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Job Training Coordination



By: Laura Jordan, Research Attorney


You asked how the state’s workforce development system might be better coordinated.

SUMMARY


The Workforce Investment Act of 1998 (WIA) requires states to coordinate roughly 60 federal job training programs through a central, statewide workforce development board. It does not describe how the board must “coordinate” programs. The board could meet this requirement by assuming a major role in planning and evaluating job training programs. For example, it could be given the responsibility of approving state agency job training budgets. It could actively and continually look for areas of program duplication and streamlining possibilities. 


Or, the board could perform minimum coordination by monitoring which programs state agencies administer, compiling annual data, and making general recommendations.

This report offers 10 suggestions for better coordinating the state’s education and job training programs within the parameters of WIA.

Greater coordination and planning makes sense given that 16 state agencies administer approximately 58 programs and multiple programs provide the same, or similar, services to the same populations. But while the system’s critics believe the large number of programs and multiple-agency administration creates confusion and hinders program effectiveness, others believe that complexity alone does not indicate that the system does not work.


The system’s complexity is the result of several factors: (1) most programs are federally funded and states must apply federal rules in administering individual programs (154 federal programs have been created in the past 80 years); (2) some programs serve clients and others serve businesses; and (3) programs serve many client categories. The majority of these clients can be classified as either dislocated workers or disadvantaged adults or youth. Streamlining services for these clients seem possible. 


Some programs serve such distinct populations that combining or consolidating them with other programs appears unnecessary. These categories include prison inmates and individuals under the Judicial Department’s control, disabled individuals, agricultural education students, apprentices, Job Corps participants, and workers' compensation rehabilitation clients.


Appendix B illustrates how the state’s workforce development system currently operates. It is taken from a 1996 Program Review and Investigation Committee (PRI) report.

10 SUGGESTED COORDINATION METHODS

The following 10 suggestions are explained in more detail below.


1. Strengthen the Connecticut Employment and Training Council’s (CETC) role in the workforce development system by (a) requiring it to periodically review the state’s education, employment, and training programs and recommend methods of streamlining programs and eliminating duplication of services and (b) funding additional professional staff to help it carry out its function.

2. Establish a system that requires most or all state agencies to submit their annual job training budget proposals to CETC for its approval, disapproval, or modification. Require CETC to submit a final multi-agency job training program budget to the General Assembly to receive a single state appropriation, which it would pass through to the agencies.

3. Eliminate CETC and establish a new board in conformance with WIA.

4. Consolidate several programs. 

5. Transfer many programs to the state Labor Department (DOL).

6. Reduce the number of regional workforce development boards (RWDBs).

7. Establish uniform performance measures that all state agencies must use in evaluating programs.

8. Improve the capacity of information and case management systems.

9. Establish a broker system under which individuals knowledgeable about all educational, employment, and job training programs receive a commission for placing clients in a program once the client successfully completes the program.

10. Create an outreach and marketing project that pulls more people into the one-stop system.

1. STRENGTHENING CETC’S ROLE IN WORKFORCE DEVELOPMENT SYSTEM


CETC was created in 1989 with a statutory mandate to plan, coordinate, and evaluate training programs. It consists of 24 members whose terms are coterminous with the governor’s. A majority of members represent business and the remaining members represent state and local governments, organized labor, and education and community-based organizations, including a community action agency representative. Under prior law, 30% of the commission’s members had to represent business; 30% state and local governments; 30% organized labor and community-based organizations; and 10% the public. 

WIA requires a state to either establish a new statewide board that meets WIA’s membership requirements or retain its existing board. In either case, by July 1, 2000 the board assumes responsibility for coordinating approximately 60 federal employment and training programs as well as several adult education programs. The board must also develop the state’s workforce system.

If the state retains CETC, it could place new performance requirements on it and fund professional staff to help it perform its function. Performance requirements could include meeting a specified number of times annually and submitting an annual report to the General Assembly that specifies what efforts it made to identify and remove duplicative procedures or implement streamlining initiatives.

1996 PRI Findings and Recommendations

A 1996 PRI report on state-funded job training programs criticized CETC’s performance. It stated that the commission failed to coordinate programs. In support of this statement PRI noted that CETC played no role in developing or implementing a $16.8 million DSS program and its meeting minutes showed that it rarely discussed non-Job Training Partnership Act (JTPA) programs. It also stated that CETC failed to foster interagency cooperation and RWDB participation in developing the state’s workforce development system. 

PRI made the following findings:

1. CETC stopped functioning in June 1995 [it has been operating again for about two years];

2. Labor Department staff have been exercising the CETC’s authority and meeting its responsibilities since June 1995;

3. CETC, even when it was functioning, did little to comply with its mandate to plan and coordinate training activities beyond those related to JTPA; and

4. In the absence of an aggressive central authority at the state level, the incentive for state agencies to cooperate in the development of job training and employment programs is limited to what each agency considers to be in its own self-interest.

Based on 1997 PRI legislative recommendations, the General Assembly required CETA to (1) meet quarterly; (2) evaluate and submit annual report cards on job placement programs to the Office of Policy and Management (OPM) and legislative committees; (3) review and comment on employment and training programs enacted by the General Assembly; (4) recommend budget targets to OPM and the Appropriations Committee for helping employers with training needs; and (5) cooperate with the Permanent Commission on the Status of Women, the Commission on Human Rights and Opportunities, and the RWDBs to regularly measure whether there is gender or other systematic bias in state-supported job training programs (PA 97-256).

