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F o r e w o rd
This guide is intended for employer associations affiliated with the

National Association of Manufacturers (NAM) that provide services to

their member employers in local labor markets. These are mainly the

members of the NAM’s Employer Association Group (EAG), but may

also include affiliates belonging to the State Associations Group (SAG)

and trade associations belonging to the NAM Associations Council.

Other employer associations not affiliated with the NAM may also find

it useful for their work in localities.

You will find common guidelines for thinking about how employer

associations can better serve their members in the current tight labor

market. While employers are experiencing shortages of qualified candi-

dates at all levels, this guide focuses mainly on workforce development

for entry-level, non-exempt positions, in which employers are now

struggling to use non-traditional populations.

The roles that such associations play—or can play—in workforc e

development for such entry-level, non-exempt positions are examined

h e re. Key issues facing employers and employer associations as they

seek qualified entry-level workers are also explore d .

Developing effective solutions to workforce-development issues is

critical to our global competitiveness in manufacturing—and critical to

the ability of associations to provide value-added services to their

members. If we can confront these issues successfully, we can make

this new decade a true “decade of opportunity” for our member

employers, for the non-traditional populations now entering manufac-

turing careers and for the communities in which both employers and

workers re s i d e .

The Center for Wo r k f o rce Success looks forward to working with

a wide range of associations on these issues. For further inform a t i o n ,

please contact the staff of the Center for Wo r k f o rce Success by calling

(202) 637-3107.
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B a ckg r oun d
■ American employers and workforces must be highly productive and

flexible to prosper in these conditions.

■ Technology rules more than ever before, presenting profound challenges

and exciting opportunities to employer associations, employers and

workers at all levels. Even entry-level jobs re q u i re some ability to use

computers, complex systems, sophisticated processes and exotic materials

that may not have existed a few years, months or even weeks ago.

■ F ront-line workers need new problem-solving and interpersonal skills.

They must work in teams with broader authority —and relate eff e c t i v e l y

to customers, suppliers and people of diff e rent skills and pro f e s s i o n s ,

both within and outside their org a n i z a t i o n .

■ Employers face the lowest unemployment rate in decades. Most people

with adequate skills who want to work are already employed, and

f i rms now must find ways to hire, make productive, retain and advance

populations with poor educations, skills, attitudes and/or work

h i s t o r i es —populations traditionally screened out.

■ Demographic changes tighten the vise. The skilled workforce is aging,

with many retiring in the next decade. The low birthrates of the post-

baby boom years mean fewer entry- and mid-level job candidates in 

their 20s and 30s.

■ In these and other ways, continuous change is a reality. To meet such a

challenge, life-long learning can no longer be a luxury; it is a necessity

for managers, supervisors, technicians and front-line workers.

■ Yet, America’s education and training systems are struggling. Too often,

the federal job-training system does not pre p a re the disadvantaged with

the skills and attitudes employers need. Also, schools often re s i s t

change, while school personnel at all levels have little exposure to the

demands of the modern workplace. 

At the turn of the century, American employers — and manufacturers in

p a r t i c u l ar — face daunting workforce challenges.

■ Employers compete in a world market. Competition is fierce, particularly

with firms in emerging economies that enjoy major cost advantages.

To d a y ’s Workforce Issues
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Employers Voice Their Concerns
Employers have lent their voices to a rising chorus of concern about such

w o r k f o rce issues. A survey of American industrial companies was commis-

sioned by the Center for Wo r k f o rce Success at the National Association of

M a n u f a c t u rers and conducted by the consulting firm of Grant Thornton. 

Its findings were published by the center as The Skills Gap, The Sh o rtage of

Qualified Wo rkers: A Growing Challenge to the American Ec o n o m y. Among those

findings are the following:

■ Eighty-eight percent of responding manufacturers report difficulties in

finding qualified candidates in at least one job function, from unskilled

p roduction-line positions to highly technical computer programmer slots.

■ S i x t y p e rcent of manufacturers typically reject between 50 percent to

100 percent of applicants as unqualified, lacking both relevant skills and

work experience.

■ Half to two-thirds of responding manufacturers say that incumbent 

non-exempt workers possess serious deficiencies in math skills,

oral and written communications and basic employability skills such 

as timeliness.

■ Twenty percent of manufacturers say such ineffective skills prevent them

f rom expanding, and one third say such deficiencies make them unable

to improve pro d u c t i v i t y .

CEOs and other leaders of state and local general membership employer

associations affiliated with the NAM — the members of the NAM’s Employer

and State Associations Gro u ps — echoed these concerns in another re c e n t

center survey:

■ M o re than two-thirds of the associations ranked “hiring, retaining and

maintaining the skills of the workforce” as the number-one pro b l e m

facing their members, with 85 percent saying employers were being

f o rced to hire non-traditional populations.

■ Almost 80 percent of the associations believed that K–12 school

systems were not doing a good job in preparing students for entry

into the workplace. Two-thirds believed that local public job-training

p rograms were not doing a good job in preparing the disadvantaged

for jobs.

