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AMessage fran Bill Hansen

Since its founding in 1960, USA Funds has supported students across
the country seeking educational opportunities to improve their lives
and achieve the American Dream. Today, too few students and workers
are able to achieve that dream. ["k latest data from the Bureau of Labor
Statistics shows that there are 5.4 million job openings throughout the
United States, up from 2.7 million openings in March 2010. Yet many
students and workers cannot [nlf steady employment because they lack
the skills necessary for success in the workplace. To build a 21st century
economy we need a 21st century workforce, and that means we need
21st century solutions.

USA Funds is driven by its mission, “Completion with a Purpose.”
Education without real-world applicability or the ability of college graduates to launch a career will
not yield the results we need to continue to grow the American economy. We must improve the
alignment between what is learned in the classroom and what is needed in the workplace if we are to
close our nation’s skills gap.

Employers have recognized this critical link, and that is why business leaders are sitting down with
our nation’ educators and the job trainers in the public, private, and nonproctors, as well as with
policymakers at every level of government to do something about it.

[“Fough our partnership with the U.S. Chamber of Commerce Foundation on the Talent Pipeline
Management initiative, we have seen [£thand how the employer community has come together to
begin to implement demand-driven solutions that streamline the connection between employer needs
and education and training programs, resulting in stronger career pathways and better prepared workers.

[“Fough the application of supply chain management principles, Talent Pipeline Management includes
strategies that improve communication between employers and education and training partners,
provide clear metrics for measuring partner e(ettiveness, and better align incentives to encourage
both the public and private sectors to make real changes to their education and workforce systems.

We are proud to partner on this initiative, and we hope that the readers of this guide will be inspired
to begin executing these solutions in their own communities. Together we can [xlthe national skills
gap and secure America’s place in the world as an economic powerhouse and land of opportunity for
generations to come.

(hettds Opta aie

William D. Hansen
President and CEO
USA Funds

UsSAFunds
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Today, the stability of the American economy faces an imminent and dire threat. [k skills gap is
hindering the growth and competitiveness of our companies, and shortcomings in our education and
workforce development systems continue to widen the gap. Our country Cnlis itself increasingly in an
unsustainable position, with a growing number of students who are struggling to manage their
transition to employment and businesses that are desperate for new workers.

[“is challenge must be met by those who have the most at stake: members of the business
community. To that end, the U.S. Chamber of Commerce Foundation (USCCF) launched a new
initiative to explore a vision for demand-driven education and workforce systems—aone that yields
more e[‘etive employment transitions for students and a better prepared workforce for all employers.

On November 19, 2014, the USCCF released its report Managing the Talent Pipeline: A New
Approach to Closing the Skills Gap, which issued a call to action for employers to play an expanded
leadership role as end-customers of talent supply chain partnerships. [lis approach—a bold departure
from prior practice—promotes employer-led action by proactively organizing and managing a
preferred provider network of education and workforce partners that are measured and rewarded
based on their ability to deliver a skilled workforce.

[“Fough bold leadership and transformational change, employers can and must lead the way to stem
the tide and close the skills gap. time to act is now. But, where do we begin?

USCCF—and our partner USA Funds—have started a growing movement of employer-led networks
operating across the United States. To support these networks—and others like them—USCCF
developed this implementation guide, which focuses on six leading strategies for building employer
capacity as end-customers of talent supply chain partnerships.

As USCCF continues to promote and expand demand-driven solutions, we hope that this
implementation guide is an important step forward in building the next generation of employer-led
education and workforce partnerships to meet the skills gap and workforce challenges of our time.



Quide Qrerview

[““§s implementation guide builds on the foundation set forth in the 2014 white paper, which
identil'ei how employers could leverage lessons learned from supply chain management and apply
them to their education and workforce partnerships. [k strategies identiledi in the current guide
expands on this work and shows how key practices in supply chain management can inform employer
action in organizing and managing the talent pipeline.! See Figure 1.

guide is divided into six strategies that employers can use to be more eleftive end-customers of
education and workforce partnerships. While each strategy can be pursued independently as a best
practice, the strategies are intended to be coordinated as a systemic supply chain approach.
Implementing the strategies in the recommended order will optimize the benel#d received by
employers. See Figure 2.

Many of the strategies can be implemented by an individual employer, though they are designed to be
shared activities among a consortium of employers. Small to midsize businesses will CaH immediate
benel#d in coordinating their eCakts, while larger employers will CaH economies of scale and market
leverage when working in concert with other employers to close the skills gap.

Each strategy begins with a description and de[nltion. From there, each is divided into three steps
with two levels of practice: Getting Started and Advanced Practice. Because users may be starting with
diletent experiences, the guide is designed as a roadmap to help users achieve a more advanced level
of practice relative to their unique starting points. [k authors recommend that users follow the steps
sequentially and focus their elakts (£t on moving through the Getting Started practices. However,
users may customize their approach and engage at the Advanced Practice level based on their needs
and abilities.

[“Foughout the guide are examples that exemplify best practices from the national learning network.

Finally, the concluding chapter, “Putting It All Together,” demonstrates how each of the strategies
combines to form an employer-led talent supply chain approach.

1. [Zlis guide builds upon of the arguments and references included in the previously released white paper, which can be
accessed by visiting www.[ ETalentSupplyChain.org. [k white paper citation is included below. Also referenced is a recently
released U.S. Chamber of Commerce Foundation publication on analyzing talent Calvs, which informs the methodology
and Ellres described under Strategy 4.

Jason A. Tyszko, Robert G. Sheets, and Joseph B. Fuller, Managing the Talent Pipeline: A New Approach to Closing the Skills
Gap (Washington, D.C.: U.S. Chamber of Commerce Foundation, 2014).

Andrew Reamer, Robert Sheets, and David Stevens, Analyzing Talent Flow: Identifying Opportunities for Improvement
(Washington, D.C.: U.S. Chamber of Commerce Foundation, 2015). Figures included under Strategy 4 are sourced, with
minor modiCedtions, from the same paper.



Foure 1: Supply Chain Management/Talent Pipeline Management (TPM) Principles and Srategies

PRNJPLES

1. Supply chains drive conpetitive advantage theyarenat a 1. Gonnect your talent strategy toyour business strategy
cost of daing business. toinprove competitiveness.

2. Supply chain netwarks creste shared value and 2. Qganize and manage [&lible and respansive partnerships
copetitiveness across all partners. with preferred providers to create shared value

3. Ehd-to-end metrics and aligned incentives inprove 3. Shared messures and aligned incerttives improve perfarmance
perfarmance across the supply chain. o education and warkfarce partners.

1 Jint Suradng 1. Qganize Brployer Gdlabaratives
Improve merket leverage as a graup and achieve econamies o Form new employer dliances to menage the talent pipdine
scalein saurcing and purchasing of praducts and services. around a shared nead.

2. Ehgage in Demand Hanning

2 Han ) . o -

Ferecasst dermend for prociucts and servioes. Identifywhich positions and capahilities tofocus onand how
manyworkers are needed.

3. Develgp Sourcing Reguirements 3. Gomrunicate Gonpetency and Qredential Requirements

Develop specil Etions for products and senvices that are Specifywhat warkers need to know; what they need tobe able

induded in procurement. todo, aswdl as what evidenceis needed toproveit.

4. Develgp Sourcing Networks 4. Analyze Talent Hons

Develap supply chain networks far supplying products and Identify current sources of qualil&dl talent and where there are

senvices based on sourding requirements. underutilized or alternative providers.

5 & 6. Implement Shared Rarfarmance Measures

5. Manage and Improve and Align Incentives
Manage and improve the creation, ddivery, and returns of Measure the success and return on investment (RQ) of
pracured products and services fram saurcing netwarks. thetalent supply chain, and improve parfamance thraugh

renards and incentives.
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Figure 2: Coordinate Strategies for Talent Supply Chain Approach

2. ENGAGE IN DEMAND PLANNING

Identify which positions and capabilities
/ to focus on and how many workers
are needed to fill them

/ /’f\\( 3. COMMUNICATE

6. ALIGN
INCENTIVES COMPETENCY
Improve AND CREDENTIAL
performance REQUIREMENTS
Specify what workers

through rewards

and incentives need to know and be able

1. ORGANIZE EMPLOYER to do as well as what

COLLABORATIVES evidence is needed to
Form new employer alliances H‘ prove it

to manage the talent pipeline
\ aroimd a shared need

\\/J.

5. IMPLEMENT SHARED 4. ANALYZE TALENT FLOWS
PERFORMANCE MEASURES Identify current sources of qualified

Measure the success and ROl of ( talent and where there are
2 the talent supply chain underutilized or alternative
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Srategy 1. Qganize Brployer Gdlabaratives

While there have been numerous attempts to better manage and engage the employer community, there
has been limited success to date. Understanding how to organize and involve employers—particularly
small to midsize enterprises— is key to successful talent pipeline management. However, attracting
and sustaining employer engagement has long been a challenge for policymakers, education and
workforce partners, practitioners, and philanthropy alike.

