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Enpl oynent Service Revitalizati on Whrk Pl an

EXECUTI VE SUMMARY

Dramati c changes in the devel opnent of Anerica's workforce are
needed if we are to conpete in a global econony. Adults who have
held jobs for many years now are experiencing career and job
transitions. Those |ooking for first jobs, new jobs, and better
jobs are facing stiffer conpetition than their predecessors
because the world of work that they once knew can no | onger
accommodat e them  Changi ng econom ¢ circunstances have nade

| ocal | abor markets much nore significant and demandi ng.

To neet these challenges, the U S. Departnent of Labor/Enpl oynent
and Training Adm nistration (USDOL/ETA) is shifting fromthinking
only in terns of a programspecific focus and actions that



prevailed in the past to a system of actions which focus on
creating a conprehensive enploynent and training system ETA
has, therefore, been devel oping and inpl enenti ng several
strategies to acconplish this goal.

One of these strategies is the revitalization of the Enpl oynment
Service (ES). A work group of representatives from SESAs,

organi zed | abor, |CESA, |APES, and USDCL/ ETA national and
regional offices was forned to devise and devel op short-term and
|l ong-termstrategies to increase ES value to its custoners.

This work group prepared a "Long-Term Vi sion Statenent" which
outlines ES mssion and goals as the Nation's |eader in
providing services to its custoners and serving as a uni versal
gateway to wor kforce devel opnment resources by professional
enpowered staff. Wthin this context, it devel oped a short-term
revitalization work plan that focuses on quality continuous

i mprovenents in services to ES custonmers. The short-term pl an
I ncludes a variety of choices for States on a nunber of action
itenms of high visibility, high inpact, and | ow cost which are
tailored to fit State/l ocal needs and can be inpl enented

i mredi ately.

The followi ng are sone of the nore salient recommendati ons nade
by the work group to encourage revitalization:

% Establish an ES National Custonmer Service Recognition
Program for ES enpl oyees, |ocal offices, SESA prograrns,

et c.
% Conduct a nation-w de training and skill devel opnent
needs analysis for front-line staff.
_|V_

% Establish a National Training Acadeny and "Learning Lab"
(for local office managers).

## Establish a nobdel Resource Center in each |local office
focussed on job seeker research, self-help, enployer
research, etc.

% Establish a clearinghouse for the dissem nation of
current ES devel opnents, best practices, etc.

% Sponsor and fund additional national "Wrkforce
Devel opnent Foruns. "

% Devel op prototype designs of ES |ocal offices for use by
SESAs when constructing new offices, using |ocal cost
estimates for inplenenting each feature.

% Initiate in all SESAs system w de custoner satisfaction
surveys with del egated anal ysis and fol | ow up.

% Al SESAs should adopt a "Bill of R ghts" for job
seekers, enployers, and enpl oyees.



% USDOL should identify an effective job matching system
nodel .

% SESAs shoul d establish closer rapport with their JSECs
and enbark on a job order solicitation canpaign.

% SESAs shoul d i npl enent an active public relations and
marketing strategy to publicize ES services to its
cust oners.

% SESAs shoul d pronote col |l aboration and partnerships at
all levels to pronote a know edge of ES m ssion and
functions.

% SESAs and their unions should enter into genuine
| abor / managenent col | aborative relationships to plan and
I npl ement change and to devel op hi gh performance
wor kpl aces whi ch should result in increased customer
satisfaction, inproved enpl oyee norale, and an inproved
i mge of ES.

% Establish Federal -State and | ocal office nanager exchange
pr ogr ans.

| nt roducti on

It is inportant for the reader to understand how t he work group
arrived at the "Enpl oynent Service Revitalization Wrk Plan" and
the context in which it was prepared. The work group's approach
in the revitalization process was based on the concept that
before a short-termwork plan could be presented, it was
necessary to develop a long-termvision statenment of the

Enpl oyment Service's (ES) m ssion and goals which woul d define
its role in the 21st century. |Its developnent has its roots in
the dramati c changes in the world econonmy today which are placing
very different demands on Anericans--those who want first jobs,

t hose who have lost their jobs, and those who want better jobs.
To neet the needs confronting Anerica's workforce, ES will have
to change sone of what it does and the way it does it because the
econom c environnment in which it operates has changed. The
follow ng, therefore, is an analysis and evaluation of ES role
and its contribution in the present and future econony as a ngj or
pl ayer in the devel opnent of Anmerica's workforce:

1 The ES provides universal access to its services--its
services are available to all jobseekers and enpl oyers.

 The ES/U /LM organi zations in SESAs di ssen nate
i nf or ma- tion on operations of the |abor market. At its
hi ghest
| evel of aggregation this information describes the
condition of the nation's |abor markets, and at its nost
detailed, this informati on connects individual jobseekers
with specific job vacancies. ES is a key user of [ ocal



| abor force data in providing services to its custoners--
enpl oyers and j obseekers--in each of the following tiers:

Tier 1: Self-Help (Resource Center/Room) (LM) (U)
(Autonmated self-help to the extent possible on | abor
mar ket information for those who are either job ready
or may need m ni mal assistance. Enployers are
involved in this Tier by providing job listings for

j ob-ready custoners as well as accessing | abor narket
i nformation regarding their business planning.)

