Appendix 1
Elements of System Operation

a.
System Description

1. Services Delivery System:  The service delivery system consists of one full-service workforce center in Abilene and three branch offices in Brownwood, Sweetwater and Snyder.  Services are provided on an itinerant basis at satellite sites in Albany, Ballinger, Breckenridge, Coleman, Colorado City, Comanche, Eastland, Haskell, Knox City, Stamford and Winters.   As part of a pilot project, one faith-based organization in Abilene, Just People, Inc., has served as a satellite workforce site as an attempt to serve targeted populations, such as homeless individuals, who may not typically access services at the main center.  

Policy Studies, Inc operates the workforce center system.  Services for all populations are provided through the workforce center system.  Specialized services for out-of-school and in-school youth will be provided through a separate single contractor that will be determined in mid-June once the procurement process is finalized and a contractor is selected. Youth contractor staff may be co-housed with workforce center staff or at separate locations; however, staff will be available in Abilene, Brownwood, Sweetwater and Snyder.   Child Care Associates, Inc provides childcare services.  All childcare staff are housed at the Abilene Workforce Center.  

The Abilene Workforce Center serves as the hub for the region.  Abilene is the largest population center in the region (approximately 115,000 or 40% of the total population) and is geographically located in the center in the region.  As such, it serves as the shopping, healthcare and air transportation destination for the residents in the surrounding communities.  In addition to workforce services, the Abilene Workforce Center houses the regional 2-1-1 A Call for Help headquarters, and staff from SER, Experience Works and the Texas Veterans Commission.  Staff from adult education, the Texas Department of Assistive and Rehabilitative Services and Job Corps are also in the center on a regular schedule.  The Abilene Workforce Center is located in a county-owned facility that houses the County Veterans Services staff and federal Veteran’s Services staff as well as West Texas Services for the Deaf.  The location is very accessible and truly serves as one-stop for Veterans services.  

2. Number of employers and job seekers to be served:  Will be determined when allocations are available.

3. The Board will continue to designate a portion of the WIA allocation as local activity funds. These funds are used for the Workforce Investment Fund, a local grant fund to provide customized training for new and current workers.  Grant recipients are required to provide a 25% cash match, which leverages additional dollars and reduces the Board’s investment.  The Board plans to seek additional resources from outside entities to support this project, which would be applied directly to training.  Resources may come from economic development partners, foundations or other organizations. 

The Board plans to incorporate as a non-profit organization in the next few months.  This will allow the Board to seek additional funding to support training activities.  The Board is currently working in partnership with a faith-based organization and local ISD to pursue funding to support workforce activities, including training for youth and adults.  Additionally, the Board plans to implement a fee-for-service strategy for specialized training services, which will allow more funds to be spent on training. 

4. Program and physical accessibility is evaluated at least annually to ensure that services and facilities are accessible to individuals with disabilities.  Special software is available in resource areas for individuals with visual impairments.  Translation assistance is available for individuals with hearing impairments.

5. The Board does not have a youth advisory committee.  The Board’s committee structure is based on strategic goals rather than programs or customer groups, therefore, the current committees are:  Economic Development, Critical Skills and Employer Engagement.  Committees include both Board and non-Board members to ensure representation of key stakeholders.  The Economic Development Committee focuses on coordination efforts with economic development partners, development of resources to support the workforce system and strategies to serve rural communities.  The Critical Skills Committee focuses on industry clusters, essential skills to meet employer requirements and training strategies.  The Employer Engagement Committee focuses on promotion of workforce services and identification and responsiveness to employer customer needs.  The Board committees are focused from an employer perspective rather than a job-seeker perspective based on the Board’s philosophy that business is the primary customer.  

6. Individuals with limited English proficiency may be referred to adult education partners for ESL services.   Spanish-speaking staff are available at most of the branch offices or via telephone for any customer who has limited English-speaking ability.  These staff have designations on their nametags for easy customer identification.  

