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EXECUTIVE SUMMARY

Funded by the U.S. Department of Labor’s (DOL’s) Workforce Innovation Fund (WIF) program,
Skills Wisconsiis a joint effort of a consortium of the state’s 11 Workforce Development
Boards (WDBs) that aims to improve communication among workforce development
stakeholders throughout the state. The project’s premise is that to effectively serve, not only
jobseekers but also employers in the communities in which they operate, workforce
development stakeholders must have a keen awareness of labor market conditions—including
both employer needs and workforce skills. The main components of Skills Wisconsiimclude:

A Implementing new technology—A cloud-based customer relationship management
(CRM) application, Salesforce, was to be implemented in each of the state’s 11
Workforce Development Areas (WDAs). The Salesforce platform was expected to
improve communication among workforce development and economic development
stakeholders throughout the state, by providing a single system for managing contact
between the workforce system and employers and allowing different workforce system
stakeholders to exchange information.

A Developing a new approach to business partnerships—To complement the adoption of
Salesforce, another focus of the program was to reform the way WDB Business Service
Units (BSUs) serve employers in their regions. This part of Skills Wisconsiwas to focus
on providing training on a demand-driven approach to workforce development.

A Enhancing industry partnerships and developing new training curricula—Building on
the stronger relationships with employers anticipated as a result of the first two
program components, the program was also to include plans to enhance and expand
industry partnerships in the state and to develop new training program curricula better
aligned with employer needs.

Under the WIF, each grantee is required to implement an independent evaluation of its grant
program as a condition of the award. The evaluations are intended to generate new, stronger
evidence on the effectiveness of innovative changes to the workforce system. The WDB of
South Central Wisconsin, the lead WDB for Skills Wisconsjncontracted with IMPAQ
International, LLC (IMPAQ) to conduct the required independent evaluation.

Our evaluation of Skills Wisconsitbnsists of three components:
A A quantitative impact evaluation
A A qualitative process study

A An outcomes analysis.

The impact evaluation will focus on the effects of Salesforce implementation on jobseekers. The
process study will focus on how implementation of Salesforce affects workforce development
stakeholders—including WDBs, economic development agencies, training partners, and
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employers. Lastly, the outcomes analysis will document the progress of Skills Wisconsin
implementation through analyses of data gathered over the course of the evaluation.

This report presents interim evaluation results, based on grant activities and evaluation data
collection to date, roughly midway through the grant period. It builds on the results presented
in a report prepared at the end of the first year of the grant, which documented baseline
information on how the workforce system in Wisconsin operated prior to implementation of
Skills WisconsihThe previous report focused on establishing a baseline with which to compare
changes that occur over the grant period. The focus of this report is to document
implementation progress to date.

ES.1 Implementation Progress to Date and Lessons Learned

The second calendar quarter of 2014 marks the end of the second year of the grant period.
IMPAQ has now gathered data from multiple sources to understand how Skills Wisconsin
implementation has progressed to this point. Qualitative data gathered from in-person site
visits to all 11 WDAs before implementation of Salesforce confirmed many of the original
motivations for the program—including little coordination across different workforce
organizations or across WDAs, variation across WDAs in how employer relationships were
managed, and some reluctance to share information among organizations.

Implementation Progress. Regular performance reports submitted by the grant team to DOL
show that most of the focus of Skills Wisconsithas been on successfully implementing
Salesforce in all 11 of the state’s WDAs. This had been accomplished by the beginning of the
second grant year. Data on Salesforce usage covering the 13-month period ending in May 2014
shows that staff are using the system to varying degrees. Entering the grant’s third year, the
focus of the program is shifting to enhancing and expanding industry partnerships in the state.
The grant team has gathered information on existing industry partnerships and related efforts,
and will soon be providing WDAs with funding to support industry partnership work.

Factors Related to Success. Interviews with staff at all 11 WDAs and staff at key grant partner
organizations revealed both a number of factors associated with program successes
experienced to date and challenges the grant team has faced. WDAs that had more advanced
systems and processes for managing employer relationships have fared better in adopting
Salesforce and shifting toward a more demand-driven approach to business services. Putting
formal incentives in place to encourage the use of Salesforce has spurred the platform’s
adoption. But this approach is not yet feasible in all areas. Though many users find Salesforce
helpful, users also note that more could be done with the platform.

Challenges. The most significant program challenges have been both technological and
institutional. On the technological side, integrating Salesforce with other data administrative

! Davis, S., C. Corea, and D. Brooks. Evaluation of Skills Wisconsin: Baseline RepdRAQ International, Prepared
for the Wisconsin Workforce Development Association and Consortium. September 30, 2013.
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systems has proven difficult. Also, some Salesforce users are skeptical of the system because of
past experience with other tools that were introduced only to eventually fall out of use.
Institutionally, it has been difficult to generate and sustain enthusiasm for and commitment to
SkillsWisconsin both among WDAs and among grant partners, whose attention sometimes
focuses on competing priorities.

On the whole, through the first two years of the grant, Skills Wisconsihas made significant
progress toward its main objectives of improving communication and collaboration across the
state’s workforce system. Although progress has not necessarily been uniform across the state,
both WDBs and other grant partners are taking steps to improve the way they serve Wisconsin
businesses. The Skills Wisonsin project director summarized progress to date nicely: “I've
always had the approach that everyone is starting this from a different place. If all 11 areas can
continue to move and raise the bar for themselves, heading towards a generally agreed upon
approach, that would be a good thing.”

ES.2 Initial Analysis of Jobseeker Data

The impact evaluation of Skills Wisconsiwill use individual-level data on jobseekers who
received services from Wisconsin’s workforce system to estimate the short-term impact of
Salesforce implementation on jobseeker outcomes.? Complete follow-up data needed for the
impact evaluation will not be available until later in the grant period, so it is not possible to
carry out the impact evaluation at this time. Rather, in this report, we focus on describing the
individual-level data we have now and on assessing the plausibility of the key assumption upon
which our approach is based.

We will use a quasi-experimental approach to estimate the impact of Skills Wisconsimon
jobseeker outcomes, focusing on three outcome measures:

1. Employment—whether the jobseeker is employed in the first quarter after receiving
services

2. Retention—conditional on being employed in the first quarter after receiving services,
whether or not the jobseeker is employed in both the second and third quarters after
receiving services

3. Earnings—total earnings in the second and third quarters after receiving services.

Our approach involves comparing changes in these outcomes observed in pilot WDAs to
changes observed in non-pilot WDAs. For each group of WDAs, the change in outcomes is
derived by comparing outcomes for jobseekers receiving services from the state workforce
system after implementation of Salesforce in the pilot areas to the same outcomes for

? The impact evaluation (to be conducted at a later date) will not measure the impact of the entire Skills Wisconsin
grant on jobseeker outcomes. Rather, it will measure the early impact of grant activities that occurred in pilot
WDAs through March 2013. The main grant activity during this time was implementation of Salesforce, which was
completed in the five pilot WDAs in the first calendar quarter of 2013.
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jobseekers that had received services before implementation of Salesforce.® Our crucial
assumption is that the group of non-pilot WDAs represents a valid comparison group for the
group of pilot WDAs. If so, the difference between the changein outcomes for jobseekers in
pilot WDAs and the changein outcomes for jobseekers in non-pilot WDAs pre-Salesforce
implementation in those sites provides reliable estimates the impact of SkillsWisconsinon
these outcomes.*

Comparing Jobseekers in Pilot and Non-Pilot WDAs. As a starting point for assessing whether
the group of non-pilot WDAs represents a credible comparison group for the impact evaluation,
we compare jobseekers who received WIA services in pilot and non-pilot WDAs before
implementation of Salesforce. Overall, our comparisons of jobseekers’ demographic
characteristics, prior labor market experiences, services received, and labor market outcomes
for those that received services before implementation of Skills Wisconsineveals relatively
minor differences between pilot and non-pilot WDAs. A second way to assess how similar pilot
and non-pilot WDAs are is to examine the characteristics of jobseekers who received services
after implementation of Salesforce in the pilot sitesacross the two groups. Similar comparisons,
as described above, likewise show few differences between jobseekers who received services in
pilot versus non-pilot WDAs. These combined results show that the jobseeker data we will use
in the impact evaluation provide no evidence of systematic, differential changes in any of the
three categories of variables. This gives us confidence that the assumption underlying our
empirical strategy—that the group of non-pilot WDAs represents a valid comparison group for
the group of pilot WDAs—is reasonable.

Comparing Trends in Pilot and Non-Pilot WDAs. Yet another way to assess whether it is
plausible to assume that trends in pilot and non-pilot areas moved in tandem between 2012
and 2013 is to look at whether trends in labor market outcomes in the two groups of WDAs
moved in tandem over the previous year (i.e., 2011-2012). If trends in the two areas moved
more or less in parallel during this pre-grant period, we may be even more confident that a
similar pattern held between 2012 and 2013. Exhibit ES-1 shows data on the three labor market
outcomes for both pilot and non-pilot WDAs in 2011 and 2012. The last column of the exhibit
shows differences in the change for pilot versus non-pilot WDAs.

® Note that these are not the same jobseekers.
* The quasi-experimental approach we describe is commonly referred to as differencein-differences
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Exhibit ES-1: Changes in Jobseeker Labor Market Outcomes, 2011-2012

Non-Pilot Diff. .
WDAs |_ erence in
Differences
Difference Difference

Employment (%) 61.4 | 58.7 2.7 65.2 63.7 -1.5 1.2
Retention (%) 83.3 82.3 -1.0 83.2 82.7 -0.5 0.5
Earnings ($) 7,587 7,212 -375 7,454 7,192 -262 113
Number of 14,306 | 14,463 - 20,004 | 15,830 - -
Observations

Source: DWD administrative data.

As shown, trends in all three key labor market outcomes were very similar in pilot and non-pilot
WDAs. The 2011-2012 change in the employment rate for jobseekers in non-pilot areas was -
2.7 percentage points, compared to a change in pilot areas of -1.5 percentage points. For all
three outcomes, the 2011-2012 change in both areas was in the same direction and similar in
magnitude. For employment and retention, the difference in differences between pilot and
non-pilot WDAs was less than two percentage points. Changes in jobseeker earnings differed by
only $113, less than two percent of annual earnings.

Thus, we see no evidence of differential patterns in the labor market outcomes of jobseekers
between pilot and non-pilot WDAs from 2011-2012. On the plausible assumption that a similar
pattern held for the 2012-2013 period, these results lend additional credibility to the main
assumption behind our technical approach to the impact evaluation.

ES.3 Analysis of Outcomes Data to Date

Outcomes data collected to date include baseline data on employer sentiment from the first
wave of the employer survey and quarterly data on performance outcomes. The performance
outcomes data provide quantitative measures related to implementation of Salesforce, training
in demand-driven business services, and development of new training curricula and industry
partnerships.

Employer Survey. Exhibit ES-2 summarizes employer responses to a survey question asking how
well the state’s workforce system serves businesses.
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Exhibit ES-2: Employer Ratings of How Well the Workforce System Serves Businesses
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Prior to implementation of Skills Wisconsjremployers had mixed feelings about how well the
state’s workforce system serves businesses. Forty-five percent said the workforce system does
a good job; 15 percent had a more positive view and 41 percent a more negative view.
Perceptions varied across employer size and industry.