Tier 2. Basic Intervention (Custoner Driven)
(Basi c assessnent/services are required for those nost
in need, such as referral to jobs, training, etc.)

Both Tiers would provide job search assistance.
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! Tier 3: Intensive Services
(For those workers/jobseekers that ES may be able to
provi de services or could refer to other workforce
devel opment prograns.) ES serves a central role in
provi ding and/or coordinating all workforce
devel opnent resources:

Assessnent

Profiling

Counsel i ng/ " coachi ng"

Referral to jobs

Referral to training (the kinds of training offered
woul d be tied to demand occupati ons whi ch have been
identified through | abor market information and data)
Referral to appropriate social service agencies
Referral to educational institutions (e.g., conmunity
col | eges)

Enpl oyers choose jobseekers/workers fromany tier

SESAs decide on a State-by-State basis the principle
custonmers who fall into Tier 3:

Enpl oyers

Yout h

Di sl ocat ed workers/ | ai d-off workers
Al ready enpl oyed peopl e

Mar gi nal | y attached

The work group concluded fromthe foregoing that a reaffirmation
and reinforcenent of ES commtnent and ability to neet the
wor kf orce devel opnent chal | enges shoul d be contained in a "Long-
Term Vision Statenent.” This statenent is crucial in the

devel opnent of the revitalization work plan and is essential if
it is to be inplemented by the SESAs to ensure the nore genera
success of an effective workforce delivery systemof the future.
ES success is based on the satisfaction of the needs of its
external custoners, both enployers and jobseekers, as well as the
needs of its internal custoners, the enployees who make the
syst em wor k.

Taking these first steps of revitalization together represents a
shared commtment to the realization of a sixty-one year old
partnership and is directed toward the achi evenent of a new
vision statenment for the ES. This conmtnent is expressed in the
following "Vision Statenent":

"The ES is the Nation's recogni zed | eader in
providing efficient | abor exchange services and a
uni versal gateway to workforce devel opnent resources
by professional, enpowered enpl oyees."
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Backgr ound

The worl d of work has changed and the way Anerica develops its
wor kf orce must conformto this newreality if we are to conpete
in a global econony. This change is exenplified in the dramatic
i ncrease over the years in the nunber of adults who are
experiencing career and job transitions. Many factors have
contributed to this situation

gl obal conpetition;

I ncreased use of technol ogy;

econom ¢ ups and downs;

reductions in the mlitary and defense
i ndustries; and

the transition froma nmanufacturing to an
i nformati on and services econony.

Newspaper headlines and magazine articles report layoffs, plant
cl osi ngs, displaced production workers, vanishing m ddle
managenment jobs, and increased nunbers of displaced adult

enpl oyees. Individuals are faced with finding new jobs,

I nproving job seeking skills, upgrading skills and education, and
creating new career paths.

Busi ness, | abor, education, and |local, State, and Federal
governnents agree that new and better ways are needed to prepare
the Anerican workforce to neet the challenge of |abor markets of
the future. What is needed is an innovative service delivery
system whi ch provides individuals with informati on on avail abl e

j ob openi ngs, career planning, training, etc.; in effect, giving
I ndi vi dual s the opportunity to take effective control of their
job lives. It would also provide enployers with qualified

workers to conpete in a global economy. Those who provide these
services woul d need to acquire new skills, update old ones, and
devel op expertise to performeffectively in a rapidly changi ng
envi ronment .



The Evolution of the ES Revitalization Initiative

There is general consensus that a bold agenda for change is
necessary to neet these challenges. As part of this agenda, the
Depart ment of Labor/Enpl oynent and Trai ni ng Admi ni stration
(USDOL/ ETA) has decided to nmove fromthinking in terms of a
program specific focus and actions that have dom nated the past
toward thinking in terns of a systemof actions which focus on
creating a conprehensive systemfor enploynent and training.

To acconplish this goal, USDOL/ETA has enbarked on the foll ow ng
si mul t aneous strat egi es:

% A reengineering of the Econom c Di sl ocation and Wrker
Adj ust nent Assi stance Act to be nore responsive to dislocated
wor kers: those who are unlikely to return to their previous
i ndustries or jobs are eligible for reenpl oynent assistance; and
t hose who have been inpacted by inport conpetition may be
eligible for training and other benefits under the Trade
Adj ust ment Assi stance program

% A Job Training Partnership Act (JTPA) "D al ogue” anong
ETA's customers: operators and participants, program
adm ni strators, |eaders of community-based organi zations, and
representatives fromhuman services agencies to arrive at a broad
consensus about what works within the current enpl oynent and
training systemand what can be done to strengthen and inprove
prograns for econom cally di sadvantaged adults and yout h.

% The revitalization of the Enploynent Service (ES) to
strengthen the capacity of the ES and its front-line |ocal office
staff to deliver high quality services and information to al
custoners. Since the majority of ES/ Unenployment |nsurance (U)
| ocal offices in the country today co-locate their ES/U staff, a
revitalized ES is critical to the creation of an effective
reenpl oynent system



Wthin these strategies, ETA has already taken sone steps toward
bui Il ding a coordinated and integrated enpl oynent and training
system by devel opi ng and i nplenenting the foll ow ng new
initiatives:

I Capacity Building - An integrated, |ong range approach
whi ch addresses the common needs of nmanagers, professionals, and
"front-line" staff involved with JTPA, Job Service, D slocated
Wor ker Program and other related prograns to deliver high
quality services to its customers by inproving their job skills,
knowl edge, and experti se. Included in this effort is the
establ i shment of a cl eari nghouse which will provide information
on the full range of workforce prograns, policies, and best
practices, enabling the enpl oynment and training conmunity to keep
current on the |atest devel opnents in techni ques and strategies.