For example, education initiatives have typically organized career pathway-related intermediaries that
only allow for employers to play an advisory role (e.g., via career and technical education advisory
boards). Similarly, workforce development elakts have mainly taken the form of sector-based
initiatives that engage employers in a region to advise the public on industry needs and priorities
(e.g., via workforce investment boards). Both systems have yet to leverage the full potential of
employers.

Economic developers, commerce agencies, and business associations (e.g., chambers of commerce)—
motivated by a need to stay competitive—have also organized the business community to gain a
better understanding of education and workforce development needs. More recently, philanthropic
and community-led initiatives have generated a new wave of collective impact el‘akts, such as the
StriveTogether network.

Under talent pipeline management, new employer collaboratives take the place of the traditional
advisory board or collective impact elakt. Collaboratives represent a signiﬂnt shift in thinking
around employer engagement. Rather than having third-party organizations “bring employers to the
table,” talent pipeline management calls for new partnerships formed by employers for employers.

Employer collaboratives serve a consortium of businesses by managing the groups demand for talent
and by brokering preferred provider relationships based on performance and return on investment
(ROI). [Cls requires that they be member-driven organizations composed of and governed by
businesses that are direct recipients of the services provided by the collaborative. Collaboratives bring
a unique value proposition to member companies by organizing and managing the talent pipeline asa
shared activity. See Figure 3.

[l also means that the activities of the collaborative are ultimately [nbnced by member dues or
through member-driven fundraising—though they may initially be supported by seed investment
from government or philanthropic sources. See Figure 4.

[k Cedt step for any collaborative is to identify an area of focus—a shared talent need where it makes
sense for employers to come together around a solution. Collaboratives can be organized in many
ways, depending on employer need and member characteristics. For instance, they can be organized
by industry sectors (e.g., manufacturing, energy, health care); by business capabilities that are
contained within or across sectors (e.g., manufacturing production, product design, therapeutic
services, or IT network administration); or around supply chains (e.g., a large company and its
supplier network, including small to midsize enterprises). See Figure 5.

Employer collaboratives further dilefentiate themselves through a speci|E|set of activities that add
value for their business members. [kse activities include coordinating demand planning,
communicating competency and credential requirements, back-mapping talent Calvs, del'ning shared
measures, and aligning public and private incentives (each described in the guide).



By joining collaboratives, businesses can maximize their leverage in negotiating talent supply chain
solutions with preferred providers and other stakeholders, such as public-sector education and
workforce agencies. [ s is a critical leverage point for small to midsize enterprises that often lack the
time, bandwidth, and volume of need to inlibnce the responsiveness of education and workforce
systems. See Figure 6.

HIGHUGHTS

Brployer engagement in education and warkfarce systems remeins a constant challenge.
Brployer cdlabaratives pose a newand innovative demand-driven sdution to employer engagement.

Qganized by business far business, employer cdlabaratives provide senvices that aretargeted tomanage
demand for talent aswel as far preferred provider partnerships.

Step 1: Establish the need for an employer collaborative and identify its focus based on targeted
capabilities and positions that drive competitiveness.

Getting Started: Make a decision on where to focus your talent pipeline strategy, starting with one to
two critical business functions (e.g., manufacturing production) in one to two sectors (e.g., health
care). See Figure 7.

Advanced Practice: Expand focus to include additional business functions and sectors while
establishing clear guidelines for how to manage changes in focus.

Step 2: Identify the organization that will serve as a pilot employer collaborative. Develop a long-
term collaborative solution based on proven ability to add value to employer partners.

Getting Started: Identify an existing organization that can serve as a “host” (e.g., chamber of
commerce) to advance the work of a pilot collaborative. Supported through seed funding, this pilot
collaborative will demonstrate the value of having employers work together.

Advanced Practice: Formalize partnerships either by transitioning an existing organization to play
the convener role or by forming a new organization. [“s includes developing a long-term business
model and plan (e.g., (Bhnce, sustainability, recruitment, etc.).

Step 3: Prioritize and coordinate planning activities and practices that position and support
employers as end-customers of talent supply chain partnerships.

Getting Started: Begin by engaging in a demand planning exercise; then organize employer needs by
competency and credential requirements (see Strategies 2 and 3).

Advanced Practice: Next, map where employers currently get their best talent; then, develop and align
measures and incentives to manage and improve provider performance (see Strategies 4, 5, and 6).



Value Proposition for Qrganizing or Joining an Employer Gollaborative

Sronger brand recognition when recruiting talent: Janing a cdlabarative can improve an
individual business’ visihilityto providers, praspective warkers, and students.

Inproved leverage when engaging providers and public-sectar partners: Wrking
cdlectively, businesses are better equipped to engage with providers and public partners
araund shared needs with a dear and consistent message.

with trusted provider partners.

Qearer communication around talent needs and requirements: Brployers can better share
ther jab prgections and talent nesds—indluding competency and credertial reguirements—
Easier management o business risks with preferred partners: Together, cdlabaratives
manage internal and external risk factars and ensure a stable and trusted supply o carear-
ready jab candidates.

Shared capacity building araund newtalent management practices: Bnrployers learn and
improvetagether as peers to better engage in talent supply chain practices, tap new saurces
d talent (eg., increase diversity), and managethetalent pipdine.

Mrginia’'s Governor’'s Gompetition for Talent Solutions

In the next decade, Mrginia employers will need to hire 1.5 million newwaorkers tomeet thair warkfarce
needs. Understanding the need far action, Governar Terry MeAUliffe has taken a number o stepstoareate
a business-driven warkfarce systemthat is focused on building the skills enployers need to sucoceed in
today's econamy. In addition to setting state goals to signil antly increase the credentialing levels of
Mrginia’s students and warkers, McAUliffe has adapted the TPMprindiples as part of a newpildt initiative,
the Gvernar's Conpetition for Talent Sdutians.

This prgiect, the [t in the nation, is an attempt by state government to move resaurces intothe
business communityin arder to build the capadity of employers as custamers o education and warkfarce
systes. Higible entities for the competition indude local chambers of commerce and econamic

devd gpment arganizations that can bring employers tagether around warkfarce sdutions.

This effat demonstrates the poner and leadership of government in catalyzing new cdlabaratives that
areled by business far business. Mrginia recognizes that dasing the skills gap will require a new
leadership rdefar the business community, and state government can be a key partner in seading a new
demand-driven infrastructure to menage the talent pipdine



Houre 5: Selecting an Employer Qollaborative Focus

Qganizational Model

By Business Capahility
©-0.6000
By Supply Chain Sppliee—Manufacture—Distributo— Retailer
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Houre 6: Brployer Engagement Intermediary Models

Gollective Impact

Enhance brand through caparate sodal respansibility;
receiveindirect benel 4 froma stronger labar pod,
and engage employees in cammunity senvice

Career Pathway Initiatives

Receiveindirect bene 14 fram a stronger labor
pad by having institutions and pragrams better
aligned tomarket needs

subocammittees that may ar may nat be staffed
by business

» K-12 schad
. S o Community cdleges

» Community cdleges

o « For-prd £bdleges
« Lhiversities }
. Nrrd 8 « Technical cdleges

.pr * Caresr and Technical Education
" B cB ans
 Prilanthropy o pra
« Betted ol @his eSS
Acaommittee o diverse stakehdders and

An advisary board that is staffed or led byan
education provider ar agency

* St goals and de B chjectives « Raviewlabar merket data

* Manage cammunications « Infarmand validate program need and
* Qonvene camunity stakehdders curriculum

* Advocate  Advacate and recruit for program

* Fundraise * Fundraise

* Fhilanthraoy » Satefederal grants

 Dnations « Education operating funds




Industry Sector-Based

Partnerships

Enployer Gollaboratives

Receiveindirect bend 1 froma stronger
labar pad by having adult education and
warkfarce institutions and programs senving

Advacate far shared eoonaric deve goment
interests and pdicy dyjectives—induding
education and warkfarce devel goment priarities—

Manage demand far talent and coardinate
perfarmance-based preferred provider netwarks

. . + .
aspeu@rdﬂrysedcrbe:terahgmto vl as e ity on behalf of a consatiumd enployers
merket nesds 0

» Wirkfarce boards

. |IdH rymatlms . Bus e

- o jversit " Industry assodations Industry asscdiations

. mwwlm@unmtle . icdevd coprations ry .

» Satewakforce agencies + Econamic develgpment carparations

o Commerceautharities

Abcerd staffed by awarkfarce agency and
accasionally chaired by a business menber
with related task forces

Board of directars with an independent staff and
camposed primerily of business arganizations

Business mamber board ar committee arganized
by sectar, cross-sectar, ar supply chain

* Reviewlabar merket data
o St workfarce goels, pdidies, and priarities

o Gommunicatetheinterests o business
* Advocate far econamic groath

* |dentify critical needs and establish mission
and focus

f i o« e benchmark

r pubic systens . « Advocate for education and warkicroe refarm sueessand pregress
« Inventay and validate pragram dfferings Failitate events and medtinas vith ity * Vanage demand for talent
« Review pragram perfamance e * Broker preferred-provider partnerships
» Sate/federal grants  Mamber dues  Mamber dues
« Wirkfarce aperating funds « Philanthropy « Seed funding from nonprd 18
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Houre 7: Quiding Questions for Identifying Srategic Positions

w W O w w w w

W\hich capabilities are most critical far business sucoess?

