NC Standards — High Performing Local

Workforce Development Boards
Technical Assistance Guide

Introduction

The North Carolina Commission on Workforce Development has adopted standards for
the state’s workforce development boards. Prior to any official reviews to determine
compliance with those standards, local workforce development boards will be reviewing
their own activities to determine where they stand with respect to meeting the standards
and to determine, as necessary, what work remains to be done to achieve compliance
prior to the commencement of official compliance reviews. This Technical Assistance
Guide is intended to assist boards by providing definitions and explanations of
terminology used in the standards to ensure uniform understanding of the products
required by those standards.

Background

The standards for high performing local workforce development boards were adopted at
the August 23, 2006 meeting of the Commission on Workforce Development. The
standards will become effective with the Program Year beginning July 1, 2007.
However, the period between now and June 30, 2008 will be used by local workforce
development boards to review their positions relative to the standards and take any
actions necessary to position themselves to meet the standards by the time formal
assessments begin after July 1, 2008.

A basic tenet of the Commission on Workforce Development is that all local workforce
development boards should be in a position to meet the standards. That is, there is no
intent to differentiate among boards (some better than others) or to set up a system
where there are intentionally some winners and some losers. The ideal outcome would
be for all boards to meet the standards during the first year of implementation. Thus,
there is a long preparation period and a phased approach to implementation. Some
local workforce development boards may have more work to do than others.

While consisting of seven different elements, the standards can essentially be broken
down into those that address the strategic activities of local workforce development
boards and standards that address compliance activities. The compliance activities are
straightforward and should be things that local boards have been doing all along. There
may need to be an explanation of what time periods are covered when reviewing
compliance, but the activities themselves should not require much additional discussion.
The focus needs to be on the strategic intent of the first three standards. This Technical
Assistance Guide will concentrate only on the strategic responsibilities.
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Strategic Activities and Areas of Emphasis

At the outset, it is useful to put into context the emphasis being placed on the strategic
responsibilities of local workforce development boards. In brief, under the Workforce
Investment Act (WIA), local boards have two levels of mandatory responsibilities and
one level of opportunities. Overseeing the WIA Title IB funds and overseeing the
JobLink Career Centers System are the legislatively mandated activities. Being the
workforce strategic body for the area served, while not mandatory under federal law, is
taking on a mandatory character in many states. In this strategic role, local boards can
enhance their role beyond the limited funding streams they control. When boards take
charge of setting strategic workforce direction, aligning disparate funding streams,
engaging employers in sectoral initiatives, and beginning to look across political
boundaries to labor markets, there is huge potential for them to make a significant
difference in their communities. The planning envisioned in the standards is wholly
different from the plan required under WIA. This strategic effort cannot be
accomplished through the five-year operational plans local boards submit for
WIA funding.

North Carolina is setting an aggressive workforce agenda to address a myriad of issues
facing the state and is looking to local workforce development boards to be leaders in
helping to advance this agenda. A few key themes are emerging from the state that are
relevant to the implementation process. First, there is a major emphasis on
regionalism. This trend is national in nature, and an appropriate one. It recognizes that
businesses and clients don't act, as labor market participants, within the boundaries of
most local workforce development boards. They have much broader commuting
patterns and businesses have broader recruiting patterns. Therefore, a key component
of the standards is an emphasis on acting regionally.

The second major theme is related to building strong partnerships. Local workforce
development boards cannot carry out their strategic roles alone. They must engage
and work cooperatively to both leverage funds and to align goals. This theme is clearly
embedded in the standards.

A word about current and future emphasis is appropriate. Sectoral initiatives will be a
large part of the emerging workforce agenda. Though not specifically mentioned in the
standards, they are implied in the industry analysis required. Local workforce
development boards would do well to look at how they can employ sectoral approaches
in their strategic planning efforts, track the emerging state strategy on sectoral
initiatives, and incorporate them and other locally defined sector approaches into their
strategic planning.

