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labor markets rather than along national product lines. The firms
may compete in the same local market, or operate in entirely
separate industries, or form customer-supplier relationships with
one another. But what they have in common with one anothe
in each case is the convergence of their work systems and/or
skills sets. Firms are brought together by a variety of indepena;
dent worker organizations responding to the unique challeng
encountered by the local parties in a rapidly changing business
environment. The projects are designed to advance the living
standards of workers by addressing the emerging skill requir
ments of employers beyond the boundaries of individual firms
the sector.

A sectoral project focused on the shared labor force needs
m.ultiple firms thrives on three key efficiencies. The first has to d
with economies of scale obtained by expanding the breadth
employer participation within a regional labor market. Unlik
Fr%odemization, workforce development, or job connection acti
ities that adopt a narrowly customized firm-by-firm approach
sectoral approach makes it possible to benchmark public and p’n
vate sector efforts to advanced industry practices. An inform
tion-sharing and standard-setting process across organization:
that account for a significant share of the market enables th
participants to share the cost of replenishing the skilled labo
pool. With enough market share, they have the capacity to secur
tlr}e accountability of modernization and training institutions
high-road production or service delivery. Instead of reinventin:
the wheel in one workplace after another, scaling up new pré
grams spreads out the cost of their development and delivery.

Second, sectoral initiatives achieve economies of scope b
extending the range of policy areas responsive to the share
needs of organized firms. The development of a diversified pré

gram aligns modernization, training, and related labor market
ervices to the most advanced practices in the sector. Just as the
cale of the initiative can capture the accumulated wisdom of
garning across firms to augment common elements of curricu-
um and training routines, the scope of the project achieves effi-
iencies in program development across policy areas defined by
he segment of the workforce they are intended to serve, such as
nemployed adults and youth. The same set of core competen-
ies apply whether the individual is employed, unemployed,
inder-employed, disadvantaged, still in school, or returning to
he paid labor force. The alignment of institutional and public
olicy supports for skill upgrading with a progression of profi-
jency standards enables workers to build on what they already
know to get to where they want to go throughout their careers.
~ Third, a successful sectoral initiative develops positive net-
ork externalities as a growing number of employers, unions,
public-sector and community-based partners come together and
find ways to solve recurrent problems and meet convergent
ieeds. By sharing information, identifying models, conducting
periments, defining curricula, and building toolkits, the par-
cipants are able to sustain and diffuse high-road production or
service delivery. The legitimation and dissemination of advanced
ractices among a growing share of firms in sector facilitates
int investments made by all the stakeholders in the formation
f a skilled and committed workforce. As the sector becomes
\ore competitive relative to the low-road, the high-road firms
ithin it may become more tied into the regional economy.
Jith the institutional and public policy supports knitted together
v.a successful intermediary in the regional Jabor market, the
ector contributes to job opportunity and career security within

Summarizing across these economies of scale and scope and
ositive network externalities, successful sectoral initiatives cre-
te a “win-win” situation for firms, workers, and new labor mar-

cet entrants from the community. Such initiatives may increase
k]

comparison of sectoral projects based on their differences in program

matic focus and scope, see Dresser and Rogers (1997a: 1
hardt and Bailey (1998). s % 19976) and Ber
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demand for a skilled and committed workforce; enhance learns
ing across business, labor, and community organizations; facili-
tate benchmarking and standard setting across them; enable
related firms to pool their investments in human capital; estab:
lish the accountability of public institutions to the high-roa :
realize efficiencies in the delivery of supports and services; build
the capacity of a wider range of players in the labor market; cla

ify entry-level skill requirements and advancement opportuni
ties; and improve the employment relations climate in the area:

The Labor-Management Council for Economic Renewal was

formed in 1990 by the United Auto Workers to assist indepen-

ent parts suppliers in the Detroit area (Baugh and Hilton 1997).

he council supports the development of joint processes for

_employee involvement and worker training to raise productivity,

improve quality, and achieve supplier qualification. With the

ombined weight of thirty-nine union shops, the project negoti-

tes a lower price for various modernization and training services

or its members. A variety of workshops and task forces provides

opportunities for managers and labor leaders to share information
and learn from one another’s experience. The results include the

diffusion of electronic-data interchange, quality assurance certi-

fication, and computer-based curricula. The council supports the
participation of local unions in the reorganization of work for
high-road production, while the regional office coordinates the
education and mobilization of members to participate in the
ganization of low-road, non-union competitors.