Which pasitions drive those capahilities and carry aut the most critical wark?
Dovacandies in these positions signil &ntly impact the success of your business?
Aethese pasitions hard to 1] or is competition far these positions signil &nt?
Wil these pasitions experience signil &nt changes in skill requirements?

Is there a nead totap into new saurces far these positions (eg., increase diversity)?



Srategy 2: Ehgage in Demand Hanning

What type of talent do we need, and how much? Answering these questions has been a challenge not
only for employers trying to manage their growth, but also for governments attempting to align
education and workforce systems to the needs of the economy. As an added challenge, a constantly
changing business environment with increased automation and near constant changing of hiring
needs and skill requirements further complicate matters.

For employers, workforce planning has long been the practice of companies seeking to anticipate their
most urgent talent needs based on business forecasts. Leading employers have shifted their focus away
from narrow job titles to broader business capabilities (e.g., industrial maintenance, software
development) carried out by a cluster of jobs organized around skill sets that change over time.
However, this information is often treated as proprietary and not normally shared with other
companies and talent providers.

At the same time, governments have developed short- and long-term industry and occupational
projections that estimate future job openings from growth, stal“g patterns, and replacement needs.
Recently, some government agencies have begun to supplement these projections with more real-time
labor market information tools. Employers and industry associations are often asked to play an
advisory role to government in the development of these projections.

[“Fough a process called demand planning, talent pipeline management envisions a stronger and
more direct role for employers in developing and communicating forecasted talent needs. Demand
planning builds on leading practices in employer workforce planning so that employers can better
determine and communicate their needs with preferred provider networks.

Demand planning is the process employers follow—whether independently or through a collaborative
—to develop, compile, and communicate demand forecasts of job openings for those positions that
drive their competitive advantage. In order to link talent strategy to business strategy, this activity must
be carried out through a company-wide process involving decision makers from all major business units.

[ Ise forecasts are based on the anticipated increase in the number of open positions because of
changing business conditions, such as anticipated growth; changing stal=dg models (e.g., nurses
taking point on primary care services over physicians); changes in skill requirements; and expected
replacements due to turnover or retirement. In addition, these forecasts incorporate a risk-
management assessment where each critical job forecast is rated based on the likelihood that
forecasted openings may signil'eantly increase or decrease due to changing market conditions.

Unlike government labor market surveys that rely on long-term, big-picture estimates or that pull
analytics from job board postings, demand planning emphasizes short-term and dynamic forecasting
with constant revisions based on the latest information coming directly from those employers that are
seeking to [Allpositions. Employer-led demand planning is complementary, and a value-add to the
existing survey methods that are used in most states today.

In addition, demand planning provides a starting point for continually improving such professional
practices as developing more consistent job del’altions and forecasting methods, as well as
communicating risk and uncertainty. When organized by collaboratives, demand planning provides
new opportunities for employers to share best practices, aggregate their forecasts, and communicate
these combined forecasts to external education and training providers without divulging proprietary
information.
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HIGHUGHTS

Forecasting demand far talent has lang been a challenge far eployers and governments,
Damand planning provides a sdution that is a shared, employer-led activity within a cdlabarative.

Knoning what type of talent is needed, howmuch, and at what level is the [t stepin building
employer capacity as an end-custarer.

Step 1: Segment workforce and target capabilities and positions that drive competitiveness.

Getting Started: Build trust in the collaborative by selecting a limited number of capabilities and
positions that consistently rank high in terms of criticality, have longer lead times, and are
undersupplied. See Figure 8.

Advanced Practice: With a track record of success in place, focus on those capabilities and positions
that have a medium ranking in terms of a skills gap and that may only apply to a subset of employer
collaborative members.

Step 2: Survey employers about their short-term job opening forecasts and aggregate these forecasts
across member businesses.

Getting Started: Begin with a survey asking for total job openings and the percentage of these
openings due to (1) new jobs added or (2) replacements, with some guidance on how to develop
these forecasts based on best practices in workforce planning. See Figure 9.

Advanced Practice: Provide employers with guidance on leading practices in workforce planning and
expand survey by asking employers to identify the level of planning risk associated with forecasts as
well as possible internal and external risk factors that may change these forecasts. See Figure 10.

Step 3: Communicate survey results with collaborative member businesses and stakeholder partners.

Getting Started: Communicate the forecast survey [iaHings to member businesses and stakeholders
without compromising individual-level employer information.

Advanced Practice: Build in risk assessment and develop new visual representations of the data to
communicate not only the type and amount of positions/capabilities needed, but also the risk factors
informing the forecasts.



Houre 8: Identify Core Capahilities and Rank Critical Jobs for Demand Flanning (Manufacturing Example)

Avilabilityof | Total Priority

Talent Supply Ranking

Machinist Moderate 18 months Mxerate Hgh
WV der Hgh 12 manths Low Hgh
BEngineer Mxderate 6years Hgh Moderate
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Houre 9: Exanple Job Projections—\ermilion Advantage’s Manufacturing Collaborative

As part o its senice difering to member companies, \Vearmilion Advantage—farmed in 2002 frana
merger between the Danville Chamber df Gommerce and the lacal Econamic Devel opment Gorparation—
has arganized faur employer cdlabaratives tomanageits cdlective demand far talent.

Each year, \ermilion Advantage surveys its member campanies by dusters—manufacturing, logistics,
health care, and IT— to conpile shart-term demand farecasts that can be shared sdectivlly with its
preferred providers. This pracess has improved hiring practices and has transfarmed howthe business
cammunity engages With education and training providers.

Bdowis an eanpled ane d the demand planning sunvey instruments used by \érmilion Advantage's
sectar edlabaratives far manufacturing:

January 2015-December 2016 Job Projections Survey

Assemble—Rroduction 30 k) X
Drafte-Mechanical 2 1 X
Engineer
Driver—Tractor 55 112 X X
Hectrical Gontrds :
(] [ ]
o 1 7 X X X =] =]
Hectridian 1 3 X X
Hectranic Technician 2 5 X X
Mechinist 19 3 X =]
Ma'“.a.'e" o 1 6 X X =]
Technician




Houre 10: Demand Planning Rsk Management—CBADand MBADC Industry Game Changers

The Mchigan Energy Wirkfarce Devel opment Gonsartium (VBADCG) s part of a national netwark of state
energy warkfarce consartia supparted by the Ganter far Energy Werkfarce Develgpment (CBAD). The state
consartia use awarkfarce planning pracess devel gped by CBADto analyze shart- and long-termwarkfarce
needs o the energy companies represented in the state consartia. This infarmation is shared sdectively
with sponsared education and training providers that are alsomenbers of the state consartia.

Akey companent of the CBADwarkfarce planning process that is utilized by MBADCand ather state
consartiais the consideration o risk factars known as “game changers.” These game changers are
composed of bath internal and extemal factars that can change the prgiections signil & ntly and need to
be accounted far. By leveraging risk management as part of ther prgections, employers can wark more
effectivdywith thar preferred education and training partners to cammunicate ther demand across a
variety df paential cantingendies.

Edernal Game Changers Internal Game Changers

Gid Modemization Aging Wirkfarce
Generation Mx/ Carbon Management Mergers/ Acoyisitions
New Build Sgnil&nt Qganization Decision
Regulation/Rdicy Changes Adoption of New Techndagy
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Srategy 3. Communicate Competency and
Credentialing Requiremants

One of the common themes re(&dted in workforce discussions today is the lack of qualiledi candidates
for open positions. For employers, it is not a workforce shortage issue; rather, it is a skills shortage. It
is a mismatch between what employers need and what existing and emerging workers know and can
do. One major employer concern is whether applicants meet the competency and credentialing
requirements needed to be considered qualilédl candidates.

[:“Ere is no shortage, however, of debate on the cause of the problem. Some argue that the skills gap is
due to increased hiring requirements (e.g., credentials and experience) by employers that reach
beyond what is necessary. Others argue that employers are not providing sul:dient information on
these requirements in job postings and other forms of “signaling.” Still others point to the limitations
of human resource processes and tools that identify candidates based on automated applicant
screening systems.

On the public education and workforce side, some argue that providers do not modify their programs
to meet the needs of employers even when employers provide information on their hiring
requirements. Federal and state governments have recently tried to address this issue by promoting
the use of “industry-recognized” competencies and credentials, but they have not been explicit with
respect to what “industry-recognized” means (e.g., Workforce Innovation and Opportunity Act
[WIOA] implementation).