The standards themselves are designed to focus on local strategic planning processes.
Key characteristics of good local processes are inherent in the standards. They are:

- inclusive of all the right players in an area

- have a true community input component with a feedback loop about what is
happening

- data driven



- public in nature (they result in some form of document that is publicly available)

- regional and thus may extend beyond a local workforce development board’s
boundaries (Defining the region should be driven by the data analysis about the
labor market served and not by the jurisdictional boundaries.)

- keyed to broad measures of community workforce “health” and progress

- 7living” documents and processes that are updated periodically and drive actions
by the local workforce development board

- connected to regional/local economic development goals

The first element below on defining the region is a linchpin for all that follows. It
assumes that strategic efforts are labor market based. A board may be meeting
the other elements on data-based assessment, but if it is not happening on a
regional level that, where appropriate, extends beyond the local workforce
development board’s boundaries, change will be required. In this situation, the
board should be working towards forming new relationships and extending its
reach to collaborate with at least one other local workforce development board.

STRATEGIC PLANNING — DEFINING THE REGION

Define the relevant labor market(s) that your local workforce development board
serves.

What data was used to arrive at the labor market(s) definition?

Is there agreement among key stakeholders that this is the right definition of the
labor market(s)? What evidence of agreement is there?

The analysis may indicate that there are multiple connections with several other local
workforce boards that should be pursued. Achieving this level of strategic planning and
alliances represents the ideal and should be the long-range goal of all local workforce
boards so impacted.

The Commission would like to see all local workforce development boards in a position
to meet the standards during the initial assessment period after July 1, 2008. To that
end, the minimum requirement to meet the standards for this first period of
implementation is that the region be identified, and if the region extends to include
multiple local workforce development boards, the local workforce development board is
in full collaboration with at least one neighboring local workforce development board.
The Committee recognizes the extent of effort full regional collaboration could entail,
especially for local boards that touch more than one labor market. Therefore, the first
year of implementation will minimally define success as collaborating with one other
local workforce development board where labor markets dictate. This step should set
the stage for and provide experience with inter-board collaboration that will be
instructive for gaining full regional strategic coverage in the future.

It should also be noted that several local workforce development boards are engaged in
broadly defined regional collaborations that extend well beyond their labor market



boundaries. The Commission encourages local participation in such efforts, as it does
participation in planning efforts with the economic development regions. If such
participation results in a planning process with full partner participation and clearly
measurable goals, then the regional test would be met.

Essentially, while the Commission recognizes the need for a truly regional emphasis,
this recognition is balanced by the reality of where many local workforce development
boards are today and acceptance that any movement outside the local board’'s
boundaries is a big step forward that will represent success during the initial standards
implementation period.

STRATEGIC PLANNING — DATA-BASED ASSESSMENT (AKA
COMMUNITY AUDIT OR STATE OF THE WORKFORCE REPORT)

What study of the region is being used to drive the local workforce development board’s
strategic planning and actions? Note that this question relates to the region referenced
in the section above. It is possible to use a combination of studies that cover different
contiguous areas, but that is not an easy path since ownership is typically split. The
study should encompass the full region, but the collaboration expected in other
standards may not extend to the full regional boundaries and may minimally involve only
two local workforce development boards working collaboratively.

When was the study completed? If it is more than a year old, has it been updated
in any way?

How was the study made public? Was it published in some form or displayed on
a website?

Is there a schedule for further updates? If so, what is the schedule?

STRATEGIC PLANNING — THE PRODUCT

A core assumption is that the local workforce development board has a strategic plan in
place and that it resulted from a structured planning process. It may be a joint plan with
other local workforce development boards or with other entities, but it should exist as a
product. That product should cover the region as described above or, at a minimum,
demonstrate collaboration between two local workforce development boards where any
of the local workforce development board service area is part of a larger labor market.
The process that led to the plan should be clearly defined.

Describe the process used to arrive at the strategic plan.

Identify the local workforce development boards participating in the joint
process, where appropriate.

Name the stakeholder organizations that participated in the process.