Quarterly Performance Data. Exhibit ES-3 summarizes quarterly data on the grant performance
metrics reported to DOL through the first two years of the grant period. As of the first seven
qguarters, implementation of Salesforce among WDBs is complete, and the program has met or
is on pace to achieve the quantitative targets related to Salesforce. Progress toward other grant
objectives related to new or enhanced industry partnerships, new training curricula, jobseekers
served, and jobseekers trained using new curricula has been slower. One reason for the low
number of jobseekers served is that most WDBs have not been tracking participant data in
Salesforce. Although the grant team is now focusing on these parts of the program, meeting the
relevant performance targets may be challenging. In particular, it may be difficult to train 220
jobseekers using new curricula developed via Skills Wisconsiby the end of the grant period.
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Exhibit ES-3: Performance Outcomes Data to Date

Total Grant Year 1 Grant Year 2

Goal to
Date
Number of businesses served 5,500 24,710 0 0 360 660 | 6,739 | 4,838 | 9,854
Number of stafftralned in 110 150 0 0 50 70 75 25 0
demand driven model
Number of employer profiles 5,500 7,116 0 0 360 330 597 | 5,198 631
Number of new training curricula 20 5 0 0 0 0 1 0 1
created
Number of industry partnerships 40 0 0 0 0
Number of jobseekers trained 220 0 0 0 0
Number of jobseekers served 7,000 961 0 41 108 85 223 504
Number.of hlr'es due to enhanced 1,000 180 0 0 16 9 48 20 67
relationships
Number of times the Salesforce | g 50 | 35307 | o | o |3,006 | 3,406 | 8,685 | 8,139 | 11,981
website is accessed

Source: Skills WisconsiQuarterly Performance Reports submitted to DOL. The grant period began in July 2012.

ES.4 Discussion

At approximately the midway point of the Skills Wisconsigrant, data collected as part of the
evaluation provide two types of insights. First, data collected during the first round of site visits
and the first wave of the employer survey establish a baseline understanding of both how
Wisconsin’s workforce system operated and how employers viewed the workforce system prior
to Skills Wisconsirsecond, data collected from grant materials and more recent follow-up
interviews indicate how Skills Wisconsiimplementation has gone thus far.

Our Baseline Understanding. As described in detail in our Baseline Report, both the first round

site visits and the employer survey data reveal important features of how the state’s workforce

system functioned and what employers thought about the workforce system prior to Skills
Wisconsininterviews with key stakeholders conducted during the site visits confirmed many of

the problems cited as motivation for Skills Wisconsjincluding:

A Lack of consistent coordination among different types of workforce organizations or
across WDAs (especially concerning interactions with employers)

A Varied approaches across the state to managing relationships with employers

A Reluctance to share employer information with others.

The employer survey data showed that in some regards, employers in the state had mixed
feelings about the workforce system prior to Skills WisconsirFor example, when asked how
well the workforce system serves businesses in the state, only 45 percent said the workforce
system does a good job. In other areas, employers were somewhat more positive. Roughly
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three-quarters rated the jobseekers referred to them by the workforce system as of average
quality or better. Over three-quarters said they were either satisfied or very satisfied with the
services they had received from the workforce system.

Ultimately, the baseline data are not meant to support a judgment on the workforce system in
Wisconsin. Rather, they are to serve as a point of reference once follow-up data are gathered.
When similar data are gathered for the period after implementation of Skills Wisconsjnve will
be able to assess how the grant affected the workforce system and how employer opinions of
the workforce system changed over the entire grant period.

Implementation Progress Thus Far. For much of the first two years of the grant period, the
focus of Skills Wisconsiwas on successfully implementing Salesforce and on encouraging its
use to improve how the workforce system serves businesses in the state. Recent interviews
with staff at all 11 WDAs and at key grant partner organizations revealed both successes and
challenges. Some WDAs have embraced the goals of SkillsWisconsimore enthusiastically than
others, making adoption and use of Salesforce a management priority. Major challenges that
have emerged include integrating Salesforce with other administrative data systems and
generating commitment to the SkillsWisconsinprogram among key organizations that face
competing priorities.

Overall, through the first two years of the grant, Skills Wisconsihas made substantive progress
toward some of its main objectives. As the grant enters its third year, the focus is shifting to
enhancing and expanding industry partnerships. Most of the overall performance objectives
related to Salesforce adoption and use have already been met. Performance targets related to
development of new training curricula, new or enhanced industry partnerships, and training
jobseekers will be difficult to achieve during the remainder of the grant period absent much
more rapid progress than has materialized to this point. As the initiative moves into the final
year of grant activities, it will be important to continue the program’s momentum toward
creating a more unified, demand-driven workforce system in the state.
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1. INTRODUCTION

Skills Wisconsiwas funded by the U.S. Department of Labor’s (DOL’s) Workforce Innovation
Fund (WIF) program. It is a joint effort of a consortium of the state’s 11 Workforce
Development Boards (WDBs) that aims to improve communication among workforce
development stakeholders throughout the state. The project’s premise is that to effectively
serve not only jobseekers but also employers in the communities in which they operate,
workforce development stakeholders must have a keen awareness of labor market
conditions—including both employer needs and workforce skills.

Under the WIF, each grantee is required to implement an independent evaluation of their grant
program as a condition of the award. These evaluations are intended to generate new, stronger
evidence on the effectiveness of innovative changes to the workforce system. The WDB of
South Central Wisconsin, the lead WDB for Skills Wisconsjncontracted with IMPAQ
International, LLC (IMPAQ) to conduct an independent evaluation of the program. This report
presents interim evaluation results based on grant activities and evaluation data collection to
date, roughly midway through the grant period. It builds on the results presented in a report
prepared at the end of the first year of the grant, which documented baseline information on
how the workforce system in Wisconsin operated prior to implementation of Skills Wisconsih
The previous report focused on establishing a baseline with which to compare changes that
occur over the grant period.

This report documents implementation progress to date. In the rest of this section, we first
present an overview of Skills Wisconsjrlescribing the key features of the program and some of
the relevant organizations in the state. We then describe the evaluation design. In Section 2, we
discuss grant implementation to date, including a summary of results from the Baseline Report,
a high-level description of key implementation milestones, and a discussion of program
successes and challenges. Section 3 focuses on the impact evaluation. In it, we describe our
technical approach and analyze some of the quantitative data we will use to estimate program
impacts. Because complete follow-up data will not available until later, we cannot report results
for the impact evaluation in this report. In Section 4, we analyze outcomes data covering the
first two years of the grant period. We first review key findings from the employer survey,
which were presented in detail in the Baseline Report. We also present quarterly performance
outcome data and assess progress toward meeting the grant’s performance goals. Section 5
presents our main conclusions.

1.1 Overview of Skills Wisconsin

The State of Wisconsin is made up of 11 Workforce Development Areas (WDAs), each with its
own WDB. Exhibit 1 shows the counties that make up each WDA.

> Davis, S., C. Corea, and D. Brooks. Evaluation of Skills Wisconsin: Baseline RepdRAQ International, Prepared
for the Wisconsin Workforce Development Association and Consortium. September 30, 2013.
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Exhibit 1: Wisconsin WDAs
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Along with the 11 WDAs, Wisconsin has more than 400 economic development entities and 16
technical colleges. In addition to the Consortium of 11 WDBs, the Skills Wisconsiteam includes
key workforce system stakeholders as partners, including:

A Department of Workforce Development (DWD). DWD is a state agency whose mission
is to enhance the state’s workforce by providing support services, education, and
training programs aimed at helping Wisconsin jobseekers find, secure, and retain good
jobs. DWD also maintains the Job Center of Wisconsin website, an online forum for both
jobseekers and employers.

A Wisconsin Economic Development Corporation (WEDC). WEDC is a public-private
corporation that acts as the primary economic development organization in the state.
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WEDC works with both employers in the state and businesses considering locating in
Wisconsin, to encourage economic growth.

A Wisconsin Technical College System (WTCS). WTCS is a system of 16 institutions with
roughly 50 campuses across the state that offer two-year associate degrees, technical
diplomas, adult education programs, and customized training for local employers. In
nearly all areas of the state, WTCS is the primary (or only) training provider involved
with the workforce system.

The motivation for Skills Wisconsiwas a sense among Consortium members that efficient
coordination among workforce system stakeholders has been difficult, due to both technical
(e.g., lack of a centralized information system) and process (e.g., lack of a coherent system and
set of processes for working with a particular employer) challenges. The grant application
further noted two wider challenges faced by the state’s workforce system: (1) differences in
workforce policy and goals among economic regions, which have been exacerbated by
difficulties maintaining working relationships with many partners, and (2) a sense of
competition among partners for business customers.

In response to these shared challenges, Skills Wisconsiis intended to address three specific
needs:

A To increase placement outcomes and move large numbers of jobseekers off the
caseloads of the workforce development system to gainful employment leading to
economic self-sufficiency

A To better match training offerings with business hiring needs

A To improve the tracking of service delivery metrics and management of business
customer information in real time, in order to serve individual firms and industry cluster
partnerships more effectively.

To meet these needs, the Consortium proposed undertaking three related efforts through Skills
Wisconsin

A Implementing new technology—A cloud-based customer relationship management
(CRM) application, Salesforce, was to be implemented in each of the 11 WDAs. The
Salesforce platform was expected to improve communication among workforce
development and economic development stakeholders throughout the state, by
providing a single system for managing contact between the workforce system and
employers and allowing different workforce system stakeholders to exchange
information.

A Developing a new approach to business partnerships—To complement adoption of
Salesforce, another focus of the program was to reform the way WDB Business Service
Units (BSUs) serve employers in their regions. This part of Skills Wisconsifocused on
providing training on a demand-driven approach to workforce development.
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A Enhancing industry partnerships and developing new training curricula—Building on
the stronger relationships with employers anticipated as a result of the first two
program components, the program also included plans to enhance and expand industry
partnerships in the state and to develop new training program curricula better aligned
with the needs of employers.

The overall goal of Skills Wisconsins to improve coordination among key workforce
development stakeholders—including WDBs, staff at Wisconsin Job Centers, economic
development organizations, and WTCS. This is intended to make the system more responsive to
business needs, and thus to better serve employers. By making the system better able to meet
the needs of employers, the initiative is also intended to indirectly improve longer-term
outcomes for jobseekers. Ultimately, the two components of Skills Wisconsiincreased
awareness of employer needs and development of in-demand training programs—are expected
to yield better matches between jobseekers and available job opportunities.

1.2 Evaluation Design

Our evaluation of Skills Wisconsitonsists of three components:
A A quantitative impact evaluation
A A qualitative process study

A An outcomes analysis.

The impact evaluation will focus on the effects of Salesforce implementation on jobseekers. The
process study will focus on how implementation of Salesforce affects workforce development
stakeholders—including WDBs, economic development agencies, training partners, and
employers. The outcomes analysis will document the progress of Skills Wisconsin
implementation. Brief descriptions of each component follow.®

Impact Evaluation. The impact evaluation focuses on the effects of Salesforce on jobseekers. It
addresses three research questions:

A How did Salesforce affect the likelihood of a jobseeker becoming employed?
A How did Salesforce affect the likelihood of a jobseeker retaining a job?
A How did Salesforce affect jobseeker earnings?
To answer these questions, the impact evaluation takes advantage of the phased rollout of

Salesforce. Early in the grant period, a group of five pilot WDAs was randomly selected to
implement Salesforce first. After implementation was completed in the pilot areas, the

® The Evaluation Design Report prepared in February 2013 provides a more detailed description of the overall
design.
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Consortium planned to wait three months before beginning implementation in the non-pilot
areas. Exhibit 2 summarizes the assignment of WDAs to pilot and non-pilot areas.