Talent pipeline management provides a new approach to address both sides of the problem by
improving employer practices for communicating competency and credential requirements linked to
hiring. Building on the previous demand planning exercise, which forecasted job openings for the
most critical positions, employers can now more clearly communicate or signal their competency and
credential requirements—as well as any related work experience—associated with those positions.
numerous bene[#d of this approach include the ability to inform the development of streamlined and
transparent education and training programs that yield candidates who are a better (% hnd reduce the
need for and costs associated with retraining.

Central to this solution is the need for employers to develop a shared language to describe their hiring
requirements so that they can more clearly communicate to both providers and candidates what
people should know or be able to do to perform a critical job. Competencies have two major
components: (1) critical work tasks or activities and (2) the underlying knowledge and skills necessary
to perform those essential activities—including employability skills commonly referred to as “soft
skills” (e.g., communication and team work). [ lese tasks and skills’knowledge may be required at the
point of hire of a novice worker, or they may be required after an onboarding process and attained
through work-based learning, additional training, or experience. [*kse are key distinctions in
understanding the hiring requirements.

Credentials include academic degrees and certil'chtes, industry certilehtions, licenses, and
microcredentials (e.g., digital badges). Credentials are used primarily to signal to employers that a
credential holder has had their knowledge and skills validated by a trusted organization.

[“is is not to suggest that employers require the same generic skill set for an occupation title or that
they should shoot for an average [£kthe skills set for a nurse in one hospital system is not always the
same set as that in another). [k beneltbf this approach is that employers—working through a
collaborative—can use a shared language to specify how their needs are similar and, importantly,
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diletent. With this information, providers can develop education and training programs that are
standardized across common employer requirements, but that allow for mass customization to meet
the diverse needs of individual employers represented in a collaborative.

Moreover, changes to requirements can be communicated much faster, which enables responsiveness
and Cekibility across the talent supply chain.

HIGHUGHTS

Acaommunication breakdoan around hiring requirements is a central feature o the skills gap.
Qdlabaratives can hep employers desaribe their neads through a shared language:

Ashared language enables graups o erployers to cammunicate bath similarities and differencesin
their hiring requiremants.

Step 1: Create an inventory of competency and credential requirements related to the critical
capabilities and positions targeted in demand planning.

Getting Started: Working through the collaborative, compile competency and credential
requirements for new hires in targeted positions. Do this by using lists compiled from job
descriptions and prollds submitted by employers, resources from leading industry and certil'htion
organizations, and/or reports created by real-time labor market information vendors. See Figure 11.

Advanced Practice: Extend the inventory process beyond new hires to fully on-boarded and
experienced workers and extend the process to other positions identiledi through demand planning.

Step 2: Validate the inventory with employers to determine the relative importance of competencies.
[bn identify which credentials are either required or preferred and whether there are any related
work experience requirements.

Getting Started: Survey the most critical jobs identil'edi through demand planning and build an
inventory of competency and credential requirements; update as needed. See Figure 12.

Advanced Practice: Extend the validation process beyond new hires to fully onboarded and
experienced workers and extend the process to other positions identil’edi through demand planning.

Step 3: Finalize competency and credential requirements, noting where there are both similarities and
diletences for the employer collaborative members.

Getting Started: Develop a comparison chart that shows the standardized competencies and
credentials across all partners, noting which subsets of employers require variation on skill
requirements. See Figure 13.

Advanced Practice: Extend the [ablization process beyond new hires to fully onboarded and
experienced workers and extend the process to other positions identiled through demand planning.
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KY FAVE Conmpetency Gathering Exanple

Sncethe 1980s, Toyata's manufacturing fadility in Geargetonn, Kentucky, had been relying an hiring local
talent and pramating internally to keep the fadility running smoathly: In recent years honever, a changing
business evironment and shifting perceptions of the manufacturing industry shrunk the talent pod, and
Toytawas nolonger ableto [di an adequate supply of skilled talent tomeet its needs.

In response, Toydta partnered with Bluegrass Gommunity Technical Cdlegein 2010 to devel ap the Advanced
Manufacturing Technician pragram Thraugh an apprenticeship-style modd, students use nationally
recognized curriculum standards and saft skills training to be ready far the fast-paced, cdlabarative
warking environment of the production [&dr. Keytothe progran's success has been the detailed process
that Toyota used to gather and identify the critical competencies and skills that del féd the education
curriculumand training process.

This highly successful program has since been replicated throughaut the state via the Kentucky Federation
far Advanced Manufacturing Education (KY FAVE). Led by member manufacturing campanies, this
netwark utilizes a preferred provider netwark o training pragras totarget its wark-based learning
epaiences and saurcetalent. The programis nowbeing rdled aut in eight states.

nthenext pageis an early eanmple o thetype df competency gathering process that Toyata used, across
fadlities, toidentify shared skill requirements far a critical position.



Job: Toyota Graftsmen Duty 1: Mechanical Eguipment

1. Troubleshoat/repair/replace brakes and dlutches (dlectramechanical and mechanical) 1 Y 2
2. Traubleshoat/repair/replace gears 3 M 1
3. Traubleshoat/replace belts, sheaves/pulley 3 w 1
4. Traubleshoat/meintain chains and sprockets 3 W 1
5. Traubleshoat/repair/replace cams 0 N

6. Traubleshoat/repair/replace seals and o-rings 4 W 1
7. Troubleshoat/repair/replace bearings and bushings 4 W 1
8. Traubleshoat/repair/replace shafts 4 W 1
9. Refarmalignment and balancing 4 D 2
10. Traubleshoat/repair/replace matars (ACand DO) 4 D 1
11. Meintain couplings 4 D 1
12. Meintain fans 4 D 1
13. Install/maintain valves (cut-dff, pressurerdief...) 4 D 1

Dr. Annette Parker, Former Executive Drectar of AVITEC, Industry—Education & Government Gdllabaration Hstarical Osenview (excerpts). (Chicago, 1L
Automative Manufacturing Technical Education Gllabarative, Decerber 2012).

Importance: 0= Nt Impartant; 1 = General Impartance; 2 = Inpartant; 3= \&yImpartant; 4 = Essertial
Frequency: N= Never; Y= early, M= Mathly, W= Weady, D= Daily

Level: 1= New, 2 = After Fve Years, 3= Smiar
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Skills for Jobs and Business Growth Houre 12: Example Competency and Gredential Needs Assessment

Please rate the following tasks for Computer Programmers | Software Please indicate your preferred industry sector experience, if any,

Developers in terms of importance, with 1 being very important and 5 being for Computer Programmers | Software Developers.

not important at all. Commercial  Government Government
Entry-Level Mid-Level  Senior-Level Defense Quvilian

Analyze user needs and software | | | | | | Entry-Level E] E] E]

rquirem-enFs t9 determine feasibilitly of Mid-Level E] E] E]

design within time and cost constraints.

Senior-Level D D D

Confer with systems analysts, engineers, | | | | | |
programmers and others to design system

and to obtain information on project

limitations and capabilities, performance

requirements and interfaces.

Please select the typical compliance screening or security clearance
required for the position of Computer Programmer | Software

Developer.
Design, develop and modify software I ] I ] I ] Entry-Level Mid-Level  Senior-Level
systems, using scienti¢c analysis and Con¢dential Clearance E] E] E]
mathematical models to predict and
measure outcome and consequences Secret Clearance D D D
of design. Top Secret Clearance D D D
Develop and direct software system | | | | | Sensitive Compartmented E] E] E]
testing and validation procedures, Information Clearance
programming and documentation. (san

Criminal Background

Modify existing software to correct I ] I ] I ]
errors, allow it to adapt to new hardware,
or to improve its performance.

Work Status Veri¢cation

Credit History

Conduct trial runs of programs and I ] I ] I ]
software applications to be sure they

will produce the desired information Q Jearance
and that the instructions are correct.

Polygraph

Other

Correct errors by making appropriate I | I | I | |:|

changes and rechecking the program
to ensure that the desired results
are produced.

O Oooood
O Oooood
O Oooood

Computer Programmer | Software Developer: Technical
Competency-Development Method
Entry-Level Mid-Level  Senior-Level

Perform or direct revision, repair, or I ] I ] I ]

expansion of existing programs to

increase operating ef¢ciency or adapt Scrum
to new requirements.

Agile

Write, analyze, review, and rewrite [ ] [ ] [ ]
programs, using workAow chart and

diagram, and applying knowledge of Other
computer capabilities, subject matter,

and symbolic logic.

Waterfall

O OO0
O OO0
O OO0

Write, update, and maintain computer | | | | | |
programs or software packages to handle

speci¢c jobs such as tracking inventory,

storing or retrieving data, or controlling

other equipment. LINUX

Computer Programmer | Software Developer: Technical

Competency-Operating Systems
Entry-Level Mid-Level  Senior-Level

UNIX
How many years of experience are typically required for this position,

Computer Programmers | Software Developer? OS X

0-3 3-5 10+ Microsoft

57  7-10
Entry-Level O O O O O Other
Mid-Level O O O O O
Senior-Level O O O O O

O OO0
O OO0
O OO0
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Computer Programmer | Software Developer: Technical
Competency-Programming Languages

Entry-Level Mid-Level  Senior-Level
C
Ct
C++
SQL
HTML5
HTML
Java
Matlab
JavaScript
Python
XML
Ruby
Swift

JQuery

Ooooodoooooood .
Ooooodoooooood .