The Garment Industry Development Corporation (GIDC)

as founded back in 1984 by a precursor to UNITE, the textile
and apparel union, to support union jobs in New York (Seigel
and Kwass 1995). In conjunction with an anti-sweatshop cam-
paign and immigrant worker rights center, the union’s partner-
ship with industry associations and public-sector agencies brings
about a degree of order in a highly fragmented and competitive
dustry. The GIDC delivers a wide range of modernization and
training services, including export promotion, management and
ngineering assistance, technology-transfer services, and worker
training systems. It also operates a centralized training center
and job referral service for employers, workess, and new labor
arket entrants. The project helps dozens of firms modernize
edach year (electronic-data interchange, modular work systems,
tatistical process control, etc.), and train 300 workers off-site
and hundreds more in the workplace. The export promotion
‘campaign has generated over $20 million in sales over the last
three years.

A Proliferation of Examples

e

of workers within them, and the public-policy supports in the
regions. Despite their differences, however, these projects a
share important commonalties. Clusters of employers wit
shared skill needs are brought together through some form o

independent worker representation to achieve gains for th
local parties.

Industrial Unions

Until quite recently, the most prominent training initiatives o
industrial unions were company-wide training funds negotiate
at the national level (for example, in aerospace, auto, steel, an
telecommunications). But the regional structures of nationa
unions may facilitate the development of sectoral initiative:
among firms engaged in different product markets or marke
segments. These jointly governed projects are part of a mor
comprehensive strategy for unions to retain and expand the
organized share of their respective sectors.
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Multi-Employer and Union Partnership Funds

In service industries where competition in product markets and
labor markets coincides at the regional level, unions have occa
sionally established wage norms through multi-employer agree:
ments. The bargaining arrangements represent something of"
hybrid between industrial and craft union models of organization
in that most workers are regular employees of a single establish
ment, vet their employers contribute to industry-wide trainir
funds. In a handful of cities, these funds have become an integral
part of comprehensive strategies of bargaining, organizing, and
public policy in the health care and hospitality industries. :
The largest health-care union in New York, Local 1199, ha:
negotiated multi-employer training funds to support mobility
within and between facilities (Cimini and Muhl 1994). Unde
the terms of the current agreement with fifty-five private hospi
tals and nursing homes, for example, employers contribute 0.
percent of payroll to a common fund. The progression of profi
ciency standards and certification requirements for care-giving
and technician occupations provide clear pathways for worket
to advance their careers. Large health-care facilities have tra
tionally provided diverse urban residents with entry-level job:
which can become stepping stones to further training and caré#
development. The fund has supported training for thousands o
workers over the years, and, more recently, the fund has becon
a key part of adjustment to a new environment brought abou
by managed care and fiscal austerity. Through on-site commit
tees in each facility, the union is able to participate in the reot
ganization of service delivery, including the redesign of work or
the inside and the creation of outplacement centers on the out
side, in exchange for a commitment to employment security fo
most of the workforce. Those who lose their jobs have the righ
to additional training, income maintenance, and transfer right
to other facilities under the contract. The relocation and red
finition of diagnostic, care-giving, and other service work elé
vates the strategic importance of training for the union to bu

olidarity and the capacity to shape the future direction of
estructuring in the sector.

The San Francisco Hotels Partership Project was formed by
unions and employers in 1994 to upgrade customer ser.vice and
job quality in the hospitality industry (Moy 1997). A joint steer-
ing committee sets up working groups of managers e%nd local
tinion leaders to develop strategies for achieving objectives such
4,an industry-wide curriculum for core skills, cross‘—classif%c.a—
tion procedures for combining flexibility in staffing with sFabﬂlty
in working hours, and the revival of a hiring hall to dispatch
orkers to special events. Strategies are adapted to the needs‘ of
ach workplace by joint problem-solving teams that deal with
aining, work redesign, workload, job security, and related
sues. These teams are now engaged in the development of work
ite procedures for quickly resolving disputes at the lowest possi-
le level within their respective organizations. The first major
‘roject is to deliver the core curriculum to more than 1,600 of
he 5,000 union members covered by the partnership. More than
100 hours of on-the-job and classroom training, including courses

team-building and English as a Second Language for a inerse
workforce, provide the foundation to enhance flexibility for
anagers and stability for workers through rotations,.trar}sfers,

assifications, and promotions. Additional training is tailored
torthe main job clusters in the industry, such as the cul’maiu:y gnd
housekeeping occupations. Resources come from a combmanop
f the state’s employment and training fund and the multi-
mployer fund negotiated by the unions.