Exhibit 2: WDA Assignments

Pilot Areas Non-Pilot Areas

Fox Valle
Bay Area . v
Milwaukee
North Central
South Central
Northwest
West Central
Southeast
Southwest Western
Waukesha-Ozaukee-Washington (WOW)

The implementation schedule allows us to estimate the impact of implementing Salesforce on
jobseeker outcomes by comparing: (1) the changes in outcomes observed in the pilot areas to
(2) changes in the same outcomes observed in non-pilot areas (before Salesforce is
implemented in the non-pilot areas). To estimate program impacts, we will use individual-level
administrative data from DWD on jobseekers that received services from Wisconsin’s workforce
system. We elaborate on our technical approach to the impact evaluation in Section 3.

Process Study. The process study focuses on understanding how Skills Wisconsinffected
workforce development stakeholders, including WDBs, economic development agencies, and
training providers. It addresses the following research questions:

A Did Salesforce improve communication among workforce development system partners
and stakeholders?

A How did Salesforce change the process for communicating employer skill needs to the
training community?

A How did Salesforce affect the matching of training received by jobseekers to employer
needs?

A How did Salesforce affect productivity in the workforce development system?

The process study includes two components. First, we will analyze qualitative data gathered
from two rounds of site visits to each of Wisconsin’s 11 WDAs. One round was conducted in the
Fall of 2012, soon after the grant was awarded and before Salesforce implementation had
begun. The other will occur near the end of the grant period. Second, we will conduct a social
network analysis (SNA) of communication patterns among workforce system stakeholders.
Using data gathered via a short questionnaire administered during the site visits, the SNA
involves producing a network map that shows communications among workforce system
actors. The network map provides insight into who communicates with whom, as well as how
frequently communication occurs.
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Outcomes Analysis. The focus of the outcomes analysis is to document key quantitative
program outcome measures throughout the Skills Wisconsigrant period. The main research
questions for the outcomes analysis are:

A How did jobseeker outcomes change over time?

A How did employer attitudes and experiences change over time?
A How much was Salesforce used over the grant period?

A What costs were incurred in the implementation of Salesforce?

A How did WDB expenditures and expenditures per jobseeker evolve over the grant
period?

We will use multiple data sources to answer these questions. Information on jobseeker
outcomes will be provided by DWD. Employer attitudes and experiences will come from two
waves of an employer survey. The first wave, implemented in the Spring of 2013, asked
employers a short series of questions about their experiences with and opinions of the state’s
workforce system. Data from this first wave will serve as a baseline and be compared to data
from the second survey wave, which will be fielded late in the grant period. Data regarding the
use of Salesforce will be gathered directly from available Salesforce system data. Data on the
cost of implementing Salesforce will be provided by the Consortium. Combing all these data will
enable us to document how key outcomes changed as the grant was implemented.

The outcomes analysis cannot isolate any causal effects of Skills WisconsirThis is because
other factors besides the grant (such as general economic conditions or other changes to the
workforce system) may also affect these outcomes. Instead, the purpose of outcomes analysis
is to observe whether Skills Wisconsiis associated with improvement in these measures. This
suggestive evidence will complement the results of the impact evaluation.
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2. IMPLEMENTATION PROGRESS TO DATE AND LESSONS LEARNED

In this section, we describe the implementation of Skills Wisconsiroughly midway through the
grant period. We begin by reviewing the key findings from our Baseline Report in Section 2.1.
That report described the first round of site visits to Wisconsin’s 11 WDAs and presented a
summary of how the state’s workforce system operated before implementation of Skills
Wisconsirbegan. In Section 2.2, we provide an overview of grant activities through the first two
years of the grant. Most of this time was spent deploying Salesforce among WDBs. Section 2.3
discusses program successes and challenges experienced to date, based on our review of
relevant documents and interviews with key stakeholders. Section 2.4 provides a brief
summary.

2.1 Review of Baseline Findings

The first round of site visits, which occurred between October 2012 and January 2013, included
one visit to each of the 11 WDAs in the state. The site visits began with a pilot visit to the WOW
WDA in early October 2012. In addition to gathering data from that WDA, the WOW pilot
allowed us to identify any necessary refinements to the site visit protocol before the other 10
site visits. Only slight modifications were required after the WOW visit. We visited nine of the
10 remaining WDAs in November 2012. Scheduling issues forced us to postpone the final site
visit (to the Milwaukee WDA) until January 2013. See Exhibit 3 for an example site visit
itinerary.

Exhibit 3: Example Site Visit Itinerary

Role Meeting Time
Workforce Development Board (WDB) Executive Director 9:00AM -10:30AM
Other WDB Representative (Board Chairs, Operations Manager) 10:30AM — 11:30AM
Wisconsin Economic Development Corporation (WEDC) Representative 11:30AM -12:15PM
Lunch 12:15PM-1:15PM
Job Center Manager 1:15PM - 2:15PM
Job Center Case Manager 2:15PM - 3:00PM
Job Center Business Services Representative 3:00PM - 3:45PM
Other Job Center Partners 3:45PM -4:45PM
Jobseeker Focus Group (8-10 participants) 7:00 — 8:00PM
D3

Role Meeting Time
Regional Business Services Team Representative 9:00AM - 10:00AM
Local Economic Development Agency Representative 10:00 AM - 11:00AM
Regional Economic Development Organization Representative 11:00AM - 12:00PM
Lunch Noon- 1:00PM
Local Employer(s) 1:00PM — 2:00PM
WTCS Representative 2:00PM - 3:00PM
Other Local Training Providers (if applicable) 3:00PM - 3:45PM
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Each site visit consisted of two days of in-person interviews. During visits, we also gathered
data for the SNA by asking each interviewee to complete a short questionnaire. The
guestionnaire presented a standardized list of staff positions across major workforce system
organizations. Respondents were asked a series of questions about their communication
patterns with the other types of staff on the list, both in their own WDA and in other WDAs.

Key Baseline Findings. As reported in the Baseline Report, the qualitative data we gathered
from the site visits showed that there was generally a significant amount of communication
among stakeholders in the workforce system before implementation of Salesforce. The SNA
confirmed this, showing that communication patterns within the workforce system were
relatively diffuse, rather than concentrated among a small number of key players.’

Key findings from the interview data included the following:

A There was often little coordination across either different types of organizations or
WDAs, particularly regarding interactions with employers.

A In some cases, sophisticated software tools were used to manage contact with
employers. In others, individual staff tracked their own interactions independently using
their own ad-hoc method (e.g., a desktop spreadsheet).

A Sometimes information, particularly any employer information that might be regarded
as sensitive, was guarded by the organization that receives it. Employer relationships
were seen as highly valuable and as taking time and effort to cultivate. In some cases,
the perceived risk that sharing employer information could damage those relationships
caused organizations to be hesitant to share such information with others in the
workforce system.

A There were multiple channels by which employer input was translated into actual
training programs for jobseekers. Multiple stakeholders—including WDBs, Business
Service Representatives (BSRs) at Job Centers, and representatives from WEDC or other
economic development organizations (EDOs)—often acted as intermediaries between
employers and WTCS or other training providers. Direct communication between
employers and the training community was also typical.

A The fruits of these information exchanges—the training programs developed by WTCS
and others—were generally seen as responsive to employer needs, though there was a
feeling that soft skills could be emphasized more, and that more could be done to
increase awareness among employers about the types of services offered through the
workforce system.

’ The social network map presented in the baseline report is also included in Appendix A of this report.
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2.2 Implementation Milestones

DOL awarded the WDB of South Central Wisconsin a grant of $6 million in June 2012 to fund
Skills Wisconsimas the lead WDB among the 11-member Consortium. The period of
performance for the grant runs from July 2012 through October 2016.

In the first two years of SkillsWisconsinmost grant activities focused on implementation of
Salesforce across all 11 Wisconsin WDBs and tailoring Salesforce to their specific needs. The
timeline shown in Exhibit 4 presents a summary of Skills Wisconsiactivities, grouped into the
major phases of grant activities to date. This timeline representation of the implementation of
SkillsWisconsinnecessarily simplifies some aspects of implementation. Transitions from one
phase of the grant into the next are not necessarily as distinct as shown, and the exhibit
highlights only high-level implementation milestones.

Exhibit 4: Timeline of Implementation Activities to Date

Salesforce
Pre-pilot Implemented in
Sales?grce MNon-Pilot WDAs
WDAs Training and Salesforce )
Randomly iepleprantation Implem ented in Flrs.t nlew Grant haﬁs;g;ved . .Coﬂai;or{?.
Assigned to Pilot/  jn Southeast ~ Remaining 4 Pilot guligLium ONERD, usinessizences
MNon-Pilot Status WDA WDAS developed employers total Summit
Q3 2012 Q4 2012 Q12013 Q2 2013 Q3 2013 Q4 2013 Q12014 Q2 2014

Salesforce Implementation in Monitoring Salesforce and Shifting

Salesforce Implementation in Pilot WDAs N =y

As shown, there have been four main phases of implementation, discussed below. Beyond
grant startup, most of the first two years of the grant focused on implementation of Salesforce.

Grant Startup. The first quarter of the grant focused on getting started. Most of this time was
spent on administrative tasks. One of the first activities was to hire a project director, which
was done via a multiple-round interview process with qualified candidates. Concurrently, the
grant management team contracted with its chosen third-party evaluator, IMPAQ, after a
formal procurement process. During this initial period, the SkillsWisconsinteam also began
negotiating data sharing agreements and other necessary contracts with all 11 WDAs in the
state.

One significant development during this period was revision of the grant work plan to
accommodate the random assignment of five WDAs to act as pilot WDAs for the rollout of
Salesforce. Originally, the Consortium had purposefully selected four WDAs to be the first to
implement Salesforce—choosing areas that were similar in their expected capacity to
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implement the program quickly. Because of the potential for such a selection process to
introduce bias into any impact estimates, IMPAQ worked with the Consortium early in the grant
period to re-select the pilot WDAs via a random approach. The Consortium also agreed to
increase the number of pilot areas to five.

Some minor startup activity continued into the fourth quarter of 2012, as an implementation
steering committee was formed. The committee included representatives from all project
partners and convened its first meeting in December 2012. The purpose of the committee was
to guide program implementation and to provide a forum for discussing progress, resolving
challenges, and supporting regular communication among grant partners.

Salesforce Implementation in Pilot WDAs. Following grant startup, the focus of Skills Wisconsin
was to implement Salesforce in the five WDAs selected as pilots. Launchpad, the vendor
contracted to provide Salesforce licenses and related training, conducted a pre-pilot training
and testing session with staff in the Southeast WDA in December 2012.% The session focused on
describing the main components of the Salesforce platform and on how to use them. In January
2013, Launchpad went live with Salesforce in the five pilot WDAs and, similar to the pre-pilot
training, convened a Salesforce kickoff training session focused on how to use the platform. In
one departure from the pre-pilot training, however, Launchpad devoted a large part of the pilot
site training sessions to presenting an introduction to a demand-driven approach to workforce
development. To supplement the Launchpad trainings, the Skills Wisconsiteam implemented
weekly Salesforce online training sessions. In the second quarter of 2013, pilot WDAs began
migrating employer data from their existing systems into Salesforce, and the grant team
prepared for Salesforce implementation in the remaining six WDAs.

Salesforce Implementation in Non-Pilot WDAs. The third phase of the grant involved
implementing Salesforce in the remaining six WDAs. Launchpad conducted Phase 2 training
sessions with the non-pilot WDAs in June 2013, immediately prior to the rollout of Salesforce in
these areas. The motivation for a slight lag between implementation in pilot areas and
implementation in non-pilot areas, as noted, was to support the impact evaluation. The first
Phase 2 training consisted of both a kickoff, technology-focused session and a demand-driven
session in July. In response to feedback on the Phase 1 training, Launchpad adjusted the Phase
2 training sessions by making them longer than the Phase 1 training and making them more
balanced between the technology and the demand-driven approach. Participants in the Phase 1
training had requested less focus on the demand-driven approach and more attention on how
to use Salesforce.