Other

[ ]

Computer Programmer | Software Developer: Technical

O ODOdodooooooooood

[
[

Competency-Database Management Systems

Entry-Level Mid-Level  Senior-Level

MongoDB L] L] ]
NoSQL L] L] L]
Oracle ] H ]
PostgreSQL ] L] ]
MSSQL E] E] E]
MySQL ] ] |
Other

H H H

L 1

Computer Programmer | Software Developer: Technical

Competency-Other
Entry-Level Mid-Level  Senior-Level

Apache Hadoop
Apache Webserver
JBoss (WildAy)
Sharepoint
Wordpress

Other

[ ]

O Odoood
O Odoood
O Odoood

Please rate the following Professional Business Skills for
Computer Programmers | Software Developers at each
level, with 1 being very important and 5 being not important at all.

Entry-Level Mid-Level  Senior-Level
Critical Thinking I ] [ ] [ ]

Complex Problem Solving I ] I ] I ]

Teamwork and [ ] [ | [ |
Interpersonal Skills

Effective Communication [ | [ | [ |
in the Workplace

Project Management | | | | | |

Please indicate the typical minimum level of education required for
the position of Computer Programmer | Software Developer.

Entry-Level Mid-Level  Senior-Level

High School Diploma
Associate’s Degree
Bachelor’s Degree

Master’s Degree

Ooodn
Ooodn
Ooddn

Advanced Degree

Please describe any REQUI RED industry certi¢cations or
industry-recognized credentials not previously mentioned for
Computer Programmers | Software Developers and
indicate the experience-level (entry-, mid-, senior) for which
they are most relevant.

Please share any PREFERRED industry certi¢cations or
industry-recognized credentials not previously mentioned for
Computer Programmers | Software Developers and
indicate the experience-level (entry-, mid-, senior) for which
they are most relevant.

Credit: Hevate Virginia Project Team. NoVA Talent Pipeline
Management Initiative Survey (excerpts). Oct 2015.
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Figure 13 Analized Competency and Gredential List with Differentiation

-

Shared by Al Erployers

Gompetency 1
GCompetency 2
Qedential 1

~

¢
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N\

Additional for Brployer
GoupsA&B

Gompetency 3
Gompetency 4
Gompetency 5
Qedential 2

Qedertial 3

N

Bt

Additional for Erployer
GoupC
Gompetency 6

Competency 7
Qedertial 4
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Additional for Employer
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Gompetency 8
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Gonpetency 10
Qedertial 5

Qedertial 6
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Additional for Brployer
GoupB
Gompetency 11
Competency 12
Gompetency 13
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Qredential 7
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Srategy 4. Analyze Talent Hons

Where do | get qualiledi talent today? Where will I most likely get my talent in the future? More
often than not, these questions go unanswered by employers. For those who know the answers, this
information is usually not widely shared with other employers—especially not with competitors.

However, for employers dealing with chronic skills shortages, there needs to be another solution—one
that supports employer cooperation to identify and engage both public and private providers that have
the capacity and commitment to provide the right talent, for the right position, at the right time, and
in the right combination to become preferred providers in the future.

Currently, not all publicly funded education and training providers see themselves as playing this role.
But times are changing. [~kre is a growing movement among policymakers and consumers who are
demanding greater accountability from these partners. results can be seen in the massive
investment in state longitudinal data systems, the movement toward performance-based [abncing,
increased spending on RO studies and calculators, and an increased emphasis on credentials that
have labor market value. Vendors and social media platforms are also responding to the desire for
more data by developing new tools and reports that demonstrate employment and earnings patterns
linked to institutions and programs.

Talent pipeline management takes workforce data analytics further. [-ough talent Calv analysis,
employers leverage their own data to identify their major sources of talent as well as opportunities for
improving talent from these or alternative sources.

Talent ['alv analysis begins with “back-mapping” to better understand an employer’s existing talent
sourcing practices and to where patterns exist. Back-mapping consists of a process whereby
employers describe the of workers into and out of a targeted set of capabilities and positions that
employers previously selected through demand planning and further delfakd by determining
competency and credential requirements. [lis process then provides the basis for identifying
opportunities for improvement and eventually the designation of preferred providers. See Figure 14.

Back-mapping leverages both public and private data sources to identify where employers get their
best talent today. It begins with the compilation of employer data on talent sourcing that is within
existing applicant tracking systems or résumé data retained during the hiring process. While most large
Crins have sophisticated human resources systems, even the smallest of [es maintains records of job
applicants and hires. ['“fis data can be combined with public data sources—such as statewide longitudinal
data systems and other résumé databases—to build a more complete picture of the of talent.

Begin by identifying the Tier 1 providers from which employers currently source talent. Employers
could provide sourcing data on only qualiCedl hires or on all hires. [lis exercise can be extended back
further to Tier 2 providers and beyond to develop a more comprehensive map of all the transition
points, including the [alv of talent from high schools into college programs or training providers.

Public data sources are then used to identify other providers that have not been fully utilized by the
employers in the collaborative, but that may become providers of choice. (s is particularly necessary
for employers with diversity goals. (s is also true for small and midsize Czins that may not be fully
leveraging alternative sources of supply.

Combined with talent pipeline management, talent [elv analysis is an important step for employers
to better manage a network of providers while elevating the quality and performance of all sources.
See Figure 15.
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HIGHLIGHTS

2 Qurrent systems do nat praduce the data employers nesd tomeasure their RO fram education and
warkfarce systems.

. Badk-mapping leverages public and private data to mep the [alvof talent for targeted capabilities
and pasitions.

= Talent [alvanalysis helps enployers mep where they get qualiCadi talent today as well as what
patential saurces they may be abletotap inthe future

TAKING ACTION

Step 1: Back-map where employers get qualil’edi talent for critical positions, which are identiledi
through demand planning and further de(akd by competency and credential requirements.

Getting Started: Begin back-mapping by identifying current Tier 1 providers of qualiledi talent. Tier
1 means that those suppliers closest to the point of transition to employment (e.g., most recent
previous employer or training program). Sources include outside providers, staltg agencies, or
internal promotions.

Advanced Practice: Build into your analysis the number and type of Tier 1 providers for qualiled
candidates who were hired and for all qualiledi applicants within the collaborative. Also, extend
analysis to Tier 2 sources of talent. Tier 2 is delakd as those suppliers one step removed from the
point of transition to employment. Finally, reference data contributed by public partners to identify
untapped and underutilized providers. See Figure 16.

Step 2: Describe the current state of talent [alvs through communication and visualization tools that
represent the data in a readable and actionable format.

Getting Started: Develop visualization tools that represent the Tier 1 network for member companies
in an employer collaborative. [=lis includes major suppliers of talent by volume.

Advanced Practice: Extend visualization tools to capture Tier 2 suppliers of talent and represent
underutilization rates of existing suppliers and potential alternative supplier networks (See Figure 14
for an illustrative example).

Step 3: Identify opportunities to improve performance of existing providers and to access new and
emerging supplier networks.

Getting Started: Identify opportunities to improve utilization of Tier 1 providers to improve the
quality and number of job candidates sourced from them. See Figure 17.

Advanced Practice: Find opportunities to improve Tier 2 performance and beyond to enhance
existing sourcing patterns. Identify and engage alternative Tier 1 and 2 providers to explore potential
partnerships that can improve Cekibility and responsiveness.



Houre 14: Talent How Tiers
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Houre 15: Mapping the Talent Howin Arizona and Houston

The Aizona Chamber Foundation and the Greater Houston Partnership are pianearing the approach to
back-mapping talent [Bhs. As part of the Talent Aipeline Management learming netwark, bath partners

areworking with the business community to leverage enployer-held data to mep where they get qualil@d

talent taday: Their focus is anindustries with a need toimprove existing talent suppliers and identify new
a underutilized suppliers.

Aizona has focused an improving teacher quiality and addressing teacher shartages that threatenthe
state's ahility toddiver a quality education. Bywarking with schod districts, the Arizona Chamber
Foundation plans toidentify high-quality saurces of teacher talent and pursue new or alternative
saurces o supplyto better meet the nesd.

