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Community Leaders, Human Resource Officials, and Training and Employment Providers

The Office of Economic Adjustment (OEA) periodically prepares and distributes community guidance
manuals dealing with subjects that are timely and of interest to communities confronted with military
bace closures or defense industry layoffs This manual provides guidance to community leaders, human
rosource and labor representatives, and training and employment providers who deal with the “human”
consequences of defense downsizing and base closures.

When military bases close or defense companies downsize, the impact on employees can be sig-
nificant. Many must search for new ecmployment and may need assistance to prepare résumes or relate
defense-specific skills to the commercial sector. Others may need training to update current skills or
to qualify for new occupations. This manual describes assistance programs that can help individuals
make the transition to other jobs.

Communities also must adjust to the impact of closures or job reductions. They must develop
strategies Lo address work force dislocations, from making sure that transition assistance 1€ available,
to assessing the capacity of the local labor market to absorb laid-off workers. Central to any strategy
are creating jobs and ensuring that people have the tools to find and succeed in those jobs. Linking
these two activities can help comimunilies achieve economic recovery and create new opportunities
for dislocated workers. This manual provides advice in the development of appropriate strategies
and shares the experiences of other communifies.

In the wake of defense cutbacks. communities seek new ways to stimulate and diversify local econ-
omies. This is not an easy task 1t demands leadership and coordination with a variety of local entities.
As local officials seek (o diversify their economies and expand in new directions, they must make sure
that the interests of workers facing actual or potential displacement are included in the adjustment
nrocess, We hope this manual will assist you in that effort.

Helene M. O'Caonnor

Acting Director
Office of Economic Adjustment
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 CHAPTER |
Introduction

Reductions in the U.S. defense budget have affected
the lives of millions of Americans. As military bases
close and defense firms struggle to adjust to a smaller
market, jobs are being eliminated, and many workers
are forced to seek new employment. Communities, in
turn. must develop stralegies to create jobs to replace
those that were lost.

The impact of the drawdown in terms of job loss
has been significant. By the end of the decade, military
forces will have shrunk almost 35 percent, from
2,174,000 in 1987 to about 1,418,000

Most of Lthis reduction has already occurred. Civil-
ian Department of Defense {DoD) sirength figures have
been on a similar downward path. [n (987 when the
drawdown began, DaD employed more than one miflion

civilians in various occupations. By September 1995
employment levels had been reduced by about 25 percent
—a loss of 284,000 positions ? Another 120,000 civilian
positions are scheduled to be cut by 2001}

The private sector defense industry has also experi-
enced a sharp drop in employment levels. DoD pracure-
ment cutbacks, for most defense firms, translate to a
smaller slice of a smaller pie. To adjust to a reduced
market white remaining competitive, defense firms have
employed a number of strategies. Some have chosen to
diversify te commercial products; others believe they
can survive by selling off peripheral operations and
protecting their market niche in the defense industry.
Regardless, the downsizings, mergers, and consolida-
tions that accompany these strategies have resulted in
the toss of jobs {or scores of employees. The number of
private sector jobs directly supported by DoD contracts
shrunk by 29 percent between 1987 and the end of 1994,
from more than 3.9 million to about 2.8 million posi-
tions.* More cuts are expected.

Impact on Personnel

Despite significant reductions in U.S. military strength,
inveluntary separations of uniformed service members
have been kept to a minimum. The armed services have
achieved force reductions primarily by limiting new
entrants and increasing retirements and other voluntary
separations. Because of the services' centralized per-
sonnel system and ability to direct troop movements,
closure of a military base does not translate into loss
of employment for the uniformed personnel assigned
to the site; most are reassigned elsewhere,

On the other hand, Do civilians at <closing install-
ations face a less certain future. Unlike the military, a
civilian's employment is tied directly to the position
occupied; elimination of that position brings unplanned,
and usually unwelcome, changes in an individual's life.
While some employees may retire, most must search
for new jobs and face the possibility of reduced income
or even unemployment. Fortunately, the DoD has been
able to help many of its civilian workers find jobs at
other DoD activities. During the past 6 fiscal years
ii.e.. from October 1989 through September 1995),



only about 21.000 Dold civilians were involuntary
separated, while the total civilian workfarce was
reduced by 224 000

The largest impact of Dol downsizing. at least
in cmployment levels. has been in the private sector
defense industry. where the ripple eftects of DaD
spending cuts are felt far beyond the prime contractor.
When the Pentagon announces cuts in weapons
systems. the impact reverberates among subcontrac-
tors and suppliers as well and affects a number of
defense-dependent businesses, communities, and
states. As an example, about 250 companies in 35
states were involved in building the F-16 fighter jet,

Finally, retall and service companies located in
base closure and defense-dependent communities
arc affected by the drawdown, as customers relocate
to new jobs in other geoaraphic areas or cut consumer
spending to adjust to smaller incomes,

Impact on the Community

Lavoffs and hase closings create significant challenges
for commurities with concentrations of DoD military
installations and defense industry firms. There are often
secondary impacls as other employers—suppliers, firms
providing services, and retail stores—lose contracts and
customers and possibly face layoffs or closure themselves,

The severity of impact and the community's ability
to respond depend on a variety of factors, such as the
number of jobs lost, the size of the community, or the
diversity of industries, Metropolitan areas with a large
and diverae local economy ncually adjust mora easily
than smaller defense-dependent communities. This
is not always the case, however Smaller communities
can survive quite well if job gains in other sectors of the
labor market offset defense-related job losses. Converse-
ly. a large, diverse community can suffer substantially
il the health of the local economy is weak. Tor these
reascns. the impact of defense cuts should be assessed
within the total economic context of the area

Certain geographic areas and sectors of the econ-
omy have been particularly vulnerable to cuthacks in
defense spending and loss of jobs. The West Coast and
New England, with heavy concentrations of aerospace
and shipbuilding industries. have experienced severe
impacts In 1994 California accounted for 22 percent
of defense industry layoffs; Conneclicut and Massa-
chusetts together accounted for 15 percent.”

Nenctheless, a 1996 study by the Rand Corpora-
tion found that base closure communities in Califor-
nia weathered the shutdowns with far less economic
damage than had been predicted, and in some cases
cven experienced growth. Rand concluded that certain
events soften the blow of base closures: retail sales
can climb as military retirees, who previously shopped

at base stores, turn to the civilian market; job opportu-
nities may be created by departure of military spouses
who were employed in the local community; and
additional new jobs may be created as developers
convert base property to commercial use. Strong local
ecohomic growth was also a tactor in offsetting the
negative effects of base closure.

Sufficient advance notice of industry layoffs or basc
closure is also helpful in minimizing adverse impacts,
as it gives the community time to develop and imple-
ment adjustment strategies. This is generally no prob-
lem in base dlosure situations, as communities typically
get two to tive years warning betfore the actual closure
date. Defense industry cuthacks, on the other hand,
pose a special challenge. since advance notice in many
cases 1s limited.

Adjusting to the impacts of base closure or major
defense industry layoffs is not always an easy or quick
process, for either the individual worker or the commu-
nity. Just as an individual must have a plan for surviving
a layoff. so must a community have a strateay for adjust-
ing to economic dislocation. The Department of Defense’s
Office of Economic Adjustment (OEA) is the primary
source of assislance in helping communities develop
their economic adjustment strategies,

Office of Economic Adjustment

Providing rapid and effeclive assistance 10 commu-
nities affected by reductions in delense spending is a
high priority for DoD. When a military base or a defense
industry plant closes or downsizes, communities can
lose a key soutce of their economic livelihood. DoD
established the Office ot Economic Adjustment in 1961
to wark with communities adversely affected by defense
program changes. OEA provides hands-on technical
assistance and funds economic adjustment planning
activities. Over the past three decades OFA has helped
more than 300 communities develop economic strate-
gies to adjust to defense industry cutbacks as well as
military base closures,

Military Base Reuse

Although the task of rebuilding its economic founda
tion is never easy, a community can find that a closed
military base is its single greatest assel. Facilities
freed up when military bases close have the potential
to generate new jobs that can replace, or even exceed,
the losses resulting from closure. In the past, closing
bases have turned available facilities inta a variety of
preductive civilian uses, such as airports, industtial
parks, schools, hospitals, recreational areas, residen-
tial areas, retirement communitics, and research and
development companies.
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or even exceed, the losses rasulting from closure.

The transition period in securing new civilian uses
ullen takes three to five years and can be difficult for
many communities. Complete redevelopment can take
up to 20 years. Nonetheless, the experience of commu-
nities affected by earlier military base closures clearly
indicates that communities can and do successtully
adjust to dislacations and base closures. DoD has
found that, on the 97 bases closed between 1961 and
1982, about two new civilian jobs were created for each
civilian job lost.” Further. almost 26,000 new jobs and
more than 550 tenant businesses have already been
crealed on military bases closed since the Base Clos-
ure and Realignment Commission (BRAC) process
began in 1988 F On average, around 60 percent of the
civilian jobs lost at closing military installations are
replaced a year after formal closure.”

The Naval Air Station (NAS) Chase Field, in Beeville,

Texas, is one example nf successhil base reuse. In 1990
Beeville had an uhemployment rate of 9.1 percent, with
zere job growth from 1986—1990."% NAS Chase Field
accounted for 30 percent of the region’s economic activ-
ity'" and over 15 percent of local employment ' Since
closure in 1993, reuse of the base has been rapid. The
South Texas Prison system took over the barracks and
sel up a tenced-in boot camp for young olfenders
Ceneral Shelters Inc., which makes modular mobile
offices and storage units, 1s using a former aircraft
hanger for a production area. Other tenants on the
former base include Get Jet Inc., which trains aviators;
Texas Panel Systerns, a furniture maker, and Postar Inc.,
a maker of crop-dusting airplanes. Cver 1,500 new jobs
have been created so far to replace the 914 civilian jubs
that were lost at closure.”? Beeville now has a housing
shortage because of an influx of workers, and sales Lax
revenues are up 20% over when the Navy was there "
Packard Bell the largest manufacturer of personal
computers in the country, has created 5,000 jobs thus
far in Sacramenteo. almost 2,000 more Lhan there were
previously at the former Army Depot Work is being
moved from Taiwan Lo Sacramento, where salaries
wil! range from $19,000 to $10,000 per year.'® The
average salary for Sacramento Army Depot civilians
af the time of the BRAC announcement (1991) was just

aver $31.000.)7 Additional reuses of the facility include
California Emergency Foodlink, a wholesale faod
provider for the homeless, and California State Univer-
sity, Sacramento. Possible additional tenants include
Packard Bell subcontractors, which are expected to
generate approximately 6,000 light industrial jobs
over the next 15-20 years.'?

Community Guidance Manuals

when bases close, local communities are given the
opportunity to consider reusing large parcels of land
and surplus perscnal property and buildings in ways
not previously envisioned. To assist them, OEA period-
ically publishes community guidance manuals. These
manuals are intended Lo help communities steer their
way through an often traumatic and confusing adjust-
ment perind learning as thev go.

This community guidance manual discusses the
impact of base closures and defense industry cutbacks
on workers. the transition programs available to assist
them in finding new employment, and the strategles
that defense-dependent communities have found useful
in dealing with the human aspects of defense cutbacks

It is our hope that this manual will be benelicial to
communities that have already been impacted by a base
closure or major industry layoff, as well as any commu-
nities that may be affected by future detense actions

Organization of This Manual

This manual is organized into six chapters. Each
chapter concentrates on a patticular facet of work
force adjustment

Chapter 2 focuses on the demographic character-
istics of dislocated defense workers and their prospects
for reemployment . It also looks at the effect of job loss
on an individual.

Chapter 3 describes the various federal, state, and
private prograims available to assist employees facing
jub loss. The Department of Defense placement and
transition programs and the Department of Labor's Job
Training Partnership Act program are highlighted.



Chapter 4 explores the steps a community should
take in planning worker adjustment strategies to com-
plement the averall economic adjustment plan. Finaily,
it explores the role of the Local Redevelopment Author-
{ty In work force development issues.

Chapter 5 discusses work furce adjuslinent strategles
that have been effective elsewhere, and that communi-
ties can adapt to address their own particular needs. |t
also provides guidance on establishing an employee
transition center.

Chapter 6 focuses on ways to coordinate work force
and economic development activities. It discusses the
benefits of forming partnerships among government.
business, economic development, and training agencies,
and provides examples of collaborative efforts and
results in other communities
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CHAPTER II

Dislocated Defense Workers

Displacement of workers is a normal component of a
dynamic market eccnomy. Changes in consumer pret-
erences. technology, and competitive posture affect
the number and types of workers that employers need.!
just as employers adjust to increases in the demand
for their products by hiring more workers, they adjust
to decreases in demand by reducing the number of
wortkcors on their payroll.

Like other businesses in the face of a shrinking
customer base, U S, defense firms are taking action to
remain competitive and financially viable. Their primary
strategies involve consolidating facilities, reducing over-
head. and eliminating excess capacity. Unfortunately,
these aciions usually lead 1o layoffs for many workers.

Similarly, the closure of military bases in response to
changes in U S. defense priorities and needs has resul-
ted in job losses for thousands of civilian DoD workers.

Laying off workers is nut @ new phenomenon. Dismis
cals accounted for 35 percent of unemployment in the
early 1970s, compared to 40 percent today.? However,
aven communities experienced with layoffs in the com-
mercial sector may find that defense-related displace-
ment demands different strategies. In part, this may be
duc to the characteristics of the workers themselves.

Characteristics of Defense Workers

Military bases are like small cities, with office. retail,
industrial, and housing facilities. Accordingly, they
employ many types of workers, including clerks. blue-
collar workers, engirieers, analysts, executives, and
technicians. Over half of DoD's civilian work force is
made up of professional, technical, and administrative
personnel—occupations typically associated with
relatively high salaries. Over 65 percent have more
than 10 years service with the federal government
and are 41 years of age or older. Almost a third have
college or advanced degrees’

Private sector defense industry employees have simi-
lar characteristics to their DoD counterparts, Defense
workers tend to be oldet, more educated, and earn more
than the average nondefense employee. Managers and
professionats comprise a substantial portion of their
ranks. and fewer are women or members of minorily

groups. Finally, in general, they have been with their em-
plover for at least 5 years; many for 10 years or lunger

Prospecis for Reemployment

Dislocated workers in general, especially those who lose
jobs they've held for a long time, often have difficulty
finding new employment and face suhstantial earnings
losses when they do. Those who incur the largest carn-
ings losses on reemplayment are disproportionately
those who are the least well educated. the oldest, and
have the longest tenure with their previous employer*

Like other dislocated workers, most defense wotkers
who lose their jobs must find new employment. Since
on average they are better trained and educated than
their nondefense counterparts, their chances for reem-
ployment might seem 1o be better. Yet, despite their
advanced skills and previous expericnec, they arc at a
disadvantage in some respects.

Outdated job search skills. After decades of fairly

stable employment, defense workers typically have
been out of the job market for some time and may be
poorly prepared to Jook for new jobs. While they may
have highly desirahle technical or managerial skills,
their job seeking skills and knowledge of the labor
market may be outdated,

Defense specialization. Many workers have been
employed in specialized jobs relating to shipbuilding.
stealth technology, and defense electronic compon-
ents, where there is little, if any, comparable work in
the commercial world. Others, who have specialized

in DoD's complex and unique contracting procedures,
find that this experience has little value outside the
defense sector.

Market saturation. Mass layoffs from a downsizing defense
company or a closing military base may mean that the
local labor market is saturated by displaced workers
with similar skills, making reemployment more difficult

Age. Defense-related layofts have increasingly affected
older and more specialized workers. Those who are 45
years and older generally have more difficulty finding
a new job, regardless of qualifications. And, when they
do find a job, their drap in earnings is Jarger than their



younger counterparts. This holds true for nondefensc
workers as well In the general labor force, older employ-
ees with substantial seniority who lose their jobs fare
much worse than yourger workers in terms ol jobless-
ness and subsequent earnings

Culture. Federal and commercial employers often have
different perspectives on such matters as bottom-line
costs. product specifications. and organizational chain
of command. Because of these different perspectives
or "work cultures,” employers may feel Lhat federal
workers are unable Lo adapt to a less structured, profit
and loss environment

Several studies have compared the reemployment
experiences of defense workers with nondefense work-
ers. One found that, as a eroup, defense industry and
DoD workers in New England were at a disadvantage
in replacing their former salary when they found new
jobs. In national surveys, 45 percent of all displaced
workers made less than 95 percent of thelr former hourly
pay on reemployment; for 32 percent the replacement
rate was less than 80 percent. In the New England
defense industry and DoD worker study, 64 percent
of those reemployed received less than 95 percent of
their former hourly pay, and 48 percent received less
than 80 percent ”

On the olher hand, the Congressional Budget
Office found that displaced defense industry workers
were out of work no lenger than other workers who
were laid oft. [n addition, a similar percentage of both
groups—60 percent®—took pay cuts on reemployment,
indicating that defense workers did not experience
more hardship Lhan their nondefense counterparts.”

A recent study by Rand Corporation tracked 517.000
aerospace workers employed in California between 1989
and 1004 to determine if they experienced dispropor
tionate hardships. Rand [ound that, in general, labor
market turbulence was no greater for aerospace workers
than for those employed in other durable soods manu-
tacturing sectors ?

Despite differences in findings, studies of displace-
ment generally agree that professionals and skilled
craftsworkers find jobs sooner and take smaller pay
cuts after being laid off than semiskilled and unskilled
blue collar workers.? In this respect, defense workers
may find they arc at an advantage.

In any case, experience with base closure and
defense industry layoffs has shown that the dire con-
sequences often predicted generally do not occur.
Anecdolal reports of laid-off defense workers that have
appeared in the media have presented a bleak picture.
Certainly, significant numbers of workers experience
disruptions and uncertainty, and many suffer hardships.
However, overall, the extent of job loss is not as grim
as are the headlines about it.

Since 1989, there have been more than 3.1 million
announced layoffs in the U S. job market '* Diring the
same period, the economy produced & net gain of
almost 10 million jobs.'"" Nor are these mostly unskilled
jobs. Studies of job creation between 1982 and 1993
found that well-paying jobs grew slightly faster than
poorly paid jobs.'?