raft Unions )

ost multi-employer bargaining agreements are found in the
snstruction industry where the apprenticeships and hiring halls
f craft unions have helped employers bring about greater stabil-
fy in a volatile environment. But union density has d?chn§d
Harply over the last two decades, particularly in the residential
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segment of the market. The America Works Partnership was

formed with federal support in 1995 to rebuild central city neigh- ‘t
borhoods and provide training, stable employment, and union
wages and benefits to their residents (America Works 1996)
The building trades leverage a variety of resources, such as pen
sion funds, joint apprenticeship funds, and economic develop
ment resources, to forge local partnerships with contractors
public sector agencies, and non-profit groups. Local partnership
develop comprehensive strategies to meet the credit, employ:
ment, and business development needs of urban neighborhoods
In addition to chapters in Detroit, San Francisco, and Buffalo
America Works has projects started in more than twenty othe
cities. During the first year in St. Louis, for example, the loca
project provided pre-apprenticeship training to twenty-five resi
dents with 19 of them going on to an apprenticeship. The aim i
to build capacity in numerous cities to recruit, train, and emplo
hundreds of local low-income people per year. America Works
has already achieved a national reputation for being able to train
former welfare recipients for living-wage jobs.

with the contractors or their agents to contribute to common
“benefit funds. Although the union has some degree of leverage,
he prohibition of pre-hire agreements outside the building
rades means that the centers must ultimately compete on the
open market based on the quality of their workforce. CWA has
developed a newly recognized apprenticeship program to qual-
ify dislocated workers, disadvantaged workers, and youth for
various kinds of technical work in a rapidly growing field, such
as the installation of fiber-optic cable networks. The hope is
that a modular design of skill delivery will enable workers to
build on what they already know to acquire the skills they need
for new jobs in the future. :

Some sense of the promise of this approach is available from
the Cleveland site, where 200 workers have moved through the
employment center thus far. The center matches workers to a
variety of jobs based on their qualifications and preferences,
such as working part-time to supplement early retirement ben-
efits, stringing together a series of jobs into full-time, year-round
employment, or obtaining permanent jobs with client firms. In
Seattle, the CWA center recently launched an apprenticeship
program with forty participants and developed a school-to-work
program to qualify youth for the program. It is also building rela-
tionships with community and faith-based organizations to
attract unemployed adults to emerging careers in the sector.

Working Partnerships USA, the non-profit arm of the
outh Bay Labor Council in San Jose CA, is developing a strat-
egy to organize the large contingent workforce in Silicon Valley.
‘Building on its assistance with the development of joint labor-
‘management processes to improve public services, the organiza-
‘tion is piloting a training and referral system for limited-term
+jobs in government agencies (Working Partnerships USA 1997).
One promising strategy for scaling this up is to reach similar
agreements with a growing number of unionized employers to
“use the training and referral system for their temporary workers.
“A critical mass of agreements with employers would enable

Contingent Workers

resembles the way that construction has traditionally been orga:
nized for generations. The union provides training, employment
stability, and continuous benefits for workers who move from
job to job. In effect, the union functions very much like a no
profit temp agency that redistributes the surplus to its members:
The Communication Workers of America (CWA) recentl
formed three employment centers in Cleveland, Seattle, and
Southern California to supply skilled workers for high—tecl; jobs:
(Carre and Joshi 1997). The union uses its bargaining relatio
ships with the phone companies to convince the companies to
establish agreements with contractors to hire qualified workers
from its centers, and then the union negotiates an agreement
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members to increase their work hours, earnings, and benefits

dates for the reserved positions, train them to the required com-
and seek permanent employment when available. ° ’

petencies, and support them during the training period with
integrated income and other supports.
None of these initiatives is identical to any of the others.
‘But while their sizes vary in both absolute and relative terms,
they all strive to achieve certain scale economies. Their pro-
rammatic reach ranges in scope, but they all leverage public
and private resources for skill upgrading. And they generally
assists with the development of child.care ce : pro?ride, for.mallly or not, a f’orum‘ fc?r emplqyers, workers and
nters in urban their organizations, and public training-providers to learn from

one another on an ongoing basis.