In Houston, the facus is on the epanding petrochemical industry and the near-term nead of its industrial
construction contractars to suppart the epansion. The Geater Houstan Partnership plans towark with
employers, educatars, and training arganizations to develop talent [@lvmaps far the top in-demand
paositions inthis sectar. This will hep rdated businesses, contractars, and maintenance staffs identify
which programs are producing qualil &l workers and howthey can be further leveraged and bastered to

suppart an eqpanding industry.
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Houre 16: BExample of Advanced Talent How Summary for Targeted Position

, Tier 2 Source Tier 3Source
Qitical Position X SSRGS
itic ion : (Qpplier toTier 1if | (Qupplier toTer 2if
ey applicable) applicable)
. ; Lhiversityd T,
DEFRaiters (20) Qut-o-Regjon Eployers (18) H;g“ﬁ;’;(l 5
Bqerienced Qutside 50
] Lhiversity o R P A
In-Region Brployers (30) (2é;/as yd R Ragam
Qommunity-Based
Incumbent 40 Jb Gategary N(40) Jb Gategary W(22) Training Provider A
Program B (18)
Lhiversityd R Pragram Gommunity Gdlege Z,
Newly Tained " A(15) Program A(10)
Qredentialed Gommunity Gdlege X
PogramA(5)

Houre 17: Improving Quality and Responsiveness of Provider Network

IMPROVING QUALITY AND
RESPONSIVENESS OF PROVIDER NETWORK

Low High

Employer 1’s Initial Talent Flow

Provider F Provider E Provider D Provider C Provider B Provider A

a2 & 2
a 828 ﬁgﬁsﬁ da

Employer 1 Mid-Talent Flow Analysis i

Provider F Provider C Provider A

As Employer 1 identifies
providers/agencies that have
low-quality talent and slow

responsiveness to Employer 1's ) Provider B
Provider E needs, those providers will be Provider D g

34 e ad afafa

Employer 1 Ideal Talent Flow i

. - Provider C Provider A
Provider F As Employer 1 identifies

providers/agencies that have 8

high-quality talent and quick 3 8
responsiveness to Employer 1's

needs, opportunities to increase

talent recruitment from those

Provider E agencies will be coupled with Provider D
additional collaboration to improve

the preparation of those employees, 3 a g
increasing both quality and aa a

Provider B

responsiveness.

Low « Provider Responsiveness » High
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Srategy 5. Inplement Sared
Farfarmance Measures

How does one measure the success of an employer partnership? [~k answer may vary depending on
who is asking the question—employers or government.

For example, some education and training programs need to meet performance objectives based on
federal and state expectations, resulting in familiar program evaluation measures such as completion,
placement in employment, and wages. [:“kse accountability systems have set clear performance
expectations.

3 challenge, however, is that these new accountability systems fail to fully capture whether
employers beneltfrom their partnerships with these programs. In talent supply chains, employers, as
end-customers, must play a lead role in collaborating with preferred providers to develop measures for
monitoring and improving performance across all partners. See Figure 18.

[k newly reauthorized Workforce Investment and Opportunity Act (WIOA) provides employers
with an opportunity to better sync government accountability systems with measures valued by
employers. New common performance metrics have been put in place to safeguard public investment
in workforce training. See Figure 19.

In addition, states are seeking new ways to measure and evaluate the performance of sector
partnerships, and employers have new opportunities to promote the next generation of performance
measures that address the value created for employer collaboratives.

Talent supply chain performance focuses on shared measures that cut across partners and addresses
how the team is performing. Using this approach, partners will better manage performance—from
outreach and recruitment to hiring, onboarding, retention, and full productivity. If done right, the
measures will help employers get the right talent, with the right skills, at the right time.

Talent pipeline management encourages employers to work with external partners to develop a shared
system of measures supported by public-private data integration, analytics, and tools. Shared measures
will help employers manage both the elettiveness of forecasted job openings—identiledi through
demand planning—and the amount/timing of talent supplied by partners. Shared measures will also
better balance three critical dimensions of value: quality, time, and cost.

* Quality refers to whether students and workers have the necessary competencies to successfully
perform the work for a critical business function and position.

* Time includes maximizing and streamlining time spent in value-adding activities and reducing
non-value-adding activities and wait times.

» Cost is the balancing of total amount of dollars spent and shared by all stakeholders in producing
quality, including the reduction of opportunity costs (e.g., foregone earnings). See Figure 20.

Shared measures also use predictive analytics to support continuous improvement by developing both
leading and lagging performance measures. [:-kse measures can be used to better manage RO1 as well
as to inform short-term improvements while contributing to overall long-term results, such as
business growth. See Figure 21.
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Finally, TPM encourages using both shared and internal performance dashboards to increase
transparency and accountability across all partners. Shared measures are visible to employers and all
partners, whereas internal measures are only seen by employers and select partners and are used for
internal performance management.

HIGHLIGHTS

3 BEnployers must decide howto measure partner perfarmance to determine the value they are
receiving.

= Shared meesures reguire partners acrcss thetalent supply chain to balance time, quality; and cost
in creating shared value

3 Leading and lagging measures help with continuous improvement and are supparted by shared and
internal perfarmance management dashboards and tads.

TAKING ACTICN

Step 1: Select and prioritize key performance measures across the talent pipeline.

Getting Started: Begin by identifying and targeting performance measures at or near the point of
hire. See Figure 22.

Advanced Practice: Expand the scope of measuring partner performance to include all critical
transition points across the talent supply chain, including “time-to-full productivity” for providers
identiliedl in talent [ialv analysis. See Figure 23.

Step 2: Develop shared and internal performance management tools that provide transparency in
meeting goals and communicate shared value.

Getting Started: Develop scorecards and dashboards that can be shared across partners and that focus
on measures at or near the point of hire. [2kse tools can initially be shared with partners without
disaggregating performance by individual providers. See Figure 24.

Advanced Practice: Extend scorecards and dashboards across the talent supply chain to capture a
more complete set of measures disaggregated by provider. Also, develop internal dashboards for each
partner in order to monitor and manage performance specili&lto their organization. See Figure 25.

Step 3: Develop leading and lagging measures that target short-term goals and that contribute to
long-term results.

Getting Started: Beginning with initial target measures before extending to a more complete set,
employers need to select performance goals and track short-term progress made against those goals by
all talent supply chain partners.

Advanced Practice: Develop long-term performance indicators that connect targeted measures to overall
business competitiveness, including growth, employment, earnings of students and workers, and RO1.



Houre 18: Slo Measures to Shared Measures
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Houre 19: WQAGommon Measures

1. PRacentaged participants who arein unsubsidized employment during the second quarter after exit
framprogram

2. Pacentaged participants whoarein unsubsidized employment during the fourth quarter after ext
frompragram

3. Median earnings in unsubsidized employment during the second quarter after et fromthe program

4. PRarcentage o participants who dotain a recognized postsecondary credential, ar a secondary schod
diplama ar its recognized equivalent, during participation in ar within ane year after et fromthe
pragram

5. Rarcentage d participants who are achieving measurable skill gains tonard a recognized
postsecondary crederntial ar employment.

6. Hfectivenessin serving employers.

Houre 20: Balanced Measures
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Houre 21: Manufacturing Institute’'s RO Calculator

Rchards Industries, a leading valve manufacturer, todk part in the Manufacturing Institute's pilat test of
their Return on Investment Calculatar. Richards Industries had trouble [ding qualil&di candidates for
skilled pasitians. While the company wes engaging in a nunmber o lacal education and warkfarce
devdlgpment partnerships tomeet its neads, it remained undear howtraining was affecting the battom
line and whether it was a good investment that shauld be pursued.

By entering in a series o basic inputs, a campany can usethe calculatar toanswer the question, “ How
much is the skills gap costing your business?’ The calculatar prgects the cost of an gpen pasition,
recruiting, hiring, an-the-jdb training, and business impact, enabling campanies to determine patential
cost savings by partnering with an education and training provider.

Inthe case of Richards Industries, the campany wes able to quantify atatal savings of $27,300 per

employee—ar an 875% RO on a $2,800 investment per participant—by reducing his ar her time-to-full
productivity with a preferred training provider.

Houre 22: Bxample Measures at or Near the Point of Hre

Career
Point of Hire

Awareness & * * O‘bOard|.ng &
Retention

Preparation

 Percentage of students * Percentage of referred * Percentage of hires meeting
demonstrating applicants who meet job performance expectations
career interest requirements * No. of days from hiring to
« Percentage of students « Percentage of referred meeting performance
participating in internships applicants hired « Percentage of hires retained
« Percentage of students « No. of days from initial posting in employment
acquiring required or preferred to hire
credentials
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Fgure 23: Del‘flng Time-to-Full Productivity

Del Hition: The time between enrdiment in an education and/ar training programand an employer's
rating that the individual—ar cohart—has met perfarmance expectations in the destination jab.

Qnsiderations:

1. The“dodk’ beginsin high schod, cdlege, through a nonprd Eprovider, or cther channd as long as
the activities pursued facus an skills building and credential attainment versus general career
guidance and eqplaration.

2. PRia learning assessments and fams o credentialing can provide a head start and help accderate
the process.

3. Adtivities taken onthewaytofull praductivity can combine bath warking and learning.

4. Rl productivity may be met at a pant in timeafter hiring when additional on-the-jab training
suppats are required.

5. Partners shauld reduce naonproductive doantime and increase value-adding activities that donat
add time, cost, o unnecessary reguirements.

6. Thedjective shauld befar employers and their preferred providers to decrease time-to-full
praductivity while maintaining quality and increasing tatal valuefar all stakehdders.