■ Eight of 10 associations said they were experiencing “some” or “a lot”

of demand from their members for help in upgrading the skills of

incumbent entry-level workers and for help in getting involved in

s c h o o l - t o - c a reer programs. Almost half said they were experiencing

such demands for help in hiring, training and retaining hard-to-

employ populations like the long-term unemployed, welfare re c i p i e n t s

and inner-city youth.

M a n u f a c t u rers are turning to employer associations for help in upgrading the
skills of entry-level workers, many of whom come to the job lacking basic math,
communication, technical and job-related skills.
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Workforc e
The Emergent American Wo r k f o r c e

or mentally. Large proportions of such populations have a limited educa-

tion, few job skills, little work experience and inadequate employability

skills. Low self-esteem, mental illness and a history of substance abuse

beset some. Child-care needs and lack of transportation limit the ability of

many to hold onto jobs. Such groups were traditionally screened out of

consideration for hiring; now employers must increasingly hire and help

the hard-to-employ become productive employees. 

Most employers have limited experience dealing with such populations.

Few have provided or arranged for basic educational re m e d i a t i o n .

Supervisors have little if any training in how to lead and motivate new

h i res from such groups. Human re s o u rce departments know little of the

kinds of social supports and services this emergent American workforc e

re q u i res to succeed. Few employers have worked with welfare depart-

ments, publicly supported job-training programs and community-based

o rganizations offering training and child care, transportation and other

supportive social services to the disadvantaged. 

Finally, while many employers have helped schools and students in 

significant ways, few have experience providing work-based learn i n g

opportunities to students or teachers.

The issue for American employers is increasingly how to hire, re t a i n ,

make productive and advance three subgroups of what some have called

“the emergent American workforce.” 

The Incumbent Workforce
Many entry-level, non-exempt incumbent workers, especially recent hire s ,

lack adequate basic education, specific job skills and some employability

skills. They are increasingly at risk of losing their jobs as the skills bar is

raised by technological advances and intensifying competition. For

employers to remain competitive, they must make such workers competi-

tive and able to advance to higher levels to take the place of older

workers approaching re t i re m e n t .

The Workforce of the Future
Students in K–12 schools re p resent the workforce of the future. Except

for fast food and certain other sectors, many employers traditionally did

not hire many high-school students or recent high-school graduates,

p referring to let non-college graduates age and mature into their late 20s.

Now, however, employers are finding that they need to hire such young

people and regard school-to-work (STW) or school-to-career (STC)

p rograms as especially promising vehicles for school impro v e m e n t .

The Hard-To-Employ
These include the long-term unemployed, a portion of the welfare

population, many inner-city youth and many of those disabled physically

In order to remain competitive, employers must make
workers competitive and able to advance to higher levels
to take the place of older workers approaching retirement.
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The Printing Industry of Illinois/Indiana Association decided to do

something about the shortage of qualified workers in its industry. The

association works on two fronts: It brokers new training programs into

place to bring entry-level workers into the industry; and it works with

existing educators and trainers to upgrade and accredit their curricula.

In Chicago, the trade association has partnered with city colleges and

community-based organizations in the Bronzeville and Humboldt Park

neighborhoods to set up GraphicLink, a pilot project funded by the

city’s Mayor’s Office of Workforce Development. This program brings 

entry-level workers into the graphic arts industry by providing under-

employed and unemployed persons in the participating communities

with industry-specific training. This training has been carefully designed

to meet the needs of adult students and of prospective printing

industry employers.

In the Rockford, Ill., area, the association worked with Career Education

Associates of North Central Illinois to upgrade and accredit the graphic

arts technology programs of four area high schools. For more than a

y e a r, four graphic arts technology instructors from the schools worked

as a team to complete the re q u i rements of PrintED, the printing

industry’s national program for evaluating the quality of graphic arts

technology programs in secondary and post-secondary schools. 

Guided by a local advisory committee, the instructors took the best fro m

their respective programs to create a leaner, stronger curriculum meeting

PrintED standards. With vendor-supplied equipment upgrades, the

p rogram serves industry employers by providing potential workers with

the technical skills they need, thus reducing on-the-job training time.

Printing Industry of Illinois/Indiana Association,
Chicago, Ill.

Preparing Workers for the Printing Industry
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Clearly, these challenges are beyond the means of any one company and

any one employer organization to solve. Instead, public-private sector

partnerships, collaborations and networks of institutions and individuals

a re necessary. 

This means forming or strengthening relationships between employers and

the generally publicly supported schools, community colleges, job-training

o rganizations and social service agencies, especially community-

based organizations re p resenting and serving disadvantaged groups. 

L a rger employers, with professional personnel and human re s o u rce and

training staffs, have more experience and more re s o u rces available when

f o rming such relationships than do medium-sized and small employers.

For the latter, the challenges of the emergent American workforce are

especially formidable. 

But employers of all sizes need help in meeting these new challenges.

They frequently turn to a trusted source for business assistance: the infra-

s t r u c t u re of local, state or regional employer associations and sectoral trade

associations. This employer infrastructure includes: 

■ N A M - a ffiliated employer associations;

■ state and local chambers of commerc e ;

■ f ree-standing employer associations at the state level (e . g ., the 

O regon Business Council, which has led the effort to upgrade that

state’s schools);

■ f ree-standing employer associations at the local level ( e . g ., Gre a t e r

Philadelphia First, a CEO association that has supported that city’s

school re f o rms, especially its effective STC efforts); and 

■ specialized industry and trade org a n i z a t i o n s .

