Transcript: Local Workforce Development Board Roles and Responsibilities 
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Welcome to the module, Local Workforce Development Board Roles and Responsibilities. This module is part of the WIOA Governance training series and will cover the key roles and responsibilities of the local workforce development board.
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This training is part of a series of modules related to the governance structure of the public workforce system. As we move through this series, we will be touching on the various entities that make up the public workforce system as well as their roles and responsibilities.
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The objectives for this training are to explore the Workforce Innovation and Opportunity Act’s vision for local workforce development boards, and identify the roles and responsibilities laid out in the Act. This training will also examine how the local board interacts with other stakeholders in the public workforce system.
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W-I-O-A has a vision for local workforce development boards that is articulated through the Boards’ stated purpose, membership composition, and roles and responsibilities. 
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The purpose of the local workforce development board is multi-faceted.  It includes:
Establishing the of W-I-O-A in the local area and overseeing local implementation of that vision. The Board fulfills this purpose by ensuring that the W-I-O-A plans, policies, and strategies reflect the W-I-O-A vision, embody the Hallmarks of Excellence, and are designed to build the talent pipeline that meets the needs of businesses and supports community prosperity.
In addition to its strategic role, the local board also has oversight responsibilities for ensuring the local system is accomplishing its purpose as outlined in the  Act.
The local board also has a charge to manage the local system’s compliance and performance by focusing on development and continuous improvement of the local workforce system.
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Local workforce development boards oversee a defined geographic region called the local workforce development area or “local area”.  Local areas are the geographic area for which the local workforce board coordinates and oversees workforce programs and services.  They are identified using the following criteria: 
Consistent with labor market areas in the state;
Consistent with regional economic development areas in the state; and
Have available the federal and non-federal resources, including appropriate education and training institutions, to effectively administer activities under the Youth, Adult, and Dislocated Worker programs under title I of W-I-O-A. 
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There are two types of Workforce area states. Most states have multiple local areas. This means there are multiple workforce areas and boards within the states. Single workforce area states are designated as “single area”.  This means the entirety of a state is designated and serves as the one local workforce development area. There a 16 states and territories that have been grandfathered in as “single area” states
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Local workforce development boards are appointed by the Chief Local Elected Official and serve as the strategic leader and convener of workforce development system stakeholders in the local area. Like the State Workforce Development Board, the majority of local board members are business representatives, and a business representative must serve as the local board chair. 

The local board partners with employers and the workforce system to develop the Local W-I-O-A Plan, policies, and investments that support strategies that drive regional economies, including sector partnerships, career pathways, and high quality, customer-centered service delivery. Local boards are charged with implementing the W-I-O-A vision outlined in the State Plan and local board members have a unique opportunity to ensure strategic investments in talent development that meet local business’ needs. The mission and vision of local boards parallels the state board. Local boards may dig deeper into the community needs, while the state board will focus on the overarching needs of the state. 

W-I-O-A requires that Governors certify that local boards are compliant with the Act and meet high performance standards. By certifying local boards, and then recertifying them every two years, Governors can administer their oversight authority and ensure accountability through standards that measure performance excellence. In effect, the Governor is certifying that the local area performed successfully and sustained its fiscal integrity. It is incumbent upon the Governor to act when local areas fall short in meeting their performance and fiscal requirements. They can require reorganizations or the establishment of new boards or local areas where warranted.
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There are 4 core membership groups on local workforce development boards: Business, Workforce, Education & Training, and Government. There are required seats and optional seats on the local board, and the minimum board size, based on W-I-O-A requirements is 19.  Beyond the minimum requirements, Chief Elected Officials decide the size of the board and the types of optional seats, if any, to be on the board.  This would change the membership calculations.

Let’s review who makes up each membership group. 
Business: As previously noted, Business members must comprise at least 51% of the local board.  Individuals in this group:
 Must be employed by a business. 
Further, individuals must be owners, chief executive or chief operating officers or must have policy making or hiring authority. In other words, it must be a person who has decision making authority within the company.
Additionally, the company must provide employment in the local area AND the employment must be in in-demand occupations or sector
Two of the business seats must be filled by small businesses
It should be noted that an individual who is retired is not eligible to fulfill any of the required membership categories on the board…even if that person was employed when first appointed
Members are to be nominated by local business organizations and/ or trade associations

The second category is Workforce which must comprise, at a minimum, 20% of the board. As with Business, this group represents one of the customer groups of the system.  Workforce local board members: 
Must include representatives (plural) of labor organizations or other representatives of employees
Must include two or more members of a labor organization or a training director from an apprenticeship program
May include a member of CBO w/ expertise in serving veterans or individuals w/ disabilities, and
May include a member of an organization w/ expertise in serving eligible youth, YOS