Non-Union Models

Altde.rlt'latlve rr.lodels of worker organization have emerged a
traditional unions have declined. One model is the formation

23? 1.0W and middle income kids. They provide a high level o
training, pay a 25 percent premium over the average wage, and
offer good benefits by industry standards. The combinatic,)n o
employee voice and superior compensation reduces turnov
by half, enabling the centers to recoup their investment in trai
ing and improve the continuity and quality of care. In an emer:
ing strategy, the employee-owned centers serve as the hub for
i net\évor]if1 of organizing, coalition-building, and lobbying to
dzfgi;a; de I:l ai lilig'hty of care and the quality of jobs in regionally
Apother model is based on community and faith-basex
orgamzations with a strong enough community base to secure
Pubh'c resources for their low-income residents to secure ou
jobs in target sectors. The San Antonio-based Project QUgEST
for example, was sponsored by one of the strongest local afﬁ
ates of the Industrial Areas Foundation. Project Quest is based
on commitments of substantial resources to fund an inteerat :
grogram of e'mployment—linked training and support fo;f:yr hu
lgegc;s of low-income community residents (Clark and Dawsé
). Area employers in lead sectors, including finance ard
health care, agree to source living wage entry level to resid ’
who demonstrate specified skills. Community organizations .
area technical colleges then work together to identify cana:i1

Wisconsin Regional Training Partnership

One of the most important such sectoral initiatives, exhibiting
innovation across the range of modernization and training policy
n a large and growing scale, is the Wisconsin Regional Training
artnership (WRTP). We examine it in a bit more detail.

The WRTP was formed in 1992 by employers and unions to
upport the development of high-performance workplaces pro-
viding family-supporting jobs in the durable goods sector of Mil-
waukee metro area. Working with local Workforce Investment
Boards, community/technical colleges, high schools, extension
‘enters, community-based organizations, and other organiza-
tions, the WRTP seeks to develop and deliver advanced mod-

mization and training services to both the incumbent and
future” (displaced or pre-entry) workforce. In the manufactur-
ing sector of the region, its activities support-an emerging norm
f industrial governance in which firms er%gage in dynamic
enchmarking of their training efforts, increasingly conform
their external hiring and internal promotion to demonstrated
orker competencies, and administer their growing investments
n human capital budgets (as a proportion of their payrolls)
through joint labor-management committees.
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The WRTP now includes more than forty firms, collectively
employing more than 40,000 workers in the Milwaukee metro
area, or about twenty-five percent of that area’s industrial work-
force. Firm membership is varied, but concentrated among
larger manufacturers and first-tier suppliers. With a range in site
size from 100 employees at a tool and die shop to 3,000 at an
industrial controls plant, about half of the members have fewer

tion acquired during earlier periods of growth to maintain
market position); and a “high-road” strategy focused on more
diversified quality production. Viewed as a decision about labor-
management relations, the choice of strategy was “sweat”
(reduce wages and benefits for the existing workforce, outsource
as much production as possible to low-wage havens, etc.) or

than 500 employees. Despite various differences in products,
processes, and technologies, the firms share core design, engi-
neering, and manufacturing competencies in machining, elec-
tronics, and/or plastics.

The sector is also still highly unionized in the region, at least
by US standards, with roughly one-quarter of the non-supervi-
sory workforce organized on an industry basis, and well above
that proportion among larger employers. The production and
skilled trades workforce is typically represented by one or more
industrial union: e.g., Auto Workers, Electrical Workers, Machin-
ists, Paperworkers, Steelworkers, etc. A few bargaining units are

covered by national contracts, but most bargaining agreements
are locally negotiated.

Origins of the WRTP

The WRTP emerged at a time when the civilian durable goods
sector of the Midwest was still recovering from the deep crisis of
the 1980s. Most major employers in the area either relocated,
outsourced, or otherwise downsized their operations between
1979 and 1987, and in that period alone Milwaukee County
lost almost one-third of its industrial job base. But as a shrunken
employment base stabilized in the late 1980s, and exchange rate
and national economic conditions turned more favorable, two
sharply divergent paths of restructuring became evident: a "‘low—
road” strategy focused principally on reducing production costs
for low-end industrial commodities or standardized products
(commonly using residual strengths in marketing and distribu-
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'~ “invest” (in products, processes, technologies, skills, and coop-
erative labor-management relations). Although some employers
- continued to pursue a low-wage strategy that exacerbated con-

flicts with unions, others improved their relations with unions to
compete on quality, productivity, and innovation.