While the Center for Wo r k f o rce Success works with many of these org a n i-

zations, our central focus is on employer associations that are affiliates of

The NAM and Its Affiliates A s s o cia
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the National Association of Manufacturers. There are three major gro u p s

of associations within the NAM:

■ T h e Employer Association Group (EAG), which comprises 68 associa-

tions functioning in local and regional labor markets in 28 states and

e n rolling more than 50,000 individual employers. These member

employers are mainly manufacturers, but also include significant

p roportions of firms in other industrial sectors, as well as non-pro f i t

o rganizations and public agencies. These EAG local affiliates fre q u e n t l y

o ffer a broad range of human re s o u rce services to their member

employers, such as information, consulting, training, networking, insur-

ance and other products and services generally aimed at managers,

supervisors and other personnel. These services cover such subjects as

labor relations, supervision and leadership, technical skills, wage/salary

levels, benefits and other human re s o u rce matters.

■ The State Associations Group (SAG), which comprises 45 associations

functioning at the state level and enrolling more than 117,000 mainly

manufacturing companies concerned largely with legislation and

policy-setting at the state and national levels. The SAG aff i l i a t e s

p rovide information and advocacy services on these fronts, as well as

some human re s o u rce and other services to their members. 

■ T h e NAM Associations Council, which comprises more than 200

national manufacturing trade associations re p resenting more than

60,000 firms in every manufacturing sector. Some of these also function

at the state and local as well as the national levels. These sectoral

associations and the council are concerned with legislative, re g u l a t o r y

and economic, and education policy matters that affect their intere s t s .

Some of the associations within the EAG, SAG and Associations Council

have already mounted new workforce-development initiatives. Others are

considering how to respond to the needs of their member employers as

they confront the challenges of the emergent American workforce. 

As noted, many NAM general

membership affiliates in the EAG

and SAG already have exten-

sive experience in pro v i d i n g

or brokering inform a t i o n ,

advice, training and other

services to member

f i rms on a broad range

of human re s o u rc e

issues. Some

Associations Council

members have worked

extensively on skill

standards, curriculum

development and

certification pro c e d u re s

for training programs. 

For such associations, the task

is not to initiate such services

but to extend them to new popula-

tions and to develop pro d u c t i v e

relationships with new partners like schools,

w e l f a re agencies and community-based org a n i z a t i o n s .

For other associations, the challenge is to conceive and mount

a p p ropriate new services to meet their members’ employment needs.

One of the purposes of the Center for Wo r k f o rce Success is to help NAM

associations assume such roles, which are discussed next.

t i o n
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Ce
The Center for Wo r k f o rce Success is the NAM’s training-and-education

a ffiliate. It was created in 1997 in direct response to the workforc e

c o n c e rns of the NAM’s members. The center now oversees a range of

p rograms and projects aimed at helping NAM members cope with the

challenges of workforce development. Among these are two 

significant initiatives to assist affiliated employer associations to

e x p l o re and develop their roles in serving their members on

this front. 

Workforce Innovation Networks (WINs)
Workforce Innovation Networks is a partnership among

the NAM’s Center for Workforce Success, the U.S.

Chamber of Commerce and Jobs for the Future (JFF),

a non-profit organization that works nationally to foster

better connections between work and learning. The Ford

Foundation and the Annie E. Casey Foundation have

provided funding for WINs.

The purpose of WINs is to help local chambers and local and

state NAM affiliates develop the activities and services that will

enable their members to hire, make productive, retain and

advance all three of the major subgroups of the emerg e n t

American workforce. Through WINs, the center presently pro v i d e s

subgrants to two EAG and two SAG affiliates for entry-level workforc e -

development activities (see Appendix). In the future, the center will work

with other affiliates to develop or expand such ro l e s .

The Center for Workforce Success:
Workforce-Development Initiatives
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n ter
The Manufacturing Industries Careers
Alliance (MICA)
The Manufacturing Industries Careers Alliance is a partnership

between the Center for Wo r k f o rce Success and the Center for

Wo r k f o rce Development of the Institute for Educational Leadership

(IEL), a non-profit group that works nationally to improve educa-

tional quality and effectiveness. The National School-To - Work Off i c e

t h rough the U.S. Department of Labor has funded MICA.

The purpose of MICA is to develop effective school-to-career (STC)

roles for business associations at the local, state and national levels.

MICA aims to enhance learning and career opportunities for youth

and the quality and productivity of entry-level career applicants 

for employers. 

MICA has three major strands of activities: (1) supporting employer

associations to help small businesses engage in STC; (2) infusing

job standards into education and training; and (3) promoting best

practices in STC through publications and conferences. (See Appendix

for details.)

A recent manufacturing boom in Michigan generated demand for entry-

level and skilled workers among the members of the American Society of

Employers (ASE), especially in the Detroit area.