The third local board membership category is Education and Training. Education and Training members: 
Must include a representative of adult education
Must include a representative from higher education providing workforce investment activities, including community colleges, and
May include representatives of local educational agencies and community-based organizations with expertise in serving individuals with barriers to employment

The final local board membership category is Government. This category: 
Must include a member from economic and community development entities
Must include a member from the state employment service under the Wagner-Peyser Act
Must include a representative from Vocational Rehabilitation
May include a member from agencies running transportation, housing or public assistance programs, and
May include a member from philanthropic organizations.
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Based on the reform principles in W-I-O-A, the US Department of Labor, Employment and Training Administration (ETA) has developed a vision for the impact of local workforce development boards in transforming and improving the workforce system and building a sustaining system for board excellence. It outlines four strategic roles that all high-performing boards will play. Working together, board members will ensure that the board has the capacity to perform the functions associated with each of these roles.

The roles and responsibilities of the local board can be divided into four categories: strategist, convener, manager, and optimizer. 

In its role as Convener, the Board brings together the business community, labor, education, and other workforce partners and stakeholders to identify and achieve shared goals for the local community. The Board provides the forum that makes it possible for the diverse segments of the community to come together to achieve a unified purpose.
The Board is the Strategist that develops the vision, goals, and strategies for the local workforce system that best meet the needs of employers and workers.
In its role as Manager, the Board performs many critical management functions to ensure that the workforce system performs effectively and in compliance with established requirements. The law and regulations prescribe many of the required management functions that the Board must carry out. 
As an Optimizer, the Board works to achieve the best results that the local workforce system can obtain through a process of continuous improvement.

In alignment with this module, we suggest using the 2019 A Call to Action for Workforce Development Boards located in Workforce GPS as an additional resource.
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There are two types of Workforce area states. Most states have multiple local areas. This means there are multiple workforce areas and boards within the states. Single workforce area states are designated as “single area”.  This means the entirety of a state is designated and serves as the one local workforce development area. There a 16 states and territories that have been grandfathered in as “single area” states
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Let’s first explore the Board’s role as a Convener.

The role of Convener requires boards to build and nurture strong local partnerships with its one-stop partners and community organizations, including business, education, and economic development. Implied in the Convener role is the premise that the local board is not the only entity responsible for building a world class workforce system. The board’s power lies in being able to set the vision and convene the appropriate partners to broker a comprehensive set of solutions for businesses and job seekers. 

The Board uses its Convener role to lead the development of key requirements under W-I-O-A including the One Stop System, Regional Analyses of economic conditions and workforce skills needs, strategies to address workforce needs, local workforce development plans, a memorandum of understanding which outlines how the partners will work together to fully and effectively serve job seeker and business customers, and an Infrastructure Funding Agreement which outlines how partners will share costs.  
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A key task of the local board as Convener is to negotiate the terms of a MOU with the one stop system partners. The MOU should outline how the partners will work together to carry out the functions of the one stop and central to that is how services will be integrated across programs and funding streams. The MOU should also align with the Local Plan as well as the One Stop Budget. 

The U S Department of Labor has developed a toolkit to support locals with the development of the MOU. It can be accessed on www.workforcegps.org.
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The Infrastructure Funding Agreement or IFA is a required companion piece to the MOU and requires the local board to convene partners to identify costs and how the burden of those costs will be shared across partners.

Infrastructure costs of one stop centers are non-personnel costs that are necessary for the general operation of the one stop center including:
Rental of the facilities
Utilities and maintenance
Equipment (including assessment related products and assistive technology for individuals with disabilities) and
Technology to facilitate access to the one stop center, including technology used for the center’s planning and outreach activities

W-I-O-A requires that each entity that carries out a program or activities in a local one stop center must use a portion of the funds available for the program and activities to maintain the one stop delivery system, including payment of the infrastructure costs. The IFA outlines how those infrastructure costs will be funded across the system partners.
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The second role of the local board is strategist. The local board performs the strategic role of fitting together, into one unified whole, all of the individual pieces that represent the goals, interests and concerns of the diverse segments of the community.
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The Board exercises strategic leadership in achieving the vision and goals of the state and local economies. In order to be strategic, a local board must position itself to understand the needs of businesses on an ongoing basis to ensure that the workforce system is providing relevant solutions. Workforce data collection and analysis enables the local board to understand and respond to local economic and workforce needs and trends and to position the system to meet customers’ needs. That understanding informs the design of the local system which implements strategies and services to provide workers with the knowledge, skills, and abilities that local employers need to grow.  In a nutshell, the local board cannot be strategic if it is not data-driven.
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As a recap from Module 1, let’s do a quick review of the local workforce system for which the local board is developing its vision, goals and strategies. 

