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 Executive Summary

Baltimore’s local public workforce system assists employers in their search for workers, and helps job seekers prepare for, and find, their next job. This workforce system is made up of the connected activities of a large group of organizations, including several local and state government agencies, private and non-profit service-providers, community-based organizations, unions, and public and private education and training providers. The Baltimore Workforce Investment Board (BWIB) is the City’s strategic planning and oversight entity for the workforce system, and its individual members are appointed by the Mayor. The BWIB has a private employer majority, and represents businesses, government agencies, non-profits, community-based organizations and unions. The BWIB seeks to build an integrated and responsive workforce development system that will position Baltimore as a city of choice for new and existing businesses.  

The BWIB established its Workforce System Effectiveness Committee (WSEC) to ensure the system pursues continuous improvement that is grounded in research.  This report, Baltimore’s Workforce System at Work, is the first in a series of WSEC reports to the BWIB that will outline Baltimore’s workforce system structure and activities, and provide analysis, results, and recommendations for improving that system.  This report focuses on a key component of the system: the services provided through a One-Stop Career Center Network managed by the Mayor’s Office of Employment Development (MOED) and primarily funded under the 1998 federal Workforce Investment Act (WIA). The WSEC plans to expand its focus to other parts of the larger workforce system in future reports.

The WSEC crafted this report to address the following questions:

· What is the workforce landscape in Baltimore?

· What is Baltimore’s local public workforce system?

· What are the characteristics of job seekers served by the One-Stop Career Center Network?

· How effectively are job seeker customers being served?

· What are the characteristics of employers who hire One-Stop Career Center Network job seeker customers?

· How does the performance of the Baltimore system compare with that of other peer cities?

· What training works best and for whom?

These questions have been pursued through a WSEC work-plan of nine projects designed to produce actionable results and recommendations for improving Baltimore’s workforce system. This report compiles results thus far from work in progress.  

What is the workforce landscape in Baltimore?

· In recent years, the unemployment rate in Baltimore has remained consistently almost double that of the Greater Baltimore metropolitan region and of the state.

· As with many metropolitan areas across the country, manufacturing in the City of Baltimore has declined. While manufacturing provided 20% of all jobs in 1970, by 2000 that had fallen to just 8%. Today, over a quarter of the City workforce is in health, education, and social services – a position second only to Boston out of all metropolitan areas. This means Baltimore is also well positioned for rapid growth and development in services industries like health care and medical technology, financial services, information technology, and biotechnology.

· Achieving successful growth in these services industries may only serve to polarize the local economy, unless these job opportunities can also be extended outwards to those with presently low skills. Employment in this new economy requires significantly higher educational attainment, and yet over one third of Baltimore’s working population – more than 132,000 people – does not have the necessary qualifications to apply for almost half of the new jobs that will be created by 2010. Consequently, the local public workforce system will not be able to launch a large number of job seekers into upwardly-mobile opportunities simply through the acts of job matching and placement. The skills of job seekers will also have to be uplifted through training to help them compete for jobs in the new industries, and the limited number of higher-paying opportunities will have to be extended beyond the initial pockets of high growth and into broader clusters of economic activity.

What is Baltimore’s local public workforce system?

· The key part of Baltimore’s local public workforce system is the One-Stop Career Center Network managed by the Mayor’s Office of Employment Development (MOED) and primarily funded under the 1998 federal Workforce Investment Act (WIA).  

· Individual job seekers generally move through the One-Stop Career Center Network in a three-tier sequence:

· Core services, where customers access job listings and other career information, computers, telephones, self-assessments, and other resources. These core services can be “self-service” requiring minimal staff assistance, or “staff assisted” involving more staff engagement.

· Intensive services, where customers work with a case manager and receive in-depth assessments, job preparation, readiness and placement services.

· Training services, where customers can access vouchers (“Individual Training Accounts”) for training they select, or access training developed and supported by employers who guarantee employment to those who complete the training (“customized training”).
· Employers access the system through Employ Baltimore, MOED’s business services arm, and through the One-Stop Career Center Network.  MOED offers employers assistance with outreach and recruitment, applicant prescreening, assessment, testing and referral services, as well as the resources to train new and existing employees, tax credit information, and human resources support.

What are the characteristics of job seekers served by the One-Stop Career Center Network?

· Based on a study examining the flow of job seeker customers in the 18-month period from July 1, 2000 to December 31, 2001, 22,626 customers entered the One-Stop Career Center Network. Of the 21,361 adults served, 100% received core services. At the time of this study, of the 4,067 customers who were formally registered with WIA, 35% were at the point of receiving staff-assisted core services, 51% were receiving intensive services, and 14% were in training. Since this is a “snapshot” picture, individual customers may have moved into higher tiers later.