I One-Stop-Career Center - An approach which provi des easy
access to information and a conprehensive array of enploynent and
training services avail able under "one roof" tailored to the
needs of job seekers and enployers in their comunity.

I Anerica's Labor Market Information System (ALMS) - An
expanded and i nproved nati onw de system of State and | ocal |abor
mar ket information designed to make access nore user-friendly to
better serve all LM custoners.

I School-to-Wrk - A partnership formed by the Departnents
of Education and Labor to establish a national franmework within
which all States can create statew de "School -t o-Wrk
Qpportunities" systens for youth to acquire know edge, skills,
abilities, and LM to facilitate the transition from school -to-
work or further education or training.

I Skills Standards - The devel opnent and use of a nati onal
system of voluntary skill standards and certification that
strengthen the connection between the skills needed in the work-
pl ace and those inparted through educati on and training.




I Worker Profiling and Reenpl oynment Services - An
initiative whereby U beneficiaries are "profiled" to identify
those nost likely to becone | ong-term unenpl oyed and exhaust
their U benefits for referral to reenploynent services offered
by ES, JTPA or other service delivery in coordination with Ul
This system which is predicated on early identification of
di sl ocated workers, will get services to themin a nore tinely
manner. This results in shortened spells of unenploynent and an
expedited return to productive, stable enploynment.

I Apprenticeship - An approach to encourage and pronote
the establishnment of apprenticeship prograns and provide
techni cal assistance to program sponsors: enployers, enployer
associ ati ons, and managenent and | abor groups. It conbines
structured on-the-job training with classroom or theoretical
I nstruction.

The strategy to revitalize ES is based upon the conviction that a
fundamental change of ES is critical so that job seekers have
access to the resources they need to successfully obtain first

j obs, new jobs, and better jobs, while enployers have qualified
wor kers to give thema conpetitive edge in a global econony. Job
seekers and enpl oyers should be offered the choice of services
they want and need so that the ES, viewed as the best in this
busi ness, would bring new investors into the system This ES
Revitalization Initiative is designed to strengthen ES as an
institution so that it can expand its ability as a deliverer of
high quality services to the custoner.

To acconplish the revitalization of ES, ETA established a work
group of representatives fromthe follow ng organi zati ons:
U S. Departnent of Labor, national and regional offices;

Interstate Conference of Enploynent Security Agencies
(1 CESA) ;

State Enpl oynent Security Agencies (SESAs);

I nt ernati onal Association of Personnel in Enploynent Security
(1 APES) ;

Aneri can Federation of Labor - Congress of Industrial
Organi zations (AFL-CI O ;
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Servi ce Enpl oyees International Union (SElU); and

Anerican Federation of State, County, & Muinicipal Enployees
( AFSCMVE) .

(Pl ease see Appendix for a conplete list of the participants.)

The goal of the ES Revitalization Initiative is:

"To devise and inplenent a short-termand | ong-term strategy
plan for a public customer driven enterprise-the Enpl oynent
Service-to increase its value to workers in the U S., job-
seekers and enpl oyers, and to pronote an increased sense of
job fulfillment anong ES enpl oyees. "

The Devel opnent of the ES Revitalization Wrk Plan.

Wthin the context of the "Long-Term Vision Statenent," the work
group devel oped a short-termrevitalization work plan to assure
that this vision for the future is maintained. It is a plan of
conti nuous inprovenent in the quality of services provided to

j ob- seeker and to enployer customers. Each SESA woul d be
responsi ble for inplenenting the work plan activities, using

exi sting authorities and enpl oyee enpowernent. The plan includes
a variety of choices on a nunber of action itens of high
visibility, high inmpact, and | ow cost which could be inplenented
I mredi at el y.

The work group decided to devel op the short-termwork plan around
the follow ng ten Subject Areas:

Staff Training - Capacity Devel opnent
Staff Recognition Activities

Leadership Activities

W bhoE

Best Practices - Mbdels
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Performance Measures - Standards - Feedback
Local Ofice Layout - Facilities

Custonmer Satisfaction and | nput

Public Rel ations - Marketing

© © N o O

Col | aborati on and Part nershi ps

10. Labor/ Managenent Col | aboration

In addition, the work group devel oped the follow ng underlying
assunptions that would guide themin the preparation of the plan:

be

Activities should have a short-termfocus--to be
initiated or conpleted in one year or |ess.

Federal ES dollar resources wll increase only slightly
in FY 95.

The pl an woul d recogni ze the principles of the

Reenpl oynent Act for a new reenpl oynent delivery system

wi th enphasi s on one-stop career centers but woul d not
driven by it.

Wor k pl an enphasis should be on high profile, high pay-
of f, low cost activities.

Activities should be outcone driven.

The primary audi ence of the plan is the Enpl oynent
Security systemitself.