Data migration activities for the remaining six WDAs began in the fourth quarter of 2013. After
Salesforce implementation was complete, the Skills Wisconsineam focused on improving
Salesforce based on user feedback. To share knowledge about implementation with others, the
grant team participated in a Launchpad webinar for state workforce agencies in September
2013. The Skills Wisconsiproject director and staff from the Northwest WDA discussed the

8 Launchpad formerly operated under the name Workforce 2.0.

IMPAQ International, LLC Page 10 Evaluation of Skills Wisconsin: Interim Report
June 30, 2014



progress made under SkillsWisconsinto that point, including success stories and lessons
learned.

Monitoring Salesforce and Shifting Focus. After initially focusing on implementing Salesforce
across the state’s 11 WDAs, the focus more recently has been on monitoring usage, enhancing
Salesforce based on user feedback, and the other two main grant components: moving the
workforce system toward a more demand-driven approach and strengthening industry
partnerships.

To monitor Salesforce use among staff granted Salesforce licenses, the grant team receives
regular updates from Launchpad. A monthly report produced by Launchpad, the Wisconsin
Adoption Trend Repgrtletails Skills WisconsiBalesforce usage across all 11 WDAs. The most
current report, which covers May 2013 to May 2014, provides monthly figures on the total
number of Salesforce licenses allocated to each WDA and their use. For each month, Launchpad
calculates the number of logins per license for the first 15 calendar days of the month and
tracks the number of licenses that fall into each of three usage categories:

A Active licenses are those for which the user logs in 10 or more times.

A Semi-active licenses are those for which the user logs in at least once, but fewer than 10
times.

A Inactive licenses are those for which the user did not log into Salesforce.

Tracking the number of licenses in these categories provides an easy way for the grant team to
monitor whether staff are actually using Salesforce. Exhibit 5 shows Salesforce adoption and
usage data through May 2014, as provided in the Launchpad monthly reports.

The exhibit shows a spike in the number of licenses in July 2013, when the Salesforce rollout in
the non-pilot WDAs took place. That month also had the highest percentage of active users, at
59 percent. The total number of active and semi-active users accounted for 82 percent of all
licenses in July, with the number of active users increasing substantially when the non-pilot
WDAs went live. But the increase was short-lived. The number of active users dropped in
August 2013 and remained relatively unchanged through March 2014. In April-May 2014, it
appears that roughly 30 of the previously semi-active users logged in more frequently—since,
while the number of inactive users was largely unchanged, the numbers of semi-active and
active users show nearly identical but opposite trends. By May 2014, 182 Salesforce licenses
had been purchased under Skills Wisconsjrwith 85 of them classified as belonging to active
users (47 percent).
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Exhibit 5: Salesforce Adoption and Usage
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More recently, the grant team has begun turning attention to activities other than Salesforce
implementation, including emphasizing the demand-driven approach and enhancing and
expanding industry partnerships. In May 2014, the grant team organized a statewide business
services summit. Called Collabor8 it was a two-day conference for business services
representatives to learn more about implementing demand-driven practices. Further, the
summit provided staff an opportunity to talk to colleagues around the state and hear from key
leaders in other states that have instituted similar reforms.

Although Skills Wisconsiproposed to create or enhance 40 industry partnerships, only a few
activities related to this goal have occurred to date. The bulk of the work related to industry
partnerships is planned for the third year of the grant. In preparation for this, the grant team
recently conducted a survey to inventory what industry partnership activities were occurring in
each WDA—using the results to develop a list of industries and information about the extent of
industry involvement. The inventory showed that many businesses want to be involved with
the workforce system and that industry partnerships provide a cost-effective way to work with
businesses.

Preparations are under way to award each WDB up to $15,000 of grant funds to help them
either continue or expand their industry partnership activities. WDBs will have the option to
use these funds for one partnership or to support multiple partnerships. Interviewees we spoke
to reported that WDBs are eager to ramp up their industry partnership work, although it is
unclear whether they will leverage Salesforce in support of this effort. None of the WDBs that
applied for the $15,000 identified how it would be using Salesforce to aid its work. The Skills

IMPAQ International, LLC Page 12 Evaluation of Skills Wisconsin: Interim Report
June 30, 2014



Wisconsinteam anticipates working with WDBs to find ways for them to use Salesforce
specifically for industry partnerships.

2.3 Successes and Lessons Learned

The purpose of the site visits we conducted early in the grant period was to document: (1) how
Wisconsin’s workforce system operated along a number of key dimensions prior to Skills
Wisconsinand (2) implementation of Salesforce. A similar round of site visits late in the grant
period will allow us to understand how the system changed following Skills WisconsirTo
gather intermediate data on the progress of implementation, we conducted a smaller-scale
data collection effort in April-May 2014. During this time, we visited two WDAs in person—one
where implementation has been largely successful thus far, and one where implementation has
been more challenging. In addition to the two in-person visits, we conducted telephone
interviews with staff from the other nine WDA:s.

The recent in-person visits and the telephone interviews focused on understanding how
implementation has gone thus far. In particular, we sought to identify factors associated with
successes and particular challenges faced to this point in the grant period. In all 11 WDAs, we
spoke with the following staff:

A The WDB Executive Director
A The Skills Wisconsiproject lead®

A Business services staff.

In addition to these WDA-level personnel, we conducted similar interviews with representatives
from key state-level grant partner organizations, including DWD, WEDC, WTCS, and Launchpad.
Many of the people we spoke to also provided us with pertinent documents for review.

Our interviews and document reviews focused on four key questions related to the goals of
Skills Wsconsin

A What is the status of Salesforce implementation?
A How are WDBs using Salesforce?

A How is Skills Wisconsihelping to move Wisconsin’s workforce system to a demand-
driven model?

A How is Skills Wisconsisupporting and creating industry partnerships?

° There is a Skills Wisconsilead in all WDAs. In all but two WDASs, this person is also the Business Services Manager
for the WDB.
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Our analysis of the interview data and relevant documentation reveals a number of key findings
regarding both program successes and challenges to date:

A Salesforce has not been universally adopted and is not being used to its full capacity.
A Lack of coordination with other data systems has affected Salesforce use.
A Built-in incentives and senior-level buy-in increased Salesforce adoption.

A Staff have begun to use Salesforce to change the way they share business information,
but additional support is needed.

A  Skills Wisconsia helping to create a demand-driven system.
A Successful partnerships have developed, but obstacles remain.
A Required post-award adjustments to the grant work plan affected implementation.

A Skills Wisconsin has fostered greater collaboration among the 11 WDA:s.
Below, we discuss these findings in more detail.

Salesforce has not been universally adopted by all 11 WDAs and is not being used to its full
capacity. Salesforce adoption has occurred at different levels across WDAs and other grant
partners. Although all WDAs have trained Salesforce users, most WDAs shared with us their
awareness that Salesforce is not being used to its full capacity locally—in terms of either the
number of active users and/or the extent to which different features of Salesforce are used.
Different WDBs have different priorities. Some are going through significant organizational
changes. Others have more traditional models of business services with more of an individual
focus. Still others have used a number of different CRM tools and are weary of learning yet a
new system. Each of these factors contributes to how the WDAs have adopted Salesforce.

Lack of coordination with other data systems has affected Salesforce use. Many personnel we
spoke with shared that Salesforce is duplicative of other data management systems. Two
examples include the Automated System Support for Employment and Training (ASSET), which
is a state-level system used to track jobseeker information; and Burning Glass, which is used to
track employer information. WDAs that did not previously have an employer contact
management tool similar to Salesforce—staff in many of these areas used Microsoft Excel or
something similar—were very supportive of Salesforce. A common view was that Salesforce
often loses out because of other systems such as ASSET and Burning Glass.

Interviewees also told us that the overlap between Salesforce and other data systems and the
lack of data sharing across systems are particularly problematic. This issue indirectly affects the
capabilities of Salesforce. This platform has a tool that allows staff to match jobseekers to
employers, but jobseeker data must be available for the tool to work.

To date, Wisconsin’s DWD has not approved sharing jobseeker data with the Salesforce system.
DWD’s policy is that Salesforce is duplicative of ASSET and Burning Glass, and therefore no
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additional resources should be used to support Salesforce. As a result, many Salesforce users
shared that Salesforce does not adequately address the need to connect jobseekers with
employers. Users expressed that they would like to be able to use the matching tool.

Built-in incentives and senior-level buy-in increased Salesforce adoption. The most successful
WDAs in terms of Salesforce user adoption and utilization are areas that (1) have incentivized
its use through the official employee review and performance management processes and (2)
had support from senior leaders. Some WDAs have made Salesforce part of their bi-annual
performance review process. In these WDAs, staff members are rated against specific
Salesforce goals tied to their user accounts, such as the number of complete employer profiles
entered. Staff in other WDAs expressed a desire to do something similar. However, one
obstacle in some WDAs is lack of direct authority over business services staff. In some WDAs,
for example, business services staff are subcontractors. Formally incentivizing Salesforce use by
making it part of a performance review would likely require contractual negotiations with these
subcontractors.

Senior-level buy-in and leadership have also been important to the success of Skills Wisconsin
and Salesforce adoption, particularly in regard to the approach to business services. Before this
grant, there was no agreement among senior staff at WDBs that all WDBs would have a local
business services team. Nor was there agreement about either the membership of such a team
or its key functions. WDAs with leaders who have supported the creation or sustainability of
local business services teams have more readily incorporated Salesforce into their business
services approach.

Staff have begun to use Salesforce to change the way they share business information, but
additional support is needed. Staff told us the many ways they are using Salesforce in their day-
to-day work. Many shared that it provides easy access to employer contact information, which
has helped them find information that would have been either unavailable without Salesforce
or much more difficult to find. Business services staff can log into Salesforce remotely and
review an employer profile prior to meeting with the employer. Managers are also able to
access this information and see how often their staff are communicating with employers.

The staff we spoke with also use other features of Salesforce, including Chatter and the job
order function. Chatter is a social networking tool that resembles Facebook, but is intended to
support collaboration by allowing users to post information (such as a note regarding contact
with an employer) and view similar posts by others. Through Skills Wisconsjmusiness services
staff across the state can use Chatter to post information and to communicate with one
another. Many people mentioned that Chatter enables them to be passive consumers of
information and they start each day with a digest of Chatter entries. But others saw no need for
Chatter because they can communicate through their office communicator or email.

Users from sites that have received Launchpad’s support to integrate Outlook on their
computer desktop into Salesforce expressed how helpful this has been in eliminating a lot of re-
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work. Prior to this integration, users had to copy e-mail correspondence and contact
information from their e-mail program and paste it into Salesforce.

Not everyone has embraced Salesforce. Some users felt that existing data systems were
adequate and thus found it unnecessary to change from one system to another. Users also
shared that entering data into Salesforce is a burden and that it takes a long time to complete
the employer contact information. Other users reported feeling overwhelmed with the number
of fields that must be completed for each employer record, and some users commented that
many of the fields were not very useful. We were also told that Salesforce runs slowly at
different times of day, though this was an isolated complaint and most likely indicates local
technological capacity issues.

Questions remain about how to handle sensitive information related to jobseekers and
employers. Many interviewees mentioned their uncertainty about what procedures they should
use to capture and communicate sensitive information and how to use Salesforce, if at all, with
these types of data. Lastly, we heard concern from interviewees in several WDAs about the cost
of licenses and renewing them beyond the Skills Wisconsin grant—making them unsure how
Salesforce use will be sustained.

