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Executive Summary 

  
Purpose This page orients the reader to the following “Transform to Thrive” Plan. 

  
Good people, 

working within 

an outdated 

system 

We have great talent on our boards, in our sub-recipient partners, state staff, 

CBOs, and education partners.  We just operate in a system that evolved without 

requiring normal funds for a non-profit.  Federal money has made us dependent 

and too weak to survive bad conditions without substantial and immediate change.  

  
Performance 

insufficiency will 

bankrupt us 

As federal and state funds continue to diminish, we will preside over an 

organization that is no longer a relevant resource or financially viable.  We must 

face the fact that the responsibility is ours to change things, so we thrive again. 

  
The self-

funding WIB 
The majority of 501 (c)3 non-profit organizations raise their own funds.  Federal 

monies were always meant to act as seed dollars that would attract investment. 

  
Align to the 

CEO 
The Mayor is the WD systems’ chief elected official.  Mayor Mitchell sets the 

vision and we jointly cooperate to accomplish these well-aligned means & goals. 

  
Change our 

philosophy or 

lose 

Our philosophy has moved away from preparing our workforce for its best chance 

at succeeding in our region.  We need to do more, be optimists, and stop blaming 

each other, because of our denial.  If not, another super WIB will consolidate us. 

  
Cooperate & 

collaborate 
Our collective organizations must insist on good cooperative relations that make 

things better. This unified effort will manifest in evidence of thriving collaboration. 

  
Convert value All WD efforts are purposefully converted into measurable value that is leveraged. 

  
Measure in ROI 

business terms  
We must measure our work in terms of dollar worth, multipliers of value, and 

return on investment for business, the economy, and the donor community. 

 
Co-locate We have to work things out so we all can operate under the same roof. 

   
 A strong 

workforce 

thrives 

We all win when better jobs come to our community.  A new job multiplies many 

times over and has dramatic powers that make us all thrive in thousands of ways.  

Adding extra-value makes thriving, which attracts funding, & converts to success. 
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Section 1: GNB Workforce Development System Assessment 

  
Introduction The information presented herein has been analyzed and condensed from 53 

interviews conducted with key players of the past or current GNBWIB workforce 

development system, Mayor’s office and associated agencies, volunteers and 

members, partners, regional town officials, state DWD officials, local business 

leaders, and actual jobseekers.  All feedback is anonymous, instructive, and valuable. 

  

Some will find themselves feeling defensive or hurt by this document, please read it 

with a more open mind, because we will not transform with such a limiting mindset.   

 

While there are an extraordinary amount of positive attributes and examples 

mentioned throughout these interviews, the stated purpose of this effort was to 

construct an updated plan that will work better in even worse economic conditions.  

Therefore, apologies are extended to those that think not enough credit is being given 

to those that obviously are doing god’s work everyday. 

  
Purpose The purpose is to provide an assessment of system performance compared against 

new or expected demands, and to present models that will render a thriving status for 

the region’s workforce under these predictably bad economic constraints. By design, 

this assessment and “Transform to Thrive” plan must focus on the delta between that 

we are currently doing and what must be done now for a very different future.     

  

The Mayor (CEO), and the CEO’s Sustainability Task Force, and then the larger 

WIB Sustainability Group will consider the entire document and synchronize our 

aligned WD system actions on the CEO’s immediate course corrections.   

 

We find ourselves at a point where objecting to direction changes is no longer viable 

without a superior alternative that results in the sharing of greater revenues.  

  

Basically, this Section 1 assessment asks the question, “How did we get to the point 

where we can’t pay for the services that our region needs?” 

   
Only 3 choices Federal funding is expected to continue to decline.  We have no control over that 

predictable outcome.  Realistically and practically, the GNB WD system is now 

faced with essentially three choices: 

 
1) Preside over a withering WD system until we are defunded and bankrupt, 
2) Get absorbed into a larger super-WIB region, or 
3) Transform to a thriving, self-sustaining, robust WD system that produces a 

better quality workforce that attracts new business with higher paying jobs.  

 

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
The goal posts 

have been 

moved 

There is a distinct delta between the current system preparedness and our ability to 

overcome the new challenges. This performance delta will be easily recognized 

through task comparison in reading the whole report and “thrive” plan.   

  

Comparisons should not be weighed against other state regional workforce 

investment boards (WIBs), because most state WD systems are also failing against 

the same impending challenge.  Each region is different and has unique needs and 

corresponding capacities.  Any regional WD system can operate from any state 

approved design with great success, as long as cooperation exists between partners. 

  

If federal funding continues to be slashed, only the self-funded regions will survive 

the state consolidation initiative.  The GNBWIB system must be re-designed from its 

own strengths and for its own future needs.  

  

But first, the WIB approach must be questioned, because it has not:  

  

 adapted to the changing economic conditions or increased workforce 

development needs of the region,  

 changed its philosophy to become a self-funding organization for the express 

purpose of increasing the competitive status of our workforce,  

 found new members or staff that have fundraising talents and systems which 

can  perform as a typical non-profit, or 

 asserted adequate fiduciary responsibility by predicting the financial future and 

preparing the WD system to either succeed or go out of business. 

  
Why did this 

happen? 
The picture has become clear over the course of 53 interviews with past and current 

WIB members and leaders, economic development officials, leaders and staff at the 

career centers, CBO partners to the system, business leaders in the community, and 

even customers of the system.  There are five causes for our decline: 

  

 The WIB fails to see the organizational existential threat, because it acts 

delusional and is still in economic denial. 

 Prospective WIB members recruited to leadership roles are never told that 

providing sufficient revenue is their responsibility. 

 The WIB organization believes it functions as a local federal and state 

paymaster (unemployment office) without an equivalent revenue-earning role. 

 Surprisingly, this “business-led” board exhibits no self-funding “want to”. 

 The WIB has never built a viable plan to survive without government funds. 

 

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Not built to last The current WD system was built for federal funding above the total $10 million 

mark during more favorable times in the job market.  Strategies, spending, staffing, 

training, and programs were all designed and measured according to those times.   

  

Since then a series of “lean cutbacks” have dramatically compromised the system, 

whilst the compliance standards were actually increased.  The old system was not 

built to endure these degrading conditions in any true sense.   

  

The complaint culture seems to blame the Boston based DWD for these unfair and 

unreasonable cuts.  However, the truth is that no one at the state or federal levels 

wants these cuts to occur.  The cuts are induced by national economic trends and a 

hostile political debate about the expense of the support provided to the unemployed.   

  

An organization that is built to last has been designed with lean systems that predict 

shortfalls, retirements, accidents, technology shifts, and global changes. This system 

maintains a watchful eye on an emerging future.  Instrumental measures predict the 

next opportunity and threat.  All successful business leaders maintain a 

“preparedness” condition that enables them to adapt to change before it arrives, not 

just be victimized by its sudden appearance.   

  

In this case, it is the WIBs primary responsibility to predict the future and create an 

adapted system response for it.  A failure to mobilize efforts to be self-funded is 

antithetical to the mission of any for profit business, and all non-profit organizations. 