For revitalization to achieve any neasure of success, it
must provide a service of high value to enpl oyers.
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| npl enent ati on Gui del i nes

The follow ng principles will guide the inplenentation of the
wor k pl an:

" It is recognized that there are counterpart activities
for renewal and system building currently underway in
the enpl oynent and training systemand, therefore,

revitalization planning should, when applicable, be done
in conjunction with them

It is understood that there are presently many efforts,
proj ects, and excellent exanples of best practices
t hr oughout the ES system which can be replicated to
facilitate revitalization.

' Gven the wide diversity anong States, the plan should
be viewed nore like a "nmenu of choices" rather than a
one size fits all "blueprint.” The activities
descri bed shoul d be tailored by SESAs to fit
Stat e/l ocal needs.

" The plan should be used to stinulate an on-going
di al ogue between USDOL and SESAs whereby USDOL receives
f eedback (suggestions, ideas, etc.) from SESAs via the
Regi ons on what is needed to inprove/ enhance the
revitalization process.

** The plan should be used by the SESAs to formally
determ ne what their specific needs are and then, based
on those needs, prepare their own plans for
I npl enentation at the local office level. This process
may assi st SESAs, in conjunction with custonmer surveys,
to determ ne the effect of inprovenent in services to
t heir custoners.
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The Detailed ES Revitalization Wirk Pl an.

The follow ng provides the reader wwth a detailed work pl an
prepared by the work group. Each Subject Area is described
according to: 1) a statenent of need for revitalization; 2) the
suggested activities to achieve the desired outcone(s) for
revitalization; and 3) the organization(s) responsible for
carrying out these activities. Also included is the current
reality for each Subject Area as it generally prevails in |oca
ES offices. This current reality pronpted the work group to
enbark on this revitalization initiative. As applicable,
timelines and necessary resources to acconplish the activities
have been incl uded.

1. Staff Training - Capacity Devel opnent

A well trained front-line staff is the foundation of effective
and efficient service delivery to ES custoners. The work group
concluded fromits findings that there is no nationally
consistent front-line training strategy for ES staff. Most
training is short- termand perfunctory technical training, not
connected to a long-termstaff devel opnent plan. States vary in
utilization of | APES professional devel opnent program

The work group reconmends, therefore, that each SESA, in
conjunction with staff and the representative |abor organization,
conduct a thorough training and skill devel opment needs
assessnment. It further recomrends that | CESA work with the
Capacity Building Initiative staff to identify one State to take
| eadership of this effort and create a nodel which other SESAs
could follow. USDOL has allocated $25,000 to provi de seed
funding for this programto be available in FY 95.

The work group recogni zes that one of the inportant needs in the
systemis much inproved customer service and, therefore,
recommends the devel opnent of front-line custoner service
training for all public contact workers. This should be
acconpl i shed by identifying exanples of "state-of-the-art" high
qual ity customer service training approaches in the private
sector, other Federal agencies, and State and | ocal governnents.

To acconplish this the needs assessnent should be conpl eted by
January 1995; a training design conpleted by April 1995; and the
first sessions of a "train the trainer" program conpleted by July
1995.
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The resource requirements for this programinclude expenses
related to the devel opnent of the needs assessnent process,

i ncl udi ng surveys, focus groups of custoners, stakehol ders and
staff and ot her organized outreach efforts to obtain the broadest
consensus possible. In addition, the National Occupational

I nformation Coordinating Commttee's "Training Needs of Career
Devel opnent Facilitators” study could be used as a reference tool
to identify the skills and training needs of career devel opnent
facilitators, and the self-study gui des devel oped by | APES coul d
be used as a start in an effort to develop staff. Sonme SESAs
have made extensive use of the guides in their upward nmobility
prograns. Resources nmay al so be avail abl e under the "Capacity
Building Initiative" challenge grants for those SESAs who neet
the criteria for devel oping innovative training capabilities and
training products (e.g. curricula, nodels) which woul d appear to
have broad application across the enploynent and training system
(For further information, please see Training and Enpl oynment
Information Notice No: 49-93 for specifics.)

2. Staff Recognition Activities

The recognition of outstanding performance by ES workers, | ocal
of fices and/or State prograns represents an excellent mechani sm
for encouraging a nore effective customer-focused delivery
system | APES, as well as nmany States, gives awards for
performance, productivity, etc. The work group concl uded from
Its findings that historically, USDOL has not had such a custoner
servi ce recognition program It has, however, recently received
and accepted an | CESA proposal to establish a national awards
program for ES workers, | ocal offices and/or State progranms. As

| npl enentation strategi es becone nore clearly defined,

consi deration should al so be given to recogni zi ng prograns
currently existing in many SESAs and | APES.

In view of these current realities, the work group recomends
that USDCL establish a custoner service recognition programwth
the flexibility to recogni ze individuals, groups, prograns or
States. The design of such a program should build upon the "best
of the best"” nodels in existence in the SESAs and shoul d avoid
duplication. Inherent in this recommendation is the need for al
SESAs to have a viabl e suggestion awards program Further, it
recommends that specified front-line staff and representative

| abor organi zati ons, as applicable, be consistently consulted in
t he deci sion-nmaki ng process by executives and m ddl e nanagenent.
In support of this activity, USDOL shoul d provi de techni cal

assi stance for the continuation and support of State recognition
prograns, especially for front-line workers, and | abor

organi zations should participate in the decision naking process.
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If the cited recognition strategies are inplenented, inproved ES
staff norale and productivity should result. Additionally, any
resul ting program "savings" realized could be reinvested in

i mproved services.