The Impact of Job Loss on Workers

The psychological, physical, and financial toll of losing
a job can be devastating. Not only do empleyces lose
their source of income, they also suffer a loss of iden-
tity, dignity, self-esteem, and control. For many. the
stress of losing a iob is comparahle to that of a death
in the tamily.

Frustration over impending layeffs can be mani-
fested in a number of ways. The fear of losing income
and benefits can cause disruption of work and usuatly
has an adverse impact on motale. Rumors are rampant
and tempers become short. Anger and bitterness can
lead to family tension and abuse; depression and loss
of self-respect can impede the search for a new job.
Stress and anxiety may cause physical symptoms—
recearch has chown that unemployed workers evperi-
ence more physical ailments (including allergies,
bronchitis, coughs, colds, and shortness of breath)
than those who are employed.”

Response to job loss varies widely from ¢ne indi-
vidual to the next. However, most will go through the
foliowing stages of adjustment;

1} Shock and denial.

At this point, the employee cannot believe that the
layoff will really happen. While this stage usually
passes quickly. some workers may continue to deny
reality. As a result, they may delay their job search
or other self-help measures. At one closing base in
New England, a handful of workers believed the
decision te close the base would be overturned
They persisted in this belief until the month before
closure, doing little to help themselves. They were
among the few employees involuntarily separated
when the base closed.

2) Anger.
Many individuals become angry or bitter towards
their employer and feel that years of service and
loyalty are being rewarded with a pink slip.

3) Depression.
Depression can occur as employees worry about
rheir ability to find new employment and meet
financial obligations. Because depression can
lead to withdrawa!l and an inability to focus on



goals, individuals struggling wilh these feclings
may lase the motivation to find a new job. 1]

the job market is poer and chances for tinding
employment are limited, individuals may believe
their unemployment is permanent and feel the
effects more strongly

4) Acceptance.
AL LIS slage. employess accept the fact that they
will lose their jobs and start taking positive action
Loy plan for the future,

The Effect of Advance Notification

Substantial evidence exists Lhat early notification
enhances cmployees” ability te cope with job loss
By receiving notification well before layoff, workers
have more time to search for a job, decreasing the
amount of time theyre unemployed They have
advance warning ta cut back on current spending
and defer major purchases, decreasing the likelihood
of financial disaster. They have time to get over the
initial shock of job loss before reentering the job
market, increasing their chances of successtully
obtaining reemployment.

Base closure communities are fortunate in this
regard, since on average base closures are announced
at least two years before actual closure occurs. Fven
in instances where the base conducts incremental
RIFs in the years leading up to closure, DoD civilian
employees musl generally be given 120 days notice
of reduction in torce.

Defense industry layoffs may follow a different
scenario. Employees of defense contractors receive
notification in accordance with the policies of the
employer However. many defense contractors have
large operations, with 100 or more full-time employees,
and are subject to the Worker Adjustment and Retrain-
ing Notification IWARN) Act WARN requires a &0-day
notice of layoff whera there is a plant closing affecting
50 or more full-time workers. or a layofl at a single site
affecting 33 percent of the tull-time workers or 500 full-
time employees, whichever is fewer While some compa-
nies give more advance warning than the required 60
days, others have scheduled layoffs in ways That escape
WARN requirements. Studies indicate that many layoffs
accur with limited ar no advance notice. The FY 1993
Naliona! Deferse Authorization Act requires defense
firms having a DoD contract or subcontract of at least
$500.000 to notify emplovees of the termination or
substantial reduction of defense contracts within two
weeks of DoD’s notification to the company. This may

alert Defense industry employees working on those
contracts to the possibility of an impending lavoff.

Assistance from Employers

Although somc firms try to evade WARN notice require-
ments, an increasing nurber of companies try to
manage their layoff processes in a humane, supportive
manner Many assistance programs come trom employ-
ers who accept that they have a responsibilily to help
laid-off workers.

About one-third of all displaced workers handle
the adjustment process themselves—they get new
iobs, retire. or make some other cheice on their own
For the other two-thirds, effective assistance programs
make a difference

Concrete action to help laid-off employees comes
in many forms. Some companies advertise the fact that
they have valuable employces who are now available
for placement and facilitate that placement by conduct-
ing job fairs and training employees in job search skills
Others provide funding and personnel tc help establish
transition centers. Qver the years, four particular steps
taken by employers have proven to be beneficial to laid-
oflf workers: advance notification of layoff, granting
severance pay, authorizing extended benefits, and
providing outplacement services.

The way a company manages the termination
process does not affect just the worker facing layoff; it
influences the way the company is viewed by its remain-
ing employees. Qrganizations that provide support and
transition services to displaced employees, in addition
to monctary separation incentives, cstablish that the
company is not just trying to buy people off but is
concerned about therr future as well.
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CHAPTER Il

Programs to Assist Employees

When an economy undergoes a restructuring, the great-
¢st cost s borne by the workers. Cutbacks in defense
spending, along with other labor market changes, have
meant that many workers must search for new jobs after
vears of steady emplovment. A smoath transition for
these individuals is in our naticnal interest so that
periods of unemployment are minimized and a healthy
economy maintained.

A variety of federal programs have heen established
by either legislation or agency action to provide transi-
Hon assistance 1o DoD employees, Department of Energy
employees displaced by cuts in defense programs, and
private sector defense workers who lose their jobs as a
result of cutbacks in defense spending, The programs
are designed to provide new or upgraded occupational
skills, help workers find other jobs. and provide bencfits
after employees have been laid ofl

Department of Defense Programs

DoD offers a number of incenlives and transition bene-
fits to civilian personnel aftected by the drawdown
These include placement assistance, financial incen-
tives o encourage resignation and early retirement,
advance noiiticahon of a reduction in force, and con-
tinued health insurance coverage for up to 18 months
following involuntary separation

Placement Assistance

The primary tool Lo help surplus DeD civilian personnel
find new jobs is the Dol Priority Placement Program
{PEP). Established in 1965, the PPP is an automated
worldwide referral prograrn that tries fo assure confin-
ued employment for DoD civilian emplovees affected
by reduction in force (RIF). The skills ot employees who
are scheduled to be separated or downgraded because
of RIF are matched with vacant positions at DoD activi-
lies where the employee has indicated a willingness to
work. The PPP differs from most other placement assist-
ance programs in that. normally, PPP registrants whose
qualificatione match job requirements must he given

a job offer.

The PPP has cnabled DoD to achieve unprecedented
reductions with remarkably few involuntary separations.
Even though record numbers of registrants are secking
positions in a steadily downsizing depariment, more

than 10,000 have been placed through the PPP in each
of the last two fiscal years ! This means thar abonl 76
porcent of the individuals available lor placement through
the PPP were offered jobs, The program is particularly
successful in placing registranis who are geographically
mobile. There is a high probability that individuals who
elect a reasonably and realistically broad area of referral
will receive a job offer. Conversely, placement is unlikely
for those who are unwilling or unable to relocate, unless
there are other sizable DoD activities in the commuting
area to provide placement opportunities

Civilian employees may also use the Detense
Outplacement Referral System {DGRS) and the Tran-
sition Bulletin Board [TBB), both of which were esfab-
lished in late 1991 The NORS is an automated system
that refers DoD employees and their spouses for job
placement to other federal agencies, the private sector,
and state and Jocal governments. lob seekers fill out
“mini-résumés,” which are referred automatlically to
emplovers who request them. Although no statistics
are maintained to track placements with private sector
employers. it is clear from the number of referrals that
employers are utilizing the system and. through it,
registrants are achieving visibility.

The TBB {5 an automated database containing
listings of jobs throughout the country. In addition to
job listings, the TBB contains information concerning
job fairs. workshops, technical schools, professional
association meelings, business opportunities, and
other announcements pertinent to DoD transition.

Department of Army civilians located at bases where
Army Career and Alumni Pragram (ACAP) offices exist
are eligible to use those programs, which offer individu-
alized transition plans and outplacement setvices. These
services, pravided under contract to ACAP offices, includc
job search, skills training, individual counseling, and
workshops and seminars for military and civilian Army
employees and their spouses. Other agencies. both
defense and nondefense, may use the Army's contract
to procure similar services for their employees

DeD established the Non-Federal Hiring Incentive
Program in 1995 to encourage non-federal employers to
hire DaD civilians who weuld otherwise be separated
due to the closure or realignment of military installa-
tions. Under this program DoD reimburses non-federal
employers up to $10,000 for the cost of hiring and



retraining DoD civilians. To be eligible the employee
must be within 180 days of involuntary separation by
RIF, bul not be beyond the date of RIF separation. Ihe
program also allows the employee to be reimbursed
lor the cost of relocation. although total payment
relating to any one individual's training and reloca-
tion mav not exceed 510.000

Under certain conditions. an employee at a closing
base may exchange jobs with an employee at an instal-

lation not affected by RIF of closure This allows one
employee to obtain continuing employment with DoD
while permitting the other to exercise early retirement
on closure of the base.

Payments of up Lo $20.000 for relocation costs are
paid by Dol to domestic federal agencies that hire a
Dol employes who would otheiwise be separdled,

Separation Incentives

DoD mavy offer "biyv-onrs” at clacing hases tn encourage
employees to separate voluntarily through resignation,

early retirement, and opticnal (regular retirement.
Offers of incentives may be limited to employees in
specific occupational series, grades, and/or locations.

Separation pav is a lump sum incentive of up to $25.000,

calculated using a statutory severance pay formula.

Severance Benefits

DoD prefers to avoid RIFs because of their financial
costs and adverse effect on morale and work effective-
ness, and has heen relatively successful in this effort.
For those whe do get RIF'd, a number of benefits and
entitlements exist to ease the impact of involuntary
separation. These include:

* Severance Pay. Most permanent employees being

laid off at closing bases are sligible for severance
pay. The amaount is computed at the rate of one
week’s pay for cach of the first 10 years of service,
plus 2 weeks' pay for each year of service beyond
10 years. Further, for each year the employee is
over age 40, an additionat 10 percent of the basic
severance pay allowance is provided.

* Health Benefits. Dol will continue to pay the
government's share of a separated employee's
health insurance premium (and any applicable
administrative fee) for up to 18 months from the
date the employee was involuntarily separated

* Annual Leave Accumulation. Employees perma-
nently assignod to an instaliation scheduled for
closure or realignment have the right to accumu-
late annual leave without regard to existing “use
or lose” limitations.

* Use of Annual Leave to Attain Eligibility, DoD

allows civilian emplovees to be carried in an annuat

leave status beyond their scheduled separation
date if doing so would allow them to reach retire-

ment eligibility or attain Federal Employee Health
Benefits Program annuitant coverage.

Voluntary Reduction in Force. Through this
program, employees not otherwise affected by
reduction in force may volunteer for RIV separa-
tion, thereby allowing DoD to retain another
employee in a similar position who would other-
wise be separated. The employee whao volunteers
will have his/her separation treated as involuniary,
which will confer certain separation benefits.

Reemployment Priority List. Career and career-
conditional employees who have been separated
are given priority over outside job applicants for
placement into jeb vacancies within their former
agencies. This program is maintained at local levels.

Contractor Hiring Preference. Contractors hired
to prepare a DeD installation for closure, or to
maintain the installation after closure, are required
to give hiring preference to qualified DoD employ-
ees involuntarily separated or scheduled for separa-
tion. The contraclor must give eligible, qualified
DoD employees a "right of first refusal” before
hiring from any other sources,

Assistance with Home Sales. The Homeowner's
Assistance Program provides financial help to DoD
military and civilian homeowners who must sell
their homes and relocate because of base closures
and reductions. Before benefits can be paid, DoD
must conduct a Market Impact Study to determine
that reduced home values were caused by the base
closure or realignment. If the data warrant, approval
can be given to implemenl a Homeowner's Assis-
tance Program in that area.

Eligible homeowners may choose one of three types

of assistance.

I} They may receive a cash payment to cover part

of their loss from a private sale of their home.

2) They may sell their home to the government.

3) They may receive Josses incurred as a result of

a foreclosure ot a mortgage on their home.

Other Federal programs or benefits that assist DoD

employees with reemployment and transition include:

* Interagency Career Transition Assistance Program.

Before hiring an outside candidate, agencies must
select displaced Federal employees for vacancies
when the employee applies directly for the vacancy
and 1s determined by the agency to be well-qualilied
for the position.

Unused Annual Leave. Employees who separate
from the Federal Government are given a lump-
sum payment for their accrued annual leave.



Maore detailed information on the above programs,
as well as on other tools and benefits designed to help
in the transition of DuD civilians, may be obtained from
Civiiian Personnel Offices at military installations.

Department of Energy Assistance

Reductions in DoD spending have affected Depart-
ment of Energy (DOE} warkers at nuclear facilities and
national laboratories. To minimize the impact of reduc-
tions in defense-related activities, DOE provides
advance notification to employees and communities
affected by changes at nuclear facilities; uses retraining,
early retirement, attrition, and other options to mini-
mize layoffs, gives preference inthe hiring of digplaced
NOE employees; and provides relocation assistance

to emplayees transferred to other DOE faciiities. Addi-
tional information on these programs may be obtained
from personnel offices at DOE activities.

Department of Labor Programs

The Department of Labor, together with state govern-
ments. offers a wide range of programs for displaced
wotkers who need help preparing for and tinding a
new job and tamporary income assistance until they
find it.

The Job Training Partnership Act

The Job Training Partnership Act {JTPA), effected on
October 1, 1983 is the country's primary training legis-
lation. The |TPA attempts to move individuals who are
economically disadvantaged, displaced from their jobs.
ot face signilicant employment barriers into permanent
self-sustaining employment.

Although ITPA is funded by the federal government,
states and local governments have primary management
and operational responsibility. The Departinent of Labor
maintains general oversight but allows each state wide
latitude for determining its own policies and practices.
Statcs designate local service delivery areac (SDAg),
which receive JTPA funds and plan and operate JTPA
Programs.

The SDAS receive advice from Private Industry
Councils {PiCs), which are public-private partnerships
charged with planning and overseeing ITPA job train-
ing and employment programs. Comprised of business
leaders and other community representatives, PICs wete
designed to provide practical knowledge of the needs of
the labor market and the skills required for stccessful
reemployment in the local area,

The |TPA authorizes several programs, each target-
ing a particular segment of the population. Title 111,
covering dislocated workers, is particularly relevant to
employees at closing military bases and in downsizing
defense firms.

Title 1} {Economic Dislocation and Worker Adjustment

Assistance Act)

Title lil of the ITPA, also referred to as the Fconemic
Dislocation and Worker Adjustment Assistance Act
(EDWAA)Y, provides employment and fraining services
to dislocated workers. Most employees affected by base
closure or defense industry layolls receive assistance
through the Title 1l program.

ITPA services include counseling, job search assis-
tance, accupational skill training, remedial education,
relocation assistance, and support services. These
services are discussed in more detail on page 14

Funding

Unlike most federal programs, which operate on u ficenl
year basis, JTPA runs on a program year from July | 1o
June 30 of the following year. EDWAA funding over the
past three years (Program Years 1994, 1995, and 1996)
has beert, on average, $1.14 billion.?

The Secretary of Labor retains 20 percent of
Title 11l funds in a National Reserve Account, used to
award competitive grants [or specia) projects or for
supplements to states needing additional funding.
Eighty percent of the funding is distributed to states
by formiula, based o unemployment rates.

States, in turn, distribute at least 60 percent of
their allocations to local SDAs, which provide services
to diglocated workers. The remaining 40 percent may
be retained at the state level in a Governor's Reserve
Account for program administration, rapid response
activities, technical assistance, and state granis to SDAs,

Rapid Response

Wwhen a major defense industry layoff or base closure
is announced, a state's distocaied worker uiiit (WU
steps into action. They dispatch a rapid response leam,
generally contacting the employer within 48 hours after
an announced layoff. The team provides affected
employees with basic information on programs avail-
able to help them, obtains data on the needs of affected
workers. and helps establish a laber-management
committee at the workplace. This committee helps
determine which [TPA services should be cffered and
assists in rumor contrel by providing accurate infor-
mation to the work force.

Rapid response assistance is an early intervention
measure that is funded through the 40 percent Gover-
nors Reserve and costs the employer nothing. It can be
enormously useful to workers facing job loss by helping
thern begin the process of planning their future,

Arranging for [TPA Services

After rapid response activities are completed. local
SDAs begin working with the defense company or
military base to determine when employees will be
eligible for ITPA services and to plan or arrange for
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those services. A critical element in this process is
cullecting information on affected workers' nced for
assistance. This can be done through surveys adminis-
tered by the rapid response team or other appropriate
means Not evervone will want or need retraining.
White-collar workers usually want fo remaln in their
accupaticn and, accordingly, may simply ask for job
search and/or relocation assistance By knowing the
types of assistance employces want, SDAs can mote
efficiently target their funding and staff resources.

The SDA will determine if it has sufficient formula
tunds to provide services to workers, or if it needs (o
apply for grant funds from either the Governor's Reserve
Account (40 percent money) or the Secretary's National
Reserve Account If a grant is desired, Lhe SDA will work
closcly with the employer to obtain the precise informa-
tion needed to complete the grant application.

Department of Labor Grants

The Department of Labor funds three types of JTPA
grants through its National Reserve Account: EDWAA
grants, which are available to assist any group ot eligible
dislocated worker; and two categories of grants aimed
specifically at defense workers affected by base closures
or cuts in defense spending. The two defense-related
grant programs are the Defense Conversion Adjustment
(DCA) Program and the Defense Diversification Pro-
gram (DDP)

Most grants awarded to assist defense workers
are under the provisions of the DCA or DDP programs
These programs provide more flexibility than general
EDWAA grants and atlow DoD civilians at BRAC closing
bases to receive |TPA services up 1o 24 months before
the closure of the installation.