The mixed response of unions reflected the difficulty of
resisting concessions and preserving jobs amidst the crisis. A few
major locals embarked upon a new relationship with employers
to turn around troubled companies, such as A.O. Smith and
Harley-Davidson, while others became embroiled in protracted
conflicts persisting to this day, or went out of existence along
with the bankruptcy of a major company like Allis-Chalmers. As
the dollar began to fall against other major currencies and the
decline in manufacturing bottomed out in the mid-1980s, a
growing number of employers and unions began to cooperate on
training to facilitate the reorganization of work. This process was
aided by the Wisconsin AFL-CIO, which built on its experience
with the development of a one-stop assistance center for dislo-
cated workers. Within a few years, the center’s director assisted
nearly two dozen employers, unions, and their local technical
college to establish workplace learning centers. Many of these
firms would later become charter members of the partnership.

In this context, a major study of the industry conducted
by the Center on Wisconsin Strategy and submitted to industry
leaders, unions, and the training establishment for evaluation in
1990 provided the occasion for high-level deliberations about
what might be done to support coordination and cooperation
among them (Rogers and Streeck 1991). The recommendation
that industry and union leaders form a consortium on modern-

3
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ization and training was conditionally accepted, pending fur-
ther discussion of all-important details on joint governance,
programmatic focus, and the like.

From the start of negotiations over consortium structure
and program, however, the basic argument for joint industry
action was clear. A consortium would provide a forum for cross-
firm learning in the development of advanced practices, bench-
marking skill requirements on a sector-wide basis, mapping out
career paths with respect to the emerging skills set, and securing
public and private resources to move people through it. And
with a critical mass of members, the consortium could spread
the costs of developing a highly skilled and committed work-
force for employers (effectively eliminating the poaching prob-
lem), and enhance mobility and security for employees both
within and between work sites. A local industry leader who
chaired a state commission on workforce development and the
president of the state labor federation agreed to co-chair the
nascent effort, beginning with what turned out to be a pro-
longed series of meetings, separately at first and then jointly, on
the mission and governance of the consortium (for a detailed
chronology, see Neuenfeldt and Parker 1996).

The underlying conditions giving rise to the WRTP involved
the changing business environment of charter member firms,
the remaining strength of industrial unions in the region, and
the availability of public policy support for the effort. By design,
most of the charter member firms were large or medium-sized
firms with a union-represented workforce, experienced in the
negotiation of workplace change and skill development. A com-
bination of product market position, worker representation, and
previous experience conferred on them interest and the resources
to act collectively. Their combined weight in the labor market
would reduce the barriers for smaller firms to join later, perhaps
with encouragement from their customers who already belonged.
The collective deliberations necessary for getting the initiative
off the ground benefited from the leadership, social capital, and

-352-

Sectoral Trﬁining Initiatives in the US

political clout evident on both sides of the table, and the confi-
dence of key players in the facilitation and technical assistance
received throughout the process.!?

Governance and Growth

The WRTP is jointly governed by a steering committee com-
posed of top business, labor, and public-sector representatives

- who define the goals and objectives of the consortium. The

strategies for achieving them, however, come from managers
and local union leaders on the frontline of workplace change.
They participate in a series of working groups respectively ded-
icated to incumbent worker education and skills standards,
future workforce needs, and modernization. These taskforces
provide an ongoing forum for members to share their stories,
identify advanced practices, develop pilot projects, benchmark
skill requirements, create new tools, and advocate public poli-
cies to be pursued on a consortium-wide basis. Within member
firms, meanwhile, managers and unions form joint steering com-
mittees and peer adviser networks to implement these general
policies in ways attentive to their distinctive production sys-
tems, organizational cultures, and bargaining agreements.