The ASE has long been involved in upgrading the skills of incumbent

workers, culminating in its Detroit Education and Training Center, set up

in 1997 with the support of the Detroit Economic Growth Corporation,

Detroit Renaissance and the City of Detroit. This center offers a range of

courses to upgrade incumbent worker skills.

But to meet the need for reliable entry-level workers, the ASE had to

broker new partnerships that would initiate new programs aimed at

developing the large potential workforce of un- and underemployed

individuals in center-city Detroit.

In the past few years, the ASE has forged such a coalition with the

Detroit Hispanic Development Corporation (DHDC), lodged in the city’s

severely depressed southwest side, one of three regions of Detroit’s

Empowerment Zone. Together, the ASE and the DHDC, in cooperation

with Henry Ford Community College and Wayne State University, set up

the Manufacturing Technology Bridge Program, modeled after a Chicago

program. More than 70 local employers are vying for the technically

prepared young adults it graduates.

The ASE also works with several local programs that prepare enrollees

for Bridges and other manufacturing technology programs. These include

a pre-bridge employment-readiness program for those lacking a high-

school diploma; the GRACE (Gang Retirement and Continuing

Education/Employment) program for young adults seeking a job as a

way out of gang activity; the Work First program for welfare recipients;

and the Tech-Prep School-to-Work program for high-school students

interested in manufacturing careers.

American Society of Employers, Detroit, Mich.

New Partnerships in Detroit
Help Employees and Job Seekers

The Center for Workforce Success’s projects
and programs aim at helping NAM
members cope with the challenges of
workforce development.
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The center here offers a guide for local action by employer associations

to help their members cope more effectively with the challenges of the

e m e rgent American workforce. 

Introduction to the Guide
This guide is a menu of options for local activities, functions and services

that an association can choose to best serve its members.* The choices

made will depend on the association’s circumstances, the particular mix

of its members’ needs and the condition of its local educa-

tion, job-training and placement systems. An

association can choose its point of entry into

this new arena; not everything needs to be

done, or done at once.

Taken together, the activities,

functions and services pre s e n t e d

comprise a local workforc e -

development ro l e for an

employer association. This ro l e

centers on developing

relationships among the key

o rganizations and individuals

in the local workforc e - d e v e l-

opment system, bro k e r i n g

services between them and, in

some cases, directly pro v i d i n g

certain services to the association’s member firms or others. Some use

the term “intermediary” to describe this role, meaning that the association

will “mediate” between its members and others in the educational and

training systems. 

Whatever terms are used, this role is, as noted, new for some associa-

tions. For others it extends existing functions, activities and services to

new target populations, while new relationships begin with elements of

the workforce-development system the association might not have dealt

with before. 

In all cases, associations can better serve their members by pro v i d i n g

the value that retains old members and attracts new ones.

Customers, Constituents and Partners
To engage effectively in workforce development at the non-exempt entry

level, an employer association will want to consider the org a n i z a t i o n s ,

g roups, agencies or individuals who may receive the association’s

services or whose support may be needed as key partners. The needs

of these customers (or clients), constituents and partners should be taken

into account as the association goes about its tasks. 

For employer associations acting in local labor markets, the major

customers, constituents and potential partners include: 

■ employers served or potentially served by the association, whether

members or not, including their managers, supervisors, technicians

and workers;

A Guide for Action by Employer Associations

* As noted in the Foreword, this local role is most readily played by EAG members and other local employer associations. It can also be played
by SAG members and other state associations that choose to operate in local labor markets. Such state employer bodies also work directly to effect

state policies on employment and workforce development, and generate information and materials for various constituents and stakeholders in
workforce development. The NAM does similar work at the national level. Thus, employer associations at each level of our federal structure can make

important contributions for workforce development.
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Ac t i o n
■ training organizations, community-based organizations, welfare and

social service agencies serving— or potentially serving—i n c u m b e n t

workers, the hard-to-employ and out-of-school youth;

■ school districts and individual schools serving the workforce of

the future ;

■ post-secondary institutions, especially two-year institutions like

community colleges and technical institutes serving incumbent or

potential workers;

■ education and workforce-development policy-makers and practitioners,

mainly local, but also state and national;

■ incumbent workers in need of training for career retention and

a d v a n c e m e n t ;

■ the un- or under-employed, whether youth or adults;

■ students and their parents; and

■ other local employer associations.

The Needs of Customers, Constituents
And Partners
For the association to serve or gain the support of its key customers,

constituents and partners, it must understand and strive to meet their

w o r k f o rce-development needs. Two main categories of need, as well as

a third that is growing in importance, cut across almost all aspects of

o rganizational life and of workforce development:

■ Almost all of these individuals or organizations need to know the 

challenges and opportunities of the modern workplace and, 

specifically, what employers want in the way of entry-level skills.

■ Some also need specific kinds of training, advice and other services

that the association can broker or pro v i d e .

■ C ross-cutting the above are the challenges and opportunities posed

by computers, the Internet and other forms of technology, which are

t r a n s f o rming much of personal and organizational life. Associations must

adapt to and adopt new technology to provide the necessary services

and information to their customers, constituents and partners. Individuals

must understand and command the technological skills that are

i n c reasingly re q u i red for successful careers in the modern workplace.