 

This conclusion is brutal to recognize, considering that very good people have given 

extra effort that brings us to this measurable performance point.   

  

Simply put— 

This system was not built to last under these terrible economic conditions. 

 
Stronger 

leadership is 

our only hope 

Beginning with the CEO, strong leadership counts in any change management 

process that will transform our WD system.  Some soul searching and sorting of 

leadership talent must commence.  Everyone must get on the same page, and all 

leaders must synchronize their messages with the CEO.   

 

Good words, but faint actions will not make a successful change management 

process transform us.  If leaders within the WD system can’t synchronize their 

actions too -- they must step aside for the sake of the region. 

  

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Unaligned 

leadership 
The local WIA system was designed on a clear political chain of command that 

begins with the chief elected official (CEO), as interpreted and led by regional 

business leaders. The WIA law anticipated some level of difficulty, so it enacted a 

system of leadership, compliance, and performance accountability that extends from 

the CEO to all volunteers/staff.   

  

In order to overcome historical abuses and corruptions often found in large scale 

federal jobs programs, the WIB was designed to be led by local businesspersons that 

would mobilize existing public agencies, community based organizations (CBOs), 

education resources, under “for profit” philosophies and accountability measurements 

used routinely in business.  The WIA law draws a strong link between business 

leadership (and values) leading the system that delivers a workforce specifically for 

the new jobs it will need. 

  

The interviews reveal that this workforce development system is actually 

characterized by an unaligned collection of “silos” that perform just well enough to 

meet individual state standards, but fails to attract new business to the region.   

  

In a dozen years, the WIB has failed to effectively convene leaders from Economic 

Development, business organizations, nearby towns, the ample resources of local 

educators, and the aligned efforts of community resources.  A powerful self-funded 

501 (c) 3 workforce development (WD) system still does not exist that impresses the 

business community enough to select this region over others.  

  

The system does not exploit opportunities to leverage nearby partner resources, and 

seems determined to fight over turf and monies.  Lastly, a covetous “complaint 

culture” has taken hold through years of unresolved conflicts.  No amount of funding 

has ever been enough to mobilize a unified effort among the regional players.   

  

Old resentments never get repaired nor forgotten. The partners have systematically 

restricted their own “reach and scope” to work only with people they like.  This 

allows too many complaints about someone else, which distracts from the realization 

that we operate within our own self-imposed limitations.  

  
The federal 

funds were 

never viewed as 

“seed money” 

WIB members were sent to the first NAWB convention in Washington, DC and were 

told by presenters that no “jobs program” had ever been maintained at the same 

historic funding levels, and in fact, all were eventually defunded.  We were warned 

that federal funds should only be considered seed money to a self-funding effort. 

  

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Convene 

resources & 

unify  

The workforce investment board (WIB) is the primary expression of the CEO’s 

leadership.  The WIB should unify the collective group into a team, and convene 

businesses, new funds, and interlacing leverages to accomplish the CEO’s stated 

objectives for the region.  The WIB has only partially served in this challenging role.  

The failure is most evident by the estrangement of separate silos, and the gross 

dysfunction recently described by all parties.  Decreased funding is exposing these 

performance fault lines and tearing the greatness of the WD culture away. 

  

However, even more cuts are on the way with larger WIB regions being 

reconstructed from the remains of boards that have not overcome the exact 

challenges reported in this assessment.  A four to one consolidation is expected 

among WIB regions.  The best self-funding WIBs will likely remain.   

  

The surviving WIB’s will likely be selected by criteria, such as: 

  

 ability to represent larger geographies effectively,  

 a collaborative approach to getting things done well, 

 innovation and adaptable system characteristics, 

 ability to administer effective workforce programming,  

 demonstrable ability to link and exploit leveraged resources, and  

 proven ability to be self-funded.   

  
Faulty 

philosophy 
The WIB has lost its way when it comes to fulfilling its primary objectives.  It has 

over emphasized the value of the oversight function, and has done nothing significant 

to replace lost funds by convening new ones. 

  

The perceived need for hyperactive oversight caused the WIB to feel forced to police 

the sub-recipient, and this has resulted in neither partner trusting the others’ 

relationship or performance.   A constant cycle of suspicion, avoidance, 

disconnection, and pettiness ensues.  

 

This has caused a tired and weak sub-recipient that resists, and disengages when new 

funds never compensate for the increased demands of an ever-needy labor market.  

These are great people that are truly doing gods’ work.  

 

Substantial doubt has been expressed in about half of the interviews about “our 

ability to obtain any donations,” as we are currently constructed.  Oddly, when our 

current million dollar shortfalls were mentioned, these expressions were usually 

followed within moments by an admission that “we should try something like that.” 

  

A functional rationale for a thriving philosophy is presented in sections to follow. 

  

Continued on next page 



D.Mackley • confidential • p.10 

 

Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Implication Since it is rare that any human system is ready for the changes that the future brings, 

it is no wonder that every human system will arrive at a point where the future 

renders all diligent efforts insufficient for the task.   

  
Basic 

compliance 
The entire system overwhelmingly complies with federal WIA standards, as 

interpreted by the Massachusetts State Workforce Development Department.  

  

Basic state compliance standards were always minimal compared to common 

business practices.  Average efforts have been historically enough for every region to 

conform to state standards.  Federal monies have been sufficient to pay for these 

administrative oversight functions.   

  

Three notable GNBWIB exceptions have dramatic import: a) failure to represent all 

towns adequately, b) failure to maintain a functional relationship with the sub-

recipient, and, c) failure to maintain adequate incoming revenues for WD. 

  

The basic functions of the current leadership within the WD system, are: 

  
1) Provide visionary leadership to WD 
2) Engage the business, donor, and municipal communities  
3) Exercise state mandated financial and budgetary authority 
4) Maintain the legal, ethical, and “fire walled” WD structure 
5) Operate effective job related programs and placement in local businesses 
6) Coordinate & oversee performance compliance according to state charter, and 
7) Mobilize all needed (talent, funding, charitable, business, training, political, and 

database) resources in a clearinghouse format.   

  

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Beyond 

compliance 
WIBs have historically determined their own levels of ambition and how 

innovative they were to:  

  
1) solve more severe problems by preparing for the next threat,  
2) bring forward new programs to improve the reputation of the workforce, or  
3) fully engage and leverage all the resources in the collective partnerships.   

  
Multichannel 

fundraising 

system 

The surest measure of this ambitious leveraging is not only the full engagement of 

the region’s business community, but the capture of self-funding monies using a 

multi-channel fundraising strategy, which includes: 

 

# Multichannel Fundraising Components 

1 Capture project-specific grants from other government agencies 

2 Issue routine media-driven public appeals 

3 Request personalized gifts from business clients 

4 Consult with donors about tax-avoidant personal gifts 

5 Lead a “Best Workforce” region wide charity campaign 

6 Secure foundation grants and WD specific funds from business 

7 Operate an ongoing social enterprise(s)  

8 Form a young group of social media sponsors to reach youth 

9 Establish a robust pay for service program for business clients 

10 Operate several seasonal fundraising events each year 

11 Secure long-term endowments 
Others  

  
This is hard 

work 
Everyone must contribute to the fundraising effort.  Each person can tell our story, 

invite in friends, and contribute some time or money to a good cause.  Some can 

player bigger roles in the fundraising “ask,” while others can simply help manage 

an event or program.  This is a team effort.  It won’t be done by just one person. 