2. CETC CONTROL OF AGENCY JOB TRAINING BUDGETS

Another possible method of strengthening CETC is to establish a funding procedure that requires most or all state agencies to submit their annual adult education and employment and job training budgets to CETC for its approval, disapproval, or modification. CETC could then submit a unified workforce development budget to the General Assembly and receive a single state appropriation that it would pass through to the agencies.

3. ELIMINATING CETC

While WIA allows states to retain existing statewide boards if they are functioning well, the General Assembly could decide to repeal CETC’s statutory authority and either (1) establish a new board as prescribed in WIA or (2) seek a federal waiver to establish a board with a different composition than that prescribed in WIA. 

WIA requires a new board to consist of (1) the governor and (2) two members from the Senate appointed by the Senate President and two from the House of Representatives appointed by the speaker. In addition, the governor makes the following appointments:

1. business representatives (WIA does not specify the board’s size, but business representatives must comprise a majority and the board’s chairman must come from this category. The governor can select business representatives only from a list generated by state business associations. The list can only include business owners or executives who have (a) significant policymaking or hiring authority and (b) represent leading industries in the state with job opportunities. Local workforce board members can sit on the state board.)

2. town mayors or selectmen,

3. labor union representatives who are nominated by state labor federations,

4. individuals who have experience with youth activities,

5. leaders of community colleges and community-based organizations and others experienced in providing job training programs,

6. commissioners of state agencies responsible for oversight one-stop centers, and

7. any other individuals or state officials that the governor chooses, including officials in charge of economic development and juvenile justice programs.

4. CONSOLIDATE SEVERAL PROGRAMS

Some programs could be consolidated. For example, the state could merge three on-the-job training programs for businesses into one program administered by one agency. The programs are DOL’s Customized Job Training program, the Connecticut Development Authority’s (CDA) Job Training Finance program, and the Department of Economic and Community Development’s (DECD) Manufacturing Assistance program. Another possibility is merging DOL’s Labor Exchange program with the state Department of Higher Education’s (DHE) Education and Employment Information Center. We can provide you with other possible consolidations. 

5. TRANSFER SEVERAL PROGRAMS TO DOL

One response to the belief that too many state agencies handle job training programs is to put more programs under one roof. The state could move some programs from DECD, CDA, DHE, DOT, and DSS to DOL to minimize the spread of programs across agencies.

6. REDUCE THE NUMBER OF RWDBs

Reducing the number of organizations participating in overall planning and service delivery streamlines the system. Currently eight regions have a RWDB.

7. UNIFORM PERFORMANCE MEASURES

WIA establishes four performance indicators relating to adults and dislocated workers and three for youth activities. The U.S. labor secretary negotiates the expected performance levels for each indicator with each state. States then negotiate expected levels of performance with each local area. The state could require CETA (or its successor) to implement the same performance levels for all other job training programs.

PRI’s 1996 report found that the 16 state agencies administering programs develop their own program measures, outcomes, and standards for non-JTPA programs. As a result, it noted, a multiplicity of individual performance monitoring and evaluation systems currently exists for all programs. It also found “no evidence of a rigorous system for evaluating the performance of the programs on a macro level.” 

8. INFORMATION AND CASE MANAGEMENT SYSTEMS


The following three methods of information collection could be used to better monitor how well programs are serving clients and improve inter-agency cooperation. First, WIA requires, with a few exceptions, training providers for adult, dislocated worker, and youth programs to give the state the following information to receive WIA funds:

a. program completion rates for all participants;

b. the percentage of all participants who find unsubsidized work;

c. wages at the time of placement;

d. retention rates in unsubsidized jobs six months after placement;

e. wages at six months of work; 

f. where appropriate, graduate rates of certification, licensure, attainment of academic degrees, or attainment of other measures of skills, of graduates; and

g. program cost information, including participation tuition and fees. 

The state could require all other training providers to supply the same information to state agencies. 

Second, the state could establish a statewide database that monitors client use of education, employment, and training programs. Agencies and providers could enter information as the client moves through the system and could document his progress. The system could be also be used for determining whether performance standards are being met.

Third, agencies could be required to adopt formal policies requiring their regional staff to proactively interact with RWDBs. State law requires agencies and RWDBs to work cooperatively with respect to job training programs. DOL also asks agencies to provide CETC with specific information about their job training programs, which the commission then forwards to the RWDBs. The boards must provide state agencies with regional plans related to job training, along with other data. This exchange of information is supposed to help RWDBs in their overall planning and coordination efforts within their regions, as well as to ensure that state agencies are kept apprised of local efforts. PRI reported that several state agencies do not have formal policies directing regional offices to provide RWDBs with information. The degree of interaction between the agency and RWDBs is left to individual agency regional directors.

9. BROKER SYSTEM

The state could create a system that certifies certain individuals to act as a broker between a client and a training provider. The broker would receive a commission from a state agency or CETC every time a client successfully completes a program or gets and keeps a job. Brokers would be knowledgeable about all available educational and training programs and how to access them financially. 

10. MARKETING INITIATIVE

The state could draw more clients to its one-stop centers and educational and training programs by establishing a marketing campaign 

that includes television, radio, and bus advertisements. This would promote a single customer entrance to the workforce development system.
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