The Board has recently implemented an interactive training system, known as SISTEM (Standard Industry Skills Training and Education Media), which uses digital video lessons to present a variety of topics in English and Spanish; although, lessons may be customized in any language.  Learners use remote controls to participate in the training and record their responses to various scenarios.  Since the lessons are being “taught” through audio, learners with limited English speaking skills or poor reading skills, are not required to read to learn.  Training is available for in the areas of safety, mandated employee training (i.e. EO, ADA, FMLA, etc.) and job success, which addresses basic skills such as communication, conflict resolution, teamwork, etc.  Additionally, industry-specific training is available for the food industry and new training libraries are under development in the areas of healthcare and maintenance.  

b.
Partners and Stakeholders

1 to 5.

The chart on the following pages identifies the Board’s partners, the services provided by the partner, the roles and responsibilities of the partner, the Board’s roles and responsibilities, the resources contributed by the partner and the Board’s working relationship with the partner.  

To assist readers in understanding the terminology in the chart related to the continuum of services in the workforce system and where the services of partner agencies fit in the continuum, three key words are used to define the continuum of services:  core, intensive and training.  Core services are defined as basic services generally available to the public or a targeted population for no cost and with no eligibility criteria.  These may include provision of information; assistance with accessing services, general needs assessments, intake or initial eligibility services, access to resource rooms or libraries, job matching and referrals to other agencies.   These services could be provided in a group or individual setting and could be provided via technology—i.e. videos, on-line presentations, recordings or self-serve kiosks.  Intensive services are defined as those services that typically are provided in an individualized setting, may require a determination of eligibility or other needs assessment and that often are on-going for a longer duration.  These may include career, personal or family counseling; more specialized assessments; preparation of individualized plans; group or individualized instruction not related to a specific training field; supportive services such as emergency assistance, transportation, food, clothing, shelter or childcare; job development and placement and follow-up.  Training services typically require a determination of eligibility and/or an assessment of need and are intended to assist an individual in gaining skills that will lead to attainment of a certification, credential or improved employability.  Training services may include occupational specific training, academic instruction, on-the-job training, subsidized employment, internships, unpaid/volunteer work, customized training, basic education, literacy and ESL courses and apprenticeships.

6.
As indicated in the chart, the Board works with local economic development agencies as well as the Texas Tech Small Business Development Center and the Texas Midwest Community Network.  Each of these entities is involved in one or more facets of economic development.  The Board assists economic development partners with business recruitment, expansion and start-up by providing labor market information, serving as a “human resource department” for recruiting, screening and hiring of new employees, coordinating services with other agencies and providing training assistance.  The Board has designated local activity funds for the last two years for the Workforce Investment Fund, a competitive grant designed to provide training funds for small and medium businesses.  Grant funds have assisted with training for new companies, retraining of current workers, training of new employees for existing businesses and upgrading skills of current workers for new positions.  Local economic development agencies have applied and received for funds on behalf of local businesses and have also provided cash match, which is a grant requirement. 

At this time, there is little interest in the region by economic development agencies or chambers of commerce to pursue development of entrepreneurial skills training.  The Board has considered creating an entrepreneur network to connect experienced entrepreneurs with individuals interested in starting their own business and has also considered implementation of curriculum for youth to teach these skills.  Both of these ideas will be further considered in the coming year.

7.
The Texas Model, which moves responsibility for Employment Services staff, to the local level has been successfully implemented to the extent possible.  Employment Service staff are integrated in the workforce center system locally and perform job tasks and functions similar to their locally-employed workforce counterparts.  Daily management and supervision of Employment Service staff is handled by workforce center management, which ensures equity of treatment and responsiveness.  The process of hiring and evaluating Employment Service staff, unfortunately, must continue to use the state system, which is cumbersome and doesn’t easily align with typical hiring and evaluation systems used currently by business.

8.
The Texas Veteran’s Commission staff are located in the Abilene and Brownwood Workforce Centers, as they were when they worked for the Texas Workforce Commission.  The change of staff from the Texas Workforce Commission to the Texas Veteran’s Commission has not resulted in a change in how services are delivered to customers. Veteran’s staff are integrated in the workforce center and coordinate with customer service, case management and business services staff.  The Board has worked closely with TVC to ensure that staff continue to have access to the necessary resources and support systems.  TVC staff participate in the regular workforce center partner meetings along with staff from other agencies.  