The human resource office of the DoD installation
ar defense plant generally is the entity that works with
the local SDA to initiate a grant request. The employer
furnishes denwograplic data. layoff schedules, and infor
mation concerning the needs of their workers. Specific
required information includes the number of pasitions
affected, the date of anticipated layoff. and the position
title, salary, and cducational level of affected employees.
The SDA computes financial estimates and other requir-
ed information and prepares the grant. In an emergency,
grants may be obtained in 30 days. Normally, grant
processing takes from 45-60 days. When approved.
funds are distributed to the grantee (usually the SDA).
Typicatly, grant funds have an expiration date of about
18—24 months.

Eligibility for JTPA and Timing of Services

Eligibility for Tille 1l programs normally begins when
an individual is terminated or laid off, or has received

a notice of termination or layoff. However, notice is not
required for eligibility when the employer has publicly
announced the future closing of the plant. In those
instances, workers are eligible for readjustment services

Retraining and Readjustment Process

Base closure or industry
layoft announcad.

The State Dislocated Worker
Unit (DWU) contacts the military
installation or private sector
company to arrange for rapid
response activiligs,

The DWU gither provides
themselves, or arranges for,
rapid response services,
which may include initial basic
readjustment services.

The local SDA will arrange for
longer term services including
retraining, readjustment and
support services. It may use its
Title 1l formula funds to provide
services or may apply for a grant
from either the Governor's Reserve }
or Secretary's Reserve Accounts. |
The SDA may deliver some or all
of the services or, as is usually
the case, arrange for other quali-
fied entities (service providers)
to provide needed services.

texcluding suppaortive services and relocation assis-
tance) immediately following the announcement and
are eligible for retraining 180 days before the closure
of the lacility.

As mentioned earlier, DoD civilian employees at
facilities being closed or realigned as a result of BRAC
actions are eligible for assistance through DCA and
DDP grants up to two years prior to the date of closure
or completion of realignment.

This two-year “window of eligibility” does not apply
Lu DOD Lontractors, even if they are located on military
installations, since closure of the installation does not
dictate layoffs in the contractor community. In fact, the
long lead time from announcement of closure to the
closure itself may allow businesses the opportunity
to obtain replacement contracts from other sources,
resulting in little or no disruption to the work force.

It is important to note that service providers have
a responsibility under ITPA to target services to indi-
viduals who most need assistance to obtain new



employment As an example, a dislocated worker with

a masters degree in computer engineering (or in some
other "demand” occupation) would be unlikely to receive
ITPA refraining even if eligible. Available resources would
more likely be rargeted to individuals whose skills are
not in hi h demeand in the labor market, Eligibility does
not Confer enfitlement to assistance or to specific
services such as retraining.

Delivery of Services

SDAS typically work with the employer to set up a

transition or career center where employees can comea
for information. counseling, and other |TPA services.

Somelimes the center is at the work site; alternatively,
it may be located elsewhere in the community. Transi-
ticn centers are discussed in more detail in Chapter 5.

Regardless of the physical location of the center,
the process of accessing services is similar. SDAs first
assess the skills and interests of displaced warkers to
determine what type of reemployment assistance is
needed. Some SDAs require employees to pass basic
skill tests before beginning a jTPA training program. [f
the worker doesn't reach the 7th grade level on either
a reading or math test, he or she may be required to
complete basie skills training before enrolling in
occupational training.
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After the assessment, SDA representatives counsel
the dislocated worker on future job prospects and help
him or her design an individual plan outlining steps
toward finding employment. If appropriate, training
programs will also be suggested to either enhance exist-
ing skills or prepare the individual for a more promising
career. Training is usually limited to occupations that
have been identitied as "in demand,” so that training
is more likely to lead to a {ob.

Unemployment Insurance

The unemployment insurance (Ul) system provides
temporary income to workers who have lost their jobs
through no fault of their own. In general, unemployed
werkers receive benefits for up to 26 weeks. Additienal
weeks of benefits may be provided in some instances.

The states manage Ul programs through the State
Employment Security Agencies (SESAs), and set their
own eligibility rules, benefit levels, and administrative
policies. For this reasen, the specifics of Ul programs
vary from state to state. Typically, however, states do
not provide overly generous payments that would act
as a disincentive to find employment.

Dislocated workers in general cannot receive Ul
benefits unless they search actively for a job. How-
ever, those who are full-time students in JTPA training
prograrms are exempt trom the job search requirement
and thus may cellect benefits while in training.

In addition to administering the Ul program, the
local employment scrvice offices help match people
seeking jobs with employers who are looking for work-
ers. Because they serve so many workers, they generally
de not have the capability to deal with the specialized
reemployment needs that some individuals might have.

The job openings provided to Lmployment Service
Offices are listed on America’s Job Bank, which can be
accessed through the Internet (http://www aib.dni.us/).
However, this listing shows only a fraction of all job
openings in the country, since not all businesses elect
to furnish such information.

State-Customized Training Programs

All but a handful of states offer state-financed training
programs, which usually fund training needs that aren’t
addressed by public programs. Also called “customized”
training, these programs are often used as an economic
development INCeNTIve TO allrdct companies 1o 4 sldle,
to retain those already in residence, or to help others
expand operations. Typically. the state provides funds
to businesses for training purposes in exchange for

job creation or retention,

The amount of funding varies substantially from
state to state, ranging from thousands to millions of
dollars Some states provide training grants directly to
businesses: others administer training funds through

public educational institutions such as community
colleges and vocational schools. Some states operate
a mixed delivery system containing both components.

Most state-financed customized training programs
have a strong emphasis on vocational-technical training.
States also report a significant amount of training in
management and supervision, quality control, and
teamwork training.

Calilornia, which has the largest customized train-
ing program in the country, focuses on upgrading the
skills of incumbent workers. Established in 1982 to
improve job cecurity and reduce unemployment thrangh
training, the Empioyment Training Panel (ETP) is funded
by a tax on businesses of 1/10 of 1 percent of unemploy-
ment insurance wages. Its annual appropriation is
currently about $90 million. Workers to be retrained
must occupy, or be in training for, high-wage, high-skill
jobs in companies facing out-of-state competition.
Special emphasis is now being given to employees of
companies undergoing diversification in their produc-
tion of goods and services.

The program appears to be working—the ETP says
that their return on investment can be conservatively
estimated at §3 for every 2 spent on training.” A study
by California State University, Northridge, found that
individuals who completed ETP training experienced
significant increases in earnings at a time when average
earnings for California workers remained stagnant. The
study also found that 86 percent of the workers trained
in 1989-1990 were still working in jobs covered by Ul
two years after training and had maintained or even
increased their earnings gains.*

The Texas Smart Jobs Fund Program provides match-
ing grants to pay for customized, industry-specific training
for new and existing Texas companics. Sixty percent of
the funds must be used to create new jobs or to retain
existing jobs by upgrading the skills of the current work
farce. The funds can also he used as a financial incen-
tive for companies to move to Texas. The program
focuses on employers in industries that promote high-
skill, high-wage jobs in high technology areas. Employ-
ers must retain the worker for at least three months after
the trairing is completed, at specified salary levels.




Corporate-Sponsored Training

I'msuring thal employees” skills keep pace with the latest
rechnology is an essential priority for all companies that
want to remain competitive. While the ability to sign
one s name defined hiteracy 1n the [890s, workers today
must have much greater skills Familiarity with comput-
ers is cspecially important. Ten years ago. 25 percent

ol U S workers used computers on the job: today, that
number is 47 percent.” Both the nature of the work and
the way that jobs are performed have been altered as a
resull. For example, 7 vears ago it took 40 hours to build
a cellular phone at Motorola; today, because of automa-
tion, the same phone is assembled in 90 minutes.®

Despite the increased need for higher level skills,
businesses report that job applicants are poorly quali-
ficd. According 1o a 1996 survey, one in three iob appli-
cants who were tested in 1995 by major U.S. companies
lacked the reading or math skills to perform the jobs
they sought.

The skills of the current work force are also reported
to be outdated causing businesses to fear they can't
technologically advance and meet the high demand for
guality in a global economy. As a result they are spend-
ing greater amounts of money on employee training.

Motorola, a $22.5 billion electronics company known
for ils aggressive training programs, spends about $130
million a year on formal training—or about one-third
of what all states spent on customized training in 19942

Other companies across the country are alse making
large investments in education and training as a way
to expand and compete in a rapidly changing. global
cconomy. On average, U.S. corporations spend about
1.5 percent of their payroll on employees’ training

'

and ecucation’
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CHAPTER IV

Community Response to Workforce

Dislocations

When a base closure or major defense industry layoff
is announced, a community's first reaction is often
shack or panic. The community and the people who
wark at the closing base or downsizing defense com-
pany face uncertain employment prospects and the
possibility of reduced economic circumstances. Adjust-
ing to this is not always easy. Many communities may
feal economically and psychologically depressed by
the downsizing or closure of defense companies or
military installations that have been a major part of
their economy.

Jn most cases communities are not able to adjust
spontaneously to the impact of closures and mass lay-
offs. They need to study the potential impacts on the
community, develop strategies for economic recovery,
plan far immediate assistance to workers and dcfense-
dependent businesses and foster long-term growth of
the economic base.

A critical first step in the planning process is to
form a coalition of affected groups. including local gov-
ernment, economic development agencies, businesses.
workets, and community organizations. This group,
which should comprise a cross-section of the com-
munity leadership, speaks with “one voice” on behalt
of the community—providing the cooperative effort
so critical in developing and implementing a strategy
(o adjust to the closure or industry layoffs. In base
clasure communities receiving reuse planning assis-
tance from the Department of Defense, this organi-
zation is generically called the Local Redevelopment
authority [LRA). Defense industry communities sup-
ported by DoD will have a similar economic adjusiment
organization, although it will not include a base reuse
component. Unless specifically related to base closures,
the generic term “local adjustment organization” will
be used in this manual. it is important to have within
these organizations a group that focuses on work force
issucs, 50 the needs of dislocated workers are not
overlooked. Generally, a subcomemittee or task lorce,
described below, is established to ensure the local
adinstment arganization considers these issues along
with others such as base reuse, property disposal,
and/or business altraction.

Steps to Deal with Workforce Issues

Establish a Group to Address the issues

One of the first steps in dealing with work force Issues
is to establish a planning body to address the short-
and long-term employment and training needs of work-
ers and defense-dependent businesses. This group
should include representatives from the PICs or jocal
ITPA entity, the base or defense industry human re-
source office, educational institutions, labar unions,
social service organizations, and employment and
training agencies. The group should also include other
organizations with an interest in this process. such

as Chambers of Commerce, area trade organizations,
local businesses, state employment commissions,
local political leaders, minority organizations in the
area (local NAACP. League of United Latin Ametican
Citizens, l]apanese American Citizen League, etc.), and
women's organizations (e.g., local chapters of National
Organization of Women). To be successful all parties
jiust biing something to the table, and all must have
a stake in effecting positive change.

Obtain Data on Dislocated Workers

The second key step in prepating an adiustment strategy
is to study the characteristics of workers to he laid off—
e.g., age, gender, occupation, safary, years of federal
service, ethnicity. and education. An inventory of their
skills and demographics will help planners identify
appropriate transition services and design relevant
education and Lraining programs. The data will also help
determine the extent to which the skills of dislocated
workers can be matched with the skitls of available job
opportunities in the community, and where retraining
may be needed to facilitate such matches

Zip code information is alsa impaortant to obtain
since it pinpoints where employees live and helps
planners determine regional impacts ol base closure
or industry layofts. Since many individuals commute
significant distances to and from work, more than one
community may be affected, demanding that needs be
addressed on a regional basis. For example, planners



may need to ensure the involvement of Service Delivery
Area organizations in neighboring communities not
directly affected by closures. The local adjustment organi-
zation can help facilitate a regional response to ensure
resources are obtained from a number of organizations,
and services are provided in the most efficient way possibie.

Zip code information may also identify one or more
neighberhoods within a city or region that may be partic-
ularly "at risk” due to concentrations of defense workers,
Forexample, some predominantly working ciass, minor-
ity neighborhoods in the Alameda County, California,
region comprise large numbers of DoD workers and are
especially vulnerable to layoffs. 7ip code data can help
planners identify viulnerable areas and develop appro-
priate adjustment strategies.

some dislocated-worker data may have been gath-
ered during rapid response activities and be available
from the state's Dislocated Worker Unit Another pri-
mary source of informaticn is the base or defense plant
human resource office, although Privacy Act consider-
alions may prevent release of certain data (e.g.. social
security numbers] that could allow identification of
individua! workers.

Obtain Data on the Community’s Total Labor Force

Communilies facing defense cutbacks must develop
new sources of economic activity to create jobs, absorb
dislocated workers. and develep a strong, diversified
economy. To that end. they will be determining which
industries to target for business attraction or expansion
efforts. Because Lhe availability of skitled labor is often
more important than cheap land or low taxes in the
locational decisions of businesses,? planners should
know what the community's present strengths are in
terme of labor force skills. This knowledgce car help the
community target and attract new industries. Bringing
low-skill jobs to a community formerly involved in
highly technical militiary engineering would be of little
help to dislocated workers, Similarly, low-skilled workers
would not benetit in the unlikely event that high-skill
industries were enticed to an area where workers’
competencies were low,

One way 1o assess the skills of the local labor force
is to look at the occupations that currently exist By
grouping cccupational information, the community can
compare the percentage of the area's labor force in high-
skill professional. managerial, and technical occupa-
tions with those in low-skill jobs such as laborers. They
can determine If employment is concentrated in skilled,
semiskilled, or unskilled occupations: in service or
manufacturing occupations; or the like. Analvsis of
the local occupational mix can identify strengths and
weaknesses in the local economy. For example, what
occupations are growing? Which are declining? Are
high-skill. high-wage jobs disappearing?

Educational attainment measures are also reveal-
ing. An educated work force has been a factar in local
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economic conditions, where increases in the percentage
of eollege-educated residents tended to result in lower
unemployment rates.’ Further, a cominunity with a
highly educated work force is likely to have an advan-
tage in attracting various types of “high tech, high
wage” industries,

The labor force analysis should include the size
of the labor force as well as the number employed and
unemployed. These data, correlated with occupational
mix and educational attainment, can help to identify
labor force segments that are underutilized.

Information about the local labor matkel may be
oblained from a variety of sources, such as the Bureau
of Labor Statistics, the Census Bureau, state and local
employment offices, SDAs, and economic development
agencies. In addition, personnel directors of maior
employers may be willing to provide local officials with
general information about the organization's occupa-
tional structure (how many workers occupy which kinds
of jobs), and workers’ skills, and education levels.

Conduct a Business Survey

Information from local employers about future business
plans, hiring needs, and other work force issues can
serve several purposes—from identifying job vacancics
that might be filled by dislocated base or defense
industry workers, to estimating the impact of base
closure or major industry layoffs,

As part of a business survey, employcrs are asked
about their work force needs; their success in finding
workers of various types; the quality of the labor force:
future demand for workers by occupation; turnover
and absenteeism problems; and aspects of the local
labor climate that may affect productivity (e.g., skill
or education Ievels), This informatien can help the
community identify and address laber requirements
and problems and assist planners in formulating
appropriate ctrategies and programs te meet the
needs of local businesses.

City or county economic development organiza-
tions may have already conducted a business survey.
As these organizations will be participants in economic
adjustment planning activities, such informaticn will
be readily available.

Develop Plans to Meet Workers' Employment
and Training Needs

Wwith the information obtained thus far, pianners can
determine where gaps exist between the skills of workers
and the skills needed by local businesses to fill their
fobs Communitics and workers may have to accept that
retraining and upgrading of labor force skills are neces-
sary if the area is to continue to grow. However, whole-
sale retraining of the work force may not be required
Once this analysis is done, the communily should
assess the capacity of the employment and training
institutions to respond. Is there a demand for appren-



Communities facing defsnse cuthacks must develop new sources of economic

activity 1o create jobs, absorb dislocated workers, and develap a strang,

diversilied aconomy.

ticeship programs. short-term rechnical training, or
entrepreneurial training; if so, are these programs
offered? Do other special training programs heed to be
developed, either to upgrade basic educational levels or
to complement a business attraction strategy? The local
PICHs). which will certainly be part of the local adjust-
ment organization, may already have this information.
Many emnployers prefer to do their own training to
company specifications, as long as new hires have good
hasic cammunication and math skills and positive
attitudes. Cammunity plannets should find out to
what extent employers are willing to invest their own
resources for skills upgrading and work force training

Role of the Local Adjusiment Organization

Local adjustment organizations do not deliver assess-

ment, counseling. Uaining, and reemployment services

therselves. Local SDAs provide or arrange tor these

services, often in cooperation with the employer

Monetheless, the [ocai adjustment organization ¢an

play a significant role in:

+ promoting appropriate transition programs

and strategiee
As an example, a community interested in encour-
aging the growth of new small businesses as a
means of job creation could drive the development
of an entrepreneurial assistance program. Such an
effort might involve gaining participation of several
groups: the Small Business Development Center for
business consulting. local SDAs to provide training.
economic development agencies to develop an
incubator, and venture capital forums to match
investors with would-be entrepreneurs. The local
adiustment organization can be instrumental in
bringing such groups together and developing
effective, coordinated strategies that meet the
needs of workers, businesses, and economic
development efforts.

s [inking job training and reemployment services
to expanding industries or other economic
development efforts
A central feature of any job creation effort ic ra
make sure that people have the skills to perform
those jobs. As an example, a local adjustment

organization in Texas was involved in creating
jobs in the precision machining industry. To
complement that effort, the adjustment organiza-
tion worked with the local school district to train
participants on drill presses, lathes, and other
machines. Funding for the training, to include
scholarships and stipends as well as guaranteed
iobs, was provided by a cansortium of nine local
businesses in combination with JTPA monies

ensuring coordination and a cooperative effort
among all stakefolders

More than one SDA may be involved in providing
retraining and readjustment services Lo employees.
Coordination among them is essential Lo ensure
effective planning and service delivery and to lever-
age resources to the maximum extent possible. In
csome cases local SDAs may have developed coop-
erative relationships by wurking together in the past
and recognize the interdependence of communities
in the region. In other instances SDAs may be more
parochial in their out{ook and resist working
together. The local adjuslment organization can
help to facilitate a cooperative, coordinated effort,

enlisting employers as participants in the
planning effort

Involving employers in the planning effort can
reduce the negative cconomic impacts of the
base closure or major industry layoffs. Employers
can provide data about layoffs, skills of affected
workers. company-provided sevarance henefits,
and future employment needs.