As an annual recognition program it is recommended that the
USDOL award recogni zi ng ES be presented around Labor Day of each
year.

Resources necessary will include funds to: 1) hire independent
"judges" to select award recipient(s); and 2) purchase an
appropriate award, e.g., Secretary's plaque. USDOL has all ocated
$100, 000 for the recognition awards program on an annual basis.

3. Leadership Activities

Due to the changi ng environnment in workforce devel opnent,

| eadership within the Enpl oynent Security system and
specifically the Enpl oynent Service, nust develop a variety of
ways to share information and successful progranms. The work
group concluded fromits findings that at present, there is no
establ i shed nechanismfor States to | earn about proven enpl oynent
and training initiatives in other States or to shadow effective
I ndi vi dual s who have introduced i nnovative approaches to service
delivery. Professional training for ES managers is provided but
only in sone States and nost of this training is generic,
superficial, and not specific to ES managers' needs. Only sone
SESAs provi de new supervisors with training. Also, there is a
sense anong sone SESA staff that | eadershi p/ managenent has no
vision or conmtnent to the acconplishnent of the ES m ssion and
fails to conmunicate to front-line staff.

The work group recommends the followi ng activities to achieve the
desired outcones for this subject area:

I USDOL/I CESA/ | APES each and jointly should play key roles in

i ncreasi ng | eadershi p devel opnent efforts within the States. In
this regard, a Federal (USDOL) - State (SESA) exchange programis
encouraged for md-|level staff wherein groups could experience
first-hand the chall enges each face in their areas of work. For
exanmpl e, USDOL officials could work a week in a |l ocal office

I nterview ng job seekers, taking U clainms, working the reception
counters, etc. On the other hand, State staff could visit USDOL
and becone famliar with the political constraints and the

| egi sl ati ve process which the Federal |evel nust consider inits
deli berations. The work group cites the recently initiated
"USDOL Visitation Programt for SESA Administrators to exchange
information with top USDOL policy officials as a good exanpl e of

| eader shi p.



-11-

I A local office nmanager exchange program between the SESAs
shoul d be established. The rationale for this programis two
fold: 1) to have managers neet with nmanagers to | earn about a
speci fic successful initiative or managenent approach of a | ocal
of fice which can be replicated; and 2) to understand the
simlarities and differences in enploynment service operations in
other States. SESAs should also include the need to recognize an
exchange of staff between the central adm nistrative office and
the |l ocal offices.

1 USES shoul d coordinate with the "Capacity Buil ding
Initiative" staff and others in ETA, as applicable, who are
wor ki ng on establishing a "National Training Acadeny" as part of
a conprehensive capacity building approach, to assure that SESA
| ocal office nanagers and key staff are included in this
training. As part of this acadeny, it is reconmended that USES
encourage that a "Learning Lab" be included where state-of-the-
art operational techniques and | eadership principles could be

t aught . Further, USDOL/I CESA/ | APES shoul d col | aborate in
building its framework since each has a vested interest inits
overal | objectives.

As a result of these activities, SESAs will be developing their
managers and staffs to gain a broader view of the system |In
addition, a nore formalized approach to idea sharing and

"wal king-a-mle in ny shoes" would enable staffs to viewtheir

j obs from anot her perspective, thereby facilitating successful
prograns and enhanci ng managenent techni ques, especially as they
relate to customer services.

January 1995 is projected as the start date for the two exchange
prograns: |ocal office manager/local office manager and

Federal /State. A tinmeline for the "National Training Acadeny" is
difficult to project until decisions are reached by
USDCL/ | CESA/ | APES on how this project should nove forward.

Resources necessary for the Federal /State exchange prograns
shoul d be borne by the agency of origin (expenses for travel and
salary) and the host should provide the office logistics. USDOL
is prepared to allocate $250,000 to assist in the devel opment of
a "National Training Acadeny” and "Learning Lab" which is being
undertaken by the "Capacity Building Initiative" staff and ot her
conponents in ETA, as applicable.
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4. Best Practices - Models

Too nmuch useful information and experience is lost in the ES
system The work group concluded fromits findings that there is
a need to identify and dissem nate information about "best
practices" and nodels to conmpete effectively. This will help to
stop the wasted effort of "reinventing the wheel.” It wll also
hel p to save devel opnent costs, decrease costs per custoner, and
provide better services to job seekers and enpl oyers.

Presently, an effective and accurate job matching systemto
determ ne required skills for a significant nunber of in-demand
occupations is rare in the ES systemand, therefore, the work
group reconmends that the ALM S initiative and USES col | aborate
inthis effort and identify one within a year. Toward this end,
USDOL has al | ocated $150, 000, which may include sponsoring a
national conference to identify the nost effective and accurate
j ob mat chi ng system nodel

The work group acknow edges that a cl earinghouse of best
practices in service delivery is necessary. Therefore, it
recommends that USES work together with the "Capacity Buil ding
Initiative" that is planning to establish a clearinghouse which
will identify and serve as a central repository of existing
training curricula, program nodels and capacity-building
materials. This may be made avail able to the enpl oynent and
training systemthrough an electronic bulletin board system such
AS ETAINET, a Wde Area Network now being piloted in Region IV
and California. The clearinghouse will provide information on
the full range of workforce prograns, policies, and best
practices, enabling the enploynent and training community to keep
current on the | atest devel opnents in techni ques and strategi es.