 

The first key driver of this fundraising approach is a dedicated executive director 

that devotes 50% of total time in the first two years to engaging others and asking 

for donations to a very worthy cause.   

 

The second key driver is having a WIB Chair and board selected to build such a 

system from their extensive contacts and contribute in meaningful ways to this 

sustainable goal.  Growing a strong donor base is very hard work, and may require 

a repopulation of the board with members that either want some additional training 

to assist in the effort, or can naturally and enthusiastically jump right in. 

 

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
The WIB is an 

umbrella 
The WIB functions as a convener.  It brings people together that are coming in 

from the economic rain.  WD connects jobs with jobseekers.  Business leaders are 

provided a resource where they can learn about the workforce community before 

they investment in a single hire.  It is a clearinghouse of data regarding the labor 

market.  When working properly the WIB attracts, captures, and disperses a large 

quantity of free and restricted charitable funds. 

  

Success as a convener is measured by: 

  

1) the amount and quality of new business engaging in the WD system yearly,  

2) new board members bringing substantially larger amounts of financial and 

opportunity resources into the system, 

3) staff and boards report a positive confidence that  connections and 

relationships are easy and productive throughout the region, 

4) an increasing trend to substantial self reliance on self-generated funds, 

5) evidence that jobseekers are filling better paying jobs, 

6) most residents in the region know and appreciate the WD system,  

7) program output measures that produce marketable results for economic 

development recruiting efforts, 

8) evidence that new companies are relocating their firms in the region, 

9) evidence that all towns (donors) in the region have engaged the WD 

system and enjoy some benefits or are included as potential contributors. 

  
Recruiting and 

grooming the 

other regional 

towns 

The GNBWIB has neither reached, nor mobilized the business resources within 

the region through its overall master plan since its inception.  Most business 

organizations within the region have never witnessed a single presentation on the 

workforce development resource or observed the benefits associated with the work 

of the GNB WD system.  Likewise, few other local towns have experienced a 

presentation by WIB staff or members to town managers or selectmen. 

  

The other towns included in the CEO’s governance of the WD system, are: 

Wareham, Marion, Fairhaven, Acushnet, Dartmouth, Freetown, Lakeville, and 

Mattapoisett.  The WIB has some exposure to the town governments of Dartmouth 

and Wareham due only to former staff and WIB member hometown involvements.   

  

Every town is different with some having more or less wealth, employers, business 

groups, unemployed, and talent.  The recruitment of jobseekers, business owners, 

prospective donors, and partnering town officials must be increased.  However, 

they all respond better to routine face-to-face contact with a WIB representative. 

  

Continued on next page 
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Section 1: GNB Workforce Development System Assessment, 
Continued 

  
Transform 

from our 

strengths 

There is plenty of good news to consider as the WIB faces a new challenge.  The 

system has been doing exactly what leadership requires from it during the past five 

years.  The programs produced by the sub-recipient and partners all achieve above 

adequate ratings from state regulators.  The WIB has built a robust workforce 

training channel of Massachusetts workforce training funds.  

  

At one point, the WIB was deemed and financially rewarded for being one of the 

state’s “high performing boards.”  The WIB may have emphasized its “oversight” 

function, but no scandals have been reported with performance misrepresentation 

or financial malfeasance.  The system of checks and balance verification or “fire 

walls” adequately protects the security and integrity of the WD system. 

  

The organization has moved into a predictable routine where all systems are 

designed to do the basics well.  The results demonstrate the ability of the 

collective WD system to standardize performance around objectives that are 

predictable, and easily delegated through the chain of command.  The sub-

recipient staffs the work with good-hearted, creative, and caring professionals. 

  

In short, the system produces exactly what it has been designed to do.  The system 

is capable of working through modest innovation objectives, and raises 

performance incrementally over time.  The WD system has certainly demonstrated 

its frugality and resourcefulness in doing much more with much less. 

   
Transform the 

system for 

more 

challenging 

conditions 

The WIB has not devised a system that will adapt to a near total loss in federal 

funding.  The business-led board has unwittingly adopted an austerity approach to 

surviving the economic meltdown, possibly with the belief that funding will return 

when the economy improves.   

 

Operating a robust system that thrives is not the objective.  It appears the situation 

does not inspire any immediate action at this time.  Board apathy, average 

performance results, and bad morale are the manifestations of a WD system that is 

losing momentum. 

  

Many members of the board and staffs are weary from the unnecessary exercise of 

compliance oversight, and no improvement for increasing operating funds across 

the WD system.  More than a dozen interviewees have confided something like 

what is quoted here, “I have seriously considered retiring from my work here, over 

the past few years.”  The biggest complaint is that political gamesmanship is now 

dysfunctional: “We have even stopped fighting over things that actually matter.” 

     

Continued on next page 
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Section 2: Fundamentals for a WIB that Works 

  
Introduction This section discusses fundamental pre-conditions and principles that enable a 

WIB to work, as described in John Carver’s book, “Boards that Make A 

Difference, 3
rd

 ed.,” 2006.  The earlier edition of this book was an essential guide 

to blending and adapting workforce development and 501(c)3 policies around the  

intent of the new federal WIA workforce legislation.   

  

GNBWIB used these ideas to structure the quasi-governmental design of the 

organization in the formative years of WIA implementation. 

  
Different kinds 

of boards 
There are plenty of types of boards in America: fiduciary, advisory, corporate, 

policy, governing, advocacy, philanthropic, and association.  All maintain a focus 

on making the organization perform better, and guide good work for its 

constituents or customers.  All have slightly different roles in creating the reliable 

and sustainable governance for the future of the organization.  They mitigate 

threats that sometimes arise when executives become shortsighted in their scopes.  

All boards offer example models that contain aspects, which can inform the WIB.    

  

The WIB continues to evolve as its mission changes with the times, and becomes 

more competent in achieving beyond standard measures.  A good WIB hybrid 

model includes the following emphases: 

  
1) Good relationships with business executives that hire jobseekers. 
2) The vast collection of unemployed and under-employed workers. 
3) The sub-recipient partner that operates the career center systems and 

provides training and linking services to business. 
4) The oversight of a performance tracking system that has grantworthy data. 
5) The educational community that fulfills job ready skill transfer. 
6) Economic development agencies that focus on growing enterprises. 
7) Promotional exchanges that result in new funding from the donor 

community. 

  

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
Act like a non-

profit 501 (c) 3 
As one interviewee recently said, “I have been raising charitable funds for my 

organization since the seventies.  Who does the WIB think it is to not even try 

to earn the respect of the donor community?” 

  

Astonishingly, the business leadership of the WIB has never made self-

funding a goal.  This is the equivalent of a business not having a sales goal.  