In many cases the employer will contribute
resousces (financial, personnel, or material) to help
the employees they're about to lay oft. I'hey may
provide cash to help pay for services, contribute
space for a transition center, provide telephones and
computers for affected workers to use in job search
activities, and allow employees time “on the clock”
to lock for a new job. The employer can also assign
staff to help coordinale or deliver transition assis-
tance services to affected workers. Finally, employ-
ers may use their networks of suppliers and com-
petitors to try to lecate jobs for their workers, and
he!p publicize workers skills and avatlability through
newspaper ads, job fairs, or marketing brochures.
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Designing Effective Strategies

Since the defense drawdown began in the late 1980s,
communities undergoing base closure and detense indus-
try downsizings have gained considerable experience in
developing work force adjustment strategies. Although
lucal adjustment organizations do not deliver transition
services Lhemselves they can play a key role in helping
to plan services and to ensure that work force strategies
complement the overall adjustment effort. In many
instances the local adjustment organization may be the
entity with the greatest capacity tc promote innovative,
proactive, and coordinated strategies to assist workers.

Work force strategies will vary from one community
to the next, since local labor markets, economies, and
worker demographics are different. Some layoffs and
closures may invelve a work force that is predominantly
blue-collar; cthers may be largely professional 1n one
community the majority of the work force may be retire-
ment cligible; in another, workers may ke younger. Tech-
niques that are effective in one situation may not work
in the other. Accordingly, a "blue plate special” approach
—nushing the same menu of services—is not advisable.

In developing an effective adjustment program, it is
essential to find out who needs what type of assistance.
Some people facing layoff will need little outside assis-
tance to find new jobs quickly. This may be particularly
true for certain managers, engineers, and scientists in
DoD and the defense industry. Cthers, both professional
and blue-collar, will need help preparing résumes, using
electronic employment databases, or mapping out a job
search strategy. Some may need assistance explaining
how their defense-specific skills relate to the commer-
cial sector For a few, finding new jobs will be impossible
without remedial math and English training or training
to qualify for now occupations.

There is no magic buliet that solves all work force
problems. There are, however, common strategies and
techniques that have been effective elsewhere, and that
communities can adapt to address their own particular
needs. These arc discussed below.

Early Intervention

A statistically significant relationship exists between
early receipt ot cutplacement services, and reemploy-
ment prospects.- Employees recelving transition
services hefore actual job loss have been able to find
a job sooner required less retraining, applied for less

financial assistance, and were not as likely to relocate
as those who did not.?

Regearch has also shown that communities that
aggressively market transition services to workers early
in their unemployment arc more successful in helping
them find jobs than communities that don't do so.’ By
assuring that they have essential infermation about
transition programs and outplacement services, an
agoressive marketing strategy motivates employees
to begin planning their futures. It should begin with the
identification and development of outreach mechanisms
that will ensure employees and their families are aware
of programs to assist them. While existing mechanisms
should not be duplicated, it is also important to remem-
ber that workers may be unfamiliar with Lhese programs
and services and may benefit from hearing about them
in more than one forum. Labor-management commit-
tees and peer support teams, for example. can be very
effective in disseminating information to employees
and promoting use of available assistance programs.

Several organizations play a role in eatly interven-
tion efforts—the employer. local PICs, reemployment
organizations, and social service agencies. Through irs
leadership capacity the local adjustment organization
can work with these gsroups to ensure an early. coordi-
nated, and comprehensive package of transition services
to assist dislocated workers.

Individual Assessment and Planning

The shock of receiving a termination notice often creates
turmoil, confusion, and uncertainty, making it difficult
for an employee to independently develop a logical,
arganized plan of action for the future An inifial assess-
ment of his or her needs and competencies by trained
job counselors can help the employee identify market-
able skills and focus on those activities most likely to
lead to a new job. This assessment can also identify
knowledge picked up through hobbies and volunteer
activities, which many workers tend to overlook.
Nonwork efforts may have provided skills that help an
employee qualify for new occupations, thus expanding
potential job opportunities. The process should lead

to the development of a personal plan for each worker,
specifying his or her job search and/or retraining needs,
and when and where those services will be provided.
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Job Search Assistance

Studies have consistently shown that job search and
placement assistance, relatively inexpensive services,
are very effective in speeding up the process of finding

a new job. Displaced workers receiving job search assis-

tance have found work up to four weeks more quickly
than those who did not receive it.> Further, the return
on investment has been signiticant—the federal gov-
ernment estimates that it saved about 52 for every

51 invested in job scarch assistance services ®

Generally, white-coltar workers have not been inter-

esled in changing career fields. Because they want to
search for new jobs in the same occupation, outplace-
ment assistance (s critical tor them . A Congressional
Rudget Oflice study of about 13,000 displaced defense
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workers who participated irn the Job Training Partner-
ship Act program between 1988 and 1992 showed that
85 percent of these workers received some form of
job-search assistance.” Only about 1 in 5 enrolled in
training programs offered under the JTPA®

Despite their reliance on reemployment assistance,
delense industry workers have tended to limit their job
search to the local area, even when attractive opportu-
nities existed elsewhere, and relocation assistance was
available. The reluctance to migrate has been greatest
for those with strong ties to a community through
home ownership, because of a spouse’s employment,
or because of a need to remain in the area to care for
elderly parents.



Similarly, DoD civilian workers often prefer to stay
in the local area. At Fort Devens, Massachusetts, and
Sacramento Army Depot. California. a number of
emplovees registered in the Priority Placement Program
for referral 1o local jobs only. The former civilian per-
sonnel officers of the activities say that although these
approximately 250 individuals could have been placed
in DoD jobs elsewhere in the country. they were unable
or unwilling to leave the arca and were laid off when the
base closed. Nonetheless, despite any personal prefer-
ences, the majority of DoD workers facing unemploy-
ment on closure of a base do register for job referral
outside the commuting area.

Job Clubs/Peer Support Teams

Employee participation in planning and implement-
ing transition assistance programs can help assure
that programs meet Lhe needs ot workers. Labor-
management committees, job clubs, and peer support
teams are effective ways of involving employees in
these processes.

Labor-management committees [LMCs), comprised
of an equal number of representatives from labor and
management, oversee the activity's outplacement and
retraining programs. The LMC acts as an advocate for
dislocared workers, ensuring that their training and
reemplayment needs are addressed by the employer,
The LMC is usually established during the rapid re-
sponse phase of [TPA and is imgortant in dispelling
rumors, disseminating information to employees,
and providing feedback on assistance programs 1o
service providers or program managers.

Workers in similar occupations sometimes form
giuups kiowi as job clubs to encourage and help
each other in job search activities These clubs have
heen beneficial by creating a support network and
providing an organized framework for members 10
share job knowledge and experience.

Peet support teams allow employees to assist
their co-workers by advising them on transition services,
social service issues, and reemployment opportunities.
while also termed “peer counseling,” these activities are
not professional counseling in the traditional sense of
the word. Nonelheless, advice and support from peers
can help employees cope with job loss and focus on
positive action to plan their future. Counselors also
serve as a link between workers and transition pro-
grams, providing feedback that can result in improved
sarvice delivery.

Counseling Services

Research has shown that iosing a job affects an em-
ployee in much the same way as losing a loved one—
he or she goes through the same stages of denial and

anger For these reasons, adjustment services should
include counseling to address the physical, psycholo-
gical, and financial toll of losing a job. The types of
services required may shift throughout the closure or
layoff process—issues that do not seem relevant in the
beginning may gain in importance toward the middle or
end. Planners should involve the cominunity's churches,
making sure that parish priests, local ministers and
rabbic, and other religinus leaders know what serviceg
are available for workers and their families. They can
help in reaching those in need of services.

Planners should also make sure social service
organizations participate in the adjustment process,
and that they provide information on their programs to
dislocated DoD and defense industry workers. Many of
these workers may be reluctant to seek public assistance
because it invokes stereotypical images of poverty and
hopelessness. And those who might welcome family or
sudial support services are not likely to be familiar with
eligibility requirements or means of accessing programs,
In some cases, warkers may believe that they will qualify
for public assistance when in fact they don't mect eligi-
bility requirements. It is essential that they know what
assistance will be available to them and what won't be
available, so that they can make informed choices in
planning financial and other adjustment strategies

Banks and utility companies can be innovative
partners in counseling workers on how to deal with
utility bills. debts, and other finanaal issues. Employ-
ees may not recognize all of their financial resources,
or may not know that they can negotiate payments
with credilors, Counseling can help them understand
these matters and bring their financial situation into
focus. Bank and utility company representatives may
agree to provide eounseling at the transition center
as patt of a one-stop appreach to service delivery

Communication

Frequent, clear, and open communication is essential

to an effective transition strategy. Sketchy or infrequent
communication can cause rumors to take on the status
of truth, and trust. confidence, marale, and work produc-
tivity Lo plummet. Charges of discrimination er favorit-
1sm can ensue as employees create their own explana-
tions for differences in layoff schedules or eligibility for
transition programs. Employers can enhance communi-
cation in the following ways.

+ Briefing unions on a regulat basis
« Holding periodic emplovee “all hands” meetings
¢ Publicizing factual information in newsletters

s Communicating to the work force even when
there is little, if any, new information That fact
alone is important to convey.
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* Establishing a mechanism. such as a hot-line
telephone, to receive employees’ questions. A
means for answering them should also be devel-
oped. such as special bulletins or newsletters.

¢ Sending information about assistance programs
to employees homes so that spouses and other
family members—who share in the decision-
meaking process—have appropriate. relevant
information.

s bnlisting peer support teams and labor-manage-
ment committees to circulate important informa-
tion and help with rumor control.

Communities can also contribute to effective
communication by disseminating up to date infor-
mation via radio announcements, newspaper articles,
community meetings, and the ke Anyone with an
interest in alleviating the impact of layoffs and in
restoring economic stability to the community should
be kept infarmed. Continuing communication about
the base closure or industry layoff may inspire the
business community, investors. government officials,
and others to lend a helping hand.

Marketing Employees

While local emplayers may be aware of the broad
mission of the DoD installation or defense contractor,
they may fack specific information about the skills and
abilities those workers have to offer. A strong marketing
program highlighting work force skills can signiflicantly
increase workers visibility to businesses and enhance
their reemployment prospects. Through worker adjust-
ment strategies that support outreach efforts, the local
adjuslment organization can be the link between laid-
off workers and local businesses.

Cutreach efforts in base closure communities have
generally been successful in creating job opportunities,
sometimes generating interest that cutpaced the avail-
ability of employees. Preferring to preserve their salary.

retirement, and other benefits through continued federal

employment, base workers have often been reluctant to
accept job offers from local businesses until federal
opportunities were exhausted and job loss imminent
For this reason, marketing workers outside the federal
government may be more effeclive around the time of
closure orlayoff Techniques that have been effective
and same examples of success include the following
Marketing brochiure or video, A brochure or video
provides lacal employers with information about the
skills, achievements, and education of workers who
will be reentering the job market. The recognition that
the base or contractor will constitute a new source
of highly skilled workers can prompt employers to
review their stafling needs and Jead to additional
job apportunities.
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In Qakland, California, the OEA-funded East Bay
Conversion and Reinvestment Commission (EBCRC)
joined with the Navy, the Alameda Labor-Management
Adjustment Team, the Alameda Career Transition
Center, and base workers to produce an attractive
brochure advertising the availability of personnel
employed at the Alameda Naval Aviation Depot and
Naval Air Station. The brochure was mailed to more
than 10,000 local businesses about 18 months before
a scheduled layoff. Employers were encouraged to
contact the base’s transition center for more informa-
tinn The FRCRC found that the brochure was useful
in generating interest in base workers ”

lob development. |ob developers contact federal,
state, and private sector employers to discuss job
placement opportunities for workers facing job loss.
They often use brochures and/or videos, mentioned
above, as part of their marketing efforts, along with
publicity in the local media. The use of hiring incen-
tives (e.g.. the non-federal hiring incentive described
on pg. 11} can encourage employers to hire workers
even if additional job-specific training is required.

The job development team at Mare Island Naval
Shipyard in Vallejo, California, was comprised of a
cross-section of hase employees—some detailed fil-
time to the team. others working part-time Classified
advertisements, press articles, and business news
steries formed the basis for job developers to contact
local private sector firms to explore potential job
opportunities for Mare Island workers. In discussions
with business officials, job developers emphasized
the skiils of Mare Island employees, their excellent
performance, and the fact that placement of these
warkers would not cost employers anything. (nterest
from employers outpaced that of basc employces,
eventually requiring the team to focus efforts on
generating interest among employees.

Appeal to local emplouers. Local businesses
that are actively hiring may agree to make pretraining
commitments to hire dislocated workers after they've
recelved training. Alternatively, they may be willing to
give those workers first consideration for job openings.
During the Postal Service downsizing of the early 1990s,
many companies agreed to give Postal Service employ-
ees first consideration for jobs.

Assist elder workers. Communities facing a signif-
icant level of job loss among older workers may need
to develop worker adjustment strategies to address
the special reemployment challenges faced by those
employees While a number of older workers may be
eligible for and elect to take, retirement, thev mav
still want or need to find reemployment within the
community. The American Association of Retired
Persons may be helpful to community planncrs,
employers, and reemploymenl agencies in develop-
ing innovative strategies to assist older workers.



Entrepreneurial Training

Given Lheir technical skills, it is reasonable to expecl
that some DaD or defense industry workers may be
interested in starting their own businesses. Commun-
ities often welcome such efforts, since small business
development can create new employment opportunities
for other workers and help diversify local economies.
However, fledgling entreprencurs face serious chal-
lenges—8&0 percent of new businesses fail in the first
five years, and 80 percent of those that last the first
five years fail in the next five years ™

Lack of access to capital is one of the major prob-
lems for the would-be entrepreneur. While not all new
businesses need loans for startup capital, many do,
and dislocated workers' options are limited. Some may
be able Lo use their own assets {e.g., severance pay,
savings, home equity loans, etc.) or investments from
triends and family. Others may decide to start smatll
and grow slowly. reinvesting earnings as they accrue.
Communities can help entreprencurs find tinancing by
establishing private support networks such as a “venture
capital club " where entrepreneurs are given an oppor-
tunity to present proposals to potential investors.

Fntrepreneurial assistance and training programs
can also provide a variety of suppaort services, to include
technical assistance. limited market testing and evalua-
tion. and general business and management advice,
The ITPA is one source of funding for entrepreneurial
training and assistance programs, along with ather
public and private sources.

Entrepreneurial programs should be carefully
structured. as a poorly designed and operated program

can set participants up for failure and lead to a waste of
public and persenal resources. The following services
should be included.'*

Careful screening and self-assessment. Self-cmploy-
ment is a practical option enly for a smali number
of dislocated workers. Stringent screening proced-
ures should be developed to ensure that partici-
pants are highly motivated, aware of the risks and
work invelved, and are prepared 1o focus on @
specific business idea.

Help in identifying the “right” business epportunity.
A realistic assessment of Lhe business's potential
to succeed necds to be made. Has a market niche
been identified? Further, to enhance chances of
suceess, the entrepreneur's skills, abililies. and
interests should be related to the business oppor-
tunity being considered

Development of a strong business plan. A good
business plan can minimize the risks of starting

a business by giving the individual adequate
informaticon to make a decision about a particular
venture. The plan should provide a detailed assess-
ment of the nature of the business opportunity,
emphasizing the market, operations, and linancial
requirements to be successful.

Assistance in putting together needed financing. Many
new entrepreneurs need dassislaice in identifying
sources of financing and obtaining start-up funding.

Links with the local business community. Many
dislocated workers have weak tics to potential




customers, suppliers, and business professionals

(ie, bankers, lawyers, accountants, etc.). In some

areas, "new entreprencurs” clubs have been estab-
lished to scrve as an initial support group for new
businesses.

* OQngoing technical support during the first year.
A number of obstacles exist during start-up and
the initial year of operations. During the first 12
manths it is important to have expert technical
support and some "hand-holding” to increase
the chances of success

Transition Assistance Centers

Transition gssistance centers have proven to be success-
ful'in helping employees {ind new jobg, obtain informa-
tion and counseling, and identify retraining needs.
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While centers often vary in several respects, virtually
every closing military base has a transition center of
some type. Transition assistance centers usually exist
as well for dislacated defense industry workers

Since both the Departments of Labor and Defense
have an interest in assisting workers who face disloca-
tion, they often join forces to establish one center where
services can be provided in a central location. |[TPA
funds can be used to establish and operate such a
center, and DoD may provide computers, supplies, and
olflice space on the base. In some instances the center
has initially been located at the job site, convenient to
all employees. Later, as disiocations cecur, the center
hae moved off-bace co that laid-off workere do not need
to return to the workplace to receive services. In other
instances DoD and Department of Labor have set up
separate but complementary centers that offered
different services to the worker. Similar arrangements



have been made at defense industry plants undergoing
major layoffs.

The size and type of transition center to be estab-
lished may vary from place to place, depending on a
variety of factors. Some centers contract for outplace-
ment services with a private firm; others provide ser-
vices themselves or in cooperation with the local SDA.
Regardless of the type of center established, there are
issues common to all that will need to be addressed.
Some of these include the following.

o Should the center be located on- or off-site?
If located on-site, will employees have any diffi-
culty gaining access to the center after they are
laid off? Or will they be uncomfortable returning
to their previous work site with the perceived
“stigma” of being unemployed?

e Should the center be set up jointly with the
local SDA, or should it be a separate entity?
If the center is established as a joint effort,
what should the employer contribute and what
should come from JTPA funding? If the center
is a separate entity, what services should each
organization provide, and how can unnecessary
duplication be eliminated?

o Will employees be allowed to use “official time”
to visit the outplacement center?
If so, how much time? At many sites, labor unions
and management have negotiated a set amount
of time that employees may use during duty
hours for transition center activities.

o Will employees be allowed to use government
or company phones and fax machines to conduct
job searches?

o How will the center accommodate shift/flexible
schedule workers who desire to use the trans-
ition center?