USES is prepared to provide resources toward the establishment of
this clearinghouse to ensure that best practices which are being
devel oped and i npl enented by the SESAs are included in it.

The Wor kforce Devel opment Foruns held in 1993 identified, anbng
other initiatives being devel oped by SESAs, "best practices” in
t he Enpl oyment Security systemand it is recommended t hat
USDOL/ | CESA/ | APES and specified SESAs continue to collaborate in
provi ding opportunities to exchange best practices. This could
be acconplished by USDOL sponsoring and funding these foruns
every two years. The identification and di ssem nation of

I nformati on on "best practices” nodels will provide nore
efficiency, |ower costs, and better services. For this effort,
USDOL will allocate $25,000 to publish a followup to the
"Leaders of Change Conpendi um - Successful Workforce Devel opnent
Projects” to recognize other "best practices” in place throughout
t he SESAs.



- 13-

There is a need to distinguish between the nost effective use of
the follow ng types of service delivery: |ocal office persona
servi ces, kiosks, voice response units, electronic bulletin
boards, personal conputers, and fiber optics. |CESA/ SESAs shoul d
col -l aborate in this endeavor and identify its results in one
year.

The work group is convinced that an automated ES systemis
effective and, therefore, SESAs shoul d assess the status of their
current efforts and initiate a plan in one year to automate all
routine |ocal office functions that nake sense to do so.

To enhance custoner choice in the delivery of services, each SESA
shoul d establish within two or nore years at |east one |oca

of fice custoner "do it yourself Resource Center"” in each State to
assi st jobseekers and enployers in the areas of self assessnent,
LM, job referral, etc. This nodel can be refined and forma
prototype for other local offices in the State to enul ate
eventual | y.

5. Performance Measures - Standards - Feedback

A program of performance eval uation, directed to the continuous

| nprovenent of service delivery, and operated at the | ocal |evel,
provi des the foundation for evaluating the national performnce
of the ES. The work group concluded that there are no current
Federal ES performance standards. The ES Performance Standards
Pilot Project did not identify a national consensus on a specific
set of appropriate neasures. Thirty-three States use sone type
of custoner satisfaction surveys as part of their effort to

eval uate performance. G ven the degree of State authority and
the diversity of the ES, no single set of specific ratios or
nmeasures can be inposed on the system

The USDOL should elimnate the barriers and conflicting goals
whi ch have stood in the way of performance neasures. The USDOL
shoul d require each SESA to have a program of perfornmance
measurenent. Each State should require that the performance
measur ement program be i nplenented in the |local office, and that
the neasures be used to direct |ocal service inprovenent plans.
Per f or mance measur enent should include a recognition that the
satisfaction of enployer needs provides an inportant foundation
to the delivery of jobseeker services and should assure that
nmeasures such as the nunber or percent of jobs filled and the
quality (in terms of earnings) of the jobs filled are included in
| ocal office standards. Specific recommendations to assure that
custonmer satisfaction and input have a central place in
performance neasurenent are provi ded bel ow.

| npl enentation of this performance i nprovenent plan could result
in the following: reduced tinme to fill an enployer's job order;
reduced tine to place a job applicant; increased earnings;
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i ncreased market share with respect to both jobs and jobseekers;
I ncreased entered enpl oynent per staff year; and increased
percent of jobs filled.

It is inportant that SESAs devel op neasures of system performance
and avoid the traditional tenptation to focus solely on the
performance of individual nenbers of the SESA staff. Because the
performance of individuals can rarely be accurately evaluated in
| sol ation of the systemin which the individual perfornmns,

enpl oyee performance neasures rarely lead to systemw de

i mprovenent. To the contrary, introduction of numerical
performance quotas for individual enployees often has the

uni ntended effect of stifling innovation and systens inprovenent.
SESAs shoul d take special care to involve front-1ine enpl oyees
and representative | abor organi zations (where applicable) in the
design and inpl enentati on of perfornmance neasures.

USDCL, in collaboration with the SESAs, will establish

requi rements for a performance nmeasurenment systemto be

I npl enented by the SESAs for the purpose of inproving | ocal

of fice performance not |ater than Program Year 1995. USDOL shal
provi de technical assistance to the States during Program Year
1994 to support the devel opnment of such performance i nprovenent
syst ens.

USDOL will utilize avail able national activities funding
resources to provide the required technical assistance to the
St at es.

6. Local Ofice Layout - Facilities

Physi cal features of |ocal offices should enhance custoner
service and pronote productive work environnments. The work group
has concluded fromits findings that this is often not the case

I n many SESASs.

Local office |ayouts across the nation vary widely. Mny |ocal
of fices are poorly |ocated, designed, and/or equipped to provide
quality services to the public. They have a bureaucratic

t el ephone response, custoners are kept waiting, and there are no
enpl oyer contact points.