The participatory process in which managers, union leaders,
and their partners in education, government, and the commu-
nity learn from one another is key to expanding the scale and
scope of the consortium. What generally happens is that mem-
bers of a working group identify a recurrent problem like the

12. For example, the management representatives recruited business associ-
ates to participate in the discussions, while the stafe labor federation pro-
vided a forum for affiliates with members in different industries. By
forming a joint steering committee, the parties were confident that they
could obtain bipartisan political support for their proposed initiative at
both the state and local levels. They both enjoyed various relationships
with local government agencies and educational institutions which
would assist with implementation, including private industry councils,

local technical colleges, and public-school districts.
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inconsistency of on-the-job training or a common objecti
such as the development of a youth apprenticeship program;
and then develop a strategy for addressing the issue. The projec
is presented to the board and any member interested in working
on it is invited to attend subsequent meetings and focus groups
where they can participate, for example, in the development
a train-the-trainer guide or the standard for youth apprentices
Firms represented in these meetings may become pilot sit
where labor-management issues are thrashed out, and the to
or curriculum is tested. Managers and union leaders involved
in these projects report on the results to the board and sha
their experiences with the membership as a whole, by hosting
site visits, conducting workshops, and the like. These models
are presented at an annual conference which is attended by

current and prospective members to expand the partnership and
its programs.

Furthermore, employers and unions increasingly focus on
building their own in-house capacity for learning and training on
 the shopfloor. Many firms have participated in the development
of a new peer adviser training manual and one-on-one training
guide. They have also defined the objectives for the development
of toolkits to upgrade orientation training programs and create
training coordinator positions. About three-fourths of the mem-
bership has also begun to revive their traditional apprenticeship
programs under the revised state standards that members helped
upgrade. The skilled trades have customarily required the com-
bination of training on and off the job, but this is now more the
norm and less the exception for production workers as well. Skills
weigh more heavily in promotion and compensation when the
proficiency standards are mutually agreed upon and workers gain
universal access to the necessary training through their learning
centers and local educational institutions.

INCUMBENT WORKING TRAINING FUTURE WORKFORCE PREPARATION

Preparation of the future workforce is an increasingly critical
issue now that significant numbers of jobs are being created
once again, and an age-compressed workforce is retiring in huge
numbers. These trends raise serious concerns about the quality
of entry workers for both labor and management. Unions also
identify other reasons for taking an active role in solutions to
the future workforce problem, such as passing their history on to
the next generation, becoming more involved with local schools,
orienting new members to their organizations, supporting cul-
tural diversity within their ranks, establishing goodwill in their
communities, and showcasing alternatives to punitive welfare
reforms and temporary work agencies. =

The WRTP piloted the development of the state’s youth
apprenticeship program in manufacturing three years ago.!?

skills to process improvement to technical skills, such as pa
programming. Much of the training and related services, such as
assessment, counseling, and confidential testing, are provided by
a third party, such as one of the local technical colleges. In Mi
waukee County, where about half the learning centers are located,
employers invested roughly $1.5 million in 1996. Almost 2,000
workers enroll in learning center programs on an annual basis
with more than 500 participants taking part in any given month.
Reflecting the demographic composition of the workforce, two-
fifths are women and one-quarter are people of color. These fig-
ures do not include the additional resources invested by most
employers in customized training courses and/or tuition reim-
bursement programs. Production workers thus have greater
opportunities to qualify for apprenticeship or obtain further edu-
cation from a local technical college or university.

-13. Wisconsin has developed youth apprenticeship programs in financial ser-
vices, printing, and other sectors by convening a focus group with
employers in the target sector. The metalworking sector has the highest

£
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Members set high occupational standards for the state (taking
the first level of voluntary national standards as their starting
point), collaborated with a local technical college on the school:
based curriculum, negotiated model contract language, piloted
a model mentoring program, initiated take-the-teacher-to-work
days, and provided technical assistance to the schools. The first
graduates qualified for entry-level production jobs, adult appren-
ticeships in surrounding job shops, advanced standing in tech-
nical colleges, and admission into the university system. More
than one-third of the member firms have taken on youth appren:
tices and related school-to-work efforts within the first year
since the pilot projects were completed. ,
The WRTP also developed a model for entry-worker train-
ing that provides jobs to successful graduates of pre-employ:
ment programs. Members identify the basic skills requirements
for major occupations, approve the assessment and curriculum;
and assure the participants of a living-wage job. They also work
together to improve hiring, mentoring, peer advising, orienta-
tion, and further training to retain and develop new workers:
This “employment-linked” training model has since become the
general approach adopted by the Milwaukee Jobs Initiativ.
This is a major community development effort funded by
national and local foundations to support the expansion of pilot.
projects in manufacturing (with a goal of 100 entry-level work:
ers in the first year) and the development of additional sectoral

initiatives first in construction and printing, and then in other
sectors in the future. The jobs initiative mobilizes substantial
public and private resources for a central-city workers center
founded by the Campaign for a Sustainable Milwaukee to
recruit low-income residents for the projects.