Skills Wisconsin is helping to create a demand-driven system. As Salesforce was being rolled
out, Launchpad provided Salesforce users from each WDA with an introductory “demand-
driven” training that focused on how to interact with employers. Launchpad added this
additional training component after the pre-pilot training. The training focuses on the need for
staff in the workforce development system to understand how to interact with employers. In
the months following the pilot training sessions, Launchpad hosted weekly calls with Salesforce
Super Users from each of the pilot WDAs.™ Interviewees shared that these trainings helped
people who were “stuck in the old way of thinking,” by changing their perspective on
implementing a more demand-driven approach to business services. These sessions also helped
create more of a conversation about what a demand-driven model involves. During the
Collabor8 statewide business services summit in April 2014, for example, a Launchpad
representative pointed out that when WIA was enacted in 1998 the nation was in a period of
nearly full employment. At that time, there was no imperative to focus on meeting the needs of
employers, and as a result, the workforce system has not yet focused on employers as one of its
main customer types.

Successful partnerships have developed, but obstacles remain. In addition to the 11-WDB
Consortium, the Skills Wisconsiteam includes a number of state-level organizations involved
in workforce development and economic development. Through the first two years of the
grant, not all grant partners have been fully engaged—a challenge that stems from competing
priorities in state-level organizations.

1% salesforce Super Users are advanced users who drive the use of best practices at the local level. They serve as
champions of Salesforce and are the first point of contact for local Salesforceusers to answer questions and
troubleshoot problems.
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Among grant partners, DWD’s Division of Vocational Rehabilitation (DVR) stands out as having
made substantial contributions to the success of Skills Wisconsiimo date. By leveraging the
rollout of Salesforce to complement the hiring of 20 business services consultants (which
occurred just before the beginning of the WIF grant), DVR has greatly increased its ability to
prepare the job seekers it serves and to track successful hires. DVR embraced Salesforce very
early, and it began using Salesforce metrics as part of its process for reviewing the performance
of its business service consultants. Through its newly enhanced approach to business services,
facilitated by Skills WisconsjDVR has recorded over 600 successful hires since 2013, putting
Wisconsin among the most successful states in vocational rehabilitation placements. The
success DVR has experienced has also translated into success for Skills WisconsinDVR
estimates that approximately one-third of the businesses entered into Salesforce were entered
by DVR staff. The engagement by DVR has also resulted in better relationships between DVR
and WDBs.

Not all grant partners have had the same degree of engagement and success as DVR. For
example, the DWD’s Division of Employment and Training has thus far provided limited support
for data sharing between its systems and Salesforce. Prior to the grant, as noted, DWD made
large investments in the use of ASSET and Burning Glass, both of which are official reporting
systems mandated for use by DWD employees to record information on jobseekers and
employers, and for federal reporting. The Skills Wisconsiteam has made an effort to negotiate
data sharing agreements with DWD to integrate jobseeker and employer information from
ASSET and Burning Glass into Salesforce. But DWD’s current position is that Salesforce is a
duplicative system. Thus, DWD is unwilling to support data sharing between its systems and
Salesforce.

The grant team does not share this assessment—viewing Salesforce, instead, as a
complementary system that can be used in tandem with ASSET and Burning Glass. Despite the
disagreement, DWD encourages participation in Skills Wisconsithrough use of Salesforce
licenses, though this encouragement falls short of formal incentives. WDA interviewees
reported that buy-in with Salesforce is low among their colleagues in Wisconsin’s Job Centers
(which are managed by DWD). Moving forward, DWD and the Skills Wisconsiteam have
agreed to continue discussions about how best to work together.

Another state-level partner is WEDC, the state’s economic development agency. WEDC has
been using Salesforce since WEDC's inception in July 2011, to communicate about employer
opportunities and assistance the agency provides to businesses. Under Skills WisconsjWEDC's
application of Salesforce was to be integrated with the version deployed among the WDBs.
However, WEDC uses a different Salesforce provider, Acumen Solutions, than the provider for
the grant (Launchpad). With support from the grant, both Acumen Solutions and Launchpad
have been working together to plan how to integrate the two Salesforce systems. Without
resources from Skills Wisconsj WEDC would not have been able to pursue this integration,
which has been in planning stages for roughly two and a half years.
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Required post-award adjustments to the grant work plan affected implementation. Early in
the grant period, IMPAQ worked with the Skills Wisconsiteam to randomly select the group of
WDAs that would be the first to implement Salesforce. This represented a significant change to
the original grant work plan, as noted, which was based on implementation occurring first in
the four WDAs that were most prepared. Importantly, the grant performance targets for Year 1
were based on the original work plan’s assumptions.

When WDAs were randomly assigned to pilot/non-pilot status, the South Central WDA—which
was originally one of the four pilot WDAs—was assigned to the non-pilot group. Additionally,
two WDAs—Southeast and Southwest—that were originally planning to implement later were
assigned to the pilot group. This revision to the implementation schedule meant that the grant
team had to quickly adjust its implementation plans—with less-prepared areas forced to move
more quickly than anticipated, while more-prepared areas were forced to wait. Further,
because South Central was expected to contribute substantially to the performance targets for
the first year of the grant, the implementation delay there made meeting those targets much
more difficult.

Skills Wisconsin has fostered greater collaboration among the 11 WDAs. One of the objectives
of Skills Wisconsiia to improve communication and collaboration across the workforce system.
There are encouraging signs that this is happening. One person we interviewed discussed how
the 11 WDAs are now joining forces when applying for federal grants, as opposed to applying
individually as often done in the past. This was attributed to the relationships that have been
built throughout the state through Skills Wisconsirsimilarly, the Statewide Business Services
Group has created a more cohesive focus on business services, and the grant team is
developing a stronger business services partnership with DWD’s Division of Vocational
Rehabilitation. The grant team believes that the conversation is beginning to move beyond only
the use of Salesforce and that key workforce system stakeholders are now focusing on how
partners should function in a collaborative business services environment.

2.4 Summary

The second calendar quarter of 2014 marks the end of the second year of the grant period.
During this time, IMPAQ has gathered data from multiple sources to understand how Skills
Wisconsirimplementation has gone to this point. Qualitative data gathered from in-person site
visits to all 11 WDAs before implementation of Salesforce confirmed many of the original
motivations for the program, including little coordination across different workforce
organizations or across WDAs, variation across WDAs in how employer relationships were
managed, and some reluctance to share information between organizations.

Regular performance reports submitted by the grant team to DOL show that most of the focus
of Skills Wisconsihas been on successfully implementing Salesforce in all 11 of the state’s
WDAs. This was accomplished at the beginning of the second year of the grant. Data on
Salesforce usage covering the 13-month period ending in May 2014 shows that staff are using
the system to varying degrees. As the third year of the grant gets under way, the focus is
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shifting to enhancing and expanding industry partnerships in the state. The grant team has
gathered information on existing industry partnerships and related efforts, and will be
providing WDAs with funding soon to support industry partnership work.

Interviews with staff at all 11 WDAs and at key grant partner organizations revealed a number
of factors associated with program successes to date and challenges the grant team has faced.
WDAs with more advanced systems and processes for managing employer relationships have
fared better in adopting Salesforce and shifting toward a more demand-driven approach to
business services. Putting formal incentives in place to encourage the use of Salesforce has
spurred the platform’s adoption, but such an approach is not feasible in all areas. Though many
users find Salesforce helpful, users also note that more could be done with the platform.

The most significant program challenges have been both technological and institutional. On the
technological side, integrating Salesforce with other data administrative systems has proven
difficult. Also, some Salesforce users are skeptical of the system because of past experience
with other tools that did not last. Institutionally, it has been difficult to generate and sustain
enthusiasm for and commitment to Skills Wisconsjrboth among WDAs and among grant
partners, whose attention sometimes focuses on competing priorities.

On the whole, through the first two years of the grant, Skills Wisconsihas made significant
progress toward its main objectives of improving communication and collaboration across the
state’s workforce system. Although progress has not necessarily been uniform across the state,
WDBs and other grant partners are taking steps to improve the way they serve Wisconsin
businesses. The Skills Wisconsiproject director summarized progress to date nicely, saying
“I've always had the approach that everyone is starting this from a different place. If all 11
areas can continue to move and raise the bar for themselves, heading towards a generally
agreed-upon approach, that would be a good thing.”
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3. INITIAL ANALYSIS OF JOBSEEKER DATA

The impact evaluation of Skills Wisconsiwill use individual-level data on jobseekers who
received services from Wisconsin’s workforce system in a quasi-experimental approach to
estimate the short-term impact of Salesforce implementation on jobseeker outcomes.'
Complete follow-up data needed for the impact evaluation will not be available until later in the
grant period. In this section, we focus on describing the individual-level data we have at this
time.

We focus on assessing the degree to which the group of non-pilot WDAs represents a good
comparison group for the group of pilot WDAs, because our empirical approach to the impact
evaluation relies on comparisons between these two groups. First, we compare jobseekers who
received services from the workforce system in pilot and non-pilot WDAs, both for a period
before Salesforce implementation (2012) and for a period after Salesforce implementation
(2013).*? Second, because our approach relies on the assumption that trends in pilot and non-
pilot WDAs were similar between these two periods, which cannot be directly tested, we
examine whether trends in the two groups were similar between an even earlier period (2011)
and the evaluation’s “befor€’ period (2012).

3.1 Jobseeker Cohorts and Data

We will use a quasi-experimental approach to estimate the impact of Skills Wisconsion
jobseeker outcomes. Our analysis will focus on three outcome variables:

1. Employment—whether the jobseeker is employed in the first quarter after receiving
services

2. Retention—conditional on being employed in the first quarter after receiving services,
whether or not the jobseeker is employed in both the second and third quarters after
receiving services

3. Earnings—total earnings in the second and third quarters after receiving services.

Our quasi-experimental approach is commonly referred to as differencein-differences It
involves comparing changes in these outcomes across pilot and non-pilot areas. For each group
of WDAs, the change in an outcome is the result of comparing outcomes for jobseekers
receiving services from the state workforce system beforeimplementation of Salesforce to the

" The impact evaluation (to be conducted at a later date) will not measure the impact of the entire Skills Wisconsin
grant on jobseeker outcomes. Rather, it will measure the early impact of grant activities that occurred in pilot
WDAs through March 2013. The main grant activity during this time was implementation of Salesforce, which was
completed in the five pilot WDAs in the first calendar quarter of 2013.

© Throughout this section, when we refer to Salesforce implementation, we are referring to implementation in the
pilot WDAs When we discuss the period after implementation, we mean the three-month period after
implementation in pilot WDA$ut beforeimplementation in non-pilot WDAs.
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same outcomes for jobseekers that received services after implementation of Salesforce.® If
the group of non-pilot WDAs represents a valid comparison group for the group of pilot WDAs,

the difference between the changein an outcome for jobseekers in pilot WDAs and the change
in an outcome for jobseekers in non-pilot WDAs provides a reliable estimate of the impact of

SkillsWisconsiron that outcome.

Our empirical approach to the impact evaluation requires individual-level data on four distinct
cohorts of jobseekers. Exhibit 6 summarizes the four cohorts, followed by a simplified example
to illustrate the intuition behind our technical approach.® The last column of the exhibit shows
the change in the mean of an outcome variable of interest (Y) for both pilot and non-pilot
WDAs. The subscripts 1-4 on the outcome variable denote the four cohorts of jobseekers. The
change in the mean outcome for pilot WDAs is equal to 3 and the change for non-pilot WDAs
is equal to 3 . Subtracting the latter from the former gives the estimated program impact,] .