In view of the current reality in local office |layouts, the work
group reconmends that SESAs ensure, using local office input,
that each |l ocal office has adequate parking and public
transportation accessibility, and a pl easing, professional, safe,
heal t hy and ergonomical ly sound worki ng environnent rather than
an institutional atnosphere. It should serve as an entry point
into an integrated "no wong door" system where custoners may
access information easily and quickly fromany office. To
achieve this end, the followng is recommended:
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chairs vs. lines; desks vs. counters; happy colors;
nodul ar furniture; ergonomc furniture; indirect

l'i ghting; carpeting; friendly signs/posters/art work on
wal ls; a child care conponent; a responsive

t el ecomuni cati ons systemthat may include voice
response technol ogy; and sem nar roons and enpl oyer

i nterview roorms.

To provide for a snooth, quick customer flowwith no waiting, it
I's recommended that SESAs which are not pursuing a one-stop
approach create a "Resource Center" in each local office for job
seeker research, self-help, and enployer research. It nmay also
i ncl ude: enployer profiles, training directories, resume
generating software, career exploration software, |abor market

i nformation, etc.

On the other hand, the work group encourages those SESAs that are
creating a one-stop systemin their |l ocal communities to conpete
for grants for planning/devel oping and inplenenting. As you
know, proposals for grants were solicited in the FEDERAL

REG STER, Vol unme 59, No. 135, dated July 15, 1994. It is
anticipated that future requests for solicitations regarding this
initiative will be nmade pending the availability of funds.

It is recomended that SESAs contract for a design survey of a
sanpl e of local offices to develop a refined cost estimate for
redesi gning | ocal office |ayouts needs for future budget planning
pur poses.

The recomendati ons descri bed should be inplenented wthin one
year. USDOL\ SESAs should jointly negotiate neasures to
redesign/build | ocal offices and a "Resource Center" as

descri bed.

7. Custoner Satisfaction and | nput

There is a growi ng recognition that ES has a need to increase
custonmer satisfaction for job seekers, enployers, and ES staff,
and that custoners fully understand what they can expect by way
of services fromES

The work group concluded fromits findings that SESAs shoul d act
as a catalyst to assure that information on the various services
ES/U offer flows between the various custoners at the |ocal,
State, regional, and national levels. Such information could be
made avail able via the use of a wide area el ectronic network
being piloted under the Capacity Building Initiative once it is
oper at i onal

In the past, there have been no consistent, uniform custoner
satisfaction surveys conducted by the SESAs. Currently, however,
USDCL i s devel opi ng national custonmer surveys for all custoners
in the enploynent and training system So far they have been
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devel oped for "Dislocated Wrkers" and "D sadvantaged Adults.”
Dependi ng upon the availability of others and SESAs' needs, the
wor k group reconmends that | CESA/ SESAs forma work group and
request from USDOL expertise to prepare a universal custoner
sati sfaction survey approach which:

I builds upon available information;
I is an ongoi ng process;

I s nore results orien;ed and makes use of custoner
sati sfaction data avail abl e;

institutes a regul ar process of using customer
sati sfaction neasures as benchmarks for building a
conti nuous pursuit of quality; and

I uses conmon denom nators across prograns and results of
surveys for both State and national policy purposes.

The SESAs shoul d del egate responsibility to each |local office for
t he assessment of |ocal office custonmer satisfaction surveys and
to propose corrective action or designate staff in the

adm ni strative office who are responsi ble for custoner
satisfaction surveys to provide assistance to |local offices in
devel opi ng ways to change, where necessary.

The universal custoner satisfaction survey approach shoul d be
devel oped and i npl enented by the end of FY 95. For this effort,
USDOL is prepared to allocate resources to assist in the
preparation, design, and inplenentation of a custoner
satisfaction survey approach tailored to fit |ocal needs as
distinct fromthe national custoner surveys being devel oped by
USDQOL.

Currently, nost enployers do not list their job openings with ES
and many are dissatisfied with referrals and other services; job
seekers are often di sappointed/disillusioned with the services
they receive. On the other hand, ES staff feel they are not
enpowered to acconplish their jobs. Therefore, the work group
recommends that SESAs adopt a "Bill of Rights" or simlar
docunent for its staff, enployers, and job seekers which briefly
descri bes what each can expect fromES. This "Bill of Rights" is
within the context of the "Long-Term Vision Statement” which the
wor k group has prepared. SESAs are encouraged to request that

| CESA identify those States which have introduced a "Bill of
Rights."” SESAs should provide funds to devel op and i npl enent
this "Bill of Rights" or simlar docunent by July 1, 1995.
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8. Public Relations - Mrketing

Al'l custoners should be aware of the resources available to them
in ES to assist themin successfully conpeting in today's
econony. However, there has been little awareness on the part of
the public regarding the many positive aspects of the ES. This
Is attributable to a | ack of marketing at both the Federal and
State | evels.

The work group concluded fromits findings that within this
subj ect area, ES should ensure that all Americans are aware of
the services it offers.

To acconplish this goal, the work group recommends that USDOL
request that the Enployers' National Job Service Council (ENJSC)
actively pronote State Job Service Enployer Conmittees (JSECs) to
publicize the nerits of the ES so that job orders increase in

| ocal offices, especially in the professional, technical, and
manageri al categories. Further, it is reconmended that SESAs
cooperate with JSECs to enhance their roles as a marketing
vehicle for |ocal offices and encourage ot her enployer groups to
do |ikew se.

Also, in ajoint effort, SESAs/|CESA/I APES should build a
positive awareness of ES with Congress and the Adm nistration

and separately, SESAs shoul d engage in |egislative awareness with
USDCOL/ | CESA/ | APES/ JSECs. These recomrendati ons coul d be

i mpl emented by April 1995 and the resources avail abl e through

| APES' | egislative alert network could be used to assist in their
i mpl emrent ati on.