9. The Board coordinates with adult education providers through joint referrals, periodic meetings and on-site services.  Adult education services are available four days a week at the Abilene Workforce Center.  Additionally, the Big Country Adult Education Cooperative (Abilene-based adult education provider) also provides financial and computer literacy training at the Abilene Workforce Center.  This close coordination ensures a smoother transition for individuals who are interested in pursuing additional education or training services from other funding sources available at the Workforce Center.

10. The Board meets periodically with area community and technical colleges that are capable of meeting employer training needs to provide information on labor market trends and discuss issues and concerns related to training and workforce preparation.  When an employer, economic development organization or chamber of commerce contacts the Board for training assistance, the Board identifies potential providers and may contact the providers to assess their level of interest, capacity and capability to meet the requested needs.  Board staff maintain an awareness of available training providers and programs in the region, so they will be able to assist employers in identifying appropriate resources.  Additionally, the Board ’s website provides access to area training providers that range from local universities to proprietary schools and special programs operated by educational agencies.  

11. The Board’s website provides direct access to the TWC Training Provider Certification System, which is the first step in becoming a certified provider.  The Board has periodically hosted training sessions for current and interested providers to learn more about the TPCS system.  These sessions typically include participation by staff from TWC as well as currently certified providers.   

c.
System Structure 

1. The Board has adopted the model proposed by Greg Newton Associates that identifies the Center’s role as employer services and the Board’s role as Business Services.  Although known as the Business Services Unit, the Workforce Center staff involved in serving employers focus on those services related to hiring, assessment, job matching, job referral, job requirements, job postings and assistance related to immediate needs of the business such as prevailing wage rates and screening.  The Board’s role is on business services, which encompasses industry sectors, economic development, connecting businesses with other businesses, education or economic development, labor market trends, business development, workforce intelligence and projected skill needs. Based on this model, the Business Service staff is not intended to be involved in the planning process for an employer-driven system since this is a primary responsibility of the Board.  The Board’s Business Services Coordinator meets regularly with workforce staff to discuss any emerging issues identified as a result of their interaction with employers and to provide information on emerging issues, events and activities resulting from the Board’s interaction with economic development, business associations, businesses and/or other community agencies and leaders.   

2. The Board considers business the primary customer, so outreach activities are      primarily focused on this customer.   Business Services staff contact both employers that currently use workforce services and employers that are not currently using workforce services to provide information on the array of services available through the workforce system and it’s partners.  The Board also sends out a monthly newsletter (both electronic and hard copy versions) to employers throughout the region.  The newsletter highlights upcoming events, includes information about workforce services and typically has a feature article written by a local expert or board member on a topic of interest to employers.  Most recently, the newsletter has included a series of articles provided by TSTC on generational issues in the workplace.  

Another activity designed to increase awareness of workforce services for employers is the monthly “Brown Bag” series.  In conjunction with local chambers of commerce and community/technical colleges, the Board sponsors a monthly “Brown Bag” session for employers.  Topics are developed based on employer input and have included information on retention strategies, tax tips, legal issues related to employment, labor force trends and incentive programs.  The series is offered at lunchtime with participants invited to bring their own lunch to one of five locations across the region.  The series is offered via interactive video teleconferencing, which allows employers from rural communities to participate without traveling a significant distance.  One of the video teleconference labs is located in the Abilene Workforce Center, which allows “broadcasting” and participation by both staff and employers.  

The Workforce Center is primarily responsible for marketing services to job-seekers and the general public.  The Center uses a variety of methods including direct mail, ads in local newspapers, newsletters, presentations, hosting special events and coordination with other agencies that often refer customers for services.  Additionally, one of the local network televisions provides a free weekly job segment that features a staff person from the Workforce Center highlighting current job openings and special events.  