Exhibit 6: Jobseeker Cohorts and Program Impact

Before After Change in
Implementation Implementation Outcome Y
Pilot WDAs Cohort 2 Cohort 1 3
Non-Pilot WDAs Cohort 4 Cohort 3 3 O ®
Program Impact )

To illustrate the intuition behind this approach, consider the employment rate for jobseekers in
the first quarter after receiving services from the workforce system. If we observe employment
rates in pilot areas of 50 percent before implementation and 60 percent after—but
employment rates in non-pilot areas of 40 percent beforeimplementation and 45 percent after,
we would conclude that Skills Wisconsiraised the employment rate by 5 percentage points:

7 3 = T ™ @ v ™ T T@IL T8IU

This example simplifies the technical details of our approach, as it is based on aggregate data
for pilot and non-pilot WDAs, rather than the individual-level data we will use in our regression
models. Nevertheless, the intuition behind the two approaches is the same.*”

 Note that these are not the same jobseekers.

" we will formally estimate program impacts using a multivariate regression model. This model will control for
jobseeker factors (e.g., age, educational attainment) that may influence the outcome variables.

> Our actual approach uses individual-level data in regression models, rather than the aggregate data implied by
our simplified example. A crucial assumption in our approach is called the parallel trends assumptionthat there
were no external factors (other than implementation of the grant) that differentially affected outcomes in pilot
areas. Obviously, if this assumption is violated, the 5 percentage point impact given in the example would not
represent the impact of the grant, but the impact of both the grant and any such external factors.
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Data. To estimate program impacts, we will obtain individual-level data from DWD, covering
each of the four cohorts of jobseekers enumerated above. The two cohorts of jobseekers that
received services beforeimplementation of Skills Wisconsifi.e., Cohorts 2 and 4) consist of all
jobseekers age 18 or older who exited Workforce Investment Act (WIA) Title | or Title Il
programs in the second calendar quarter (Q2) of 2012.'® The two cohorts of jobseekers that
received services after implementation of Skills Wisconsili.e., Cohorts 1 and 3) consist of
jobseekers age 18 or older exiting WIA Title | or Title Ill programs in the second calendar
quarter (Q2) of 2013. All data will be from DWD administrative records.

These administrative data provide four types of variables:

A Demographic characteristics—personal characteristics of jobseekers, including age,
gender, race, ethnicity, disability status, educational attainment, and veteran status

A Prior labor market experience—information on employment and earnings prior to
receiving services from the workforce system, including whether employed and whether
receiving unemployment insurance (Ul) benefits at the time the jobseeker began
receiving services; and earnings in the three calendar quarters prior to the start of
service receipt

A Services received—details regarding the services received from the workforce system,
including type of service (e.g., whether staff assisted; whether core, intensive, or
training), duration of service, and major WIA program)

A Labor market outcomes—information on the labor market experiences of jobseekers
after receiving services from the workforce system, including whether employed in each
of the first two quarters after exit, and earnings in each of the three quarters after exit.

Exhibit 7 summarizes the data we have received to date.

Exhibit 7: Individual-level Jobseeker Data Obtained to Date

Pilo DA on-Pilo DA
e o b
Cohort 1 Cohort 2 Cohort 3 Cohort 4
Demographic Characteristics V V V V
Prior Labor Market Experience V V V V
Services Received \% \% \% \%
Labor Market Outcomes \% \%

As shown, we have complete data for Cohorts 2 and 4, the two cohorts of jobseekers that
received services before Salesforce was implemented. But we do not have labor market
outcome data for Cohorts 1 or 3, the two cohorts of jobseekers that received services after

'® Exiters are jobseekers who have not received services for a specified period (generally 90 days) and who had no
planned gap in services. The date of exit is defined retroactively as the last date services were received.
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Salesforce was implemented. Because the outcome variables capture labor market experiences
for up to three calendar quarters after exit date, these data are not yet available. We will obtain
them from DWD in Fall 2014, which will then allow us to estimate the impact evaluation
regression models. Exhibit 8 shows the number of jobseekers receiving services from the
workforce system in each of the four cohorts.

Exhibit 8: Number of Jobseekers Exiting WIA Title | and Title Ill Programs

Before After
Implementation Implementation
Pilot WDAs 15,829 (Cohort 2) 32,746 (Cohort 1) 48,575
Non-Pilot WDAs 20,005 (Cohort 4) 32,023 (Cohort 3) 52,028
Total 35,834 64,769 100,603

Source: DWD administrative data.

In the next section, we examine the degree to which the pilot and non-pilot cohorts of
jobseekers resemble each other using the four types of data. In the full impact evaluation, we
will use each of the first three types of data in the multivariate regression models to control for
outside factors that may affect jobseeker labor market outcomes.

3.2 Comparing Jobseekers in Pilot and Non-Pilot WDAs

As a starting point for assessing whether the group of non-pilot WDAs represents a credible
comparison group for the impact evaluation, we compare jobseekers that received WIA
services in pilot and non-pilot WDAs beforeimplementation of Salesforce (i.e., cohorts 2 and 4).
We consider, in turn, the similarities and differences between the two groups for each of the
four types of variables.

3.2.1 Comparisons before Salesforce Implementation

Demographic Characteristics. Exhibit 9 summarizes the demographic characteristics of
jobseekers in cohorts 2 (pilot WDAs) and 4 (non-pilot WDAs). Because all the variables are
categorical, the entries in the table represent percentages. For example, the exhibit shows that
for both cohorts, 26 percent of jobseekers were between ages 25 and 34.

The last column shows the percentage-point difference between the two cohorts. The
difference is positive for characteristics more prevalent in non-pilot areas and negative for
characteristics more prevalent in pilot areas. For example, the difference in the proportion of
jobseekers who were white was -12.4, indicating that the percentage of jobseekers in pilot
areas that were white was 12.4 percentage points higher than in non-pilot areas. We note
statistically significant differences between the two cohorts with asterisks.
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Exhibit 9: Jobseeker Demographic Characteristics, before Salesforce Implementation

Non-Pilot Pilot
Characteristic WDAs WDAs Difference
(Cohort 4) (Cohort 2)

Age (%)

Under 25 years 11.6 15.5 -3.8%**

25-34 26.1 25.9 0.1

35-44 20.9 20.6 0.3

45 and Older 41.2 37.8 3.4%**
Male (%) 52.5 52.5 0.0
Race (%)

White 70.8 83.2 -12.4%x*

Black 204 6.8 13.6%***

Other 4.1 6.1 -2.0%**
Hispanic (%) 5.7 5.4 0.3
Disabled (%) 5.6 5.8 -0.2
Veteran (%) 8.5 9.3 -0.8*
Education (%)

Less than High School 10.5 11.6 -1 %

High School/GED 44.2 48.9 -4, TE**

Some College/Bachelors 27.7 24.1 3.6%**

Post-secondary 12.2 12.2 0.1

Post-graduate 5.4 3.2 2.2%%*
Number of Observations 20,004 15,830 -

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at the
5 percent level; *** indicates significance at the 1 percent level.

As shown, jobseekers in pilot and non-pilot WDAs pre-Salesforce implementation were
generally similar, even though several of the differences between the two cohorts are
statistically significant.17 For both cohorts, most jobseekers were 45 or older, slightly over half
were male, a large majority were white, and over half had a high school degree, GED, or less
education. The one demographic difference that appears substantively meaningful is jobseeker
race. A higher proportion of jobseekers in pilot areas were white (83 percent) than in non-pilot
areas (71 percent). Likewise, a higher proportion of jobseekers in non-pilot areas were black (20
percent) compared to the proportion in pilot areas (7 percent).

7 Because of the large sample size, even very small differences between the two groups can be statistically
significant. Among the statistically significant differences noted in the exhibit, most of the differences are less than
five percentage points and many are less than one percentage point, differences that are not substantively
important.
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Prior Labor Market Experience. Exhibit 10 shows the prior labor market experience of
jobseekers in the two cohorts, including employment status, Ul Claimant status, and wages
earned in the three quarters prior to receiving WDA services. As with Exhibit 9, the final column
represents the difference between the two cohorts.

Exhibit 10: Jobseeker Prior Labor Market Experience, before Salesforce Implementation

Non-Pilot Pilot
Characteristic WDAs WDAs Difference
(Cohort 4) (Cohort 2)
Employed (%) 15.1 20.5 -5.4%%*
Ul Claimant (%)
Claimant 58.9 49.2 9. 7***
Exhaustee 2.3 2.0 0.3*
Neither 26.7 36.1 -9 5¥**
Prior Wages ($)
Quarter 1 3,444 3,765 -321
Quarter 2 4,471 3,999 472%**
Quarter 3 4,791 4,238 552***
Number of Observations 20,004 15,830 -

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at the
5 percent level; *** indicates significance at the 1 percent level.

As shown, prior labor market experiences for jobseekers in both cohorts were also somewhat
similar, although jobseekers in pilot WDAs were more likely to be employed at the time they
began receiving services and less likely to be receiving Ul benefits. Over 50 percent of
jobseekers in each cohort was either receiving Ul or had exhausted their Ul benefits when they
received services from the workforce system. Differences in quarterly wages prior to service
receipt were less than $600 in each quarter.

Services Received. Exhibit 11 summarizes the services received by the two cohorts of
jobseekers. For both, data represent percentage shares of participants by major WIA program
type, type of service, and duration of service receipt. For example, the exhibit shows that 31
percent of jobseekers in non-pilot WDAs received WIA core services that were staff assisted,
compared to 13 percent in pilot WDAs. Because jobseekers may have received multiple
services, the total across the different service types equals more than 100 percent.
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Exhibit 11: Services Received by Jobseekers, before Salesforce Implementation

Non-Pilot Pilot

Characteristic WDAs WDAs Difference
(Cohort 4) (Cohort 2)

Program (%)
WIA Title 1 Adult 1.7 1.1 0.6%**
WIA Title 1 Dislocated Worker 4.3 3.1 1.2
WIA Title 1 Youth 0.8 0.9 -0.1
WIA Title 3 93.1 94.8 -1.7%**
Services (%)
Core Self/Informational 89.1 91.7 -2.6%**
Core Services Staff Assisted 30.9 12.9 10.2%**
Intensive 22.5 28.0 -5, 5¥**
Partner Program Participation 0.1 0.2 -0.1
Support Services 1.6 1.4 0.2
Training Services 1.9 2.3 -0.4%**
Youth Services 0.9 1.0 -0.1
Duration (%)
Less than 1 Week 55.0 49.7 5.3%**
1 week - 1 Month 15.0 14.8 0.2
1 Month - 6 Months 16.2 18.8 -2.6%**
More than 6 Months 13.8 16.7 -2.9%¥*
Number of Observations 20,004 15,830 -

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at the 5
percent level; *** indicates significance at the 1 percent level.

As shown, jobseekers in both non-pilot and pilot WDAs received roughly the same types WIA
services. The vast majority of each cohort (greater than 93 percent) received Title Ill services.
However, the percentage of jobseekers who received core staff-assisted services was higher in
non-pilot WDAs, where 31 percent of jobseekers received core staff-assisted services,
compared to 13 percent in the pilot WDAs. In terms of the duration of service receipt, around
half the jobseekers in each group received services for less than 1 week.