S p e c i f i c a l ly—

■ Everyone needs to know about career opportunities and pathways in

general and, in particular, about the value and desirability of manufac-

turing careers and the changing role of technology in them.

■ Everyone, but particularly educators, trainers and job seekers, needs to

know what employers want from trainers, schools and their graduates

for successful entry into the workplace and for successful care e r

p ro g ression (i . e ., employability, academic and technical skills both at

secondary and post-secondary levels).

■ Educators and trainers need assistance in designing training curricula,

school curricula and assessments relevant to the modern workplace.

■ Employers need access to pre p a red and qualified candidates for hire

(or for placement into work-based learning opportunities).

■ Trainees, recent high-school graduates and other job seekers need

access to entry-level jobs with career potential; and students,

teachers and counselors need access to quality work-based 

l e a rning opportunities.

■ Many individuals need supportive services to succeed as employees,

including child care, transportation, counseling, etc. Employers need

to know how to access and broker such services.

■ Everyone needs to know about school-to-career programs, especially

work-based learning opportunities for both students and educators.
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The Role of an Employer Workforce-
Development Intermediary
Employer associations can engage in four sets of likely workforc e-

development activities and services:

■ o rganizing and supporting employers;

■ serving incumbent and potential workers;

■ i m p roving education and training services; and

■ upgrading workforce-development systems.

The association can engage in key activities under each of

these four categories. These activities—the most important

elements of this paper— comprise the core of an eff e c t i v e

local role for employer associations in entry-level work-

f o rce development.

These activities re q u i re organizational skills that many

employers already command:

■ advising their members;

■ advocating for their members;

■ generating and providing inform a t i o n ;

■ o rganizing member involvement;

■ p roviding direct services; and

■ linking and brokering services.

Employer associations that effectively play this interm e d i a r y

role in workforce development can help—

■ employers become more competitive in the re g i o n a l ,

national and world economies;

■ workers become more productive and satisfied in

their careers; and

■ communities become more attractive places to live and do business in.

E mployer
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For decades, CBIA—the Connecticut Business and Industry Association—

has undertaken most of the workforce actions outlined in this guide. Its

activities include:

■ Advocating the workforce needs of business in the halls of Hartford

government

■ Assembling and promoting entry-level job standards for eight clusters

of business in Connecticut

■ Coordinating training and placement programs for un- and under-

employed individuals 

■ Sitting on education-and-training policy and advisory bodies

These activities are important; but, the CBIA also prides itself on its

direct services to its 10,000 members. Here are two of CBIA’s direct

member services in workforce development.

The CBIA, in cooperation with state agencies, is helping to set up

training-and-education networks made up of small to medium companies

that have similar training needs. The idea is to improve pro d u c t i v i t y ,

competitiveness and recruitment by helping these companies identify—

and meet—their common training and education needs. Networks of at

least five companies that can provide an equal cash or in-kind match are

eligible for state planning grants of $10,000 and training grants of $25,000.

If you’re a small or medium business and need to make welfare recipi-

ents into productive employees, the CBIA can tell you how through its

consulting services. The association’s advice is based on a research and

development project the CBIA undertook with almost $1 million in state

funds. The project helped the CBIA research the issues in employment

of welfare recipients and mount 10 pilot projects with employers around

the state that succeeded in hiring and retaining those seeking to get off

welfare and into satisfying careers.

Connecticut Business and Industry Association,
H a r t f o rd, Conn.

Touching All the Bases
On Workforce Development

The Workforce-Development Game

Six Tools Employer
Associations Use To Help
Workforce Development

✔ Advise Members
✔ Advocate for Members
✔ P rovide Inform a t i o n
✔ O rganize Members
✔ P rovide Direct Serv i c e s
✔ P rovide Broker Serv i c e s

Follow the arrow to learn
the steps you can take to
assist your members in
workforce development

■ Competitive Employers
■ P roductive, Satisfied

Wo r k e r s
■ Good Communities

To Live in and Do
Business in

A WINNING
WORKFORCE

Serve Incumbent and
Potential Workers

Improve Education and
Training Services

Upgrade Workforce-
Development Systems

Organize and Support
Employers

START
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Organize and Support Employers

Understand employer workforce-development needs, concerns 

and views—

■ via regular contact, focus groups, surveys, etc. 

■ understand and keep abreast of employer workforc e - d e v e l o p m e n t

needs and what employers want job trainers and schools to do.

P romote employer involvement in workforce development.

■ T h rough personal contact, meetings and information in the media,

i n f o rm employers of the value of engaging in workforce development

for the emergent American workforce. 

■ Market the products and services that the association brokers or

p rovides to assist employers with their workforce-development eff o r t s .

O rganize employer involvement in workforce development.

■ Recruit employers to upgrade incumbent workers, offer work-based

l e a rning opportunities for school-to-career programs and hire the hard

to employ. 

■ Link employers to trainers, schools, community colleges, community-

based organizations, social agencies and other providers. 

■ E n s u re effective communication between all involved parties.

B roker or provide workforce-development products and services.