  

The WIB maintains a tax-exempt status for a reason.  Every non-profit is 

organized to do difficult work for a worthy objective as recognized by the 

IRS.  This WIB has received tens of millions of dollars provided from tax 

payers, and has not captured a million dollars of donations in the same period 

that would go to paying for operations via any type of donation.   

  

Furthermore, robust grant foundation acquisition, commercial pay for service 

contracts, tax avoiding business contributions, private endowments, social 

enterprise, project-focused fundraising campaigns, and even charity events 

are not evident in a review of the WIBs 12 year history.  It can only be 

concluded that this WIB feels as one interviewee explained, “We think 

begging is below us.” 

  
Banish the 

apologetic 

philosophy 

The quotation reflects our own doubts about the worthiness of our efforts.  The 

WIB leadership and membership are not proud enough or confident in our own 

value to the community.   

  

Therefore, we can’t act like confident entrepreneurs do in their own businesses.  

Our actual voices sound dubious.  Many interviewees expressed disinterest in 

being self-funding:  

  

 “I didn’t sign on for this, I thought we just managed the federal money.” 

 “It would be nice to have more money, we need it.  But, I’m not going 

door to door.” 

 “I’m no good at fundraising, you should hire a professional for that.” 

 “I doubt there’s any donation money in New Bedford for that.” 

 “We ask too much from volunteers as it is.” 

  

Every board member, staff, partner, and customer can donate something to this 

worthy cause, if we had the right way of organizing.  If membership can’t adapt to 

an entrepreneurial self-funding structure, then those must step aside to make 

opportunities for those that can. 

  

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

   
Use evidence as 

the solution 
If we use the adroit capture of performance data that appeals to business people as 

our mutual performance language, we will also convince ourselves of the value of 

work we produce from the WD system.  The WIB must maintain a face-to-face 

experience with jobseekers, employers, and career center staff to accurately assess 

our dollar value to business.  Data collection that justifies a community, business, 

and individual multiplier from the invested training dollar is the truest language of 

grantworthiness. 

  

A dollar value can be measured by the increase in monetary value after training 

and other services are rendered in the programs.  Then the multiples are found by 

identifying the dollar increase for the year and any subsequent increases that are 

derived from that career path experience over a decade.  Then total that dollar 

figure is totaled, and multiplied by 7 times for a grand ROI number.  The ROI 

ratio is derived from the relationship of expense to reward. 

  

In this example: a training program with 250 people per year costs $3,000 over 

twelve months, but also modestly yields a $600 increase in monthly wages per 

trainee, when a career path is attached to it.  This produces on average $7,200 in 

the first year, and say $250 more in promotions in year three and year five for a 

total of $108,000 earned actual taxed extra dollars in a decade of work.   

  

Dollars generally change hands 7 times in certain types of regions with a younger 

population, like GNB WD clients. The locally spent circulating dollar multiplier 

averages between 4-10 times before it is exhausted, re-invested, or leaves the 

community.  In using averages, some trainees will fall into lower or higher 

multipliers, and others will leave the area as the job market becomes tight. 

  

In summary, 250 trained workers making $108,000 extra in a decade amounts to 

$27,000,000.  The program costs $750,000 to operate in two complete years.  

Those dollars circulating an average of 7 times in a community equate to 

$189,000,000 of value driven from the one training program over an eleven year 

period.  This produces an ROI ratio of $252 to each dollar invested in the 

GNBWIB WD system. Lastly, the expense of paying local trainers is also captured 

in this region and is represented by a slightly lower multiplier of 5 on average. 

  

This calculation presumes a rolling enrollment where some trainees enter the 

programs in the last days of a year.  If this decade long training program were 

delivered in 11 years at a total expense of $7,500,000, it would yield 2,500 

trainees at astronomical circulating values, even if many trainees moved away.   

  

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
Attractive 

evidence to 

business, 

donors, and 

state officials 

This evidence is eye popping, but it is just the start of using multipliers to justify 

our worth.  If we stick to a dollar conversion of our value, we can request dollar 

donations based upon a powerful return on investment (ROI) ratio.  

  

There are other additional investment and employment multipliers that can be used 

to value economic growth, new jobs, and investment already made in the 

community. 

  

This simple math method is used the world over to justify expense in the public 

good, and there is nothing more powerful than employee generated job value to 

business, donors, and state officials of whom we must impress.  

  
A strange co-

mingling 

leadership design 

The WIB is a hybrid governance design.  It is probably like no other business 

board, nor charitable board design of which you have ever been a part.  This 

table of information describes these fundamental differences. 

  

# Distinguishing Difference 

1 The federal government sends much of the funds for specific uses and 

dominates most activities by category and quantity through various basic and 

approved performance measures. 

2 The commonwealth of Massachusetts is the state authority that grants the 

CEO and executive director the authority to operate within a system of 

accountabilities.   

3 The CEO is legally responsible for the use of funds and the accomplishment 

of goals for a constituency that spans across the borders of other towns. 

4 Federal accounting practices must be compliant for every federal dollar that 

passes through the WIB and to vendors that are completely private entities, 

thereby requiring strict standards of ethics and contractual responsibility as 

dictated by the state, CEO, and the WIB. 

5 Federal dollars are an indication that the true owner of the workforce 

development system, is in fact, the American citizen. 

6 The executive director is charged with the execution or delegation of all 

duties and performance that are contractually supplied by federal, state, local, 

foundations, or charitable donors even though there is never a direct 

command authority. 

7 Board membership is legislatively authorized to be led by the business 

contingent of the board, even though the requirements of WIB governance 

are often more restrictive than typical business self-governance practices.   

  

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
A strange co-mingling leadership design (continued) 

  

# Distinguishing Difference 

8 Most partners in the system are led by other boards or lines of command that 

contain unique agendas and conflicting means.  The work is personal and 

often emotional, so passions can excite quickly.  This paradox is also a 

central check and balance feature that prevents waste and abuse by 

harnessing the unique business leadership resources, with an education 

orientation, aided by community-based resources, aligned to the local 

political leadership its aligned active board membership.  

   This system: 

  a) directs work performance and those ends to meet business needs 

   b) imbues the work ethics and business pace into a social service 

context 

   c) engages and harnesses the vast resources of the business community. 

9 The WIB and staff must lead, persuade, and deftly exercise oversight for 

organizations and personnel for which they have no direct powers of 

authority over or line of command to. 

10 The WIB must establish separate revenue streams that are robust enough to 

achieve their regional missions. 

11 Decisions made by the WIB can impact communities, families, businesses, 

and jobseekers throughout the region and for a very long time. 

12 The WIB serves many masters.  It must align itself with the CEO’s wishes 

and comply with the standards set forward by the WIA law, program policy, 

and state oversight.  This awkward balance of power requires the leadership 

of other agencies, organizations, and companies to accept these policies. 