3. The Board’s policy is that Individual Training Accounts will only be authorized for occupations that have been identified on the Board’s target occupation list.  Exceptions to using an ITA have not been allowed as there are sufficient training providers that meet the requirements of the TPCS system to ensure to meet current needs.  ITAs not used, however, when on-the-job training or customized training is more appropriate to meeting employer needs or when the training is non-specific to an occupation or industry, such as basic workplace skills. 

4. The Board may adjust service strategies based on business needs rather than resource availability.  The Board is working with business leaders and educators in multiple communities to address the current and projected skill needs.  The primary needs identified by business appear to be work ethic skills and entry-level skills in the manufacturing, healthcare and services sectors.  The Board anticipates moving to a greater focus on industry-based certifications, which will allow more transferability across occupations and employers.  Additionally, the Board anticipates a stronger emphasis on assessment of job-seeker/worker skills to identify employability skills and training needs.  By improving the assessment process, individuals can focus on improving those skills areas required to be employable in the high-demand occupations in the region.  This should allow for more focused training and should result in a shorter duration of training.  

5. The Workforce Center hosts a regular meeting that includes all internal partners.  These partners include SER (a Title V Older Americans national contractor), Experience Works (a Title V Older Americans national contractor), 2-1-1 A Call for Help (regional information and referral agency), Child Care Associates (childcare provider), Texas Veteran’s Commission, Texas Department of Assistive and Rehabilitative Services, Big Country Adult Education Cooperative, Job Corps and West Texas Communities.  Board staff also attend this regular meeting.  Other community partners are often invited to the meetings to provide information about their services.  As a result of these meetings, the partners have developed a common referral form and have shared information on a variety of policies as a starting point in creating more common policies. 

6. The initial contact for most job-seekers is with a customer service representative.  Customer service representatives identify the individual’s reason for contacting the center and provide appropriate information, which may include a referral to a partner agency, a basic overview of services, referral to a service within the center and/or referral to job development or case management staff.  All job-seekers are offered the opportunity to view an on-line orientation to workforce center services, which provides basic information about locations and services, including Veteran’s services and the Workforce Orientation for Applicants required for TANF applicants.  There is no prescribed pathway for job-seekers to access training services.  Some job-seekers enter the Center already knowing that they want to attend training, while other job-seekers may participate in a variety of other services and activities before they decide to pursue training.   

7. Using statewide funds provided to local Boards in late 2002, the Board created the Workforce Investment Fund in January 2003.  The Workforce Investment Fund assists small and medium businesses by providing financial assistance for customized training, upgrading skills of current employees, developing new training programs, creating new high-skill or high-wage jobs or retraining employees for new or emerging occupations.  The application allows community/technical colleges to be a partner with employers and encourages employers to work with educational agencies in the design of new training programs.  Businesses are required to work with community/technical colleges, if equipment will be purchased for the training program.  Any equipment purchased with grant funds may be retained by the community/technical college to use for future training.  

The Board also works closely with businesses to connect them to community/technical colleges or other training providers when a business has identified a training need that they are capable of addressing.  The Board maintains a list of individuals for each community/technical college who serves as the workforce contact.  When a training need is identified by an employer, chamber of commerce or economic development entity, the Board often serves as the connector between the business entity and the education provider.  As indicated previously, the Board meets periodically with community and technical college representatives to discuss workforce issues.    

8. Co-enrollment occurs when appropriate for the individual and when it can be accomplished within the limits of both programs.  During the coming year, it is anticipated that co-enrollment may increase as workforce services are further integrated and assessment processes are improved for all customers.  

9. Access to services in remote areas is accomplished through several methods:  itinerant staff, availability of toll-free phone number, web-based services and interactive video teleconferencing.   Staff travel to locations in counties that are not served by a workforce center on a regular schedule.  In these instances, staff are often housed with Health and Human Services Commission offices or other community agencies that are established and known to the residents, including community centers and chambers of commerce.  The Center’s toll-free number is publicized along with the website address to allow customers to access services when staff are not available on-site.  Through the website, customers can learn about workforce center services and may even participate in an on-line orientation.  On-line orientations are also available for unemployed individuals who are receiving UI compensation and individuals who are in the process of applying for TANF benefits.  This provides 24/7 access to individuals in remote areas.  As indicated previously, the Abilene Workforce Center houses a video teleconferencing lab, which is used regularly to host “Brown Bag” meetings for employers.  The lab has also been used for staff meetings, Board committee meetings and meetings of other organizations to reduce travel time and increase access to information for individuals in rural communities.  Notification of all meeting sites is published as part of any required meeting notices.  