■ Advise employers on workforce development:

• Help employers assess incumbent worker-training needs. 

• Adopt internal personnel and other practices that foster human-

re s o u rce development.

• Facilitate union involvement. 

• Design and operate high-quality school-to-career initiatives. 

• Examine liability and regulatory issues.

■ Train and upgrade supervisors, managers, technicians and other staff

to broaden their skills and knowledge.

■ Recruit entry-level workers from education, training and community-

based organizations and students, teachers and other school personnel

seeking work-based learning opportunities.

■ O ffer administrative support such as maintaining records for trainees

and students, and offering payroll, insurance and other services.

■ O ffer external supports; work with social service agencies and

community-based organizations to provide counseling, case manage-

ment, child care, transportation and other support to employees and

students to foster retention and productivity. (The association can help

bridge the cultural gap between employers and these agencies.)

Serve Incumbent and Potential Workers

F o rm or join partnerships, collaborations or consortia.

■ Work with education and training organizations, with community-

based organizations serving the disadvantaged and with other agencies

p roviding supportive services. 

■ Assemble and apply the range of supports and services that the

e m e rgent American workforce re q u i res to be successful for themselves

and their employers.

R e s e a rch and provide career inform a t i o n .

■ R e s e a rch career prospects in manufacturing and other sectors. 

■ P rovide educators, trainers, employees, trainees, students and pare n t s

with information on the nature, value and availability of manufacturing

and other careers, both nationally and regionally. 

■ Arrange to expose educators, trainers, trainees, students and pare n t s

to work environments and the personnel in them.

Through personal contact, meetings and information in the media, inform employers 
of the value of engaging in workforce development.
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B roker or provide training, educational upgrading and placement services.

■ E n s u re that incumbent or potential workers receive education and/or

training that meets employer needs by providing the services dire c t l y

or through relationships bro k e red with other education and training

p roviders. Assist in placing individuals with employers.

Improve Education and Training Services

Help make formal education and training both relevant and eff e c t i v e .

■ Advocate skill re q u i rements. Inform educators and trainers of

employer skill needs, including industry skill standards developed

by trade associations and others.

■ P rovide educational and training materials. Design or re d e s i g n

curricula and assessment materials—or assist providers in so

doing. Apply industry skills standards to this eff o r t .

■ Demand certification and credentials. Adapt or adopt the

certification and credentialing pro c e d u res developed by trade

associations and others for local use. Certify provider pro g r a m s

meeting specified industry standards and offer industry-re c o g-

nized credentials to graduates.

■ Encourage professional development. Arrange for work-based

l e a rning and expose training providers, teachers, counselors

and administrators to modern worksites.

Upgrade Workforce-Development Systems

Advocate a workforce-development policy and practice that

meets employer needs.

■ E x p ress employer needs to all workforce-development policy-

makers, including relevant agencies, legislative and re g u l a t o r y

bodies and the general public. Advocate high-quality training and high

standards of perf o rmance in all workforce-development activities.

Participate in workforce-development policy bodies.

■ Sit on policy boards that govern and coordinate workforc e - d e v e l o p-

ment systems. These include the new Wo r k f o rce Investment Boards

and School-To - C a reer Partnerships (the titles may vary from locale 

to locale). 

■ Work to promote systemic improvements in such workforc e-

development services. 

P romote innovations in workforce-development policy and practice. 

■ Work with appropriate partners to develop, test and implement

innovations in workforce-development policy and practice.

Growt h
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Fun d ing
Association leaders will understandably be

c o n c e rned about how to pay for such

new activities and services. The

consulting and training services

that many associations now

o ffer to managers, supervi-

sors, technicians and others

a re usually paid for by

a combination of dues

f rom members and fees

paid by employers using

the services. These new

services in the entry-

level labor market,

h o w e v e r, are not estab-

lished and the market for

them is still uncertain. 

Some seed-money may be

re q u i red to mount and off e r

services until their benefits

become sufficiently clear and

valued by employers, for substantial

fees to be generated from offering such

services. Then, too, some of these activities

may never generate fees; and some confer social and

economic benefits on individuals or on the community that argue for

continuing philanthropic or government cost sharing.

Association leaders may consider a mix of the following sources of 

start-up funding:

■ Some associations are using dues, special contributions from large firm s

or other internal funds to mount such services.

■ As noted, some associations have received partial funding from the

NAM’s Center for Wo r k f o rce Success, which, in turn, has re c e i v e d

funding from national foundations and others for these purposes.

The center currently has a small Opportunity Fund to help associations

e x p l o re such activities and continues to seek more funding to help

a ffiliates meet their members’ needs for qualified workers.

■ For those associations willing to take government funds, substantial

amounts of flexible funds are available from local and state govern m e n t s

under both the Temporary Assistance to Needy Families (TANF) welfare

re f o rm legislation and the new Wo r k f o rce Investment Act (WIA), which

replaces the Job Training Partnership Act (JTPA). Associations may also

be eligible for other kinds of government funding for these purposes. 

A number of NAM-affiliated associations, including some described in

the Appendix of this paper, have received such funds.