 
Value link 

conversion  

indicators 

 Strong boards develop a strong funding strategy through these value indicators: 

 

 Increase performance based on self-determined discrepancies 

 Do more than the standards require 

 Create added-value to delight the customer(s) in key areas  

 Convert extra value into media messages, and accumulate business respect 

 Gain a reputation as a “grantworthy” with the donor community 

 Value evidence makes connection to business through ROI & multipliers 

 Businesses seek out EDC & WIB because of the workforce value 

 Donors make endowments, businesses pay per service 

 

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
New WIB 

responsibilities 
The following list captures the new basic responsibilities of a WIB: 

  

 Develop and explain the collective vision to improve the conditions for 

stronger business enterprise as impacted by the ever-improving workforce 

within the region. 

 Exercise leadership that sets policy, which mobilizes a diverse collection 

of resources to that stated end. 

 Predict, plan, and ready the WD system for emerging changes that may 

impact the capacity of the system to succeed. 

 Convene available resources (business leadership, companies, programs, 

innovative ideas, technologies, and new funds) necessary to accomplish 

these goals.    

 Exercise the appropriate oversight authority to exceed performance 

standards and accountably report out results in a transparent manner. 

 Maintain a legal and effective fiduciary role for all regional WD activities. 

 Demonstrate measurable and substantial innovation or improvements for 

business and workforce qualities throughout the designated region. 

   
Our single most 

important 

business need 

The WIB must lead the effort to earn enough revenue through any legal means to 

meet the needs of the regional workforce.   

  

The entire WD system contributes to its collective grantworthiness. 

  
The central 

executive leader 
The executive director (ED) is the unifying and mobilizing force that leads any 

change/improvement process.  This is a dynamic and persuasive individual that 

delegates effectively, but still outworks everyone.   

 

The ED operates somewhere between the CEO that sets the goals, and the WIB 

that interprets and advises the CEO about the implementation of those goals.  The 

ED must do two difficult mobilizing functions: 1) the research and advisement of 

both Chair & board, and the same for the CEO, & 2) the actual leadership work of 

system mobilization of that goal by those assigned with the duty.  

 

This role is highly mobile when moving from productive meetings with: 

unemployed workers, union offices, partners, donors, towns, business leaders, 

state offices, economic development, and the sub-recipient.   

 

This person thinks and acts in the plural and never blames while correcting, nor 

ever takes credit when others are nearby. The ED hunts for better ideas each day.   

The ED leads from the forward leaning position at the center of the WD system.  

 

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
The importance 

of trust & 

cooperation 

Due to the amorphous and fluid structure of the WD system, two conditions must 

be groomed into the culture of the collection of partnering organizations: trust and 

optimal cooperation.    

  
Eager 

collaboration 
When cooperation exists as a system characteristic and continues to build it grows 

into manifestations of collaboration.   

  

A positive philosophic change will be signaled by the selection of “thriving 

collaborations” as our unifying goal, and adopting the additional objective of 

system-wide value building as our means for all work assignments.   

  

An eagerness to build a substantial workforce with value is easily converted into 

the grantworthy status that earns a multiplier investment that pays for the effort.  

  
Measuring 

things in 

business terms 

Investment is attracted by evidence of value.  The entire system must become self-

promoting in evidence-based business terms.  There are 25 ways to express value 

derived from our training programs and convening duties. 

  

Business and investors are mobilized more quickly by  
 

1) personal observation of good works in action, and  

2) cogent use of return on investment (ROI) data and appropriate multipliers.   

  
We don’t think 

like 

entrepreneurs 

Entrepreneurs and successful non-profit directors understand the importance of 

weaving a compelling storyline in with numerical evidence that justifies a future 

investment.  The true value of a business is the people, quality product, systematic 

methods, leadership, and end results of the business in the next decade. 

 

Every business must imbue its daily operations with aligned evidence that this 

effort is converting into a worthy value.  It is this perceived value that generates a 

reliable organizational momentum and the background intuition that this pattern 

proves an additional earned investment.  It is this basic entrepreneurial premise 

that the WIA law entrusts to the hands of business leaders. 

 

Failure to establish this value-conversion formulation leads to the organization 

eventually becoming depleted and not “grantworthy” for new investment.  There 

are several multiplier theories that assist entrepreneurs and non-profit 

organizations in crafting such a formulation. 

 

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
Multiplier 

theories 
The ROI investment theory is most commonly used to assess the direct and 

indirect effects of a singular investment, such as business investments, and 

training or workforce investments.  Investments benefit a community primarily 

from making more workers more valuable to businesses.   

  

In exchange for improved work, the employer increases pay, which improves the 

consumption of goods and total dollars circulating within the local community.  

Those dollars keep changing hands through a thousand ways before they are fully 

spent, invested in savings, or spent outside the region. 

  

John Maynard Keynes developed a proven economic multiplier theory that gives 

justifies both private investment and government spending for raising the level of 

income and employment.  Both consumption and investment create employment.  

Fortunately, both have complementary relationships with one another.  When 

public works investment increases, consumption increases too and helps in 

creating employment, demand for higher paid or talented labour, and thereby 

promotes increased investment in the region.   

  

Exception to the Rule: It is only when the level of full employment has been 

reached that investment and consumption become competitive instead of being 

complementary; then an increase in one will reduce the other, one will be at the 

expense of the other.  The GNB region remains several economic booms away 

from full employment, so we can safely rely on the powers of these multipliers. 

  
Keynes’ Income 

or Investment 

Multiplier 

  

The Keynes’ income multiplier tells us that a given increase in investment will 

ultimately create a total income, which is many times the initial increase(s) in 

income resulting from that investment.  That is why it is called income multiplier 

or an investment multiplier.  The income multiplier indicates how many times the 

total income increases by a given initial investment.  

  

These investments can leverage combined effects by more than 10 ten times the 

value of an initial investment in training, if the training is effective in increasing 

wages.  These combined Dollar Circulation, Keynesian Investment, and Kahn 

Employment Multipliers work great for the individual and family, but 

geometrically power an entire communities economic recovery.   

  

As a local example, the Siemens-Cape Wind project can bring several thousand 

initial jobs, but more importantly up to 10 times that through secondary and 

tertiary waves of employment that follow during the next years. 

  

Continued on next page 
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Section 2: Fundamentals for a WIB that Works, Continued 

  
Kahn’s 

Employment 

Multiplier 

  

Richard Kahn’s economic multiplier is known as the “Employment Multiplier,” 

and the John Maynard Keynes’ economic multiplier is known as the “Investment 

Multiplier.”  According to Kahn’s Employment Multiplier, when government or 

business undertakes public works like roads, railways, irrigation works then 

people get employment.  This is initial or primary employment.  These people then 

spend their income on consumption goods.  As a result, demand for consumption 

goods increases, which leads to increase in the output of concerned industries, 

which provides further employment to more people.   

  

But the process does not end here.  The entrepreneurs and workers in such 

industries, in which investment has been made, also spend their newly obtained 

income, which results in increasing output and employment opportunities.  More 

employed people consume more things, these things are barely related to the initial 

investment.  For example: more birthday cakes will be sold for more employee 

children.  In this way, we see that the total employment so generated is many 

times more than the primary employment.  