The Workforce System:
· Brings together various programs (known as partners) to provide a seamless customer focused network of physical and virtual services
· Goal is to improve long term employment outcomes 
· Dual customers: businesses and individuals
· Known nationally as the American Job Center network
· Overseen by local workforce development board
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What does strategic system design mean? It means that decisions around how the system is structured and the services it provides are determined by workforce data around which industries are growing in the regional economy and what skills they need to meet their rising demand.

The strategies that local boards around the country use to meet that demand include things such as sector partnerships and strategies. Sector partnerships are business-driven partnerships among companies in a regional target industry and other regional partners that work together to develop and implement solutions for the industry’s workforce and other needs.  Sector strategies are the business-driven workforce and other solutions developed and implemented by education, training, and other “public” partners in the sector partnership to address the needs and challenges identified by companies in the target industry.  These solutions are developed in partnership with business and are continually re-examined and refined to address business feedback over time.  Sector strategies may encompass a range of activities, from development of industry-driven workforce goals and corresponding strategic and action plans and policies, to enhancements in both business and job seeker services designed to be more responsive to the needs of businesses in the target sector.  No matter their focus, sector strategies are designed to meet the needs of multiple businesses in a target industry at scale, as opposed to only addressing individual company needs.  As important, sector strategies must be continuously re-examined, and adjusted as necessary, to ensure that they remain relevant and responsive to the changing needs of businesses in the sector.

Career pathways identify the career opportunities in an industry, entry-level to advanced, and how an individual can grow his/her career in the industry. They are connected education and training programs that build upon one another to help a person enter and advance in his/her career in an industry.  Pathways are business-defined and business-driven and aligned to the skill needs of targeted industry sectors and are explicitly focused on helping people more easily and quickly enter and advance in their careers.  Key features of career pathways include:  
· They connect and articulate the full range of K-12, adult education, post-secondary, and other education and training, with seamless transitions between “levels” and no “dead ends.” 
· They have multiple on and off-ramps to make it easy for individuals to start, stop, and re-enter education and training. 
· They embed “stackable” industry-recognized credentials. 
· They make work a central context for learning, through on-the-job training, Registered Apprenticeship, work-based internships and mentorships, and other avenues.  
· They accelerate educational and career advancement through assessment of prior learning and experience, integrated “basic” education and technical training, and other strategies. 
· They provide integrated supports like coaching and advising and services like childcare and transportation assistance, especially at education and career transition points. 
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Local boards must also consider how services are operationalized in the local workforce system to achieve the Board’s vision and goals.  Operations should always be customer centric or focused and the needs of the job seeker and business customer at the heart of service design, overall.  This slide lays out key elements of operational design that the local board makes decisions around including:
· The number of American Job Centers in the local area
· Co-location of partners within those centers
· Requirements and expectations around service integration across partners
· The ease of movement or flow of customers from one service to another until they achieve a successful outcome, and 
· The functional alignment of staff which makes it easier for staff to integrate and customers to navigate services across programs.
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· As previously noted, the vision, goals, and strategic and operational design are outlined in the local workforce development plan which is required to be submitted by each local workforce development area to the state workforce agency every four years and updated every two years. 
· 
· The plan outlines how the local workforce development board will ensure the core programs will:  
· expand access to employment, training, education, and support services 
· facilitate the development of career pathways and co-enrollment across programs 
· improve access for individuals to obtain industry recognized post-secondary credentials which are portable and stackable, and 
· include strategies to ensure the local workforce system meets the needs of businesses in the local area and that businesses have the opportunity to engage with the system in meaningful ways. 
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The next role we’ll explore is that of local workforce boards as Managers.  Boards have four key tasks as Managers:
· Managing federal funds
· Establishing policies and procedures
· Monitoring and oversight, and 
· Selecting service providers
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Let’s start by looking at the local Board’s responsibility for managing the funds. 

The CEO serves as the grant sub-recipient; however, the law permits the CEO to designate a fiscal agent or grant sub-recipient to play this role.  If a fiscal agent is not designated, the CEO’s unit of government would fulfill the role. 

As the grant sub-recipient, the CEO has responsibility for the funds and retains decision-making associated with those funds. The decision making is shared with the local workforce development board.

20 CFR 679.420 (a)
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The local board is responsible for developing a budget for the federal funding it receives.  This budget should support service delivery that meets the needs of customers in the local area.  Therefore, it should align with the local plan and outline the Infrastructure Funding Agreement as just noted.  Finally, this budget must be approved by the Chief Elected Official for the local area.
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Local boards must also develop policies to ensure compliant and effective operation of WIOA and should also develop policies to have advance their strategic vision for the system.  These policies articulate expectations and guidance to local partners and providers to ensure both compliance, both with WIOA and the local board’s priorities.