Are early morning or evening hours possible?

o What needs to be done to ensure that employ-

ees with disabilities have access to the center?

Should the center be a part of the human
resources office? Employees’ perceptions

of human resource staff may be negative
because of their responsibility to effect layoffs.
In such cases it may be better to locate the
center away from the human resources office
and staff it with individuals who are not asso-
ciated with the layoff process. In this way the
transition center can be viewed in a positive light.

What services should be provided?

It is important to remember that not everyone
being laid off will need all services, and some
people will need none. Thus, a range of services
should be provided based on the needs and
desires of workers. This decision will also be
influenced by the number of employees being
laid off, the occupational mix of the work force
(e.g., white-collar versus blue-collar positions),
available resources, and the extent to which
sufficient placement opportunities exist in the
job market to absorb laid off employees. Usually,
however, there are generic “core” services in all
outplacement centers. These include information
on employee benefits, occupational counseling,
classes on stress management and financial
planning, job search assistance, and help with
résumé writing and interviewing techniques.
Another core service provided by JTPA staff is
an assessment of employees’ skills, aptitudes.
and interests, and offering opportunities for
placement in their current occupation. In some
cases employees’ skills may be obsolete and
need upgrading. In others job opportunities

in the employee’s field may be so limited that
he or she needs to be retrained for a new occu-
pation altogether. |TPA staff are instrumental

in making these decisions and in helping
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employees pursue training activities. The JTPA
grant covers much retraining; if available, the
employer's resources may also be used to fund
training not provided by the grant.

What other partners should be included in
transition center activities?

Do employees have sufficient interest in starting
a business to warrant participation by the local
Small Business Development Corporation? Are
social service organizations present to provide
emotional counseling and information on their
programs? [s someone available to explain Ul
to employees and help them file the necessary
paperwork, or to refer them to another office
that can help them?

What kinds of automated outplacement
programs should be obtained?

What kind of computer support will
be needed?

How will the center communicate services
and other important information to the
work force?

How will the center’s staff work with local
businesses to identify job opportunities in
the local area for workers facing dislocation?

How will the center measure its effectiveness
and revise programs and/or service delivery
accordingly?

. that there are g;;;é
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CHAPTER VI

Work Force and Economic Development

Over the past 20 years, the United States has undergone
a major economic restructuring. Before 1978, unskilled
assembly line workers with just a high school diploma
could enjoy a middle-class standard of living. Today,
good paying blue-collar jobs requiring minimal entry-
level qualifications are virtually nonexistent. To get a
job. a person needs increasing skill and educational
levels. Computer literacy is almost mandatory if one
expects to have a higher-paying position—while a gas
station attendant might earn $12,000 a year, an auto
mechanic who understands computer diagnostics can
carn as much as $70,000.

The demand for higher skills has occurred in part
because of changes in the global economy. In the
1970s foreign competitors began flooding U.S. markets
with quality products at lower costs. Faced with this
new competition, manufacturers adopted technology
to boost productivity and remain competitive, and
turned to training programs to teach workers how to
use and understand that technology. Given the pace
of technological change, those skills must be contin-
ually upgraded.

The ongoing restructuring of large defense cor-
porations and closure of military installations also
creates fraining needs within the work force. Some
defense employees may be displaced from jobs that
are very specific to military equipment or weapons
programs, and possess skills with little value outside
the defense sector. Others may be employed in
defense-dependent firms converting to commercial
markets and may need to upgrade

of the middle class have little chance of climbing back
in. Further, any training effort—whether targeted to the
new, existing, or displaced worker—should be linked to
employment opportunities. To do otherwise is to adopt
a “Field of Dreams” philosophy—i.e., train them and the
jobs will come. This approach seldom works; without
the foundation provided by possible jobs, training may
be an end in itself. In fact, one of the most common
criticisms of job training programs is their failure to
effectively link training to actual job opportunities and
industry needs. As one community official remarked,
“we do a lot of retraining here; we just don't do a lot

of reemployment.”

Linking Retraining and Economic
Development

Work force development and economic development
go hand in hand. Without a supply of skilled workers,
efforts to attract, grow, and retain businesses invariably
fail. Similarly, developing a skilled work force is a hollow
success if there are no job opportunities when training
is completed.

Although it may seem natural to coordinate
economic development activities and work force
training programs, there is often no real linkage
between the two. One reason may be that, except in
very superficial ways, most economic development
and training professionals do not understand the goals,

capabilities, and constraints of each

their skills to support the company’s
new processes and/or products.
Whether it supports business
retention/expansion, reemployment,
or defense conversion, skill enhance-
ment of the labor force should
be part of a community’s overall
economic development strategy.
Clearly, training programs can't
convert defense analysts into
software designers overnight,
and education and upgraded

skills are no guarantee of gettin o
s 6 5  Robe

a new job. But without them, ccon - 'é’téi’yléfb‘abér; .

Becr

omists argue, workers who fall out

other’s programs. While this is the
most common barrier to coordina-
tion, others exist as well. These
include differing perspectives
between economic and work force
development staffs concerning
the purpose of their tasks and the
focus of their efforts.

Generally, work force develop-
ment professionals see their priority
as helping individual workers improve
their skills to get a job, or if already
employed, a better job. Some may
focus even more narrowly on the
unemployed and/or disadvantaged.
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Economic development professionals, on the other
hand, often see their priority as marketing cities to
private investors, leading to more robust commun-
ities, cities, and companies.

A link between federal training programs and
local development strategies was expected to be
provided by PICs, which were designed to match
training efforts with business needs. However, exper-
ience has shown that the level and quality of their
involvement vary greatly from state to state. Some
PICs have been influential in education policy and
business retention. Others have seen their role as
limited to oversight of JTPA programs.

Some PICs may be cautious of taking a larger role,
as JTPA legislation prohibits all but minimal spending
on economic development and employment generating
services. This represents a major policy change from
the Comprehensive Employment and Training Act, the
precursor of JTPA, which allowed funds to be used to
directly or indirectly create or expand employment
opportunities in a local area. The ability to use funds
in this way had a positive impact on the development
of links between economic and work force development
organizations. Local PICs were involved in a number
of economic development activities, such as targeting
industrial attraction efforts; funding industrial expan-
sion surveys and land inventories; supporting foreign
trade zone development and overseas marketing
activities; providing in-depth financial assistance
for new companies; and helping localities obtain
industrial revenue bond capacity. Links to economic
development organizations under the JTPA require
PICs to be more innovative and creative in their use
of dislocated worker funds.
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Role of the Local Adjustment Organization
in Economic-Work Force Development Links

Because local adjustment organizations comprise a
cross-section of the community, they can be catalysts
for bringing together the agencies that deal with work
force and economic development issues on a contin-
uing basis and that can help resolve them. As a group
geared to consensus decision making, the local adjust-
ment organization can foster interagency links in new,
innovative ways and lay the foundation for future
collaborative arrangements.

Partnerships Between Business, Training,
Education, and Economic Development

In repeated surveys business executives say they are
concerned about the skills of present and future em-
ployees. They fear their companies can't technologically
advance and meet the high demand for quality in a
global economy with the current work force. They reject
most job applicants due to poor reading, writing, math,
and communication skills, and have little faith in the
school systems’ ability to prepare a skilled work force.?

Many communities have found that connecting work
force development, business needs, education reform,
and economic development efforts has paid dividends.
Such partnerships have led to an increase in work force
skills, thus enhancing the ability of local businesses and
industries to be competitive and contributing to the
economic health of the community. In addition, they
have a number of other related benefits.



1

2

) Business personnel are one of the best sources
of information about work force skills currently
in demand, as well as projections of future skill
requirements. Conventional labor statistics are
often obsolete or incomplete, and thus of limited
value in helping schools and lraining agencies be
responsive to labor demands. Additionally, busi-
nesses and trade associations can partner with
training/educational institutions to make sure
curricula are relevant to the workplace and pro-
vide students with skills that industry needs. This
will enlarge the pool of potential well-qualified
job candidates, thereby enhancing companies’
recruitment efforts while decreasing their costs.

Employers may agree to provide employment
opportunities for graduates of education or
training programs that teach relevant skills.
They may also create internships or summer
jobs to give hands-on experience to students
and teachers in an actual work environment.

Even if changing labor market conditions prevent
predicted job opportunities from materializing,
the employer can help to minimize that impact

by assisting with job leads, contacts, and referrals.

Economic development agencies can obtain infor-
mation about occupational skills of workers, displaced
or currently employed, which can assist in business
attraction efforts. Further, by coordinating economic
development activities with employment and training
agencies, reemployment of dislocated workers may be
facilitated, easing the burden on local economies.

Developing Successful Links

Effective partnerships require the active support of many
diverse groups, such as local elected officials, govern-
ment agencies, the business community, and economic
development and training agencies. Many communities
would like to establish partnerships, but aren’t sure how
to begin the process. The following actions may help in

; Source Greater aneapoiis Chamb




implementing links and increasing thcir chances for
success:

a) Top Level Support. The support of top elected
officials is vital for efforts that involve public policy
and require organizations to change the way they
work. A formal decision that “linkage” is official local
policy can be critical in effecting change. It is much
easier to get separate government agencies to
cooperate if the top executive supports a policy.
The mayors of Portland, Oregon, and Louisville,
Kentucky, have been personally involved in estab-
lishing a policy of coordination among businesses,
employment and training organizations, and
economic development agencies.

b) Explaining the Benefits of Working Together. Agen-
cies, businesses, and educational institutions may,
at first, be resistant to forming partnerships. The
key to involving them is to find positive grounds
for their involvement rather than trying to coerce
them into participation. For example, when form-
ing collaborations with industry, it is important
to go beyond appealing to the employer’s social
conscience and instead provide sound business
reasons for participation—i.e., the partnership will
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help build a labor force responsive to the dynamic
labor needs of employers. Further, a dependable
and well-trained labor force reduces the costs of
recruiting, tfraining, and turnover, and increases
productivity and industry competitiveness.

Communication. Initial partnering efforts between
organizations are usually established by key execu-
tives through shared memberships on governing or
advisory boards. For partnerships to be successful,
the initial contact must be followed by ongoing,
day-to-day communication between program staff.
This provides the continuous interaction necessary
to develop working alliances and facilitates joint
planning and collaborative action by the separate
organizations. Information exchange may be
promoted in a number of ways, to include con-
ducting periodic joint staff meetings or physically
collocating part of the staff. For example, a work
force development staff member might be placed
in an economic development organization to
provide a “training presence” in that operation.

d) Demeonstrating the Value Each Partner Brings to

the Table. Organizations may be reluctant to form
an alliance until potential partners have demon-



Training organizations should collaborate to present community planners
and other partners with an integrated picture of all available training

and employment service.

strated that they can enhance each others’ programs.
For example, employment and training agencies
may not be considered viable partners by economic
development agencies or businesses unless they have
shown they can deliver adequately screened, trained,
and motivated workers acceptable to employers.

Potential partners may also need to explain how
their programs can enhance the overall effort
For example, the plethora of training programs
can confuse professionals in other fields. To be
considered a serious player at the economic
development table, training organizations should
be knowledgeable about other training programs
and how the different programs meet different
needs. Only then can they inter-relate training
benefits across the board to show how training
as a whole can contribute to a community's eco-
nomic adjustment strategy.

Integrating Resources. Allocating some level

of resources towards a shared objective helps
focus attention to It and generates accountabil-
ity, both of which enhance chances for success
in the partnership. Sometimes, this cooperation
can simply mean tying normal spending to a
common goal. For example, a program funded
under JTPA to train dislocated workers to com-
pany specifications might be part of a package
of economic development incentives designed
to attract a new firm to an area.*

AL

Examples of Links

At the local level, numerous examples of collaborative
initiatives exist. One common form of link between
economic and work force development is customized
training. In this approach a community organization

or work force development agency contacts a business
and agrees to provide skill training geared to employer's
needs. In return the employer agrees to hire a certain
number of individuals who successfully complete train-
ing, at a specific entry wage. Customized training often
occurs along with other business attraction and assis-
tance tools, such as attractive loan packages, waiver

of zoning/land use restrictions, or tax exemptions.

A similar approach requires private companies
who receive economic development incentives from the
city to repay the city by, among other things, creating a
certain number of jobs for city residents. Many commu-
nities use this form of first-source hiring to increase
employment in certain disadvantaged or low-employ-
ment parts of the city. The creative use of first source
agreements for businesses locating on former DoD
installations could help to place the community's dislo-
cated workers, some of whom may be former employees
of the base who have not yet found reemployment.
Generally, however, given the time necessary to estab-
lish new businesses on the former installation, former
hase workers have found new employment either off-
base or out of the local area by the time base redevel-
opment and associated job creation occurs.
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A third example relates to efforts to help dislocated
workers become entrepreneurs. The Business Ownership
Service System (BOSS) in Orange County, California, is
an entrepreneurial training initiative established through
cooperation among the Small Business Development
Center, the local area Private Industry Councils, and the
Rancho Santiago College. The program provides entre-
preneurial skill training, technical assistance, marketing
guidance, and business counseling and planning to
dislocated aerospace, defense, and military personnel.
A number of dislocated workers have completed this
two-month intensive training program for starting and
managing their own businesses.

A final example comes from the Southeastern
Connecticut PIC in New London, which tried to preserve
high-wage jobs in the local community by linking train-
ing to local economic development efforts to bring new
jobs to the community. Through a cooperative planning
process involving state and local economic development
planning councils, a community college, and three util-
ity companies, the PIC developed and funded a program
to train dislocated defense workers to build electric cars,
in combination with efforts to recruit firms interested in
manufacturing electric cars to the area.

It makes sense for an economic development stra-
tegy to coordinate work force, business, and economic
development activities. After all, economic development

investments create jobs; education and training programs

give people the skills to find, and succeed in, those jobs.
The potential benefits of such a strategy appear

to meet the needs of all interests. Unemployed and

underemployed workers benefit by the availability of

more jobs, better jobs, and the chance to learn the

skills necessary to assume some of those jobs. From

the city’s point of view, generating jobs for unemployed

and underemployed residents reduces public costs

associated with poverty and increases the city’s tax

base. For businesses coordination can mean a more

highly-skilled labor supply that can increase industry

competitiveness and lower turnover costs.

End Notes

1. “How the Rules Have Changed,” Frank Swoboda, The Washington
Post Magazine, April 23, 1995, p. 15.

2. Joseph Stillman, Making the Connection: Economic Development, Work
Force Development, and Urban Poverty, The Conservation Company,
New York, 1994, p. 55.

3. “The Smart Workplace: Developing High-Performance Work
Systems,” National Association of Manufacturers, November
1994. Also “Poorly Qualified Applicants,” The Washington Post,
May 12, 1996, p. H4.

4. 1t should be noted, however, that significant restrictions exist
on the use of JTPA funds to encourage relocation of a facility
from one area to another, especially if relocation results in
job losses at the original location.
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APPENDIX A

Lessons Learned in the Mare Island Naval
Shipyard Closure: Human Resources Issues

21 June 1996

Larry K. Bartholomew
Manager, Vallejo Site Office
Human Resources Office
Puget Sound Naval Shipyard

As a member of the team that guided the Human
Resources aspects of the Mare Island Naval Shipyard
{MINSY) closure, | am proud of our success in closing
an installation of 6300 civilians while separating only
603 through reduction-in-force (RIF) some three years
after our presence on the closure list was announced.
This means that MINSY was able to assist 5700 employ-
ees [or about 1600 per year) to transition to other
employment or retirement over that three years. Since
we had already reduced our work force by approximately
3500 in the preceding five years, we had some prior
experience with downsizing and were becoming increas-
ingly skilled at drawing down without the use of RIF.

We have many organizations to thank for sharing their
Jessons with us over those years, saving us much of

the trial and error we might otherwise have faced. We
have stolen their ideas, such as job clubs, shamelessly
and often forgotten we did not invent them ourselves.
In some cases | think we have added our own twist that
made them more effective for our situation. | think none
of us will claim the following contains any original ideas,
only that we did a particularly good job of using the
many tools we found.

In a humble attempt to repay our community for
their assistance and ideas, { offer this compilation of
the lessons we (the MINSY Human Resources staff)
learned from our closure experience. | suspect every
such experience will be unique in some respects; |
hope that this article provides the reader with at least
one or two good ideas or the starting point for a better
one. | should also add that we may have learned far
more than this contains, but at some point you need
to pass on the information so that everybody who
might benefit from it can do so before they close.

The following lessons are presented informally
by category and in no particular order or importance:

|. Command Support

There is no substitute for leadership support
of transition efforts. The day following the official
announcement that MINSY was to be closed, the ship-
yard commander conducted an “all hands” meeting.
At that meeting he explained that MINSY would have
three priorities, none more (or less) important than
the others This set an important tone that affected the
rest of closure in a very positive way. The priorities were:

1) complete the overhauls and availabilities
currently under way (our workload),

2) take care of our people, and

3) properly close MINSY so that it could be
turned over to the community.