  

Suppose the government employs 3,000 persons on public works and, as a result 

of increase in consumer goods, 6,000 more persons get employment in the semi-

related industries.  In this way, 9,000 persons have been able to get employment, 

that is, three times more people are now employed.  In other words, Kahn’s 

employment multiplier means that by the government undertaking public works 

projects generate many more times the initial jobs in total employment.  The 

Siemens project has just this type of multiplying effect. 

  

This employment multiplier also eliminates the expense of society supplied 

unemployment benefits or other forms of public assistance.  This reduces the 

expense and damage caused through under or unemployment, and replaces it with 

the dignity and multiplying effects of maintaining a job. 

  
Confidence is 

contagious 
The WIB must exude confidence to see perceived values increase.  It takes time, 

extra effort, and patience to turn an organization in a new direction. 

  

Every minor victory must be celebrated, when we experience success and our 

performance is validated by accurate data.  Performance evidence becomes the 

method of determining our direction and what we wish to improve next.   

  

A positive contagion will quickly sweep the region and we will attract new dollar 

investment, and protect ourselves financially and legally from external 

consolidation attempts.  We will also play an important role with EDC in landing a 

large “Siemens” styled set of contracts. 
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Section 3: Twenty-One Major WD System Shifts Required 

  
Our purpose is 

to thrive 
This section describes major shifts that must be made to survive the ever-declining 

federal funding streams.  The system is being overburdened by demand at the very 

time that funds are dramatically being crushed.  The shifts needed are indicative of 

a plan that responds to that challenge and makes the region thrive again. 

   
• prosper; flourish: education groups thrive on organization | [as adj. ] (thriving) a 

thriving economy. 

  

ORIGIN Middle English (originally in the sense [grow, increase] ): from Old Norse 

thrífask, reflexive of thrífa ‘grasp, get hold of.’ Compare with thrift. 

 
The value-

added 

conversion link 

When something is acceptable it meets official standards.  When performance 

goes beyond the standards in noticeable ways the customer expresses an 

appreciation of it as “value-added.”  When this is reliably accomplished it makes 

the organization grantworthy for investments, gifts, and grants.  A public 

reputation for unique success is established and this results in market demand.  

 

When these perceived numerical dollar equivalents, ROI, and economic 

multipliers convert value-benefits it attracts investments, gifts, and grants.  

Businesses are attracted to our quality workforce and to those that create it.   

 

Unknown opportunities are magnetized to our region.  A clear link is made 

between the work done within the system and its impact to the business region. 

 
Shifts to thrive This table describes the shifts required to thrive in the regional WD system. 

  

# Label Description of the Shift to Implement & Mobilize 

1 Realign System Strategy 

and Philosophy 

The whole system must move away from oversight and 

compliance and towards growth and self-funding.  Cooperation 

and trust are the keys to leveraging our strengths.  

2 Insist on Collaboration Collaboration occurs after cooperation has been optimized, when 

barriers are only challenges not self-imposed regulation. 

3 Leadership from the 

Executive Director (ED) 

The WIB director plays a pivotal leadership role.  This position is 

the catalyst, change manager, convener, role model, and mobilizer 

of the fully engaged WD system.  The ED makes everyone look 

and feel better as they continue to forge a better collective result. 

The role is to proceed until apprehended by the board.   

4 Use ROI Reporting by 

Economic Multipliers 

Use economic formulas to express the value of training services, so 

we can prove our value and impact on the community.  Then 

match fundraising efforts with examples to compel donations to 

fuel momentum in the mission. 

 

Continued on next page 
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Section 3: Twenty-One Major WD System Shifts Required 

 
Shifts to thrive This table describes the shifts required to thrive in the regional WD system. 

  

# Label Description of the Shift to Implement & Mobilize 

5 Link to Grow, Make, & 

Buy Local Campaigns 

Develop economic maps to show visible links from WD efforts to 

solving regional needs.  Use these maps to increase the circulation 

of local dollars within the community. 

6 Mobilize to 

“Grantworthiness” Status 

Transform all WD efforts to the objective of being self-funded.  

Once, work value can be easily recognized use a systematic 

strategy to attract and capture donations. 

 7 Establish an 11 Point Self 

Funding Finance Vehicle 

Build a “multichannel” fundraising system that continually 

engages potential donors at the appropriate level of their current 

gifting interest and ability. 

8 Transform the Regional 

System around Business 

Align all training and education services, social services programs 

directly with the EDC mission, and those other important 

employer or organized business efforts. 

9 Co-Locate the System Find a building that would accommodate as many of these players 

as possible together: Career Center(s), BCC, WIB, EDC, and 

partnering vendors. 

10 Consider the BCC Hybrid 

Model as Sub-recipient 

Blend New Directions into a unified career center structure that 

maintains institutional talents of the staff, cuts down overhead 

duplications, and increases the WD reach. 

11 Mobilize a Long term 

Media and Outreach 

Campaign 

A baseline awareness campaign is necessary to enhance system 

awareness, especially if physical locations are changed.  Public 

service, new signs, and open house events must announce a larger 

ongoing awareness campaign. 

12 Innovate & Specialize with 

Value Added Services & 

Sub-Programs 

Examine each and every WD effort to maximize customer 

benefit, link to other resources, and optimize its known value to 

better paying jobs within the region.  Programs that don’t achieve 

a value added performance are repaired, realigned, or halted. 

13 Mobilize to Each Town & 

Targeted Industry 

Every town in the region must be groomed through successive 

visits each month.  The town officials and unique businesses must 

be introduced and welcomed to the system. 

14 Capture & Exploit Growth 

& Business Data 

Find ways to capture data that is useful to business leaders and 

convert it into documents that lead us.  Shape data efforts to guide 

customer satisfaction improvements and create a data 

clearinghouse for the region. 

15 Celebrate Victory 

Routinely 

Budget for the frequent celebration of small and large victories, so 

we build our own passion for the mission. 

16 Establish a forum to 

discuss dissatisfaction. 

We change the “complaint culture” by acting more on those 

things that still impeded our growth.  We need to bring daylight to 

complaints and work them out. 

  

Continued on next page 
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Section 3: Twenty-One Major WD System Shifts Required, Continued 

  
Shifts to thrive (continued) 

  

# Label Description of the Shift to Implement & Mobilize 

17 Bring fresh ideas and faces 

into the WIB. 

Create two groups of WIB members based on activity: 1) 

highly engaged and mobilized, and 2) supportive veterans and 

specialists.  

18 Document a WIB orientation 

process for new members 

  

Create documents and trainings o new members will have a 

handbook that enables them to more quickly enter and mobilize 

to the interests they have within the WD system. 

19 Reinvigorate meeting 

structures and processes 

  

Maximize volunteer and board interactions by asking for more 

robust discussion and dissenting input.  Once discussion seems 

complete, move to action quickly.  Track and report meeting 

propelled action on the web site weekly. 

20 Track Alignment to the 

Mayor 

  

Hold quarterly meetings with the Mayor and his staff to 

exchange ideas and adapt plans to tighten linkages with 

external resources. These sessions are designed to synchronize 

efforts between the CEO, other agencies, and the WD system. 

