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TRANSMITTAL # 1
MEMORANDUM

September 16, 2004

TO:

Workforce Development Council

FROM:
Roger B. Madsen, Director

SUBJECT:
Workforce System Measures

ACTION REQUESTED:
None.  Information Only. 
BACKGROUND:

State and local workforce leaders have a heightened interest in system accountability, with many of them shifting their focus from individual program performance to the performance of the workforce system as a whole.  Existing program measures do not have the capability to address such a task.  Workforce leaders in Idaho have also become increasingly concerned with how the education, job training, and economic development efforts prepare Idaho residents for the future, hoping to gauge the state’s progress in these areas.  At its most recent meeting, Workforce Development Council members requested that state staff research options for measuring the State’s workforce system efforts.

In researching the request, state staff utilized the guiding principles established by the Council several years ago, to determine whether any particular model would be consistent with these principles.  These efforts sought to ensure that any potential system measures be system-focused—assessing progress toward achieving system goals and objectives; limited—focusing only on the most important indicators of success by limiting the influence of individual measures, using existing data sources; understandable—be plain and clear-cut; and promote continuous improvement.
Staff reviewed the information presented to the Council by Dr. Chris King on Workforce System Performance Measures, focusing on those states noted to have exemplary systems in place or under development.  A total of eight states were reviewed to determine whether their strategies would assist in Idaho’s efforts.  A detailed study of these states’ systems showed that a majority of them used select individual program measures from several programs/agencies as a means of determining a state’s workforce systems effectiveness.  However, two approaches appeared to assess performance in a comprehensive manner.  The tiered approach incorporates a first tier of specific program measures, a second tier of cross-program measures and a third tier that would address system measures.  The balanced scorecard method is a comprehensive approach to a statewide system of measures, combining existing program measures and broad economic and education indicators to gauge its state’s economic, educational, and workforce systems’ performance.  
State staff convened a group of Idaho’s system partners to discuss its findings and determine an appropriate course of action.  This system measure group, which consisted of representatives from Idaho Commerce and Labor, Department of Education, Commission on Aging, Professional-Technical Education, and Department of Correction, recommended an approach for the state that utilizes data currently collected by the system’s partners.

Idaho’s employment and training partners have established robust first tier management systems, consisting of individual program performance measures and key indicators.  Under WIA, for example, this includes the 17 individual performance measures that address the three major program groupings (Adult, Dislocated Worker, and Youth) and Customer Satisfaction.  These measures, along with those of the other partner programs, would continue to serve the function of assisting program administrators as a program management tool.  However, these alone would not be sufficient to provide an overview of the workforce system as a whole.  The measures are available on a quarterly basis and could be made available to the Council if desired.  At this level, the measures lack comparability across programs and may be at a level that is too detailed to meet the Council’s desire for limited, meaningful data produced in a “dashboard” format.       

The workgroup proposed a second tier that would incorporate the proposed federal common measures.  This will impact the workforce development programs under the following five federal agencies: Department of Labor, Department of Education, Department of Health and Human Services, Department of Veterans Affairs, Department of the Interior, and Department of Housing and Urban Development.  There are a total of eight measures, four for adult programs (a. Entered Employment, b. Retention, c. Earnings Increase, and d. Efficiency) and four for youth programs (a. Placement in Employment or Education, b. Attainment of a Degree or Certificate, c. Literacy and Numeracy Gains, and d. Efficiency).  The group agreed that the commonality of these measures would help the Council to review each program from the same vantage point, allowing it to take one step closer to assessing the overall strength of the workforce system in the state.  Although these federal common measures will be implemented by the partner programs throughout the state, the coordination and implementation of them will not likely coincide in a timely fashion among the five federal agencies administering the programs.  It is anticipated that actual measure implementation may take from two to three years, depending upon the federal agency.

A third tier of measures is intended to portray system progress beyond categorical program results and is the level most closely aligned to the Council’s original principles for program evaluation and requests made at the last meeting.  At this level, a limited number of indicators would need to be identified that measure progress on the Council’s highest priority goals.  Staff expressed concern that we not impose additional data collection requirements given the considerable efforts already underway; however we believe data already exists to report progress on many of the goals.  Because the Council will be re-examining its goals and objectives in the next year, staff recommend that serious work on the development of system measures should be deferred until that time.  The balanced score-card approach holds promise as a framework for establishing those measures.  At such time as new goals are established, Council guidance will be sought on the identification of an approach and specific measures.  
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