Taking care of the people permits other goals to be
accomplished. The fact that MINSY would close did not
diminish the determination of most of the work force to
accomplish their work with a high level of quality and on
schedule. | believe this was attributable to a combina-
tion of personal pride and a response to the shipyard's
demonstrated commitment to assist them in any way it
could, consistent with accomplishment of the other
parts of the mission. Although most employees had
significant concerns about their future, the obvious
commitment of MINSY to assist them provided them
with a level of security that allowed them to focus suffi-
ciently on their work to accomplish the stated mission.
Employees were repeatedly reminded that they were
responsible for their own successful transition, but that
MINSY would do everything practical to support that
effort. This did not imply that resources for support of
employees were unlimited or that the mission could be
ignored or impaired, but it did mean making every major
decision with the question in mind, “What will it do to
or for our people?” Thus, decisions to request early
registration for the Priority Placement Program (PPP),
to participate in “expanded Separation Incentive
Payments (SIPs)” and similar obligations of substantial
financial resources provided a leg up for our employees
over those at surrounding activities where similar
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commitments could have been, but weren’t, made.
There is no question that most employees responded
to this support by continuing to do their jobs as best
they could. This was clearly a case of symbiosis. Had
the employees not performed, it is very likely MINSY
would not have been permitted to provide the level
of transition support that was offered, and many
employees might have lost their jobs well before
closure

Interchangability was an important underlying
philosophy. An element of “taking care of people”
was the policy that we would not, as a general rule,
encourage any employee to stay. The shipyard com-
mander was concerned that employees might pass
up job opportunities out of loyalty to MINSY, to their
great detriment (and, perhaps, the shipyard's). There
was a related concern that managers would act to
reinforce employees’ inclination to stay if they thought
those employces were irreplaccable. So the shipyard
commander made it known that he considered no
employee irreplaceable and that, regardless of who
left. vacant continuing positions would be filled by
other available employees, even if it meant training
the replacement, or borrowing a replacement from
elsewhere. This laid the groundwork for a number of
important developments. One was to maximize the
use of SIPs, particularly by more senior employees
who were eligible to retire; i.e., it was made clear
that as much as they were valued, their departure
was viewed as positive. A second less obvious benefit
was that many employees were given an opportunity
to perform in new jobs, many with increased responsi-
bility, or in completely new occupations. For example,
many nuclear engineers were trained and began
working as environmental engineers, and a number
of vacant human resources office (HRO) positions
were filled with former technicians and trades people.
Supervisors were often given much broader manage-
ment responsibility as organizations were consoli-
dated. These new assignments provided employees
with experience that resulted in job offers that
otherwise might not have developed.

II. Planning

The HRO closure plan should emphasize the earliest
practical accomplishment of major resource-intensive
tasks. While this may seem obvious, what can be done
in advance and the degree to which some tasks can
be performed early may not be so obvious. Many of
these tasks will be described in the following discus-
sion. In general we approached these matters with
the philosophy that we would do everything as early
as practical, without creating a high risk of rework,
because we knew our resources would only diminish,
and we could not predict if or when we would lose
certain necessary capabilities. Some of our early
efforts included the following.
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1) Preparation for downsizing, including establish-
ment of career resources centers (CRCs) and job
clubs even before the closure of MINSY was
decided. This was viewed by many in as a kind of
jinx on efforts to save the yard, since it presumed
the worsl. However, the fact that programs were in
place when the announcement was made helped
the HRO immediately respond to the work force’s
needs and accelerate the attrition that was critical
to avoiding intermediate reductions in force (RIFs).

N

Establishment and publication of numeric goals
for attrition throughout the closure process. This
helped in planning the use of various tools avail-
able to influence attrition.

Publication of an early layoff letter as soon as the
president signed the closure list. While publication
of a true RIF letter two and a half years before an
employee’s expected separation date would have
been questionable, we felt comfortable giving all
employees a letter from the shipyard commander
that informed them they would be separated from
MINSY at some time during the ensuing two and a
half years, due to the closure of MINSY. The primary
benefit of that letter was to make recipients eligible
for assistance funded by the Job Training Partner-
ship Act (JTPA). Once JTPA grant funds were secured
by the Solano County Private Industry Council (PIC),
this letter was the passport to obtaining counsel-
ing, assessment, tuition assistance, and other such
benefits administered by the PIC.

w

4) Conducting 100% review of official personnel
files (OPFs) 16 to 18 months prior to closure to
confirm the quality of data contained therein for
use in RIFs and separalions. Particularly important
was data such as previously collected severance
pay, and future career ladder promotions and
within-grade increases coming due before closure.
Projecting actions made anticipating workload,
computing severance pay, and preparing final
separation SF-50s easier.

5) We met regularly with the payroll staff to plan
and offer support to assure payroll actions affect-
ing HRO close-out tasks were accomplished. For
example, it was important that all SF-2806s (indi-
vidual retirement records) were closed out and
sent to the Office of Personnel Management so
that the large number of retiring employees
would not experience problems receiving their
benefits. We also developed a plan to have all
“931" forms required by the California Employ-
ment Development Department (EDD) completed
prior to closure. The normal postseparation
completion of these forms would have delayed
unemployment insurance (Ul) benefits to sepa-
rated employees as a consequence of a small



group of people trying to complete over a
thousand such forms.

S

Issuance of final RIF notices approximately
10 months prior to closure.

7

Early registration of employees in PPP approx-
imately 30 months before closure.

8) Processing of employee separations for closure

two weeks prior to the last work day.

O

Issuance of benefits packages (life insurance
conversion, temporary continuation of health
insurance coverage, TSP withdrawal) three
months before closure. This also permitted
sufficient time to answer all questions and
research problems.

Be prepared to be flexible. While developing a
plan is important, you can assume that the factors
you used as a basis for your plan will change as you
approach closure, and the plan will need revision. Our
plan assumed we would not be capable of performing
certain key functions as early as six months prior Lo
closure; fortunately, most of these projections proved
pessimistic. We took advantage of our capability to
perform additional tasks to complete actions we
thought we'd be doing at a later stage.

lll. Communications

Not surprisingly, effective, frequent communication

of closure-related data was a key factor in supporting
transition efforts and maintaining morale. As AT&ET

told us at a downsizing seminar several years ago, no
matter how much communicating you do on downsizing
issues, it's probably not going to be enough. We thought
it important enough that we used our Executive Steering
Committee (ESC) for quality improvement, made up of
senior managers and union leaders, to advise us on
strategy for both the content and medium for such
communications.

The shipyard newspaper, The Grapevine, was revealed
by surveys to be the most effective means of communi-
cating day-to-day information. Although not everyone
read the paper, it was by far the single most widely read
source of information. Accordingly, we formed a sub-
committee of the ESC to identify subjects for transition
articles and to screen submittals. The subcommittee
members, which included the human resources director
and three union officials, used their daily contacts with
employees to identify subjects of concern and rumors
that might need addressing.

“Global E-mail” proved to be a particularly useful
tool to quickly disseminate information to a wide audi-
ence. This allowed the HRO to get information to at
least 1500 e-mail users almost instantaneously. This
method tended to favor white-collar employees who
were more likely to have access to computers and to

be less useful (or reliable) for communicating with
blue-collar employees without e-mail accounts. Thus,
electronic delivery was supplemented by further circ-
ulation of the printed messages to persons without
accounts and by postings on bulletin boards, and
information seemed to spread well throughout MINSY.
E-mail was an excellent tool to combat false rumors
and broadcast information that could not wait for the
biweekly shipyard newspaper. In some cases informa-
tion was published first on e-mail and later in the
newspaper. E-mail messages were also frequently
used by supervisors for “stand-up” briefings. Some

of the typical content included the following.

s Q&As. One of the most popular features was
“Questions & Answers.” Employees would simply
e-mail questions to the human resources director,
and those of general interest were answered
through a globally issued publication. Questions
of specific application to only an individual were
answered through a personal reply.

e The Retention Register. When it appeared we
would be forced to conduct a RIF approximately
six months prior to closure, there was naturally
great concern about who would survive until
closure. It was decided that the best way to give
employees a rough idea of their chances was to
produce a list of all shipyard employees, from
most to least senior, based on retention seniority.
Each employee was then assigned a number
representing their position on the list. The list
was maintained in a database accessible (read
only) to everyone on the shipyard's local area
network and was updated weekly to reflect changes
due to attrition and SIP commitments. Employees
were told what the expected cutoff was at a given
time; e.g., anyone with a number of 2000 or higher
might well be separated in an early RIF. This pro-
vided strong motivation to employees with high
numbers to expand their PPP area of consideration
and to get on with their job search. It also helped
managers anticipate potential losses.

e On-Board Counts. We published biweekly on-board
personnel counts so that employees would have an
idea of how attrition was progressing. Again, since
budget targets were known, employees could then
draw their own conclusions as to whether attrition
was going to be sulfficient to avoid a RIF It also
helped to drive home to employees still in denial
that people were leaving, and that we were moving
toward closure.

¢ PPP and Other Placements. We also published
lists of those who had received and accepted PPP
offers and where they were going. This was helpful
in monitoring this large part of our attrition and
ascertaining demographics of the placements.
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The daily e-mail was supplemented by a weekly
publication from the PPP office that provided
statistics and graphs that outlined the "hot”
occupations and locations, which employees
could use to assess their own chances of place-
ment, given their registration.

Mailings to home addresses were used for partic-
ularly critical information. In circumstances where
we wanted to assure that all employees received the
information, we mailed that information to homes.
This included some of the early material on transition
resources available, surveys (particularly concerning
interest in SIPs), and several months before closure,
benefit information.

All-hands briefings were provided by the shipyard
commander at critical milestones. The shipyard com-
mander wanted to announce personally the major good
and bad news. These meetings were scheduled several
days in advance and held in areas that would accommo-
date as many employees as chose to attend. Generally,
the briefings were done once for each of the two shifts.
Some of the subjects addressed were MINSY's official
appearance on the closure list, the official closure
decision, the possibility of a RIF, and the cancellation
of the planned RIF. These meetings were an effective
way to break through some of the early denial and
provided a useful foundation for subsequent commu-
nications by other means. Because the commander
conducted them, employees could see that the policy
being implemented was his and not that of a lower-
level official who was blaming the commander. One
drawback was that some people, particularly those
inclined to take everything very literally, had a ten-
dency to draw erroneous inferences from broad state-
ments of policy or philosophy presented. Since there
was never a recording (or script) for these presenta-
tions, there were periodic debates about “what the
shipyard commander said.”

The shipyard commander's roundtable meetings
were another good supplement to other communica-
tions. The shipyard commander, along with the 1R
director, made weekly visits to work areas on invitation
from employees in that area. The commander would
start the meeting by giving a short state-of-the-closure
speech and then take questions from employees. Most
questions were answered at the time, but those for
which there was no immediate answer were researched
and the answer reported back to the group. When the
shipyard commander was unable to attend, these ses-
sions were held by the base closure officer. The HR
director used this as an additional source for published
Q&As. This, too, was an excellent forum for dispelling
destructive rumors found in the organization.

Job clubs, though established primarily to scrve
as support groups, were an excellent conduit for offi-
cial information. Because job club leaders held weekly
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meetings to share information, and each usually
presided over a local job information center (or career
resource center), these leaders and their club members
served as an excellent verbal information network. They
made it a daily routine to update job information, pass
on new transition and closure data, and coordinate
information among themselves. Many Q&A questions
were directed to the HRO via job club leaders. They also
assured that global e-mails were printed and circulated
within their work areas and served a particularly use-
ful role in publicizing and signing employees up for
transition-related training.

IV. Downsizing and Transition Support

Early issuance of RIF notices was extremely helpful.
We issued separation RIF notices to all employees
who had not committed to a separation incentive on
June 5, 1995, just under 10 months prior to our closure
date. This accomplished a number of important things.

1) It permitted the HRO staff to perform the resource-
intensive task of producing the notices, with the
attendant work such as calculating severance pay,
checking service computation dates, etc., while
HRO staff resources were reasonably healthy. It
also kept us from having to perform this task in
the increasingly difficult times of the last few
months before closure.

2) Since it still appeared possible that there would
be employees separated in an intermediate RIF
in November 1995, individuals were issued noti-
ces with dates of either November 1995 or April
1996, depending on retention standing. Once it
was decided that attrition had precluded the
nced for a November RIF, notices with the
November date were amended to April.

3) Issuance of final RIF notices energized many
people for the first time to get serious about
finding a new job, breaking down some of the

remaining denial.

4) The timing of the notices forced those wishing
to take advantage of the final SIPs to commit
themselves to a separation date | to 10 months
in advance, allowing us to incorporate the resul-
ting attrition into our final year downsizing plan.

5) The receipt of a specific RIF notice triggers certain
rights for employees that are not otherwise avail-
able, including entitlement to severance pay on
resignation, and an increase from Category 3 to
Category 1 in expanded SIP standing on the PPP,

6) Issuance of the specific RIF notice also triggers
mandatory registration of individuals in the PPP.
This further assisted attrition and accomplished
another resource-intensive process while more
HR resources were still available.



SiPs are a critical tool. Without them we would
have been forced to have at least two large RIFs prior
to closure (instead of none).

e We used approximately 2000 SIPs from the time
our presence on the closure list was known.

e Use of "deferred SIPs” was critical to retain key
people. While we promoted the philosophy that
all employces were cxpendable and encouraged
everyone to find a new job, there came a point
where it was apparent that the loss of certain
individuals would be extremely damaging and
recovery unlikely. We were able to retain these
employees through the use of a variety of mech-
anisms, but the two most practical were the
“deferred SIP” and “guaranteed employment.”

All but two persons who had committed to SIPs
and were viewed as critical agreed to remain

until they were no longer needed (as opposed

to the dates they were originally assigned as a
result of their seniority). By retaining this core
technical expertise, we were able to reach clos-
ure with little outside assistance and no harm

to services and benefits for employees. Although
money was available to offer the traditional reten-
tion bonus, the use of that tool was rejected early
in closure because managers felt there was too
much potential for abuse of that benefit. In effect,
SIPs that were offered to employees who would
remain until closure became retention incentives.

e Using staggered dates, with quotas for how many
SIPs would be offered each month, was an excel-
lent strategy. It encouraged more senior employees
to leave voluntarily before closure and preserved
the jobs of those who would otherwise have been
RIF'd without the cushion of a retirement. In effect
it completely changed the nature of the losses;
those who would have been RIF'd without the SIP
strategy tended to remain and those who would
have displaced them left with a SIP. This served
the additional purpose of prolonging the period
wherein employees who were not eligible to retire
could obtain additional training and remain in the
PPP. This also allowed several hundred potential
candidates for the postclosure environmental
detachment to remain. This was an important
point because the decision had been made that
only those employees remaining at closure would

be offered positions in the postclosure detachment.

¢ Very few SIP takers resign. Severance pay is gener-
ally more attractive because the $25,000 limit does
not apply. and it permits the recipient to stay until
the last possible day. It also bolsters their subse-
guent claim for unemployment insurance.

The acceptance of a SIP and its accompanying
“voluntary” separation does not preclude the
employee’s receipt of unemployment insurance.
while this issue is still developing, it is important
to know that at least some state of California EDD
administrative law judges have ruled that employ-
ees who retire early (or optionally) to obtain a

SIP quit for “good cause” and are entitled to Ul
benefits. The rationale for this decision is a com-
bination of the employer's urging of recipients to
accept the early separation and SIP, and the employ-
ee's claim that his or her decision was motivated in
large part by a desire to preserve the jobs of more
junior employees not eligible to retire.

Not surprisingly, many employees come to view
SIPs as entitlements and become irate if they
don't have the opportunity to take them when
they want to do so. This is particularly the case
for those employees who have secured non-
federal employment.

PPP is, by a large margin. the most effective
mechanism for outplacement.

MINSY placed approximately 1725 employees
through the PPP from the time the potential clos-
ure was announced until closure. In contrast, the
Solano PIC, working with the Napa PIC, which had
a total of nearly $11 million in retraining grants
at their disposal, can account for less than 300
placements during that same period of time.

While the PPP was by far more effective in raw
numbers of placements than the PIC, that fact
can be largely attributable to the significant bias
of employees toward remaining within the federal
service and the relative ease of using the PPP.
Initial job development efforts performed by the
HR staff and subsequently turned over to the PIC
generated a large number of what we believed to
be attractive job openings early in the closure
process. There were few employees who actively
pursued these early openings. Interest increased
once SIPs were offered and again just prior to
closure. While this is not surprising in retrospect,
some of us expected those eligible for retirement
or with relatively little civil service credit would
quickly pursue such non-federal openings; people
apparently believed the same kinds of opportu-
nities would be present closer to closure. Another
inhibiting factor was that few MINSY employees
had recent job hunting experience and tended to
find job searches difficult and stressful. In contrast,
the PPP required comparatively little effort on the
employee’s part.
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o At first glance, the PPP appeared to be dramat-
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ically more cost-efficient than the PIC-retrained
non-federal placements. On the surface, the cost
of PPP placements appeared relatively modest,
taking into account the cost of an average of six
MINSY HR employees working over three years

to make the 1725 placements. However, there are
major underlying costs that make PPP placements
extremely expensive. First, about 90% of employees
placed through PPP had to relocate to accept their
new job; the average reimbursable cost of these
moves was $25.000. Further, about half of the place-
ments made subsequent to February 1995 (roughly
350) were made by offering SIPs to employees who
were vacating jobs at the “gaining activity” (where
the PPP placement occurs). This typically adds an
additional $25,000 cost per vacancy. A third less
obvious cost is that employees placed in lower-
paying jobs received saved grade and saved pay,
increasing the cost the new employer had to pay
for work formerly performed by a lower-paid
employee. While the increased salary is paid by
the new employer, it remains an additional cost

to the government.

The cost of PPP placements will be greatly reduced
if the closing site is surrounded by other viable
DoD installations, such as exist in San Diego or
Virginia, allowing heavy placements within the
commuting area. By a large margin, employees
preferred to remain within the same commuting
area and only expanded their area of availability
out of desperation. At one point approximately
80% of employees registered in the PPP limited
their availability to the local commuting area. To

a great extent, those who were never placed were
those who never expanded their area of availability.

It proved to be extremely helpful to this process to
require every employee who registered in the PPP
to submit an up-to-date SF-171 for use in qualifica-
tion determinations by the PPP office, precluding
the need for the PPP office to have OPFs. The PPP
staff (and CRC and job club leaders) worked closely
with employees to assist them in providing the
comprehensive SF-171s needed (as opposed to
more brief versions they could submit when apply-
ing for a specific job under merit promotion).