■ Foundations are another potential funding source. It is unlikely that

national foundations involved in workforce development will fund

local or state associations. Regional foundations, however, may be

a good source of such funding. Local corporate foundations should be

a p p roached. Finally, perhaps the best likely sources of philanthro p i c

funding are local community foundations.

The center will be happy to advise and assist associations in appro a c h i n g

such funding sourc e s .

Funding for Workforce-Development Initiatives
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Helping the Job-Training System
Meet Employer Needs
The Industrial Management Council,
Rochester, N.Y.
The members of the Industrial Management Council (IMC) in

Rochester, N.Y., were dissatisfied with the services being provided

by the job-training programs in their community under the federal

Job Training Partnership Act (JTPA).

When the new Workforce Investment Act (WIA) was enacted to

replace the JTPA, the IMC felt that employers should

have a leading role in implementing the new

program. To structure such a role, the

IMC formed a partnership with the

Greater Rochester Metro Chamber of

Commerce to found and cochair

a non-profit organization to

administer the WIA program in

Rochester. The IMC will under-

take the day-to-day operation

of the new entity under the

guidance of a new Workforce

Investment Board, composed

largely of employers and actively

supported by Rochester’s mayor and

county executive.

New York State regards this new partner-

ship between the business community, the city

and the county as a possible model for other communities in the

state. The new entity will procure and oversee projects offering

high-quality and efficient workforce services to employers and

citizens via a seamless one-stop system.

Brokering Influence Into Action
Virginia Manufacturers Association,
Richmond, Va.
While the Vi rginia Manufacturers Associations (VMA) doesn’t

d i rectly operate workforce development programs, it does benefit

its members by linking, brokering and influencing what others do.

The VMA advises and helps govern the state workforce system

as well as specific workforce programs. It sits on the recently

created Virginia Workforce Council, which oversees all public job

training in the state, and chairs its committee on training and

services for incumbent workers. It advises Virginia Works,

a community-college-system program that brings educators

and business people together to discuss skill requirements

and career opportunities in manufacturing. And, it sits

on the board of the Manufacturing Technology

Center in Wytheville, Va., a consortium of five

community colleges, one of whose projects is

a mobile learning unit containing a classroom on

wheels, 12 computer stations and small metal-

working machinery section (lathe and milling

machine) that travels to train students at local

high schools and workers at local companies.

The VMA also helped the community college

system set up and promote four high-performance

metalworking training centers around the state. For its

Educators-in-Industry program, the association arranges

for six teams of five academic and technical high-school

teachers to spend a week in industry, ending with a session

reflecting on how the experience can upgrade the way they teach

their classes. The association regularly arranges shorter plant tours

with its members for school and community college educators

and others.

17



The United States is entering a decade where trends in technology, global-

ization and demographics are both accelerating and converging on the

w o r k f o rce. These changes pose profound challenges. For employers to

remain competitive, for workers to be both productive and satisfied

in their careers, for communities to be good places to live and

do business in, the United States needs workforc e - d e v e l-

opment systems that rise to this challenge. Employer

associations need to participate if this new decade is

to be one of opportunity instead of decline. 

The Center for Wo r k f o rce Success, its partners in

the Wo r k f o rce Innovation Networks initiative,

the Manufacturing Industries Careers Alliance

and the EAG and SAG members that are

now participating in those initiatives under-

stand that the framework of possible

employer association roles that this booklet

p resents is a work in pro g ress. It will

evolve, change and be refined as

experience accumulates among associations

working at the fore f ront of the emerg i n g

American workforc e .

R e p resentatives from the center are pre p a re d

to discuss further the elements of this paper and

the framework presented in it and to assist those

associations that seek to apply these suggestions to

their own operations. 

C o n c l u s i o n
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I. Organize and Support Employers

A. Understand employer workforce-development (WFD) needs and

c o n c e rn s . Via regular contact, surveys, etc., understand and keep

a b reast of employer WFD concerns and what employers need trainers

and schools to do.

B. P romote employer involvement in WFD. I n f o rm employers of the

value of engaging in WFD for incumbent and potential workers;

market the association’s WFD products and services for employers.

C. O rganize employer involvement in WFD. Recruit and sign up employers

to upgrade incumbent workers, participate in school-to-career (STC)

p rograms and hire the hard-to-employ. Link employers to trainers,

schools, community colleges, community-based organizations (CBOs),

other WFD providers. Act as communications go-between for all parties.

D. Broker or pro v i d e employer WFD products and services:

1. Advise employers on WFD: Assess incumbent worker- t r a i n i n g

needs; develop re s o u rces for internal practices; involve unions;

do high-quality STC; explore liability and regulatory issues, etc.

2. Supply training for supervisors, managers, technicians, other staff

to upgrade and broaden skills and knowledge.

3. Recruit entry-level workers from trainers and CBOs or school

students seeking work-based learn i n g .

4. P rovide administrative support: Act as employer- o f - record for

trainees and students for payroll, insurance, other services.

5. P rovide external supports: Broker counseling, case management,

coaching, child care, transportation, other supports from agencies

and community-based organizations to foster worker re t e n t i o n ,

p roductivity and advancement.