Examples of operational policies include:
Adult and Dislocated Worker Eligibility
Co-Enrollment
Incumbent Worker Training
Supportive Service Limits
Individual Training Account Limits
Monitoring of sub recipients and Contractors

Examples of strategic policies include:
Targeted Sectors
Initial Assessment 
One-Stop Operations
Work-Based Learning
Integrated Business Services Team, and
Data Sharing across partners
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Local Board may also enter into contracts to deliver services in the local system. The first is a contract with the one-stop operator who is responsible for coordinating service delivery across programs.  The second are service providers who may deliver W-I-O-A Title services through the Adult, Dislocated Worker, and Youth programs, and provide services such as case management, assessment, and job search assistance.  The Local Board may also enter into an agreement with an entity to serve as the fiscal agent, designated by the CEO,  for the federal funding; and finally, the LWDB may have staff to support its fulfillment of all of these key roles. Depending on the Board’s organizational structure, its fiscal agent may execute a contract to serve as the local board staff’s employer of record.
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The fourth area of the local board’s role as manager is conducting oversight of the system and Title I (Adult, DW, and Youth) programs. To ensure the system is complying with required provisions and accomplishing the Board’s vision, it partners with the Chief Elected Official to provide oversight. That responsibility includes ensuring monitoring of programs, tracking performance/fiscal and other key data, reviewing contracts, etc. – essential steps to understanding and ensuring that services are both compliant and strategic.
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Now, let’s look at the Board’s role as optimizers through three key areas: One-Stop Certification, performance measurement and the Eligible Training Provider list. 
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The Board performs the role of optimizer in several different ways. It seeks to make more resources available to benefit the workforce system by leveraging investments from other sources (e.g., partners, industries, local business, etc.). It seeks to obtain feedback from the stakeholders on how to improve system performance. It optimizes performance results by negotiating ambitious performance goals with all of the service providers. It continuously monitors performance results, analyzes performance variances, identifies remedial steps, and follows up on results obtained. The Board then uses the continuous improvement process to update its strategies and repeat the cycle again.
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Certification of One-Stop Centers ensures there is a consistent level of service delivery quality to benefit customers across the system. State Boards, in consultation with local boards and local elected officials, use requirements and good data around strong practices to inform the development of criteria to use when determining if One-Stop Centers, otherwise known as American Job Centers, should be certified.
Criteria for certification must be updated every two years along with the State Plan. Local boards conduct the certification process for their own centers. Local Boards may also set criteria in addition to those required by the State Board.
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Here are the factors that are addressed in one-stop certification criteria.  They are all intended to improve the customer experience and outcomes.

· Effectiveness – including customer satisfaction, integration of services;
· Accessibility – both physical and programmatic;
· Continuous improvement – in other words, how does the center evaluate itself, measure progress and collect feedback?  How does it use that information to actively manage their performance to drive continuous improvement?
· Partner coordination – alignment and integration are key principles of WIOA and demonstrating both efforts and outcomes in this area is essential
· Equal opportunity for individuals with disabilities; and
· Performance – Each center should regularly review its performance and modify service design and delivery as needed.
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Let’s talk further about performance. W-I-O-A performance measures are the way the US Department of Labor reports to Congress on how well the system is performing. Performance should be tracked and reported to the local board at least quarterly. Failure to meet performance measures can result in intervention by the state agency and lead to decertification of a local workforce development board. Additionally, successful performance is a factor in the Governor’s decisions regarding designation of local workforce development areas.
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In its roles as Optimizer, the Board also assists in the administration and coordination of the Eligible Training Provider List, or ETPL, at the local level.  W-I-O-A mandates the development of an Eligible Training Provider List. The purpose of this list is to present a broad and diverse selection of quality training choices to support the employment goals of individuals. Customers are provided with key performance information such as program completion rates, and employment of graduates in the field, as well as cost information. Customers use Individual Training Accounts to access training offered by providers on the eligible training provider list.

Through sub-grant awards, local boards also have the option to target work-based learning and training strategies such as on-the-job training opportunities for in-demand occupations driven by the local industry need. 
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Boards optimize their local system’s effectiveness and outcomes by ensuring the needs of the job seeker and business customer are central to determining how to deliver services, what services will be delivered, and how partner programs will integrate to yield the best possible outcomes. Customer Centered Design is a problem-solving method or approach which involves the customer perspective in all steps of a problem-solving process. High impact boards use customer-centered design and other strategic tools to continuously improve their local workforce system.
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You have now explored the Workforce Innovation and Opportunity Act’s vision for local workforce development boards, and identified the roles and responsibilities laid out in the Act. We hope you have also gained understanding of how the local board interacts with other stakeholders in the public workforce system.
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Thank you for viewing this training on module on Local Workforce Development Board roles and responsibilities. 