7. Partners must be mindful of the unintended consequences o shifting costs ar burdens antoather
partners in the supply chain. This may improve individual arganizational performance but result in
increasing cost, time, and inefl dkendies far everyone dse

8. Taent supply chains are about teams and time-to-full praductivityis a team measurement.
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Foure 24: Bxample of Shared Performance Scorecard for Multiple Training Providers Gifering Career
Preparation and Gredertialing Services to an Brployer Collaborative

Talent Supply Chain Network—QCohort 1

Total Netwark Perfarmence Rating B 1
Capacityvs. Uilization (seets vs. actual enrdiments) 150:110 Y ¢
#Hres 85 ¢
#Loss to Qdlabarative (same state vs. aut o state) 15:10 T
#Retained (6 months vs. 12 months) 80:75 P —
% Reaching Full Fraductivity (hires vs. 12 months retained) 59:67 ° 1

(Note Gdar signalslevd o pafamancerdative to epectations ar gaals, and arrowindicates trend.)

Houre 25: Provider Performance Dashboard Exanple

%
Performance | Bfective Use # Retained Reaching FUll
Tier Type (netwarkvs. | (capadityvs. | #Hres| #Loss | (6 monthsvs. Productivity
provider) Utilization) 12 months) (hiresvs. 12
months retained)
1 | BA 4030 2 8 87 63%:71%
Qdlege
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(8) BildngtheTalent Fipaline: An Implemertation Giice

Srategy 6: Align Incentives

Incentives are critical to maintain a competitive and continuously improving talent supply chain.
most elettive talent supply chains recognize that performance and incentives are inherently linked
and therefore must work in tandem.

Incentives can be either Cabncial or non(‘ahncial. Financial incentives include direct investment,
grants, and donations. Non[Bhncial incentives include employer recognition and the designation
and/or signaling of preferred provider networks. [ by also include accreditation, endorsement, and
approval of other stakeholders, such as industry associations, accreditors, and federal and state
governments.

Talent pipeline management starts with employers organizing from within. Employers must develop
internal incentives for human resources, [nbnce, line managers, and other functions to collaborate on
managing the talent pipeline—from demand planning all the way through onboarding qualildi
applicants and retaining them.

In addition to aligning incentives in the company, employers can target their incentives to achieve the
best returns from outside providers in their talent supply chains. Here, non[ahncial incentives
include employer recognition of preferred provider networks backed by performance data. From
there, employers can target their [abncial incentives to preferred providers, including donations (e.g.,
equipment or funding), tuition aid, work-based learning experiences, and ultimately jobs.

next step is to align public incentives. Currently, many federal and state agencies are
experimenting with blending programmatic funding streams to achieve better outcomes. Others are
implementing performance-based funding systems for workforce and higher education systems,
which focus on completion rates and employment and earnings outcomes. Most notably, the newly
reauthorized WIO A requires states to align four major federal funding streams (Titles I-1V) and
encourages even broader alignment across additional federal and state programs. It also requires the
development of “eligible provider” lists, which represents another form of government recognition as
the basis for funding.

Employers can work with their public-sector partners to evaluate existing systems and [al
opportunities to promote performance-based incentives. Once aligned and integrated, public
incentives can help employers to lower the costs of managing talent supply chains and to decrease
time-to-full productivity, thereby achieving better results for students and workers. ["_ky can also be
leveraged to reward those provider networks preferred by employers. See Figure 26.

Moving beyond existing public and private incentives, employers and public-sector partners can
design and experiment with new Cabncing tools and methods. Examples include income-sharing
agreements, social impact bonds, and other innovative [abncing mechanisms such as changes to tax
policy that can incent employer-led partnerships. See Figure 27.



HIGHUGHTS

Rarfarmance measures and incentives must be aligned toensure that partners are accountable to
aneancther and that they achieve desired results.

Eployers must align their incentives internally and target their [abncial and non[‘séndial
incertives exernallyto preferred providers.

Bmployers should wark with public-sectar partners to align funding streams and recognition
systams, internal perfamance management dashbaards, and tads.

Step 1: Employers align their internal incentives to support talent supply chain practices and sourcing
strategies in the (e,

Getting Started: Incentivize internal coordination across major functions, such as human resources,
Cabnce, accounting, and line managers. Measure the elettiveness of coordination through the group’s
ability to meet or exceed talent supply chain performance expectations starting at or near the point of
hire.

Advanced Practice: Extend coordination across the entire internal talent management process,
including development, deployment, long-term retention, and transition.

Step 2: Employers designate and reward preferred provider networks based on performance.

Getting Started: Begin by designating Tier 1 preferred provider networks and publicly signaling their
designation to those interested in navigating career pathways to employers.

Advanced Practice: Extend preferred provider designation to Tier 2 partners and beyond to recognize
the full value chain in producing skilled talent for your company, industry, or collaborative. See
Figure 28.

Step 3: Align public-sector recognition systems, funding streams, and incentives.

Getting Started: Begin with priority performance measures at or near the point of hire and align
public incentives and funding streams. (s includes performance-based funding systems.

Advanced Practice: Extend the inventory and alignment of incentives across the value chain of
provider partners to enhance and support shared competitiveness, including such measures as time-
to-full productivity. Explore the use of innovative Ebncing mechanisms and tax policies to better
support talent supply chain partnerships. See Figure 29.

@ Srategy 6: Aign Incentives



(8) Buldngthe Talent Fipaline: An Implemertation Giice

perationalizing Preferred Provider Designation

Rublic-sectar partners can leverage an employer cdlabaratives preferred provider designations to
better align their oan incentives. BEamples indude the fdloning:

Recognize employer Tier 1 suppliers.

Riaritize funding far employer-designated preferred providers.

Aign secta-based strategy with enployer-led cdlabaratives.

Recognize and incent attainment of industry-recognized credentials thet are endarsed by emmployer-
led cdlaboratives.

Kansas Workforce ADProgram

Through the creation of the Wirkfarce Aligned with Industry Demand (AD) program, the Kansas
Department of Commerce has redel B how government can support demand-driven education and
warkfarce partnerships.

In this program, businesses drive the training process by del g the technical and employahility skills
anthefrant end of a Request far Praposal (RAP) process. Similar toa campany putting out its product
spedil dtions toa supply chain, Kansas's comunity and technical cdleges competein a bidding
pracess to be chosen by the employer as the education and training provider that can best meat thar
individual o cdlective talent nesds. Through its initiative, Wirkfarce ADhas proved to be an innovetive
and novd approach tothe public and private sectar, warking hand in hand to designate preferred
providers.

This program bend 19 the students by providing themwith beth critical skills and dear career pathweys
tobusinesses that are menaging the provider relationship. Participating businesses bend £ by having a
streamlined talent supply chain that is built tomeet their nesds.

Toscale and improve effarts, Kansas is nowleveraging the Talent Fipdine Management appraach.

Promote Leading Providers
/
¥ &) -y
w* PROVIDER PROVIDER }
SudentsWerkers Frplogrs




Houre 29: Types of Incentives

« Brployee bonus plans far
team perfamance and
improverment

« Bpanded investments in
techndogytods and related
supparts

« Riaityaccess tointernships
and ather wark-based learning
epaiences

« Mmetary, equipment, and
meterials donations

¢ Shared training costs far
preferred training providers

Sepl Sep2 Sep3
Type of Incentive Brployersto Internal Teans Brployersto Preferred Providers ;f:;;g:m toProvders and
Description Incentives givento Incentives given froma campany Incentives given by pdicymekers
erployess a business toan education and training and public agendes toeducation and
unitsin a campany provider training providers and/ar enplofers
NonLBdncial Examples: Examples: Examples:

« BErploygeeteamrecognition « Rreferred provider recognition « Accreditation and ather digibilityand
far pefamanceand » Accesstoand use df eployer recognition systems tied topublic
improvement fadlities funding streams

« Bxpanded career and + Identi(¢Ation and communication
prafessional develgoment o enplojer-led preferred provider
gopatunities netwarks

e Aignment o career guidanceand
consumer infarmetion systems
* Access topublic data integration
Fnancial Examples: Examples: Examples:

« Deployment of funding strears
aligned toemployar-led preferred
provider netwarks

 Rerfamance-based funding

« Shdarships and [Béndial aid

« Tax credits and incentives

» Sdia inpact bonds

@ Srategy 6: Aign Incentives



Rutting It Al Together: Building and
Improving the Talent Hpdine

Each strategy covered here—when pursued on its own—represents a best practice that can olet some
level of shared value. However, when combined, the strategies create a supply chain approach that
rede['aks employer engagement with education and workforce partners. When pursued in order, these
strategies build employers’ capacity to play the role of end-customers in a talent supply chain.

Having moved through each of the strategies, employers and their collaboratives are now able to
co-engineer and design a talent pipeline with their own education and workforce partners for those
positions—identil’edi through demand planning—that are most critical to their competitiveness.