21 “Catch Excellence” as it 

happens 

  

Shift the focus to honoring personal, entity, and operational 

efforts by ringing the bell in recognition of recent excellence.  

We get more of what we focus upon, so make our predominant 

focus be on excellence.   

 
Constant self-

reflection 
Leaders and every employee working within the system have a moral obligation to 

make these shifts work within an evolving, multifaceted workforce development 

and educational enterprise.   

 

Whatever we do well is multiplied thousands of times over.  The shifts listed 

above may be implemented in a short or long time frame, but the responsibility to 

adapt these shifts to our system that day is uniquely our own.   

 

This requires a bravery to review the evidence and admit our shortcomings as soon 

as we can.  We owe this to our eventual clients in raising a better workforce that 

gets paid more, because they produce a better work product.  We must avoid the 

terrible stumbling blocks of: delusion, denial, blaming, and victimization. 
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Section 4: The New Basic (Interim) Structure - Phase One 

   
Purpose This section describes an interim phase that any organization grows through to 

achieve a system that is eventually created.  Plenty of innovation, change, and 

experimentation yield the system that is really needed, but this structure represents 

a practical first position in thriving process. 

  
Guidance 

limitations of 

the new 

structure 

This new organizational structure describes an interim step that will greatly 

improve our WD system, but may not be enough to avoid consolidation.  The 

system will always seem lacking in funds and solving the increasingly more severe 

challenges presented by the economy. 

  

Yet, this system is a great interim phase that would help us navigate to a more 

comprehensive and robust WD system in Phase Two. 

  
The CEO sets 

the goals 
The CEO in consultation with WIB leadership, BCC, EDC, and industry sets clear 

written objectives for the regional WD system.  These goals are specified with 

exacting timelines, and preferred measures of performance.  Modifications, 

updates, and adaptation are expected to occur from this original plan. 

  
WD system 

responds on 

paper 

Quickly the parties listed above to research, plan, and publish a joint plan that 

monitors progress to these goals and synchronizes it to state planning documents.  

A complete measurement and accountability system is built to track progress. 

  
Charter goes 

out to bid in 60 

days 

The WIB develops an RFP for sub-recipient candidates to meet the plan described 

above.  A more collaborative charter is built with exacting performance 

specifications and aligned to the CEO’s objectives.  Performance measurement 

teeth must be obvious, so the sub-recipient can self regulate.   

   
Charter 

awarded and 

commenced 

The charter is awarded for two years, with additional years of renewable 

extension.  Extensive kick off and coordination meetings are held with the sub-

recipient team through the interim transition period.   

 

The MOSES resources and state employee partners are utilized as a stabilizing 

force to orient new employees and management to the system, if needed.  The goal 

is a seamless customer interface, which requires the same at the executive levels. 

  

Continued on next page 
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Section 4: The New Basic (Interim) Structure - Phase One, Continued 

   
Self critical 

partnerships 
The GNBWIB workforce development system is comprised of various partners 

and overlapping partnerships. The WD system relies on all parties to be self-

critical first, before each might turn its critical focus on the others partners in the 

system.  Blaming others is not a quality principle, nor is it an effective leadership 

attribute.  Published self-assessment reports resolve this issue. 

  
Physical plant 

and financial 

decisions are 

made ASAP 

The goal of co-location is essential, but sometimes difficult to accomplish.  The 

objective of co-location must be achieved within this first phase.  As a first step in 

that direction, meetings and increased staff and board cross exposure will signal 

the intent and import of progress to the goal.   

  

The selected chartered sub-recipient must assess and present a fiscal plan that 

meets the objectives of that charter, and the new WD system.  The sub-recipient 

must propose this plan with the WIB recommending it to the state.  The state will 

review readiness and accounting functions to determine its approval. 

  
The sub-

recipient’s plan 
The selected sub-recipient modifies the old plan to accomplish increased objectives 

as set forth by the CEO and WIB charter agreement.  A thorough review and 

predicted evaluation of timelines is certified by the WIB.  All partners to this effort 

are assigned individuated responsibilities and collaborative guidelines. 

  
Engage the 

region 
All partners will establish an annual plan to engage businesses, customers, and 

town officials in outreach efforts to attract them to our system and services.  

Presentations, outreach to the unemployed, schools, youth organizations, and local 

businesses will be scheduled and conducted by the empowered designees. 

  

This process is designed to assess needs and prioritize targeted efforts. 

  
Financial plan A segment in the financial plan is built to determine the resources needed, and 

logical shortfall in meeting a more challenging set of goals.  These goals will be 

prioritized by the WIB after a thorough assessment by the key partners involved 

with each item.  The plans must include a reliable multichannel donation schedule. 

  

The financial goals must have typical project management sequences, 

measurements, and dollar projections attached to it.  The plan must anticipate 

more money needed for the next year.  Plans will be published online.  A unified 

commitment to the financial plan generates the monies needed to thrive. 

  

Continued on next page 
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Section 4: The New Basic (Interim) Structure - Phase One, Continued 

  
A grantworthy 

campaign is 

launched 

A WIB committee to evaluate our grantworthiness and establish joint 

organizational and individual processes for generating ongoing results to that end 

and quickly launches a formal research and clarification process.  Data collection 

and multiplier analysis add to a growing clearinghouse of workplace data. 

  
Multichannel 

fundraising 

system designed 

Another WIB committee will chair the design and construction of a multichannel 

fundraising system that will be used by the entire WD community.  The system 

will link to funding reports generated by the Finance Committee from CEO 

objectives and regional prioritized assessments. 

  
The Siemens 

project 
The WIB must join with EDC to assist in the readying of a unified WD response 

for a customized Siemens workforce solution.  The two principal organizations 

must synchronize our efforts to work right the first time.   

 

We must predict the needs and troubles that will naturally occur in such a large 

and complex project.  Every project must be adaptively constructed to prevent 

trouble well before it occurs, and not wait for trouble to reveal itself. 

  

This project will demand close collaborations and a spirit of extreme cooperation 

displayed throughout this multi-year effort.  Perhaps, there is no better way of 

forging new bonds within partnerships than by working on a gigantic project, 

which none of the parties can attempt alone. 

  
Reconfiguring 

of committees 

for the WIB 

A new committee leadership strategy will be built upon the successful methods of 

past committees, and the new infusion to membership.  The committee structure 

will need to modified to accomplish the following: 

  

 Create a new charter for the selected sub-recipient. 

 Generate new measures to collect and analyze meaningful business data. 

 Expand our footprint to the other towns in the region. 

 Link closely with EDC, Chamber of Commerce, and Wind Center. 

 Develop realistic and feasible co-location plans. 

 Modify all systems and practices to achieve grantworthiness. 

 Train and document a new standard for membership to the WIB. 

 Plan the multichannel fundraising system. 

 Develop a professional “ask” campaign led through directors and chairs. 

 Mobilize the WD system around the Siemens project. 

 Mobilize all committees to raise $5 million in self-funding. 
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Section 5: The Community College Hybrid Model - Phase Two 

  
Introduction This section speculates and describes an additional phase in the WD continuum. 