The work group reconmends that USDOL/I CESA jointly devel op a

nati on-w de marketing strategy which utilizes the already

exi sting SESAs' resources in a nore coordinated fashion. It
coul d be nodel ed and expanded upon the Gateway to Wrk Conference
(sponsored by | CESA, June 1994) workshop on marketing: "Creating
an Enpl oyer Targeting Strategy." The strategy, once devel oped,
woul d benefit the SESAs and shoul d include technical assistance
(wor kshops, preparation of sanples on press rel eases, brochures,

audi o-visuals, direct mail, etc.) and how to rmake the nost use of
radio and tel evision, public service announcenents, MV,

speakers' bureau, etc., in publicizing/ advertising ES s services
to the public. It should be devel oped and tailored to fit |ocal

needs and i nplemented by the end of FY 95. USDOL is allocating
$25,000 for this effort.

In the past, on the national |evel, there has been a | ack of
under st andi ng regarding ES m ssion and role. Anong sonme SESAs,
there does not appear to be a coherent and clearly defined role
for ES in the overall workforce devel opment strategy; nost of
the public relations - marketing of ES is not good at the State
and |local levels. A lot of good work is not publicized. There
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is no marketing currently directed at enployers. In an
at nosphere of declining resources, public relations is usually
elimnated or cut first. Further, the Ketchum study of 1989
docunented the need to do a better job of marketing ES services.
At the local level, there is a need to ensure that all customers
can rely upon the ES to provide themw th the services they need
on a tinely basis and have the opportunity to take full advantage
of them

9. Collaboration and Partnerships

There is a grow ng awareness that to be successful, collaboration
and partnerships are essential at all levels in the ES system

The work group recommends that SESAs develop activities to

i ncrease/ pronote a know edge/ di al ogue of ES and its m ssion and
functions on an on-going basis anong the follow ng current and
potential custoners:

- Inter-Departnmental Agency Conm ssions
(USDCL at all 1evels)

- Advi sory Commi ssi ons:
State Legislators
Labor uni ons
Congr ess
Educati on

- The general public: enployers, community
based organi zations, public interest groups,
st akehol ders, etc.

The work group concluded fromits findings that partnerships are
fragnented for various reasons, such as a |lack of incentives,
political and turf factions, etc. There is increasing
conpetition by other agencies/organi zations to provide services
simlar to those provided by ES.

To continually encourage coll aboration and partnerships, the work
group recomends that USDOL/ | CESA/ SESAs jointly collaborate to

I dentify and publish "best practices" on this subject area for
replication by the SESAs. 1In this regard, USDOL shoul d incl ude
exanpl es of collaboration and partnership in its follow up
publication to the "Leaders of Change Conpendi um - Successf ul

Wor kf or ce Devel opnent Projects.”
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10. Labor/ Managenent Col | aborati on

An essential conponent of an effective revitalization of ESis
the active participation of front-line workers in the decision
maki ng process.

There is a growi ng recognition of the inportance of inproved

| abor / managenment rel ati onshi ps and greater enpl oyee invol venent

I n the managenent of an agency. The nature of rel ationships
varies widely across the States, fromvery cooperative and
positive to uncooperative and negati ve. In sone States, unions
are precluded fromparticipation in strategic decision making;
enpl oyee invol venent in decision nmaking is rare. The trend
toward reinventing governnent suggests greater need for worker

I nvol venent and cooperati on.

The work group recommends that where there are established

| abor / managenment rel ati onships, the SESAs and uni ons representing
their enpl oyees should enter into genuinely collaborative

rel ati onshi ps to devel op hi gh performance workpl aces.

Col | aborati on should include joint devel opnent of agency vision
and m ssion statenents and strategic plans which are designed to
achi eve the agency vision and the inplenentation of high
performance work practices which include worker involvenment. In
sum unions representi ng SESA workers should be included in all
aspects of decision naking with regard to the design and

I npl enentation of changes in the ES system including the changes
described in this work plan.

The training needs assessnent identified in "Subject Area 1.
Staff Training - Capacity Devel opnent” shoul d i nclude training
regarding conflict resolution, team building, and joint training
on | abor managenent rel ationshi ps.

The work group further recommends that in those SESAs where there
are established | abor/ managenent rel ationshi ps, synposia on

| abor/ managenent col |l aborati on shoul d be organized to discuss the
i mportance of | abor/managenent partnerships in ES.

The work group further recomends that recognition of high
performance wor kpl aces where there are high I evels of union
I nvol venrent be included in the awards programidentified in
"Subj ect Area 2. Staff Recognition Activities."

The work group recommends that synposia be scheduled for spring
1995. In order to nmeet this schedule, planning should be

conpl eted by January 1995. The awards program should be in place
by January 1996.
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The work group expects that inplenentation of this subject
activity will lead to the devel opnment of high performance
wor kpl aces which will result in increased custoner satisfaction,
| nproved enpl oyee norale, and an inproved inmage of ES. This w ||
decrease costs associated with enpl oyee turnover, | abor
managenment conflict and the resulting costs of arbitration and

litigation, and will provide a framework for expedited resolution
of problens.
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