Pipelines can be supported through a value-stream map that identil’e$ each of the major steps in
developing talent—from career awareness all the way through onboarding, retention, and full
productivity. Layered on top of the value stream is a scope and sequence of competency and
credential requirements mapped to each step of the talent development process.

From there, employers and their partners can map which pieces of the talent development process are
the responsibility of Tier 1 providers, and they can communicate the prerequisite requirements of Tier
2 providers and beyond through a scope and sequence mapping of competency and credential
requirements.

[“Fough back-mapping where they get talent, employers can identify existing provider relationships
as well as engage with new and underutilized providers. With a talent Calv map in place, performance
metrics can be assigned to each of the providers in the talent-development process, which can be used
to benchmark performance for existing or new providers.

Once the value stream is fully mapped, employers can now turn their attention to managing and
continuously improving their talent supply chain, including their preferred provider network. Having
full transparency into the design and performance of the talent supply chain, employers are better
positioned to align their incentives to designate and reward preferred providers, thereby optimizing
career pathway opportunities for the students and workers navigating the talent pipeline.

[“Fough next-generation dashboard tools and scorecards, not only can employer collaboratives better
communicate to their members the current state of performance in the talent supply chain but also
more eettively plan for contingencies to ramp up or down supply, as needed, based on changing
market conditions.

[*bse tools can be shared broadly or selectively with public workforce agencies and other partners to
improve alignment of public policy, incentives, and accountability systems. In this way, we can move
beyond the rhetoric of public-private partnerships and begin to explore new frontiers for
collaboration and the next generation of demand-driven education and workforce systems.
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HIGHUGHTS

\When carbined, the strategies maeke far a talent supply chain appraach.

With ther preferred partners, employers can co-enginesr a value stream and cantinuously inprove
perffamance

With thesetads, employers can lead the way in devel oping the next generation of public-privete
partnerships and in managing thetalent pipdine.

Step 1: Employers and their partners come together to develop a value-stream map that relebts the
talent development process for a critical position—from career awareness through onboarding and
retention.

Getting Started: Begin by developing a value-stream map for critical positions, identil’edi through the
demand planning process, which can meet the corresponding level of need. See Figure 30.

Advanced Practice: Layer a scope and sequence of competency and credential requirements across
the value-stream map.

Step 2: Organize by tiered suppliers the value-stream map to identify key roles and responsibilities
among partners in the talent supply chain, along with corresponding performance metrics.

Getting Started: Map the competency and credential attainment responsibilities to Tier 1 providersin
the value stream, as well as related performance metrics, and identify existing suppliers. See Figure 31.

Advanced Practice: Extend value-stream mapping to Tier 2 providers and beyond, with
corresponding competency and credential requirements as well as related performance metrics. See
Figure 32.

Step 3: Manage performance and continuous improvement across the talent supply chain through a
combination of dashboard tools and scorecards that inform decision making.

Getting Started: Develop dashboard tools that communicate to the employer collaborative the
performance of Tier 1 providers and opportunities to improve existing partnerships or engage
alternative sources of supply.

Advanced Practice: Extend the use of dashboard tools to Tier 2 providers and beyond to better
manage performance and continuously improve the entire talent supply chain. See Figure 33.
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Houre 33: Dashboard Todl for Managing the Talent Fipeline

Strategy 1

1 IEW E lignces to manoge th

o shored need,

ERERETINE QG

Employer Collaborative Name

(e.g., Northeast Technelogy Coalition)

Focus
(e.g., information Technology)

Tier2

2

Strategy

QW man

Capability
(&.g., Software Development|

Occupation Title 1

(e, Softwors Developer, Appilcotions)

Occupation Title 2

(e.q., Project Manager, Séftware Donelopmont

STy

Forecast Scenario 1: X Number of New
Positions; ¥ Number of Replacement Positions

Risk Factor 1

. Bonnoinic dowrhur

Risk Factor 2

e, requlatory changes)

Strategy 3

Specify what workers need to know and be

re

sl

throughn {'-'.'h;.‘-:'ll:":'.'n"'f_f' and retention as well as wito (s responsi

7 map that reflects the Nl development process

bie for delivery.

TIER 3 SUFPLIER TIER & SUPPLIER TIER 1 SUPPLIER

CAREER
AWARENESS
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PREPARATION

ERAPLOYYRERT

TRAINING
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Gl to Action Revisited



In 2014, the USCCF—through its al“llation with the U.S. Chamber of Commerce and its federation
of more than 3 million businesses nationwide—issued a call to action for the business community to
lead the way in closing the skills gap. Many have answered that challenge and have begun the work of
managing the talent pipeline. Many more continue to join a growing movement.

(s is no surprise. [k need to close the skills gap through demand-driven education and workforce
systems has never been greater. [k skills gap continues to grow, and employers across the nation are
in search of new and promising solutions—not the failed strategies of the past.

What we need is a talent solution for our time. To achieve such a worthy objective, not only must we
challenge an education and workforce system that has proved ill-equipped to meet the needs of today’s
students, workers, and economy, but also we—the business community—must challenge ourselves.

[*k strategies of yesterday cannot be the strategies of tomorrow. [k business community must ask
itself what it needs to do diletently in order to assume the mantle of leadership in closing the skills
gap. In turn, every organization and stakeholder that is tasked with supporting the education,
training, career advancement, and upward mobility of students and workers must transform how they
engage with the business community.

(s guide is intended to advance the work started in 2014 by providing a series of strategies that
begin to disrupt how employers engage with one another as well as with education and workforce
partners. By following this roadmap, employers can begin to play the role of an end-customer in a
talent supply chain.

[ work is far from over, and the stakes could not be greater for America’s long-term economic
growth and competitiveness. Again, we call on the business community and their stakeholders to
partner with us on this important work.

To learn more about how you can engage in this el‘akrt, contact Jason A. Tyszko, senior director
of policy and programs at the U.S. Chamber of Commerce Foundation’s Center for Education
and Workforce, at jtyszko@uschamber.com or visit www.[=kTalentSupplyChain.org.
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Appendix

Building the Talent Pipeline

Businesses are struggling to find
the talent they need to gro[=and
compete in toda
Traditional approaches to

training, recruitment, and hiring
are proving insu
education and
partnerships are falling short of
meeting employer needs.

Qo
o
&
O

Talent Pipeline Management Strategies

conomy.

|entand

[T2tutives agree
[drkforce

there is a skills gap

2. Organize and manage flexible and responsive partnerships
with preferred providersto create shared value.

3. Shared measures and aligned incentivesimprove
performance of education and workforce partners.

1. Organize Employer Collaboratives —Form new employer
alliances to manage the talent pipeline around a shared need.

2. Engage in Demand Planning —Identify which positionsand
capabilitiesto focus on and how many workers are needed.

3. Communicate Competency and Credential Requirements—
Specify what workers need to know, what they need to be able to
do, aswell aswhat evidence is needed to prove it.

4. Analyze Talent Flows —Identify current sources of qualified
talent and where there are underutilized or alternative providers.

5and 6. Implement Shared Performance Measures and Align
Incentives —Measure the success and return on investment (ROI)
of the talent supply chain, and improve performance through
rewards and incentives.

[Eployers [Ho are unable

—
<

[apanies that canlE]

to fill [E8 vacancies take on ne[Tbusiness

By applying lessons learned from supply chain management, the business
community can more e[ektively manage the talent pipeline and close the skills gap.

Talent Pipeline Management

1. Gonnect your talent strategy to your business strategy
to improve competitiveness.

Supply Chain Management Practices

1. Joint Sourcing —Improve market leverage as a
group and achieve economies of scale in sourcing
and purchasing of products and services.

2. Plan —Forecast demand for products and services.

3. Develop Sourcing Requirements —Develop
specifications for products and servicesthat are
included in procurement.

4. Develop Sourcing Networks —Develop supply
chain networks for supplying products and
services based on sourcing requirements.

5. Manage and Improve —Manage and improve the
creation, delivery, and returns of procured products
and services from sourcing networks.
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need a demandletdiven solution fit for our time, one [ZHere employers [&ih together to
playan e[phnded leadership role as end[&dstomers of talent supply chain partnerships.

O,

STUDENT / WORKER

SUPPORT

Oy R

PROVIDER WORK

@—=0060040

EMPLOYER Raw Materials Supplier Manufacturer Distributor Retailer Customer

BASED

LEARNING
SUPPORT

The U.ETHhmber of Celnmerce [alindation and Udlshds are [=drking [5ith employers
to tap into the benefits of such an approach.

Employer Value Proposition Qearer communication around talent
needs and requirements.
@ Stronger brand recognition when e Easier management of business risks with
recruiting talent. preferred partners.
Improved leverage when engaging @ Shared capacity building around new talent
a providers and public-sector partners. management practices.

<
are rkinh partners across the country that have ansl=dred the call
to action and [(:Ho are organilidg around a talent supply approach.

Join the movement! Msit TheTalentSupplyChain.org or
contact Jason A Tyszko at jtyszko@uschamber.com
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