of employment- opportunities arising from its development initiatives with training,

;preparatory, and referral services available from.the City's CETA program. Yet' the

actual TJDP program that was implemented in Wilmington ultimately bore but a faint

a
’

'resemblance to those well-intentioned early plans, moreover, it illustrated the.

.unpredictable evolutionary character of demonstration program~de0elopment at the =
'looal level. |
To understand fully the origin and evolution Of TJIDP in Wilmington, it is
v 8 , _ , ; ,
".also important tovunderstand both the economic and administrative atmospheres pre-~

f’valent-in 1979. At the time, the City was reeling from the unabated losses of

< T - ———

'”buSinesses and retail revenues from its downtown area; furthermore, the 1978 cloSing

w

* of the downtown district's largest department store--and the threatened loss of
,. . 7 . L ’ o " ' o .
[several major oorporationse-created grave concerns on the part of the newly-elected

Yo

<

‘ Mayor, Bill McLaughlin and his top administrators.

. By 1979 McLaughlin S administration was already well into"a multi~faceted

2

| effort to stem the tide of economic losses, revitalize the downtown business distriqt,
' and attract ‘a new stream of large-scale capital investments and small business'w

" ventures. At the forefront of that effort was the City's Planning and Development

.Department (PDD). With a staff of 85-planners, speCialists, and technicians, PDD




‘projects), to prepare the. necessary grant appllcat10ns,.and——1f the bids proved .

"development pno;ects already in exlstence ofr planned for the future——programs such

" : - l _1'7'9_ N . | .

i~

: " : ’ : A : Q . .
s . . - ; J
. , . , s

‘was responszble ‘for planning ‘and grant appl;catlonnactivities for.a”@ariéEQ éf" ~

~

programs Wthh, subsequent to- fundlng, were operated by other line agencles of
. . . \

.~ ’
City government.g_In short, -it °was tﬁe Department s role to identify "targets of

opportunlty" {usually federal grants, and economlc or communlty development_asSLctance .

. ' , v

?
successful-—to englneer the’ 1mplementat1on of new programs.3v _ . ' i

N

In thé view' of the Mayor s ass15tant and chlef admlnlstratlve offlcer for the-

.

Clty, Wlhmlngton s TJDP proposal was submitted largely because “TJDP represented yet

. -
’

one more pos51ble source of fundlng to support a larger overall effort._ In:"flt"

. -~ ¥ »

e [ 13
rather neatly with the: more—or—less lnformal targetlng strategles first used in con-.-

C oty ,\‘ .

:junctlon Wlth Wllmlngton s 1978 Radlsson Hotel pro;ect, one of the natlon s first

' UDAG_prodeCts. And it appeared-to‘lend'ltself approprlately to a, number of other

ve

local projects already on the draw1ng boards at the time. It was not, however,-a ' 4;

project that‘commanded the strong support of the Maygr or his senior staff .

£Y —

The TJDP appllcatlon .was drafted by the head of the Economlc Development

[

' Division of the reorganlzed Plannlng Department, after most of its former "development"

a

duties ‘were shlfted elsewhere. .The Economic Development director saw in the TJDP an.

.
< + -

opportunity to"achieve a h1gh degree of cooperatlon between the Clty's economic develop-

ment -and employment and training programs. In essence, he viewed TJDP as a new

"intermediary between CETA—funded jOb tralnlng programs and the myriad of.economic.

as UDAG, CDBG, the expans1on of the Port of Wllmlngton, and a variety of small to’

med1um—s12ed bu51ness assistance programs. . Thus the City's TJDP proposal was wrltten

‘w1th the tWo primary objectives of targetlng jobS to CETA-eligille residents during

the llfe of the pro;ect, and institutionalizing the coordlnatlve process by the end

of the federally—funded demonstratlon perlod R ' , .
t . ’ " . .\\ :
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As proposed, the program staff wa to consist of two individuals--a coordinator

ay ’v ' -

ana an- intern, Both working under the director s superViSion. Their primary reSpon— RN

sibilities were to promote the TJDP concept, develop_the_necessary.procEdures to RN
) . RS R : .\' ‘ . . R ) :

- execute the program, monitor its, performance and results, and work with appropriate - ~

N . S

- - . J .’ r

- officials tp ensure-its institutionalization and continuation. The. ‘program was to be
e . . - . . .

. » . ' ’ a - )
housed in the Planning Department--a base from which it could work-effectively with’

both CETA (whose planning functions were then lodged in that department)‘and economic -

development (whose planning functions were also concentrated in Planning, but whose

L s

plementation came largely under the purView of the City s Commerce Department)

o

Major Accomplishments of TJDP ' . o v : : o

- In terms of measurable impact upon the broad range of City economic develop—

]

ment programs or thebactual numbers of CBTA—eligible res1dents hired as a direct -

result of its efforts it appears that TJDP- fell short of o/;ginal expectations. The

.
.

project, however, was by no means a failure; indeed, given'the environment in, which it
. . -4 . ' ‘ . -

operated, the lack of visibility affordedgthe effort,,and'the'sweeping changes affect-

ing roles and reporting relationships among various City departments, it is fair to

o

fconclude that Wilmington s two-year $80,000 TJDP grant succeeded in creating cons1derable
v -~ .

w..