MODERNIZATION

The third (and most recent) focus of the WRTP is on the devel-

opment of the state’s new manufacturing extension program for

small firms. Most bargaining units are in smaller shops even
though the majority of union members are in larger plants. The

emergence of largely unorganized supplier networks erodes stan-

dards within union suppliers and major hub firms alike. And the

poor performance of non-union shops might also erode the

competitiveness of final products on world markets. The sup-

lier network is a critical problem without an easy, one-size-

fits-all solution in a labor-management environment.

Members of the partnership are currently preparing to
iunch pilot projects on supplier network development. Unions
will have to decide for themselves whether to participate in these
types of projects based on the contract provisions they obtain
n sourcing, which range from decision-bargaining (where the
nion receives advance notice and access to information to
repare an alternative plan for in-house production) to joint
ecision-making (where the company and union co-determine
trategic decisions about the core competencies of the enter-
rise). Some locals may obtain a union preference where, every-
hing else being equal, work is kept or brought back in-house, or
s shifted from non-union to union shops. &

Whatever the case may be, the pilot projects should showcase
models for employers and unions to upgrade their core competen-
ies and optimize their supply chains, and lead to the development
f new policy guidelines for extension centers to follow in the
future. Should these work out, the overlapping supplier networks
f larger manufacturers and first-tier suppliers would become a

level of ongoing employer coordination and employee involvement du
to coordination between state officials, educational institutions, and th
WRTE The Milwaukee Graphic Arts Institute, funded by a multi
employer bargaining agreement in the printing industry, encourages firm
to participate in youth apprenticeship. Fearing that an officially recog::
nized youth apprenticeship program available to union and non-unio
contractors would dilute traditional apprenticeship standards, the Mi
waukee Building Trades Council recently adopted an alternative school

to-work program (developed by the carpenters) as a model for th :
construction industry.
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powerful lever for extending wage norms and skills standards to

hundreds of additional shops throughout the region.

Policy Implications of Sectoral Initiatives

While still in their infancy, we believe that regional/sectoral
partnerships like the WRTP show considerable promise as the
foundation for an alternative to the traditional “American model”
of training. In effect, they provide at the regional level what is
not provided nationally: a genuine infrastructure of employer
and union collaboration that both drives industries toward more

advanced skill demands and provides the flow of information,
and assurances against free-riding, needed to meet them. Given
pressures for devolution in policy, moreover, there is no reason
why such efforts could not become more effectively integrated
into public labor market administration. There are 46 metro-
politan areas in the United States with union densities above 15
percent, including 32 with higher densities than Milwaukee
(Hirsch and Macpherson 1996). Their sectoral profiles, labor
movements, and local politics obviously vary, but these areas
each have the potential to replicate several of the initiatives
presented above or develop new ones of their own.

Effective reform of the US workforce development system
has generally been frustrated by the absence of organized employer
demand for high-road production or service delivery. This has
muddied labor market signals to workers and the public sector,
encouraged a highly stratified public training system (in whic};
credentials matter more than competencies, and response to
new industry practices and demands is slow and uneven), and
generally failed to provide critical mass for high-road production
as an industry norm. At least in regional labor markets, con-
sortial efforts like the WRTP appear to be making considerable
progress in addressing these problems. They provide much
clearer industry signals to workers and the public sector; scale
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and scope in the provision of training directed to competencies
and advancement; and sufficient critical mass and shared plan-
' ning capacity to underwrite strategic choice for the high-road.