Phase Two advances improvements made during the Interim phase.  The section 

presumes all concepts and duties have been successfully completed in phase one.  

  
Important 

qualifiers 
This is a speculative plan that presumes a community college with the existing or 

expanded WIB region will want the role, apply, demonstrate the winning proposal, 

get competitively selected, be certified by the state, and feasibly deliver sub-

recipient services to the region.   

  
The community 

college 

advantage 

Most community colleges engage student populations on their way to a new career 

or improvement path.  This simple fact positions the community college to offer 

training from remedial, vocational, and technical that extends all the way to a 

university education.   

  

The community college operates numerous education programs and specialties 

that prepare a higher skilled workforce who fill better paying jobs.  The 

community college is also poised above all other community resources and is 

already linked with other existing programs to assist students in finding new 

opportunities.  The faculty is often freshly familiar with the industry, workplace 

requirements, and connections to important business leaders.   

  

The community college is a natural expression of personal self-improvement, but 

it is capable to manage that process for thousands each year.  Furthermore, the 

community college is familiar with WIBs, EDC, CBOs, and industry.  The CCs 

already thrive within the same realm as the WIB and the WD system. 

   
The community 

college 

potential 

weakness 

The four major questions to engaging a community college model are: 

  
1) Does the chartered responsibility feasibly fit in the college’s financial 

capacity? 

2) Is the college politically stable for long-term continuity? 

3) Will the college exercise frugal/best value cost controls on training? 

4) Will the WIA and state certify accounting compatibility and be approved? 

  

Continued on next page 
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Section 5: The Community College Hybrid Model - Phase Two, 
Continued 

  
Leadership 

blend 
WIBs and colleges can be very compatible.  However, one business-led board may 

operate differently than others, based on the area, CEOs directives, or the WIB 

memberships interpretation.  Leadership must maintain a blended approach that 

does not devolve into contradiction.  The so-called “firewall” must still be 

maintained despite these close working relationships and reliance.  The state 

certifying officials will be on the alert for political or financial dysfunction, which 

has been typical of this WIB since its inception. 

  

Both partners have to work to either merge or compliment its management 

practices so it appears seamless and supports a state employee contingent in daily 

operations.  Joint planning and transparency are essential to making these 

institutions work well.  The occasional dispute must be resolved through 

cooperation or collaboration without additional intervention. 

  

Leaders must agree to a routine review of progress in order to make the transition 

remain at high performance levels.  A project management approach must be 

developed and maintained for at least two years, between the WIB staff and the 

executive committee, and between the career center financial and performance 

leadership.  Fiscal agent duties can be shared by agreement as long as approved by 

the state to protect the integrity of the contractual partnership and fiduciary duties. 

  
Still led by the 

CEO and WIB 
The community college will need to maintain respect for the appointing 

authorities, as described throughout this document.  Concerns or issues must be 

voiced early and resolved expediently to maintain the “seamless approach” desired 

for a system that is actually structured by definite organizational seams: state, 

WIB, sub-recipient, unions and non-unions, CBOs, the EDC, and private industry. 

  
MOSES 

proficiency and 

IT transitions 

A new co-located building dictates many schedules and transitional tasks.  

Massachusetts uses a data collection system called MOSES, and also uses crystal 

reports to report and analyze our performance data.  These are both essential 

training intensive computer related work systems. 

 

In dealing with the MOSES system as with all IT matters, details are crucial.  Any 

software or hardware glitch can cripple the service to customers or the accurate 

data entry made by untrained staff.  Bad numbers generally result in fewer funded 

dollars in the next period.  Proficiency needs to be high in financial, performance, 

and IT management or the transitional period could collapse the entire effort. 

  

Continued on next page 
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Section 5: The Community College Hybrid Model - Phase Two, 
Continued 

  
Management of 

CBO vendors 
The sub-recipient has the primary responsibility to manage training vendors in an 

effective way.  Many CBOs have been part of federal jobs programs for decades 

and may expect to continue those roles.  Some will undoubtedly expect a larger 

role.  The WIB and the college will work together to craft a policy that the CEO 

supports, due to its politically charged implications.  The WIB will support the 

vendor decisions made by the college. 

    
Create & 

manage the 

clearinghouse 

databases for 

businesses and 

donors 

Compile and manage the vast data collection profiles on at least 300 businesses in 

the region.  Develop a knowledge base about each company.   

  

Create a similar database on the multichannel donors that come to the system and 

continue to do outreach and analysis for grantworthy efforts. 

  
Outreach into 

the businesses 

of other towns 

Fully engage the individual top 20 businesses present in each town.  Customize 

services to expand system capacity and serve more jobseekers.  Leverage our 

regional workforce development to access the regional donor community. 

 
Best the $5 

million mark 
Reach then exceed the $5 million revenue mark through a combination of federal 

and state funds, commercial and foundation grants, and a robust multichannel 

fundraising system. 

   
Absorb 

additional 

WIBs? 

Decide to either absorb additional nearby WIBs into our region, or choose to 

operate with diminished federal funding in the GNB region.  
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Section 6: Predicted Schedule for WD Change Programs 

   
Introduction This section describes the types of programs needed to bring the structure into 

alignment with the CEO vision and make improvements to the capacity of the WD 

system to be self-funding. 

  
Project, 

programs, & 

campaigns 

An organization embarks on a substantial series of efforts to achieve a “thriving” 

condition.  Thriving implies that the organization brings in more revenues that it 

spends, and has more in reserve to invest in key partners and innovation.   

  

The following table describes the three intentional vehicles, which drive any complex 

system to change. 

  

Change Vehicle Description 

Projects 
(Limited resources, staffing, & 

duration) 

These are defined efforts based on specific criteria, budget, and goals that 

are locked into an overall improvement program or campaign. 

Programs 
(Can involve hundreds of people 

or things, specified budgets, & 

interdependence of parties & 

partners) 

Longer term effort that may involve projects, or may be a unified and 

permanent standard that is designed to yield reliable results. 

Campaigns 
(Complex efforts with large 

budgets, important reaching 

goals, and lasting impacts) 

  

These are bigger and more important efforts involving more profile, 

people, partners, and performance.  The campaign may or may not render 

lasting effects or become an integrated organizational standard.  Some 

projects and programs can evolve into defined campaigns because of their 

recognized success and values.  Campaigns are generally more powerful 

and often become scheduled traditions or program standards.  

   
Which vehicle 

is being used? 
Which change vehicle should be used: projects, programs, or campaigns?   

 

The answer: Use what works based on current conditions and your goals. 

 

The first determinants are size, dollars, ambition, and value in lasting impact.  When 

the effort seems to grow in these determinant areas it probably means things are getting 

better, and therefore becoming more useful to preserve.  Slight or strong adaptations 

move a project to a greater extent or properly discontinue an effort that is complete. 

 

We understand that underlying all successful change vehicles are interpersonal efforts: 

 

 relationships with key leaders instrumental in the system, and  

 a unifying web of leveraged relationships that form a positive work culture.   

  

 