A . » o
awareness of, and sens1tiv1ty to, targeting issues, and that some of these be*efits will

”be sustained beyond the demonstration, oL

<

-

Owing to the,existence~of several local'organizations that were already.rendering '."

'business development assistance'at the time -the TJDP proposal was written, Wilmington.

dld not ‘pursue this ‘national objective; instead, the project concentrated on the job

targeting process and the development of coordinative mechanisms. Unfortunately,
/

7
‘however, 1t made relatively little headway in either of these areas until late in the
demonstr ti §n period. TJDP staff reports gathered during the third round of " research

Vindicated{that_of the 616 hires reported by~financ1ally~ass1sted small and medium- Ny ,f/

S

o 2U3.




S . . S -l81- ‘ ing on

L4

i

s;zed buslnesses, only 72 were certlflably CETA-eligible. (Many others, however,

satlsfled other local targetlng goals, .e- g.,C ty - resldents, mlnorltles, etc } Nb
-

data were avallable, however, concernlng hlrlng by larger employers lnvolved w1th v

‘ the City"s Indsstrlal Revenue ‘Bond (IRB) program, ‘or by the Port of Wllmlngton and

»

other prOJects named - in the orlglnal TJDP appllcatlon

© It is dlfflcult to find ev1dence that Wllmlngton § TJDP dramatlcally 1mproved

elther ex1st1ng coordlnatlve mecnanlsms or. lnstltutlonal relatlonshlps in the City:

2

'1ndeed as, descrlbed below, there are lndlcatlons that thﬁ program at tlmes frustrated
~and. compllcated the* very coordlnatlon it sought to. achleve. Even so, TJDP was per-
_ celved by CltY OfflClalS as hav1ng performed a useful, serv;ce by ra1s1ng the issue of-~

v
¢ \

targetlﬁg to a level of publlc consc10usness\ and by caus;ng City off1c1als to look

f far more carefully than ever before at. both the opportunltles for, and practical

Pl

limits-of local job’ targetlng and enforcement
- a . ' ~
Reasons for Progress “and Problems N : T

&

Séveral factors contrlbuted to TJDP s difficulties in Wilmington. Perhaps the
"most apparent is that the program was never fully adopted and embraced as an instru-

ment of Clty policy . or a matter of hlgh prlorlty Desplte ltS proposal. rhetorlc,

s

TJDP was never really approached in the manner enV1s10ned at the time of grant appli-

catlon-—that is, as a vehlcle f)r leveraglng employment and tralnlng opportunltles for‘

/

o CETA-ellglble CltY res;dents and mlnorlty members. Instead, it assumed the role of

‘ promotlng the hlrlng {(but not tralnlng) of a much more‘broadly targeted group ‘of

K

E . . \ [y
W“-low-to-moderate income: persons, City resldents,$ omen, and racial mlnorltles (many

; of whom TJDP staff febt would have been CETA—ellglble had certlflcatlon been accompllshet
Throughout itcs ex1sten¢e (anid through little fault_Of its own), TJDP lacked

.. 1

f;y sufficient stature and credlblllty w1th1n CltY admlnlstratlve c1rcles and had no

.,
-

'enforcement clout with the businesses it sought to target. For example, durlng the-

. . «
- . . . . . . -
.
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szx months between grant submittal and contract award, a.major: reorganization of

Clty deoartments practlcallv ruled out any chance for TJIDP to be the official

. ‘coordinator of Wllmlngton s economic development and employment and training efforts.
‘Early on, skepticism concerning TJDP‘s value was particularly evident in the Commerce

Deoartment headed by a former member of the Plannlng Department who later moved to

the Mayor s staff and in the Wilmington Economlc Develupment Corporatlon, the City's
. T
:lead'agency for business financial assistance and loan packaging services. This"
= .o = ¢ > N

reluctance, however, softened somewhat in%all Jquarters, with the possfble exception of

the Commerce Department whlch operatlng on the theory that employment‘beneflts will
, N
trlckle down to low-income residents 1n the long run, contlnues to place hlghest pre-

e

mium on the_successful closing of each potent1al new bus1ness "deal". (All the maJor
‘local actors seem to believe in the targeting of'benefits, but .any mention of enforce-

. ment of such targeting generates a heated debate.) T

Ta

Lo ‘Wilmington's experience underscores the difficulties inherent in targeting joEs
. . . P »

° ) 2

' ‘ B . .

“and business opportunities from certain typeS‘of projects, especially’ IRB-assisted

o R

programs and large-scale speculatlv% development proJects. It provides valuable - S

]

1ns1ghts and 1nformatlon on the extent to Wthh some employers object strongly to

Mgovernmental lnterventlon in their hlrlng decisions. And, it is rlch in learnings for

_other small-to-medium cities interested in attempting job targeting efforts in the

e

"fﬁture. Clearly, the:Wilmington story illustrates the_hidden.complexity of planning
and executlng effectlve targeting strategies, the necessity of providing strong

pollcy-leve, backlng for any such undertaking, the 1mportance of placing respons1b111ty

e . ‘

mfor program execut11? in the hands of experlenced, competent profess1onal staff, and

,the;practlcal limits of ¢ompliance monitoring and enforcement.
; : . . N o o , i