We were consistent in our policy that once employ-
ees left MINSY, they would not be permitted to
return. While we were forced to take back some
employees in a small number of cases (e.g., where
employees flunked drug tests or otherwise were
clearly unqualified for their new positions), we
denied a significant number of employees’ requests
to return to their old jobs once they found they
didn't like their new jobs or locations. We felt it

would be unfair to employees who were still await-
ing offers to end up displaced in a preclosure RIF
because a more senior employee decided that a
new job wasn't what had been expected.

o Take advantage of opportunities! There were numer-
ous instances when a willingness to move quickly
to take advantage of an opportunity yielded seren-
dipitous positive results. One of the best examples
was an initiative that came from an unanticipated
source. A number of shipyard managers, including
some from the HRO, met with representatives from
a local university to discuss bringing some of that
institution’s environmental courses to the shipyard.
At that meeting, which occurred after the closure
was public knowledge, it was decided to expand
the group to include other local educational insti-
tutions and other community resources. This group
quickly grew to nearly 100 members, representing
not only all 2- and 4-year colleges within a 50 mile
radius, but the staffs of local federal and state poli-
ticians, local Private Industry Councils, the state
EDD, labor unions, and others interested in assist-
ing shipyard employees. This group met regularly
for over a year and designed survey forms, assisted
with job fairs, offered free counseling to employees,
helped design grant requests (which netted more
than $8 million) and influenced legislation that
gencrated $2.5 million—all to benefit shipyard
employees. Additional spin-offs included forma-
tion of a postclosure environmental detachment
to employ former shipyard employees to do
environmental cleanup work, and the formation
of a coalition of secondary schools, community
colleges, and universities to establish a compre-
hensive, unique educational institution in former
shipyard spaces.

V. Human Resources Staff During Closure

Regardless of the size of the activity, the HR staff will
need to be supplemented to perform the various addi-
tional tasks that downsizing and closure require. This
could be accomplished by the use of consultants to
perform transition-related tasks. While we used consult-
ants to deliver some specialized training to our HR staff
and the rest of the work force, we found that it worked
well to use other interested activity employees whose
jobs were eliminated because of closure. Specifically,
these employees were used to supplement the staff

of our CRCs and the PPP office. Job club leaders also
served as an informal extension of our HR staff. In both
of these situations employees were initially used just as
extra hands to do such things as serve as receptionists
for the CRCs, to file or distribute job announcements,
maintain reference materials, etc. As employees gained
experience in these areas, they became proficient and
were instrumental in the development of the various



services provided. They evolved into experts in their
areas, developing new, marketable job skills. Several
individuals assigned to CRCs decided to pursue related
careers as a result of their experience.

While most other areas can be handled in a variety
of ways, the key areas where HR expertise were needed,
in our experience, were (in no particular order):

e Staffing/RIF
e DCPDS system maintenance

e PPP administration
(particularly qualifications review)

e Records maintenance
e PCS travel processing

e Labor relations

VI. Data Collection

It is tempting to view data collection in connection
with closure as a peripheral task not deserving the
attention given to other tasks that more directly
support people. While this effort may not be the
number one priority, neither should it be ignored.
We relied heavily on several types of accumulated
data to support our decision-making and might have
made some critical mistakes without it.

Attrition. While conditions can change in the course

of the closure, sometimes predictably, ongoing tracking
of the sources and amount of attrition proved invalu-
able in shaping our strategy for use of downsizing tools.
It was this information we relied on to project the need
for and timing of SIP offerings, the use of expanded SIPs
and the possibility and sizes of intermediate RIFs. We
also used it to evaluate the effectiveness of various
downsizing and placement tools. Qur decision to offer
our final SIPs in monthly increments relied on the pro-
jections derived from past attrition patterns and emerg-
ing trends. We shared the monthly figures with employ-
ees so that they could see whether the downsizing was
progressing sufficiently to avoid projected RIFs. Not to
be underestimated is the steady demand from head-
quarters, other government agencies, and the media, all
wanting to know “how it's going.” All of these requests
involved questions concerning where we were at the
time, how many employees we had when closure start-
ed, how many people were leaving and where they were
going, and a thousand variations.

PPP Data. Data as to what occupations were getting
placement offers and where the offers were coming
from were used to advise employees on occupations
and areas for which they should register to maximize
their chances for employment. For instance, we discov-
ered that at one point our PPP placements were over
90% outside the commuting area, while roughly 80

percent of our employees were registered only within
the commuting area. We used this data to persuade
employees to expand their area of registration so
that 80 percent of our employees were not competing
for 10 percent of the job openings. We supplemented
this statistical data with maps on which we noted the
locations and numbers of people placed, providing
an easily understood visual illustration of where the
jobs were. These data were also very useful for pro-
jecting PCS costs. Ours averaged $25,000 per person.

Survey Data. In developing our transition assistance
program, we used a number of surveys Lo identify what
kinds of assistance employees wanted and their plans,
if any. The survey to discover what kind of training they
would like turned out to be of minimal value. Most
employees needed the assistance provided by counsel-
ing and by courses that dealt with change, retirement
planning, and other transition-related subjects to help
them determine whether to try to continue in their cur-
rent field or try something new. What surveys showed
to be most valuable to employees was frequent and
broad-spectrum communication of information on
what was happening with closure, jobs, attrition, etc.

VII. Postclosure Assistance

HR tasks are not complete when the base closes. [n
recognition of this fact the Naval Sea Systems Com-
mand provided funding for tasks related to MINSY’s
closure for a period of four years, most of it planned
for the first year following closure. To that end, Puget
Sound Naval Shipyard (PSNSY), which is officially the
successor activity for MINSY, received funding to per-
form a variety of postclosure tasks, including human
resources support. Since the nature of this requirement
is temporary, PSNSY HRO determined it would make
more sense to retain a small temporary HR contingent
on the former MINSY site to perform these tasks for
the initial vear rather than to perform the work from
900 miles away. The tasks that remained to be
performed included the following.

e Records disposal

¢ Processing of temporary continuation of coverage
for health benefits and SF-2821 life insurance
coverage forms for separated employees

¢ Response to Office of Personnel Management
requests for information relating to previously
submitted disability retirement packages

o Residual grievances, appeals, discrimination
complaints, and Unfair Labor Practice charges

¢ Continued administration of the PPP, since eligi-
bility of separated employees lasts for one year
following separation

¢ Payroll support
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APPENDIX G

Survey for Worker Assistance

Thank you for taking part in this survey. Your input will be used to help plan for activities that will assist each
of you with decisions you will have to make before base closure. All of your responses will be kept contidential.

Please fill in the blanks or check your answers.
PLEASE PRINT:

Name:

Duty Phone:

which of the following best describe what you plan to do as a result of base closure?

Look for another job Relocate out of the area
a. Within Federal service Not sure what I want to do
b. Outside Federal service I plan to retire
Start my own business Other (Be specific)

Further my education

if you plan to retire, would you be interested in a program on how to plan for retirement?

YES NO
Are you willing to relocate?
YES NO
What educational level have you completed? (Check all that apply)
No high school G.E.D.
Some high school (Grades 9-11) High school graduate

Some college or technical beyond high school.
Please specify the type of training:
College graduate. Degree earned:

Are you currently attending training? YES NO

If yes, what type?

If you were to attend training, where would you like to go?

A community college in my area A 4-year university
A technical/trade school On base
| don't have a preference Other, specify:

If an assessment—a method to help you identify your skills, interests, and values—were made available to help
you plan your future, would you participate?
YES NO

Sample Survey #1



Which of the following services/programs would you be willing to attend? (Check all that apply)
Choosing a new career Improving math skills
Family/Personal counseling Improving English skills
OJT (on-the-job training) Improving reading and writing skills
VCT (vocational classroom training) How to get a high school diploma/G.E.D.
Job placement assistance Credit management
Resume writing Coping with change
Interviewing skills Relocating assistance
Filling out applications Other:

__ Typingclass

T

How far would you be willing to travel to work?
within 10 miles of my home within 50 miles of my home
within 25 miles of my home Other:

i

How would you travel to work?
by car by public transportation
car pool Other (Specify)

|

What is your current job title?
Briefly describe what you do:

What is your current pay plan, OCC series & grade? (Ex. WG-8852-10)
How long have you been at your current grade?

What is the lowest hourly rate of pay you are willing to accept?

List other experience, full-time, regular part-time, or volunteer work and include length of time position was held:

When would you be willing to take a new job?
Before base closure Immediately after base closure
[-3 months after base closure 4-5 months after base closure
More than 6 months after base closure

When would you be willing to start training for a new occupation?
As soon as possible Before base closure
Immediately after base closure 1-3 months after base closure
4-5 months after base closure

From the occupational areas listed below, indicate your top three choices by rating them #1, #2. and #3

34. Personnel/Human Resources
35. Photo Typesetting

36. Plumbing

37. Printing

38. Real Estate Agent

Computer Operator

9. Computer Programmer

10. Computer Tech/Repair

I'1. Construction Trades
12. Cook/Chef

1. Accounting 27. Locksmith

2. Adult Care 28. Machine Operator

3. Assembly 29. Medical Lab Technician
4. Automotive Mechanic 30. Medical Technician

5. Bartender 31. Nurses Aide

6. Building Maintenance 32. Office Machine Repair
7. Child Care 33. Paralegal

8.

T
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13.

14.
15.
16.
17.
18.
19.
20.
21
22.
23.
24,

Cosmetology

Data Entry

Dental Assistance

Diesel Mechanic
Drafting

Electrician

Electronic Technician
Fleet Repair

Food Service Management
Fork Lift Operator

Health Record Tech
Heating/Air Conditioning
Legal Assistant

Licensed Practical Nurse

39.
40.
41,
42.
43,
44,
45.
46.
47.
48.
49,
50.
51.

Secretarial/Office Work
Security Guard
Self-Employment

Sheet Metal Worker
Shipping/Receiving Clerk
Stock/Inventory Clerk
Travel Agent

Tree Trimming/Landscaping
Truck Driver

T.V. Repair

Word Processor

X-Ray Technician

How many years of experience do you have in each of your top three choices:

25,
206.
#1.
#2.
#3.

Sample Survey #1







APPENDIX G

Employee Needs Survey

Name: Soc. Sec. No.
Job Title: Shop: Work Phone:
Home Address: Home Phone:
(street)
(city) (state) (zip code)

Marital Status:

Married Single
Single Parent No. Dependents
Education:
Highest Grade Completed: 1 2 3 4 5 6 7 8 9 10 Il 12 13 14 15 16 16+
High School Diploma G.E.D. or Equivalent

College Degree Received
Vocational School Certificate(s) Received

Employment Goals: (If more than one, order in number of preference).

Federal State/Local Govt. Private Sector
Self-Employment Full time Part time

If known, type of work desired:

If you are planing to retire, check here __ Date of Retirement:

Interest Response: Indicate the type of training in which you have an interest:
Are you willing to work while attending school?
Yes No

If Yes, would you be available for school/work:
Evenings Weekends
Other: (specify)

Are you interested in an O.].T. program?

Yes ___No
Do you have transportation?

Yes _____No
Willing to relocate?

Yes No

Financial Assistance: Would you need financial assistance during retraining for:
Transportation Child Care Other: (specify)

Desired Areas of Counseling: (Check as many as you would like.)

Unemployment Benefits Job Market Analysis Skills Assessment
Interviewing Techniques Resume Writing Training Options
Financial Planning V.A. Benefits ____ Med. Care/Health Ins.
Other: (specify)

Sample Survey #2







APPENDIX D

Rapid Response-Transition Services
Needs Survey Questionnaire

This questionnaire has been designed to help us provide to meet your personal, training, and career needs and
concerns associated with you layoff. You are not required to provide personal information, but the completion of
this survey would be greatly appreciated. Individual responses are confidential.

PLEASE PRINT

Name Soc. Sec. #
Address
Phone

Male ____ Female Age

Education (check highest level completed)

(1) 8th grade or less

(3) High School Diploma or GED
(5) 1-2 Years College

(7) College Degree (BA/BS)

2) 9th - 1 1™ grade

4) Voc-Tech School

6) College Degree (AA)
8) Cert/Licenses

S
-
|
|

|

Employment with current/last employer?

Years and Months S Hr.
What is the hourly wage you expect in your next job?
Less than $5 $5-87 $8-$10
$11-$13 Above 513
Are you willing to relocate? Yes No

Number of miles you are willing to drive one way to work?
No transportation 10 miles or less __11-25miles
26-40 miles over 40 miles

What Job Search Assistance do you need?

Resume Writing Application Preparation
Interviewing Techniques Career Planning

job Leads/Contacts Skills, Interest Testing
Other

Sample Survey #3



Do you believe additional training/education would help to make you more employable?

Yes No

If yes, please indicate the type(s) of training that would be beneficial.

1T

GED (High School Equivalency Diploma)

Basic education (courses in reading, math, or English)
ESL (English as a second language)

Vocational training in a craft or trade

Academic training at a business school or college
On-the-job training

Apprenticeship training

Other

What personal assistance or information you believe would be useful?
(Check the ones that would be helpful.)

Financial Budgeting Alcohol/Drug Use
Starting Your Own Business
Medical Care/Health Insurance
Stress Management Counseling
Education Financial Aid
Disability Benefits

Family Concerns Counseling
Moving Costs for relocation
Child Care Assistance

Other

Veterans Services/Benefits
Food Stamps/Social Service
Mortgage Counseling

Legal Issues
Selling-Buying Houses
Social Security Benefits
Retirement Planning
Transportation Assistance

T
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APPENDIX E

U.S. Department of Lahor
Economic Dislocation and Worker
Adjustment Assistance Act (EDWAA)

EDWAA amended Title Il of the Job Training Partnership
Act, and provides funds to states and local substate
grantees so they can help dislocated workers find and
qualify for new jobs.

Eligibility

Workers who have lost their jobs and are unlikely to
return to their previous industries or occupations are
eligible for the program. This includes workers who
lose their jobs because of plant closures or mass lay-
offs, long-term uncmployed persons with limited job
opportunities in their fields; and farmers, ranchers and
other self-employed persons who become unemployed
due to general economic conditions. Under certain
circumstances, States may also authorize service for
displaced homemakers.

Service Delivery Structure

Each State is divided into substate areas. The programs
are designed and operated at the local level, where the
decisions about who can be served and which services
will be offered are made based on local labor market
needs and opportunities, and available resources.

The Governor of each State designates a Dislocated
Worker Unit which has the primary responsibility for
overall administration and management of the program.
including the establishment of a system to respond
rapidly to major worker dislocations. Funds are made
available to the States each year using a distribution
formula based on unemployment in each State.

Services Available

EDWAA authorizes an array of comprehensive and
timely retraining and readjustment services. States
and local substate grantees can tailor the service to
meet participants’ individual needs based on the
funds available These services include:

« Rapid Response. Each State has a Dislocated
worker Unit (DWU) which receives notices of
plant closures and mass layoffs covered under
the Worker Adjustment and Retraining Notifica-
tion Act (WARN). When a DWU obtains informa-
tion about a major layoff, if can respond with
on-site services to assist workers facing job
losses. The DWU may also help to set up a labor-
management committee at the worksite and/or
assist in efforts to avert worker dislocations.

¢ Retraining Services. Workers can receive class-
room, occupational skills, and/or on-the-job
training to qualify for jobs in demand. Basic
and remedial education, entrepreneurial train-
ing, and instruction in literacy or English-as-
a-second-language may be provided.

« Readjustment Services. These include: outreach
and intake; testing and counseling; development
of individual service plans; labor market informa-
tion; job development; job search and placement;
supportive services (including child care and trans-
portation allowances); relocation assistance; and
pre-layoff assistance programs.

e Needs-Related Payments. Dislocated workers
who have exhausted their unemployment insur-
ance (U!) benefits may receive needs-related
payments while they complete training

e Certificates of Continuing Eligibility. These cer-
tificates allow eligible dislocated workers to
defer the start of retraining, or to obtain their
own retraining.

National Reserve Account (NRA)

States and substate areas may apply for NRA Grants
from the Department of Labor's Employment and

Training Administration (ETA) if they need additional
funds to administer and operate projects for eligible
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workers dislocated due to mass layoffs, plant closure,
disasters, and Federal government actions.

For Further 1nformation: Workers, employers,
and anyone interested in learning more about the
EDWM program and the services available should
contact the appropriate State Dislocated Worker Unit,
or write: Office of Worker Retraining and Adjustment
Programs, U.S. Department of Labor, Room N-5426,
200 Constitution Avenue, N.W., Washington, DC 20210.

April 1996
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APPENDIX F

U.S. Department of Lahor: Defense
Conversion Adjustment (DCA) Program

The Defense Conversion Adjustment (DCA) Program is
authorized by the Job Training Partnership Act (JTPA) at
Section 325. Its purpose is to provide retraining and read-
justment assistance to workers who are being laid off as
a result of reduced expenditures by the United States
for defense, or by closures of military facilities. The DCA
program is in addition to the |TPA block grant program
operated by states and substates which provides services
Lo workers who have lost their jobs (including defense
jobs) and are unlikely to return to their previous indus-
tries or occupations {see EDWAA Fact Sheet).

Service Delivery Structure

Individual dislocated workers may receive services
from local providers under grants awarded by the U.S.
Department of Labor. Eligible grant applicants include
states, substate grantees (established under JTPA),
employers, employer associations, and representa-
tives of employees.

Eligibility to Receive Services

¢ Individuals who have been terminated or laid off, or
have received a notice of layoff as a consequence of
reductions in defense spending and are unlikely to
return to their previous industry or occupation.

e Civilian employees of the Department of Defense
working at facilities being closed or realigned as
a result of BRAC actions. Assistance is available
up to two years prior to the date of closure, or
completion of realignment.

e Members of the Armed Services who are invol-
untarily separated from active or National Guard
duty as a result of reduced military expenditures
or the closure of the facility.

Types of Services Available

The DCA Program offers an array of comprehensive
and timely retraining and readjustment services.

States and substate grantees can tailor the services
to meet participants’ individual needs based upon
the funds available. These services include:

e Retraining Services. Workers can receive class-
room, occupational skills, and/or on-the-job
training. Basic and remedial education, entre-
preneurial training, and instruction in literacy
or English-as-a-second-language.

o Readjustment Services. These include: outreach
and intake; testing and counseling; development
of individual service plans; labor market informa-
tion; job development; job search and placement;
supportive services (including child care and trans-
portation allowances); relocation assistance; and
prelayoff assistance programs.

¢ Needs-Related Payments. Under certain circum-
stances, dislocated workers who have exhausted
their unemployment insurance (Ul) may receive
needs-related payments to help them complete
training. Payments may not exceed the individual's
Ul benefits or the poverty level, whichever is higher.

How to Apply for a DCA Grant

Eligible applicants may apply for DCA grants from the
U.S. Department of Labor's Employment and Training
Administration. Applications must be submitted pur-

suant to the application procedures published in the

Federal Register.