Labor Market Outcomes. Exhibit 12 shows the three main labor market outcomes—
employment, retention, and earnings—for jobseekers in the two cohorts, measured after
receiving WIA services.
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Exhibit 12: Jobseeker Labor Market Outcomes, before Salesforce Implementation

Non-Pilot Pilot
Characteristic WDAs WDAs Difference
(Cohort 4) (Cohort 2)
Employment (%) 58.7 63.7 -4 9***
Retention (%) 82.3 82.7 -0.4
Earnings (S) 7,212 7,192 20
Number of Observations 20,004 15,830 -

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at
the 5 percent level; *** indicates significance at the 1 percent level.

As with the other types of jobseeker data, labor market outcomes before implementation of
Salesforce were generally similar for both cohorts. Around 60 percent of jobseekers in each
were employed in the first quarter after exit, and more than 80 percent retained jobs through
the three quarters after exit. Similarly, earnings in the second and third quarters after exit were
virtually the same, differing by only $20. In fact, despite the large sample sizes, only the
difference in employment was statistically significant.

Overall, comparing the characteristics, services received, and labor market outcomes for the
two cohorts of jobseekers that received workforce system services beforeimplementation of
Salesforce reveals relatively minor differences. In the next section, we make the same
comparisons for the two cohorts of jobseekers that received services after the implementation
of Salesforce (cohorts 1 and 3).

3.2.2 Comparisons after Salesforce Implementation

A second way to assess how similar pilot and non-pilot WDAs are is to examine the two groups
of jobseekers that received workforce system services after implementation of Salesforce (i.e.,
cohorts 1 and 3). We focus on the same sets of participant demographic and economic
characteristics discussed when comparing the two pre-implementation cohorts. We will use
these variables as control variables in our multivariate regression models. However, because
data on labor market outcomes are not yet available for jobseekers who received services after
implementation, our discussion here is limited to three of the four types of data (demographic
characteristics, prior labor market experience, and services received). Once we obtain outcome
data for these two groups of jobseekers, we will be able to estimate our planned regression
models to estimate program impacts.

Demographic Characteristics. Exhibit 13 summarizes the demographic characteristics of
jobseekers in pilot WDAs (cohort 1) and non-pilot WDAs (cohort 3) after implementation of
Salesforce. The characteristics shown are the same as those displayed in Exhibit 9 in Section
3.2.1.
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Exhibit 13: Jobseeker Demographic Characteristics, after Salesforce Implementation

Non-Pilot Pilot

Characteristic WDAs WDAs

Difference

(Cohort 3) (Cohort 1)

Age Group (%)

Under 25 years 12.0 15.5 -3.5%**
25-34 28.0 28.8 -0.8*
35-44 22.3 22.2 0.1
45 and Older 37.6 33.2 4 3%**
Male (%) 48.7 48.5 0.3
Race (%)
White 76.7 83.2 -6.5¥**
Black 14.0 6.0 8.0%**
Other 4.4 6.3 -1.9%**
Hispanic 5.4 5.1 0.2
Disabled (%) 5.5 5.0 0.5%
Veteran (%) 7.3 7.0 0.3
Education (%)
Less than High School 9.2 10.0 -0.8%**
High School/GED 40.8 435 -2.8%**
Some College/Bachelors 29.8 27.2 2.6%**
Post-secondary 13.6 15.0 -1.4%**
Post-graduate 6.7 4.4 2.3%%*
Number of Observations 32,021 32,748 -

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at
the 5 percent level; *** indicates significance at the 1 percent level.

As was the case for the cohorts of jobseekers that received services beforethe grant period,
jobseekers in pilot and non-pilot WDAs receiving services after implementation were generally
similar. More than one-third of each cohort was over 45, and 49 percent were male. Both were
also mostly white, and had similar levels of education. Also as before, the only characteristic
that differed notably between the two cohorts is race. While the differences are not as large as
in those prior to implementation of Salesforce, non-pilot areas still had a larger proportion of
black jobseekers (14 percent) than pilot areas (6 percent).

Prior Labor Market Experience. Exhibit 14 summarizes the prior labor market experience for
the two cohorts after implementation of Salesforce.
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Exhibit 14: Jobseeker Prior Labor Market Experience, after Salesforce Implementation

Non-Pilot Pilot
Characteristic WDAs WDAs Difference
(Cohort 3) (Cohort 1)
Employed (%) 31.0 39.7 -8.7%**
Ul Claimant (%)
Claimant 44.9 325 -12.4%**
Exhaustee 1.9 2.1 -0.2*
Neither 48.7 62.5 -13.8%**
Prior Wages ($)
Quarter 1 3,368 4,269 -901*
Quarter 2 4,979 4,515 464 ***
Quarter 3 5,214 4,570 644%**
Number of Observations 32,021 32,748

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance
at the 5 percent level; *** indicates significance at the 1 percent level.

As shown, jobseekers in non-pilot areas had relatively weaker prior labor market experiences
than those in pilot areas, a similar pattern as noted in Section 3.2.1 for jobseekers that received
services before implementation. Employment among jobseekers in non-pilot WDAs was nine
percentage points lower than for jobseekers in pilot WDAs, and more jobseekers in non-pilot
WDAs (45 percent) were receiving Ul benefits than in pilot WDAs (33 percent).

Services Received. Exhibit 15 on the next page summarizes the services received by jobseekers
in the two cohorts after implementation of Salesforce.

Again mirroring the patterns observed when comparing jobseekers receiving services before
Salesforce was implemented, jobseekers in pilot and non-pilot WDAs generally received similar
types of services after implementation . For both cohorts, most jobseekers participated in WIA
Title Ill, the proportion of jobseekers receiving core services (staff-assisted) was higher in non-
pilot WDAs, and most jobseekers in the two areas received services for less than one week.
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Exhibit 15: Services Received by Jobseekers, after Salesforce Implementation

Non-pilot Pilot
Characteristic WDAs WDAs Difference
(Cohort 3) (Cohort 1)
Program (%)
WIA Title 1 Adult 1.1 0.5 0.6%**
WIA Title 1 Dislocated Worker 2.4 1.1 1.3%%x*
WIA Title 1 Youth 0.4 0.3 0.1*
WIA Title 3 95.8 97.7 -1.9%**
Services (%)
Core Self/Informational 94.8 97.0 S2.2HK*
Core Services Staff Assisted 29.4 19.9 9.4%**
Intensive 26.9 19.1 7.8%**
Partner Program Participation 0.1 0.1 0.0
Support Services 1.0 11 -0.1
Training Services 1.2 1.0 0.2
Youth Services 0.5 0.4 0.1
Duration (%)
Less than 1 Week 46.0 43.2 2.8%**
1 week - 1 Month 12.4 11.5 0.9%**
1 Month - 6 Months 21.9 23.0 -1.2%%*
More than 6 Months 19.7 22.3 -2 5xk*
Number of Observations 32,021 32,748

Source: DWD administrative data.
Notes: * indicates statistical significance at the 10 percent level; ** indicates significance at
the 5 percent level; *** indicates significance at the 1 percent level.

Comparing the demographic characteristics, prior labor market experiences, and services
received for jobseekers receiving services after implementation of Salesforce shows few
differences between pilot and non-pilot WDAs. Further, combined with similar findings
described in Section 3.2.1, the data provide no evidence of systematic, differential changes in
any of the three categories of variables. This provides further evidence that the assumption
underlying our empirical strategy—that the pilot and non-pilot WDAs are comparable—is
reasonable.

3.3 How Similar Were Trends in Pilot and Non-Pilot WDAs?

As described in Section 3.1, our empirical approach assumes that changes in labor market
factors external to implementation of Skills Wisconsiwere similar in pilot and non-pilot areas.
The comparisons detailed in Section 3.2 show no evidence of systematic changes in the
composition of the groups of jobseekers receiving services that affected one group of WDAs
(pilot WDAs versus non-pilot WDAs) more than the other.
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Another way to assess whether it is plausible to assume that trends in pilot and non-pilot areas
moved in tandem between 2012 and 2013 is to look at whether trends in the two groups of
WDAs moved in tandem in the previous 12-month period (i.e., 2011-2012). Though we cannot
know with certainty whether our assumption holds, if trends in the two areas moved more or
less in parallel in 2011-2012, we can be more confident that a similar pattern held in the
following year. Because our regression models will control for jobseeker demographic
characteristics, prior labor market experience, and services received, the crucial trends to
examine here are changes in labor market outcomes.

Exhibit 16 shows the changes in labor market outcomes for individuals receiving workforce
system services for pilot and non-pilot areas in 2011-2012. Differences in the employment and
employment retention outcomes are shown as percentage points; changes in earnings are
expressed in dollars.

Exhibit 16: Changes in Jobseeker Labor Market Outcomes, 2011-2012

Non-Pilot Difference
Outcome WDAs in

2011 Difference s ) Differences
Employment (%) 61.4 58.7 -2.7 65.2 63.7 -1.5 1.2
Retention (%) 83.3 82.3 -1.0 83.2 82.7 -0.5 0.5
Earnings (S) 7,587 | 7,212 -375 7,454 7,192 -262 113
Number of Observations | 14,806 | 14,463 - 20,004 | 15,830 - -

Source: DWD administrative data.

As shown, the changes in all three key labor market outcomes were very similar in pilot and
non-pilot WDAs. The 2011-2012 change in the employment rate for jobseekers in non-pilot
areas was -2.7 percentage points, for example, compared to a change in pilot areas of -1.5
percentage points. For all three outcomes, the 2011-2012 changes in both areas were in the
same direction and of similar magnitudes. For employment and retention, the difference in
differences between pilot and non-pilot WDAs was less than two percentage points. Changes in
jobseeker earnings differed by $113, less than two percent of earnings. The data show no
evidence of differential patterns in the labor market outcomes of jobseekers between pilot and
non-pilot WDAs from 2011-2012. These results lend additional credibility to the main
assumption behind our technical approach to the impact evaluation.
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3.4 Summary

Our empirical approach to the impact evaluation will use individual-level data on jobseekers
who received services from Wisconsin’s workforce period both before implementation of
Salesforce in the pilot WDAs and after it. Further, we will rely on the phased rollout of
Salesforce to compare outcomes for jobseekers who received services in pilot WDAs to
outcomes for jobseekers who received services in non-pilot WDAs. Because our approach relies
on the assumption that trends in labor market outcomes for jobseekers would have been
similar in the two groups in the absence of Skills Wisconsjnvhich cannot be directly tested, it is
important to assess whether this assumption appears plausible.

One way to assess whether the group of non-pilot WDAs represents a credible comparison
group for the impact evaluation is to compare jobseekers who received WIA services in pilot
and non-pilot WDAs before implementation of Salesforce. Our comparisons of jobseekers’
demographic characteristics, prior labor market experiences, services received, and labor
market outcomes for those who received services beforeimplementation of Salesforce reveals
only minor and non-systematic differences between jobseekers in pilot (cohort 4) and non-pilot
WDAs (cohort 2).

A second way to assess how similar pilot and non-pilot WDAs are is to examine the two cohorts
of jobseekers who received services after implementation of Salesforce (cohorts 1 and 3).
Similar comparisons as described above likewise show few differences between jobseekers who
received services in pilot and non-pilot WDAs. These combined results provide no evidence of
systematic, differential changes in any of the three categories of jobseeker variables—giving us
further confidence that the assumption underlying our empirical strategy is reasonable.

Yet a third way to assess whether it is plausible to assume that trends in pilot and non-pilot
areas moved in tandem between 2012 and 2013 is to look at whether trends in the two groups
of WDAs moved in tandem between 2011 and 2012. Though we cannot know with certainty
whether our assumption holds, if trends in the two areas moved more or less in parallel from
2011 to 2012, we can be more confident that a similar pattern held between 2012 and 2013.