· Women slightly outnumbered men (52% vs. 48%), and the average age of customers was 34 years old.  The vast majority (92%) was African-American.  Almost three-quarters (73%) reported having a high school diploma/GED or better, but less than half of those who were tested scored at the 12th grade level in reading and math, one-third of adults scored below 9th grade in reading, and nearly two-thirds scored below 9th grade in math.

· Based on another study of the 3,384 customers who left the system in the 21-month period from October 1, 2000 through June 30, 2002, 62% received core staff-assisted services as their highest tier of service experienced in the system, 24% received intensive services and 14% received training.

How effectively are job seeker customers being served?

· From October 1, 2000 to June 30, 2002, MOED met or exceeded almost all the WIA performance standards set by the federal government.  Standards include the percentage of job seekers placed in jobs, the percentage of those placed in jobs and remaining employed for six months, and the amount of wage gain by the customers in their new jobs. 

· In general, workers who recently lost their jobs (dislocated workers), males, whites, individuals age 40 and over, and customers who completed job training, obtained jobs with higher wages than other groups (although such customers may also have been better off than others prior to receiving services). Nevertheless, this finding about who is a “successful” customer suggests other groups may need additional attention and resources to succeed at this level.

What are the characteristics of employers who hire One-Stop Career Center Network job seeker customers?

· In the 12-month period from July 1, 2001 through June 30, 2002, 2,231 employers were served by the One-Stop Career Center Network, and those employers hired 6,055 job seeker customers.

· The industry that hires the most adult workers through the One-Stop Career Center Network is employment services (i.e. temporary employment/staffing agencies), followed closely by health care, for a combined 28% of all placements.  These industries, along with food service, retail trade, and government, represented more than half (53%) of all adult placements. 

· A follow-up study of 2,628 former One-Stop Career Center Network job seeker customers and the 1,382 business affiliations of their first jobs after leaving the Network, in the 12-month period between July 2000 and June 2002, found that 29% of the first jobs were in businesses with fewer than 50 employees, while 37 percent were in businesses with more than 250 employees. 

· There was no strong association between the percent of first jobs retained and employer size, but average earnings were higher for those former Network customers retained in larger businesses. There was a 25% percent difference in average quarterly earnings a year after first hire, between the smallest and largest business size categories.

· The retention rate in the Administrative and Support Services industry ranges between 21% and 24% among the four business size classes, which stands in sharp contrast with retention in hospitals (70%), education services (60%), and nursing and residential care services (48%), in the two largest business size categories.
· The results to the employer characteristics analysis are by no means clear-cut. Further research is necessary before conclusions can be drawn from these group findings about which individual employers might be targeted for job development and outreach activities.

How does the performance of the Baltimore system compare with that of other peer cities?

· Benchmarking the Baltimore system against a group of peer local workforce investment board areas in comparable cities shows Baltimore to be a high-performer in terms of the absolute number of people served and the number served relative to population size. The majority of people who leave the program do so at the core stage: this the WIA-mandated free and universally accessible level of services. 

· Baltimore trains a smaller percentage of those served, and customers who enter training spend fewer days there than they do in the other LWIBs, but Baltimore still assists customers in obtaining credentials at a high rate, compared to the level in the other LWIBs. The balance of service emphasis across core, intensive and training is an important area for future discussion by the BWIB. 

What training works best and for whom?

· Results from a cost-effectiveness analysis and a return on investment analysis on two samples of customers in Baltimore’s customized training and Individual Training Account (ITA) funded training programs, show publicly-funded training to be a very good investment. “Customized training” is arranged collaboratively with employers in accordance with specific job requirements, while the “ITA” is like a voucher that the job seeker customer can use at any approved training provider. The research results are based on just two non-random samples of job seekers taking one of these types of training at a particular point in time, and do not show what would have happened to other comparable groups not receiving the same training. Nevertheless, they demonstrate and confirm that:

· training can be associated with wage gains for almost all types of customers, and that the gains can be highest for those who previously were the poorest;

-
when comparing customer earnings in the four quarters before the start of their training to the four quarters after their exit from the program, customized training customers as a group experienced a wage gain of $3.55 for every $1 invested in their training, while the wage gain for ITA-funded customers was $1.49; the two groups of customers combined experienced a wage gain of $2.20 for every $1 of training investment;

-
when the broader monetary implications from the point of view of the taxpayer funding the local public workforce system are factored into a more comprehensive return on investment analysis (that is, including the changes from before to after training, in federal, state, and local taxes paid by customers, and in child care vouchers, food stamps and TANF/TCA received by customers) the results show that training investment pays for itself in the second year afterwards in the case of customized training, and in the third year afterwards in the case of ITA-funded training; hence job retention and progression support services to help customers stay attached to the labor market, in either their present or their next job, for at least this amount of time after training, are key to making good on the public’s training investment. 