II. Serve Incumbent and Potential Wo r k e r s

A. F o rm or join partnerships, collaborations or consortia with pro v i d e r s

and/or community-based organizations to implement effective WFD

services to incumbent and potential workers.

B. R e s e a rch and pro v i d e c a reer information to trainers, educators, incum-

bent and potential workers and parents on the nature, value and

availability of manufacturing and other careers both nationally and

regionally; arrange exposure by such individuals to modern work

settings and personnel.

C. B roker or pro v i d e training, educational upgrading and placement

services for incumbent and/or potential workers. 

III. Improve Education and Training Services

A. H e l p make formal education and training both relevant and effective: 

1. Advocate skill re q u i rements. Develop, promote and inform

educators and job trainers of employer skill standards.

2. P rovide education and training materials. Design or re d e s i g n

curricula and assessment instruments, and/or assist educators

and trainers in so doing. 

3. Demand certification and credentials. Certify education and training

p rograms meeting specified industry standards and offer industry-

recognized credentials to graduates.

4. Encourage professional development. Arrange work-based learn i n g

and other professional development opportunities for trainers and

school personnel (administrators, teachers, counselors).

I V. Upgrade Wo r k f o rce-Development Systems

A. A d v o c a t e WFD policy and practice to meet employer needs. Expre s s

employer needs and advocate high standards to relevant WFD decision-

makers, legislative and regulatory bodies and the general public.

B. P a r t i c i p a t e in WFD policy bodies. Sit on policy bodies govern i n g

or coordinating WFD systems (Wo r k f o rce Investment Boards,

S c h o o l - To - C a reer Partnerships); promote systemic impro v e m e n t s

in such systems.

C. Develop, test and implement innovations in WFD policy and practice,

t h rough partnerships, as appro p r i a t e .

At a Glance: The Role of Employer Associations
In Workforce Development
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WINS Pro g r a m s

At present, the WINs partnership among the NAM, the U.S. Chamber of

Commerce and Jobs for the Future targets four member associations of the

NAM and four local affiliates of the Chamber of Commerce, providing each

with technical assistance and two-year pilot grants of $50,000 yearly, which

are matched dollar for dollar with funds raised from local sources.

Generally, these grants enable the local associations to concentrate the

time of one or more staff professionals on such member services. 

The EAG Affiliates Funded by WINs:

■ The Detroit-based American Society of Employers is working with the

D e t roit Hispanic Development Corporation to develop job-training and

remedial-education programs to pre p a re Hispanic students and young

adults for manufacturing careers in Detro i t .

■ Employers Association, Inc., based in Minneapolis, is working with

a suburban school district to increase the effectiveness of its school-to-

c a reer programs by getting local employers to provide work-based

l e a rning opportunities.

The SAG Affiliates Funded by WINs: 

■ The Colorado Association of Commerce and Industry in Denver seeks

to stimulate workforce-development activities targeted at all three entry-

level, non-exempt populations among up to five local employer

associations in Colorado.

■ The Connecticut Business & Industry Association is supplementing its

successful welfare-to-work initiative with a program to improve a public

high school serving minorities in a distressed Hartford neighborhood. 

Chamber of Commerce Affiliates Funded by WINs: 

One of the center’s partners in WINs, the U.S. Chamber of Commerc e ,

supports Chambers of Commerce in Greater El Paso, Texas; Gre a t e r

Holyoke, Mass.; Tempe, Ariz.; and Greater San Diego, Calif., for similar

activities. The center’s other WINs partner, Jobs for the Future, advises and

assesses the WINs initiative.

MICA Pro g r a m s
MICA’s three strands of activity are :

■ Helping small businesses engage in STC: MICA provides one-year grants

of $25,000 to five EAG/SAG affiliates to reach out to and support small

businesses engaged in STC programs. The affiliates supported are CMEA,

The Employers Association, Wo rc e s t e r, Mass.; the Iowa Association of

Business and Commerce, Des Moines, Iowa; the Industrial Management

Council, Rochester, N.Y.; the Maine Chamber and Business Alliance,

Augusta, Maine; and the Racine Area Manufacturers and Commerc e ,

Racine, Wi s .

■ Infusing job standards into education and training: MICA provides modest

grants to three sectoral trade associations, which inform educators and

students of career opportunities; infuse industry standards into the

curricula of community colleges, technical institutes and high schools;

p romote model industry education and training programs; and establish

p ro c e d u res to certify educational programs as meeting up-to-date industry

standards in metalworking, chemicals and equipment servicing. The

participating states include California, Colorado, Connecticut, New Yo r k ,

Ohio and Te x a s .

■ P romoting promising practices: MICA seeks to identify pro m i s i n g

practices, both from secondary re s e a rch and from the two above 

activities. Topics may include work-based learning for both students and

school personnel, small business recruitment and support, assessment

services leading to portable credentials, engaging unions in STC and

identifying how corporations benefit from STC. Such promising practices

will be discussed and further developed in a series of re g i o n a l

workshops and in a variety of publications (issue briefs and how-to

manuals) and promoted to national and state trade associations.

Appendix: The Center’s WINs and MICA P r o g r a m s
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