10. The Board has been involved with transportation planning for several years.  Currently, the Board is participating in the regional transportation planning that is being coordinated by the West Central Texas Council of Governments (WCTCOG) and City and Rural Rides (CARR) for the 19-county region that matches the Board’s service area.  Board and workforce center staff will continue to participate in the meetings of this group and have already completed surveys and met with consultants to identify transportation needs, resources and options.  Recognizing the necessity of transportation, the Board has historically supported transportation initiatives that have included matching funds for the federally-funded Job Access Reverse Commute (JARC) program and state-funded programs for TANF recipients created by the former Texas Department of Human Services.  Neither of these programs is currently operational in the region, however, the Board continues to work with transit providers to obtain bus passes for program customers, where appropriate.  

d.
Performance and Feedback

1. The Board evaluates progress on meeting strategic goals on a regular basis at the staff and Board level.  The Board has established six primary goals and established committees or task forces to address each goal.  Committee and task force reports are provided to all Board members and are included on the agenda of regular Board meetings.  Additionally, a summary progress report that identifies accomplishments and progress on goals is distributed for review and discussion at regular intervals. 

2. The Board believes that the services and activities available through the system providers as well as from the Board are effective in addressing local needs; however, the Board believes that there is always opportunity for improvement.  The Board regularly considers the effectiveness of the service delivery system, the responsiveness of activities and the impact or outcomes.  Board staff meet monthly to review the performance for all programs and services.  While the review primarily focuses on contractor performance and financial management, it also includes an assessment of the Board’s activities related to oversight, management and technical assistance.  Board staff also meet periodically with each of the major contractors:  workforce center system, childcare operations and youth services.  These meetings are used as an opportunity to review performance, discuss current and planned initiatives and dialog about issues and opportunities.  As indicated earlier, the workforce center contractor also hosts a regular “partner” meeting that that includes the childcare and youth contractors as well as other partners.  This meeting focuses primarily on operational rather than strategic issues.   

3. Customer feedback is obtained through several methods.  The Board reviews the survey data collected through the State customer satisfaction survey.  The Board also reviews customer satisfaction data collected by the workforce center system from both employer and job-seeker customers.   Although the same survey instrument is typically used, by focusing on either different sizes of employers or different industries, issues related to size, industry, location, etc. can be more readily identified.  As part of the Board’s annual “chartering” or “certification” process of the workforce center system, customer focus groups are held with current and former job-seekers and employer customers.  This information serves as an evaluation of the system and contractor as well as feedback mechanism to identify improvements, additions and changes to the system and the available services. 

4. The workforce center system obtains feedback from job-seeker customers at various points of their interaction with the system—from initial contact to workshops to career counseling and job placement. Employer feedback is obtained primarily through periodic on-line surveys that are targeted to different employer groups.  As indicated previously, the annual chartering process includes the collection of customer feedback.  Individuals included in the focus groups include current job-seekers, current program participants and employed individuals who previously used services.  By including individuals who have experienced various levels of interaction with the system and who have received varied services, the Board is able to obtain an overview of the effectiveness of the system at many points throughout the service delivery process.

5. Information obtained from job-seeker and employer customers is evaluated by both Board and contractor staff.  Opportunities for improvement are identified and strategies developed to address areas needing improvement.  As part of the monthly meetings and reporting, Board and contractor staff discuss the strategies and impact of any improvements.  The Board provides feedback to the contractor regarding the focus groups conducted as part of the annual chartering review.  The feedback includes recommendations and/or requirements for adjustments in service delivery based on the customer feedback.  