· Maryland has a relatively low ability to receive federal training dollars because it is relatively better off than many other states in terms of those socio-economic variables taken into account by the federal WIA funding allocation formulae. Maryland also lags its state competitors in the absolute amount and relative level of state dollars devoted specifically to employer-focused labor training -- that is, the kinds of investments in job skills training made with public state funds and often routed through employers themselves. With constrained government budgets overall, significant supplementary funds are needed to reach the levels of training offered in other states and the scale required here.

Recommendations about future opportunities:

The empirical findings support the following three broad strategic areas as most promising for future workforce development in Baltimore: 

(1) Vigorously pursue the build-out of high-growth target industries into broader sector/cluster-based development: 

Having identified and designated industries for which the local area is likely to have a competitive advantage – the list of “target” or “high-growth opportunity” industries -- the Board should now assist Baltimore with the next stages of cluster growth, including:

-
alignment of economic development efforts, resources, initiatives, and infrastructure in support of these target industries to maximize their opportunity for local growth: this effort includes fostering development of local consortia (like the Healthcare Coalition, and the Bioscience Initiative), human resources networks, and regional skills alliances;

-
identification of other industries it makes sense to encourage locally because of their strong linkages to those already on the initial target list; this effort involves mapping the supply chains of the target industries – for example, the laboratory equipment manufacturers and suppliers used by the biotechnology firms and healthcare organizations – and then encouraging growth of those suppliers locally;  in this way, the growth opportunities offered by the initial target industries (which are often technology-based and offer rapid growth in only a few high-level occupations) can be extended to a wider set of linked activities; these can create opportunities for low-skilled/low-income and median skill workers with the assistance of targeted public incentives, the creation of career ladders and support services by workforce intermediaries, sector-based training, and focused barrier removal for specific groups.

(2) Greatly increase skills training and enhance its effectiveness:  

The Board could take the initiative and advocate for reallocation of public funds towards training, and for development of a plan to raise a large alternate source of funds for training to be implemented when state fiscal conditions permit. Such funds should be used to:

· provide more customized training, especially within the targeted growth industries and their surrounding clusters;

· provide more basic skills and workplace literacy training to overcome the bottleneck faced by many low-income/low-skilled job seekers trying to bridge into cluster occupations yet lacking the foundation to do so;

· develop better links to the school system, including further development of career-related curricula, more employer engagement in school and curricula planning, and more school-to-work opportunities;

· link training provision to the results of an occupational forecasting system: incentives could be provided to providers of the kinds of training that equips job seekers for skill shortage areas and for occupations likely to be in high future demand, as identified by the forecasting system;

· pursue more creative approaches to making full use of the policy flexibility and program choice options available within federally-funded services, to offer more training;

The other strategic choices that could increase the cost-effectiveness of training even further (if feasible, given freedom of individual customer choice and favorable federal and state regulations) are to: 

· choose less expensive training providers rather than more expensive ones, in the cases of comparable training with similar types of customers and similar levels of provider outcomes;
· ensure that training participants and employers receive all available supports (such as food stamps, earned income tax credits, etc);
· time the present income supports provided to job seekers through the welfare system to coincide better with the training activities arranged by the workforce system: this alignment may require changes in state or federal policy;
· advocate for policy changes that increase welfare recipient participation in training.
(3) Institute a modern local performance measurement system: 

MOED’s One-Stop Career Center Network greatly exceeds federal performance standards for virtually every customer group, service location, and quarterly time-period. Yet only part of the federal performance measurement system is directly relevant to the Board’s strategic management needs. Developing and instituting a balanced-scorecard system, with closer to real-time measures related to the Board’s own strategic objectives, would better demonstrate the workforce system’s value, would provide a more useful tool for oversight and continuous improvement, and would bring meaningful life to reporting. It could also help align the activities in other parts of the larger workforce system with that of the main MOED One-Stop Career Center Network, in pursuit of the Board’s strategic objectives. Any new performance measurement system should:

· capture and display the critical information the Board needs to fulfill its oversight role: measures should be clearly defined and understandable, and data collected on the measures should be timely, accurate, and consistent;

· show progress towards local strategic goals set for the workforce system by the Board;

· be designed and implemented for performance support and continuous improvement, rather than compliance and federal reporting; 

-
promote alignment among different partners, levels, units, and staff. 













PAGE  
8