For Further Information about the DCA Program
described above, workers who have lost their jobs (or
work at a facility that is closing) as a result of defense
cutbacks should contact the appropriate State Dislo-
cated Worker Unit, or write: Office of Worker Retraining
and Adjustment Programs, U.S. Department of Labor,
Room N-5426, 200 Constitution Avenue, N.W., Wash-
ington, D.C. 20210. (Fax: 202-219-5938).

July 1995
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U.S. Department of Lahor:
Defense Diversification Program (DDP)

Synopsis

The Detense Diversification Program (DDP) is author-
ized by the job Training Partnership Act {JTPA) at Section
325A. Its purpose is to provide retraining and readjust-
ment assistance to workers and military personnel who
are losing their jobs as a result of defense cutbacks and
closures of military facilities. It also provides for plan-
ning support and conversion assistance for diversifica-
tion of affected facilities within an area impacted by
reductions in military expenditures or closure of
military facilities.

The DDP program is in addition to the JTPA block
grant program operated by states and substates which
provides services to workers who have lost their jobs
(including defense jobs) and are unlikely to return to
their previous industries or occupations (see EDWAA
Fact Sheet)

Service Delivery Structure

individual dislocated workers may receive services
from local providers under a DDP grant awarded by
the National Office of the U.S. Department of Labor's
Employment and Training Administration (ETA). Eligi-
ble grant applicants include states, substate grantees
(established under JTPA), employers, representatives
of employees, labor-management committees, and
other employer-employee entities.

Eligibility Criteria to Receive Services

e Civilian employees of the Department of Defense,
Department of Energy, and defense contractors who
have been terminated or laid off, or have a notice of
termination or layoff, who are unlikely to be reem-
ployed in their previous industry or occupation, and
who are not cntitled to retirement or retainer pay
related to the termination or layoff.

e Department of Defense civilian employees working
at facilities being closed or realigned as a result of
BRAC actions. Assistance is available up to two

years prior to the date of closure, or completion
of realignment.

Members of the Armed Forces who are involuntarily
separated from active or full-time National Guard
duty between October 1, 1990 and September 30,
1995, are not entitled to retirement or retainer pay
related to the separation, and apply for assistance
within 180 days from the date of separation.

Types of Services Available

The DDP program authorizes an array of comprehen-
sive and timely retraining and readjustment services.
Services can be tailored to meet participants’ individ-
ual needs. Longterm educational and/or occupational
training that will make the dislocated worker compe-
titive in the workforce of the future is encouraged.

Major activities and services that may be provided
by a DDP grantee include:

o Retraining Services. These include classroom,
occupational skills, and on-Lthe-job training. Basic
and remedial education, entrepreneurial training,
and instruction in English-as-a-second-language
may also be provided.

o Readjustment Services. These include: outreach
and intake; development of individual readjust-
ment plans; labor market information; job devel-
opment; job search and placement; supportive
services (including child care and transportation
allowances); relocation assistance; and pre-layoff
assistance programs.

e Needs-Related Payments. Qualified participants who
have exhausted their unemployment insurance (Ul)
will receive needs-related payments to help them
complete training or education programs. Payments
will be equal to an individual's Ul benefits or the
poverty level, whichever is higher.

To qualify for needs-related payments, participants
must be enrolled in training by the end of the 13th
week of their initial Ul benefit period (or by the end
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of the 8th week after being informed that a sup-
posed short-term layoff will exceed 6 months),
or by the end of the 6th week after a grant has
been awarded. An eligible worker who does not
qualify for Ul must be participating in a training
or education program in order to receive needs-
related payments.

e Other DDP Provisions. In addition to the above
services for eligible workers, a DDP grantee may
provide skills upgrading to currently employed
workers in non-managerial positions. Upgrading
training must be integral to the conversion of a
defense facility and necessary to prevent a closure
or mass layoff, and to replace or update obsolete
skills with marketable skills.

A Grantee may provide limited assistance to
implement high performance workplace and workforce
participation systems, and new production technologies
to assist conversion efforts.

How to Apply for DDP Grant

Eligible grantees may submit applications to the Grant
Officer, Employment and Training Administration, U.S.
Department of Labor. Applications must be submitted
pursuant to the application procedures published in
the Federal Register on July 19, 1993,
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Authorization

Section 4465 of the National Defense Authorization Act
for FY 1993 amended the Job Training Partnership Act.
Section 325A provides for the Defense Diversification
Program.

For Further Information about the DDP program
described above, workers who have lost their jobs (or
work at a facility that is closing) should contact the local
agency that administers JTPA programs, or the State
Dislocated Worker Unit.

For information regarding how eligible grantees may
apply for DDP funds, please contact the U.S. Department
of Labor, Employment and Training Administration,
Office of Worker Retraining and Adjustment Programs,
telephone 202-219-5339, or fax 202-219-5938.

July 1995



APPENDIX H

Regional Offices of the Department of Labor
Employment and Training Administration

Region (States Served)

Contact Information

Region | (Connecticut, Maine, Massachusetts,
New Hampshire, Rhode Island, Vermont)
Robert |. Semler, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
JFK Federal Building, Room E-350

Boston, Massachusetts 02203

(617) 565-3630

Region Il (New York, New Jersey.
Puerto Rico, Virgin Islands)
Albert Garizio, Acting Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
201 Varick Street, Room 755

New York, New York 10014

(212) 337-2139

Region lIl (Delaware, District of Columbia,
Maryland, Pennsylvania, Virginia,

West Virginia)

Edwin G. Strong, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
3535 Market Street, Room 13300

Philadelphia, Pennsylvania 19104

(215) 596-6336

Region IV (Alabama, Florida, Georgia,
Kentucky, Mississippi, North Carolina,
South Carolina, Tennessee)

Toussiant L. Hayes, Regional Administrator

U.S Dept. of Labor/Employment & Training Admin.
1371 Peachtree Street, NE, Room 400

Atlanta, Georgia 30367

(404) 347-4411

Region V (Illinois, Indiana, Michigan,
Minnesota, Ohio, Wisconsin)
Joseph luarez, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
230 South Dearborn Street, Room 628

Chicago, lllinois 60604

(312) 353-0313

Region VI (Arkansas, Louisiana,
New Mexico, Oklahoma, Texas)
Donald A. Balcer, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
525 Griffin Street, Room 317

Dallas, Texas 75202

(214) 767-8263

Region VII (lowa, Kansas, Missouri,
Nebraska)
William H. Hood, Regional Administrator

U S. Dept. of Labor/Employment & Training Admin.
1100 Main Street, Suite 1050

Kansas City, Missouri 64105

(816) 426-3796

Region VIII (Colorado, Monlana,
North Dakota, South Dakota,
Utah, Wyoming)

Peter E. Rell, Regional Administrator

U.S. Dept. of Labot/Employment & Training Admin.
1999 Broadway Street, Suite 1780

Denver, Colorado 80202-5716

(303) 391-5740

(continued)
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Region IX (Arizona, California,
Hawaii, Nevada,

Pacific Territories)

Armando Quiroz, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
71 Stevenson Street, Suite 830

San Francisco, California 94105

(415) 975-4612

Region X (Alaska, idaho, Oregon,
Washington)
Bill Janes, Regional Administrator

U.S. Dept. of Labor/Employment & Training Admin.
1111 Third Avenue, Suite 900

Seattle, Washington 98101-3212

(206) 553-7700
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APPENDIX |

Dislocated Worker Units

Alabama

Raymond A. Clenney, Coordinator

Job Training Division

Alabama Department of t.conomic
and Community Affairs

401 Adams Avenue

Post Officc Box 5690

Montgomery, Alabama 36103-5690

Telephone: (334) 242-5893

Alaska

Carolyn Tuovienen, DWU Coordinator

Division of Community and Rural Development
Department of Community and Regional Affairs
333 West 4th Avenue, Suite 220

Anchorage, Alaska 99501-2341

Telephone: (907) 269-4658

Arizona

Tommy Landa, DWU Coordinator

Job Training Partnership Act

1789 West |efferson, Site Code 920Z
Phoenix, Arizona 85005

Telephone: (602) 542-2484

Arkansas

Linda Morris

Arkansas Employment Security Department
Post Office Box 2981

Little Rock, Arkansas 72203-2981
Telephone: (501) 682-3137

California

Robert Hermsmeier

Displaced Worker Services Section Manager
job Training Partnership Division, MIC 69
Employment Development Department
Post Office Box 826830

Sacramento, California 94280-0001
Telephone: (916) 654-9212

Colorado

Dick Rautio, Planner

Dislocated Worker Unit
Governor's Job Training Office
Suite 550

720 South Colorado Boulevard
Denver, Colorado 80222
Telephone: (303) 758-5020

Connecticut

Kathleen Wimer, Title 11l Coordinator
State Department of Labor
200 Folly Brook Boulevard
Wethersfield, Connecticut 06109
Telephone: (203) 566-7550

Delaware

Alice Mitchell, Technical Service Manager
Delaware Department of Labor
Division of Employment and Training
lIniversity Plaza, Post Office Box 9499
Newark, Delaware 19714-9499
Telephone: (302) 368-6913

Florida

Arnell Bryant-Willis, Chief

Bureau of Job Training

Division of Labor, Employment and Training
1320 Executive Center Drive

Atkins Building, Room 211

Tallahassee, Florida 32399-0667

Telephone: (904) 488-9250

Georgia

Robert Davis, Chief

Worker Adjustment Section
Georgia Department of Labor
Sussex Place

148 International Boulevard, NE
Atlanta, Georgia 30303
Telephone: (404) 656-6336
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Hawaii

Carol Kanayama, Acting Administrator

Office of Employment and Training Administration
Department of Labor and Industrial Relations

830 Punchbowl Street, Room 316

Honolulu, Hawaii 96813

Telephone: (808) 586-9067

Idaho

Cheryl Brush, Bureau Chief, Planning
Employment and Training Programs
Department of Employment

317 Main Strcet

Boise, Idaho 83735-0001

Telephone: (208) 334-6303

Hlinois

Herbert Dennis, Manager

Job Training Division

Department of Commerce and Community Affairs
620 East Adams Street

Springfield, lllinois 62701

Telephone: (217) 785-6006

Indiana

Sharon K. Langlotz, Director

Dislocated Worker Unit

indiana Department of Workforce Development
10 North Senate Avenue

Indianapolis, Indiana 46204

Telephone: (317) 232-7371

lowa

leff Nall, Administrator

Division of Workforce Development

fowa Department of Economic Development
200 East Grand Avenue

Des Moines, lowa 50309

Telephone: (515) 281-9013

Kansas

Armand Corpolongo, Job Training Director
Department of Human Resources
Division of Employment and Training
401 SW Topeka Boulevard

Topeka, Kansas 66603

Telephone: (913) 296-7876
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Kentucky

Jill K. Day, Staff Assistant

Office of Training and Reemployment
Workforce Development Cabinet

275 East Main, 3 Floor West
Frankfort, Kentucky 40621

Telephone: (502) 564-5360

Louisiana

Dale Miller, Assistant Director

Special Programs Section Office of Labor
Federal Training Program Division

Post Office Box 94094

Baton Rouge, Louisiana 70804-9094
Telephone: (504) 342-7637

Maine

Michael Bourret

Director of Workforce Development

Maine Department of Labor

Bureau of Employment and Training Programs
20 Union Street

State House Station 55

Augusta, Maine 043303

Telephone: (207) 287-3377

Maryland

Ron Windsor

Office of Employment Training

Department of Economic and
Employment Development

1100 North Eutaw Street, Room 3109

Baltimore, Maryland 21201

Telephone: (410) 767-2832

Massachusetts

Suzanne Teegarden, Director
Industrial Services Program
The Schrafft Centcr

529 Main Street, Suite 400
Boston, Massachusetts 02129
Telephone: (617) 727-8158 x319

Michigan

James Hover

Workforce Transition Unit
Michigan Jobs Commission
201 North Washington Square
Lansing, Michigan 48913
Telephone: (517) 373-2162



Minnesota

lim Korkki, Director

Dislocated Worker Program
Community-Based Services

Minnesota Department of Economic Security
390 North Robert Street, First Floor

St. Paul, Minnesota 55101

Telephone: (612) 296-6061

Mississippi

Jean Denson, Director

Employment Training Division

Mississippi Department of Economic and
Community Development

301 West Pear| Street

Jackson, Mississippi 39203-3089

Telephone: (601) 949-2234

Missouri

Julie Gibson, Director

Division of Job Development and Training
Department of Economic Development
Post Office Box 1087

Jefferson City, Missouri 65102-1087
Telephone: (314) 751-7796

Montana

Mary Walsh, DWU Coordinator

State job Training Bureau

Montana Department of Labor and Industry
Post Office Box 1728

Helena, Montana 59624

Telephone: (406) 444-4500

Nebraska

Edward Kosark

Nebraska Department of Labor
Job Training Program Division
550 South 16th Street

Lincoln, Nebraska 68509
Telephone: (402) 471-9903

Nevada

Jan Pirozzi, DWU

State Job Training Office
Capitol Complex

400 West King Street, Suite 108
Carson City, Nevada 89710
Telephone: (702) 687-4310

New Hampshire

Boby Stevens, DWU Director

New Hampshire Job Training Coordinating Council
64-B Old Suncock Road

Concord, New Hampshire 03301

Telephone: (603) 228-9500 x440

New Jersey

Thomas Drabik, Director

Rapid Response Team

Labor Management Committee

New Jersey Department of Labor
CNO058

Trenton, New Jersey 08625-0058

Telephone: 1-800-343-3919

New Mexico

Kent James, Planner/EDWAA Coordinator
Post Office Box 4218

Santa Fe, New Mexico 87502
Telephone: (505) 827-6866

New York

Pahl H. Gunn, DWU Director

New York State Department of Labor
State Office Campus

Building 12

Albany, New York 12240

Telephone: (518) 457-3101

North Carolina

R. Scott Ralls, Director

Division of Employment and Training
North Carolina Department of Commerce
111 Seaboard Avenue

Raleigh, North Carolina 27604
Telephone: (919) 733-6383

North Dakota

James Hirsch, Director

Job Training Division

Jjob Service North Dakota

1000 East Divide Avenue

Post Office Box 5507

Bismarck, North Dakota 58502-5507
Telephone: (701) 328-2843
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Ohio

James Turner, Manager

Rapid Response, OJT Ohio

Ohio Bureau of Employment Services
145 South Front Street

Post Office Box 1618

Columbus, Ohio 43215
Telephone: (614) 466-3817

Oklahoma

Joe Glenn, Chief, DWU Unit

Oklahoma Employment Security Commission
Will Rogers Building, Room 408
2401 North Lincoln Boulevard
Oklahoma City, Oklahoma 73105
Telephone: (405) 557-7294

Oregon

Patricia Grose, DWU Coordinator
Economic Development Department
255 Capitol Street, NE

3rd Floor

Salem, Oregon 93710

Telephone: (503) 373-1995

Pennsylvania

John Vogel, Director, DWU

Labor & Industry Building

7th and Forester Streets

Room | 112E

Harrisburg, Pennsylvania 17120
Telephone: (717) 787-9282

Rhode Island

Robert Gray, EDWAA Coordinator
Department of Employment and Training
109 Main Street

Pawtucket, Rhode Island 02860
Telephone: (401) 277-3450

South Carolina

Maxwell F. Parrott, Ir., Program Coordinator
Manpower Training Unit

Post Office Box 995

Columbia, South Carolina 29202
Telephone: (803) 737-2601
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South Dakota

Mike Ryan, ]TPA Administrator

South Dakota Department of Labor
Kneip Building

700 Governors Drive

Pierre, South Dakota 57501
Telephone: (605) 773-5017

Tennessee

Louis Stone, DWU Manager

Tennessee Department of Labor
Gateway Plaza

710 James Robertson Parkway, 4th Floor
Nashville, Tennessee 37243

Telephone: (615) 741-1031

Texas

Dale Robertson, Manager EDWAA
Work Force Development Division
Texas Workforce Commission

211 East 7th Street, Suite 1000
Austin, Texas 78701

Telephone: (512) 936-0474

Utah

Gary Gardner, DWU Supervisor

Utah Office of Job Training for Economic Development
324 South State Street, Suite 500

Salt Lake City, Utah 84114-7162

Telephone: (801) 538-8757

Vermont

Andrea Tomasi, DWU Coordinator
Department of Employment and Training
Post Office Box 488

Montpelier, Vermont 05602

Telephone: (802) 828-4177

Virginia

Rob Ashby

Virginia Employment Commission
Post Office Box 1358

Richmond, Virginia 23211
Telephone: (804) 786-3037



Washington

Larry Malo, Assistant Commissioner
Employment and Training Division
605 Woodland Square Loop, SE
MS-6000; Post Office Box 9046
Olympia, Washington 98507-9046
Telephone: (206) 438-4611

West Virginia

Sherron Higginbotham, Manager

Governor's Administered Programs & DWU
Bureau of Employment Programs

Job Training Programs Division

112 California Avenue

Charleston, West Virginia 25305-0112
Telephone: (304) 558-1847

Wisconsin

Dan Bond, Chief

Dislocated Worker Unit

Division of Jobs, Employment and Training Services
Department of Labor, Industry and Human Relations
201 East Washington Avenue

Post Office Box 7972

Madison, Wisconsin 53707

Telephone: (608) 266-0745

Wyoming

Brian Clark, Coordinator

Job Training Program
Department of Employment
100 West Midwest

Post Office Box 2760
Casper, Wyoming 82602
Telephone: (307) 235-3601

Puerto Rico

Ardin Teron, President

Technological-Occupational Education Council

431 Ponce de Leon, 16th Floor
Hato Rey, Puerto Rico 00918
Telephone: (809) 754-5633

Virgin Islands

Malcolm McGregor

DWU Coordinator

Virgin Islands Department of Labor

2131 Hospital Street

Christiansted, St. Croix, Virgin Islands 00820
Telephone: (809) 773-1994

District of Columbia

Shirley Arnett, DWU Chief
1000 U Street, NW

Suite 331

Washington, DC 20001
Telephone: (202) 673-4434
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