Building on this experience, we can imagine a new work-

force development system in many regional labor markets where
such consortia could provide the natural ballast and direction
for program administration. Whatever the many confusions of
US training reform at present, it is fairly clear that block grants
are coming, and that the structure for their administration will
be some descendant of the Private Industry Councils first man-
dated under the Job Training Partnership Act (JTPA) with juris-

dictions carved on regional labor market terms. Various states,

Wisconsin included, have already established “Workforce Devel-

opment Boards” along these lines, with an essentially private
governance (with a majority of seats assigned to business) broadly
mimicking that of the original PICs. Were sectoral consortia
more widely developed, their leaders would provide a natural
source of such business (and union and community) represen-
tation, with the effect of tying the public system much more
closely to the real local economy. Consolidation of labor market
services, moreover, might be naturally extended to include ele-

- ments of the fledgling manufacturing modernization infrastruc-

ture the Clinton administration has been at pains to preserve

~and develop. This federally supported, state-based system for

assisting small and medium-sized manufacturers is now capable

* of reaching thousands of firms annually. Operating at some $300

million annually, it is the most significant US program acting
directly on the demand side of the skills equation.
The result would be, in effect, a series of regional labor mar-

ket boards, with financial resources to apply considerable lever-
* age within a more organized private sector. How incentives for

movement to such a system might be provided without man-
dating such industry organization would also be relatively straight-
forward. Participation in it could reasonably be offered as a
condition for discounts on public training and modernization

%
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assistance based on the rationale that public dollars are best
spent where private leverage and representativeness is demon-
strated. Such boards could be charged as well with local imple-
mentation of the national skills standards, providing some
baseline coordination of their activities. And the process of
organizing regional industry and labor, which is not a desper-:
ately hard thing to do based on the experience in Wisconsin an
elsewhere, could be supported through demonstration grants
and a minimal national technical assistance infrastructure. The"
demonstration effect and constituency arising from these initial
efforts would create the impetus for the further development of
supports at the federal and state levels. '

Of course, whether this really happens, or happens fas
enough to capture the energies now unleashed by reform-mind
edness and devolution, is not something we can confidently pre
dict. But it is certainly a development worth watching, and for
Europeans the fact that it is already happening unselfcon:
sciously, without almost any explicit public support, may carry’
some interesting lessons. Based on the experience in the mos
liberal of polities, with the greatest hostility to government, wit
the weakest associational structures in business and the mos
decimated labor movement, it appears that there is at least ;
plausible way to develop functional, flexible, and politically sup
ported labor market administration on a regional/sectoral basis
That level of administration appears to capture the operativg
efficiencies of associational action, while being sufficientl:
informed by local experience, and allowing a speed and flexibil
ity in government response, to allow the requisite organizatior
of employers and labor. The process of building broader institu
tional and public policy supports in the United States may co
to resemble the process of accelerating the adaptation of such
supports in Germany to a changing environment.4

What is less clear is the feasibility of such organization
‘where labor, or some other encompassing organization with real
~presence and clout in the community of workers, is weak. Mil-
waukee, while hardly the “union town” it once was, still has a
~significant union presence. San Antonio, while never a union
own, still has COPS (Communities Organized for Public Ser-
vice). Where such non-business organization does not exist, the
pontaneous organization and maintenance of sectoral initia-
‘tives is a more remote prospect. Even if employers succeed in
organizing themselves, they would not have the capacity to rep-
_resent worker interests. But it is possible to imagine incentives
or the development of independent worker organization, and
certainly the evolution of new structures of representation, such
as networks of employee-owned enterprises, community-spon-
_sored worker associations, and community-based hiring halls.
Doing that through explicit policy supports would of course
equire deeper political commitment to the promise of sectorally
based initiatives than currently exists. In moving that policy
agenda, however, the demonstration effect of even modest sup-
port for current or emerging initiatives, in more “naturally”
favorable sites, should not be slighted.

Nor should the appeal, in an era of “downsized” government,
devolution, and “public-private partnership” rhetoric, of har-
nessing private industry power to public purpose. The real boost
to workforce development capacity provided by sectoral initia-
tives comes not from increased public spending, but from more
disciplined (by collective industry voice) targeting of public
training resources, and increased firm commitment (itself occa-
sioned by resolution of the collective action problems noted) to
investing in the technology and training needed to underwrite
the high-road. What is most needed at the moment is simply
public recognition of the potential contribution of such regional

14. For a comparison of meso-level innovations designed to reduce unem:

wage norms and skill standards in the United States, see Parker and
ployment without eroding social standards in Germany and to support

Wever (1997).
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partnerships, which is essentially costless, and clearly in the
interest of a public sector under sustained attack. The devolu-
tion of some labor market administration to sectoral consortia,
and the development of routines on the delivery of training,
modernization assistance, and other public labor market sup-
ports more closely coordinated with those consortia, provides a
natural way to “reinvent” government in ways more fruitful
than its simple defunding or haphazard privatization.
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