Data from 2011-2012 indicate that changes in all three key labor market outcomes were similar
in pilot and non-pilot WDAs. The 2011-2012 change in the employment rate for jobseekers in
non-pilot areas was -2.7 percentage points, compared to a change in pilot areas of -1.5
percentage points. For all three outcomes, the 2011-2012 changes in both areas were in the
same direction and were similar in magnitude. For employment and retention, the difference in
differences between pilot and non-pilot WDAs was less than two percentage points. Changes in
jobseeker earnings differed by less than two percent ($113).

The data show no evidence of differential patterns in the labor market outcomes of jobseekers
between pilot and non-pilot WDAs in 2011-2012. To the extent that a similar pattern held for
the 2012-2013 period, these results lend additional credibility to the main assumption behind
our technical approach to the impact evaluation.
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4. ANALYSIS OF OUTCOMES DATA TO DATE

The third component of the evaluation of Skills Wisconsiis an outcomes analysis. In this
section, we present outcomes data available to this point in the grant period. We begin in
Section 4.1 by describing the findings presented in our baseline report related to the results of
the first wave of the employer survey. Section 4.2 describes the progress made thus far toward
the performance goals identified for Skills Wisconsiim the original grant application. The last
section gives a brief summary.

4.1 Review of Baseline Findings

In addition to the grant performance metrics reported to DOL, key outcomes for Skills
Wisconsininclude employers’ perceptions of the workforce system and their satisfaction with
the services it provides. In Spring 2013, IMPAQ conducted the first wave of a survey of
employers in Wisconsin’s 11 WDAs, with the intent to establish a baseline of employer
sentiment. It asked employers about four main areas:

A Their interactions with the workforce system
A Their perceptions of jobseeker quality
A Their satisfaction with services received from the workforce system

A Their overall rating of how well the state’s workforce system serves businesses.

Since not all employers in Wisconsin interact with the workforce system, to reach employers
likely to have some experience with it, our sampling frame consisted of establishments with
open job orders on the Job Center of Wisconsin website—in either December 2012 or January
2013, or both—that were located in the state. This sampling frame included 10,677 businesses,
from which we randomly selected a survey sample of 4,995 businesses. Of these, we received
1,193 completed responses, a response rate of 24 percent.

Key Employer Survey Findings. The baseline report includes a detailed analysis of the employer
survey data. Exhibit 17 summarizes Wisconsin employers’ ratings of how well the workforce
system serves businesses in the state.
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Exhibit 17: Employer Ratings of How Well the Workforce System Serves Businesses
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Source: IMPAQ employer survey.

As shown, Wisconsin’s employers have mixed feelings about how well the workforce system is
serving businesses in the state. Forty-five percent said the workforce system does a good job;
15 percent had a more positive view (very good or excellent) and 41 percent a more negative
view (poor or fair). Perceptions varied across employer size and industry. Employers in the
accommodation and food services, health care and social assistance, and retail trade industries
gave the workforce system higher ratings. Those in the professional, scientific and technical,
construction, and trade and warehousing industries gave poorer ratings. Smaller employers
were generally more likely to have negative overall impressions of the workforce system.

Other key baseline findings based on the employer survey include:

A A large proportion of employers reported a meaningful amount of interaction with the
workforce system. Employers in the health care and social assistance; administrative
support, waste management, and remediation services; and manufacturing industries
had the most contact with workforce system. Larger employers had more interaction
than smaller ones.

A Two-thirds of employers rated the jobseekers referred to them by the workforce system
as being of average quality. One-quarter reported jobseekers as being below average,
while eight percent gave them above average ratings.

A Over three-quarters of employers said they were satisfied or very satisfied with the
services received from the workforce system, with employer sentiment varying by
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industry and size of employer. Employers in two industries—the accommodation and
food services industry and the health care and social assistance industry—were most
likely to be satisfied. Smaller employers reported more negative views.

Data from the second wave of the employer survey will show whether the employer outcome
measures captured by the survey have changed over the grant period.

4.2 Grant Performance Metrics

Early in the grant period, Skills Wisconsiataff finalized with DOL a series of performance
outcome measures the grant team is required to report quarterly to DOL. These measures,
which are meant to capture important outputs associated with each of the three components
of the grant, include:

A Number of businesses served

A Number of staff trained in the demand-driven model

A Number of completed employer profiles entered into Salesforce
A Number of new training curricula created

A Number of industry partnerships created or enhanced

A Number of jobseekers trained

A Number of jobseekers served

A Number of hires due to enhanced relationships

A Number of user logins on Salesforce.

Exhibit 18 shows the progression of these outcome measures over the first seven calendar
quarters of the grant period.

As shown, progress toward the performance outcome goals of Skills Wisconsiis consistent
with the fact that most grant activities thus far have focused on the adoption of Salesforce. The
program has already exceeded its performance targets for three of the nine outcome measures.
Nearly 25,000 businesses have been served, over four times the planned number. An additional
40 staff beyond the goal of 110 have been trained in a demand-driven approach to business
services. The number of employer profiles entered into Salesforce has also exceeded its target,
with 7,116 profiles in the system now—29 percent more than targeted for the life of the grant.
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Exhibit 18: Performance Outcomes Data to Date

Total Total Grant Year 1 Grant Year 2
Goal to as

Date Percent
Number of businesses served 5,500 | 24,710 449% 360 660 | 6,739 | 4,838 | 9,854
Number of staff trained in demand driven model 110 150 136% 50 70 75 25 0
Number of employer profiles 5,500 | 7,116 129% 360 330 597 | 5,198 631
Number of new training curricula created 20 2 10% 0 0 1 0 1
Number of industry partnerships 40 0 0% 0 0 0 0 0
Number of jobseekers trained 220 0 0% 0 0 0 0 0
Number of jobseekers served 7,000 961 14% 41 108 85 223 504
Number of hires due to enhanced relationships 1,000 180 18% 16 9 48 40 67
Number of times the Salesforce website is accessed 66,000 | 35,307 53% 3,096 | 3,406 | 8,685 | 8,139 | 11,981

Source: SkillsWisconsimuarterly Performance Reports submitted to DOL.
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Less headway has been made toward meeting performance targets for other outcomes. Use of
Salesforce as measured by the number of user logins appears to be on pace. At roughly the
mid-point of the grant period, slightly over half of the planned 66,000 logins have been
recorded. To this point, outcomes related to new training curricula, industry partnerships, and
jobseekers trained or served are sufficiently low that significant increases in these outcomes
must occur in the upcoming year if performance targets are to be met. One reason for the low
number of jobseekers served is that most WDBs have not been tracking participant data in
Salesforce. Moving forward, the grant team is focusing on more comprehensive tracking and
reporting of participant data. To date, there have been no industry partnerships created or
enhanced under Skills Wisconsjriespite an overall target of 40. As noted in Section 2.2, the
focus of grant activities is now shifting away from deploying Salesforce (and associated
demand-driven training) and toward developing industry partnerships. The SkillsWisconsin
team expects significant progress in this area to occur soon. It may prove a challenge, however,
to develop or enhance 40 industry partnerships in the remaining 16 months of grant activity.

Progress has been slow in developing new career pathways training curricula and training
jobseekers using the new curricula. Only two of a projected 20 such curricula have been created
thus far. At this pace, the number of new curricula developed will fall well short of the
performance goal. Reflecting the level of activity in curricula development, no jobseekers have
yet been trained under a curriculum developed through Skills Wisconsinf no additional new
curricula are developed, then meeting the target of training 220 jobseekers in programs
developed via Skills Wisconsiwill require an average of 110 jobseekers to be trained over the
upcoming year under each of the two curricula already created.

4.3 Summary

Outcomes data collected to date include baseline data on employer sentiment from the first
wave of the employer survey and quarterly data on performance outcomes related to
implementation of Salesforce, training in demand-driven business services, and development of
new training curricula and industry partnerships. The employer survey showed that prior to
implementation of Skills Wisconsjremployers had mixed feelings about how well the state’s
workforce system serves businesses. Forty-five percent said the workforce system does a good
job, 15 percent had a more positive view and 41 percent a more negative one, with perceptions
varying across employer size and industry.

Data on grant performance metrics shows that the first seven quarters of the grant period have
seen completion of Salesforce implementation among WDBs. The program has also met or is on
pace to meet quantitative targets related to Salesforce. Progress toward other grant objectives
related to new or enhanced industry partnerships, new training curricula, and jobseekers
trained using new curricula has been slower. Although the grant team is now focusing on these
parts of the program, meeting the relevant performance targets before the end of the grant
period may be challenging. It may be particularly difficult to train 220 jobseekers using new
curricula developed via Skills Wisconsin
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5. DISCUSSION

About midway through the Skills Wisconsigrant, data collected as part of the evaluation
provide two types of insights. First, data collected during the first round of site visits and first
wave of the employer survey establish a baseline understanding of both how Wisconsin’s
workforce system operated and how employers viewed it prior to implementation of Skills
Wisconsin When similar data are gathered toward the end of the grant period (i.e., when we
have data after implementation of Skills Wisconsjnwe will be able to compare those data to
the baseline data to understand how things changed over the grant period. Second, data
collected from grant materials and more recent follow-up interviews with WDBs show how
implementation of Skills Wisconsimas gone thus far.

Our Baseline Understanding. As described in detail in our Baseline Report, both the first round
site visits and the first employer survey data reveal important features of how the state’s
workforce system functioned and what employers thought about it. Interviews with key
stakeholders conducted during the site visits confirmed many of the problems cited as
motivation for Skills Wisconsjincluding:

A Lack of consistent coordination among different types of workforce organizations or
across WDAs (especially concerning interactions with employers)

A Varied approaches across the state to managing relationships with employers

A Reluctance to share employer information with others.

The employer survey data revealed mixed feelings among employers in the state about the
workforce system. For example, when asked about how well the workforce system serves
businesses in the state, 45 percent said the workforce system does a good job; 15 percent had a
more positive view and 41 percent a more negative one. In other areas, employers were
somewhat more positive. Roughly three-quarters of employers rated the jobseekers referred to
them by the workforce system as being of average quality or better. Over three-quarters said
they were either satisfied or very satisfied with the services they had received from the system.

The baseline data are not meant to support a judgment on the workforce system in Wisconsin.
Rather, they serve as a point of reference—so that, once follow-up data are gathered near the
end of the grant period, we can assess how the grant affected the workforce system and how
employer opinion of the workforce system changed over the grant period.

Implementation Progress Thus Far. For much of the first two years of the grant period, the
focus of Skills Wisconsiwas on successfully implementing Salesforce and on encouraging its
use as a way to improve how the workforce system serves businesses in the state. As the third
year of the grant gets under way, the focus is shifting to enhancing and expanding industry
partnerships. Most of the overall performance objectives related to Salesforce adoption and
use have already been met. Performance targets related to development of new training
curricula, new or enhanced industry partnerships, and jobseekers trained will be difficult to
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achieve in the remaining 16 months of grant operations, however, absent much more rapid
progress than has materialized to this point.

Recent interviews with staff at all 11 WDAs and staff at key grant partner organizations reveal
both successes and challenges. Some WDAs have embraced the goals of SkillsWisconsinmore
enthusiastically than others, making the adoption and use of Salesforce a management priority.
Major challenges that have emerged include integrating Salesforce with other administrative
data systems and generating commitment to the program among key organizations that face
competing priorities.

Through the first two grant years, Skills Wisconsihas made substantive progress toward some
of its main objectives. As the initiative moves into the final year of grant activities, it will be
important to continue the program’s momentum in order to continue progress toward creating
a more unified, demand-driven workforce system in the state.
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APPENDIX A. BASELINE SOCIAL NETWORK MAP
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