What was their level of involvement? (e.g. participation in a planning retreat,
commenting on a planning document, joint sponsorship of events, etc)



How was the plan publicized? This step could have readily been combined with
the data assessment and may have been published as one document.

What workforce issues for potential focus emerged from the process? List the
menu of options.

What issues were selected for local workforce development board focus? Why
were these selected?

What are the elements of the action plan developed by the local workforce
development board to address the issues identified?

STRATEGIC PLANNING — MEASURES OF SUCCESS

The core assumption here is that the strategic planning process resulted in clearly
defined measures of success that cover the initial strategic area, which may be a
minimum of two local workforce development boards where the local workforce
development board’s service area is part of a larger labor market. These measures of
success are NOT the same as the WIA performance measures or measures of JobLink
efficiency.

List the key measures identified from the strategic planning process. Examples
could be reducing high school dropout rates; increasing business retention in key
sectors; improving education levels of key cohorts in the population and; integrating
work and learning to build a stronger incumbent workforce. There is no right or wrong
answer here, but there should an answer that identifies one or more major goals that
the local workforce development board is working towards.

Describe how the measures are updated? How often do you get feedback on
progress?

What proxy measures do you have for some of the long range goals that can be
tracked on a more current basis? (e.g. for high dropout rate reduction, grade
advancement might be tracked since it has been linked to whether a student
stays in school or not)

Describe how the measures are made public.

Describe the process for reviewing the measures for appropriateness, given
changing local context.

In order to help gauge what it might take to meet the standards, a hypothetical timeline
is provided that assumes a local workforce development board is starting from a point
where no actions have been taken to create a strategic plan. This timeline assumes a
linear progression along the four key elements.

Month 1 - Assemble data to help guide the decision making process about the region.

Month 2 — With other stakeholders, define the relevant region and identify the other key
entities (e.g., other local workforce development boards) that need to be involved.
Identify the initial area of focus, which must include at least one other local workforce
development board area if so indicated by the analysis.



Month 3 — Convene the right stakeholders from across the entire region or the selected
multi-local workforce development board area of focus to set up a timeline and a
strategic planning process. Appoint a steering committee to guide the process.

Month 4 — Assemble data relevant to the region or designated multi-local workforce
development board area of focus, then determine what data gaps need to be filled or
what data sets need to be updated. Determine resources needed to complete the
strategic planning process and create the plan to fund or staff the process.

Month 5 — Complete the data gathering.

Month 6 — Analyze the data and develop a menu of key workforce issues that should be
addressed.

Months 7 — 8 — Hold internal discussions with the steering committee to determine
which issues will be pursued.

Months 9 — 12 — Gain consensus from all the relevant stakeholders on the key issues
to be addressed. Hold the appropriate level of community input sessions.

Months 13 — 15 — Create the overall strategic plan, including action steps with
measures, and seek input from relevant stakeholders (may be through the steering
committee).

Month 16 — Publish the plan in some way that makes it generally available to the public.

The above steps assume a very aggressive timeline and would take substantial
dedicated resources to accomplish. The timeline may be affected by the timing of
meetings with various stakeholder groups that need to concur with the plans. It will
likely be advantageous to delegate much of the day to day work to a steering committee
and only bring the full local workforce development board into the major decisions.
Other options may include distributing materials for review between meetings, seeking
comments, and voting on certain elements by phone or e-mail.

The month designations are only intended to be a broad guide. In some areas, it may
take longer. Since the first external assessment of local workforce development board
compliance with the standards will occur some time after July 1, 2008, local workforce
development boards may have more time to complete their strategic plans. Where
more time is needed, affected local workforce development boards should negotiate
extended review schedules with staff of the Commission on Workforce Development.

Resources Needed

Based on each local workforce development board’s review of its compliance status, it
may be advisable to outline staffing and resource assumptions as early as possible in
order to make internal re-alignments where necessary and to seek any necessary
external assistance or support. Local boards should look to internal resources first to
fund such efforts but may identify needs they cannot cover as part of their plans. Any
external resources or assistance needed should be identified to the Commission’s
Boards and Commission Capacity Committee.
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