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Abstract:  How can employers attract enthusiastic workers, create a highly motivated and well-performing workforce, develop service-minded and techno​logically savvy applicant pools, and improve their organization’s presence in the community?  In an effort to retain their competitive edge in the global marketplace, the Los Angeles World Airports (“LAWA”) created the GATEWAYS MODEL by forming strategic alliances with external consultants, corporate partners, educators and students to achieve these out​comes and more. 


To create an effective and profitable alliance specific components had to be developed.  These components included: performance objectives, basic business skills training, incentives, and measurement tools. Employers defined the basic skills they expected new employees to have prior to entering the workplace.  Educators revised curriculum to meet the defined objectives.  Students were given a listing of required courses and the established criteria for completing them. Students who achieved the established standards participated in an interview process for selection to a paid internship opportunity.


GATEWAYS created a model to facilitate business access to a qualified applicant pool for entry-level jobs that provide interns with good career and growth potential. 

INTRODUCTION


“Two roads diverged in a wood and I took the one less traveled by and that has made all the difference.”  (The Road Not Taken, Robert Frost.)


Many businesses at Los Angeles World Airports (LAWA) have chosen to take the road less traveled.  Are they being purely altruistic when they agree to partner with educators as part of the GATEWAYS collaborative Partnership?  Or have they recognized that to have the well-trained workers they need they must actively sow the seeds that will produce those workers?


LAWA’S local, national, and international businesses have been partnering with consultants and educators to first identify the performance objectives they deem necessary to produce highly qualified new employees.  Then educators refined their programs to incorporate these performance objectives, recognizing that as new employees develop they need a combination of knowledge and skill.  As plants need water and nutrients, so too do new workers need a performance-based education and on-the-job training. As plants grow and flourish, at harvest their growth is benchmarked and measured. Students too grow their skills, which are benchmarked and measured using real time performance standards and guidelines.


After the first six months of performance-based education, students are ready to be assessed against performance objectives and criteria used by many LAWA employers for entry-level workers. LAWA employers have been trained to work with interns using performance measures.  Periodic evaluations are completed and the on-the-job training and classroom instruction is adjusted to reflect what the intern needs.  Finally it is time to harvest what has been sown.


Working with educators to teach skills and behaviors that are desired by employers, as in the GATEWAYS MODEL, yields a crop of new employees that can make a strong contribution to the workplace.  When businesses choose the road to partnering with schools to grow interns, they discover this road yields a crop of better qualified employees.


This article will describe how employers and educators can create their own collaborative for workforce development.

BACKGROUND OF THE GATEWAYS MODEL

Los Angeles World Airports (LAWA) is a municipal department of the City of Los Angeles responsible for managing the Los Angeles International Airport (LAX) which is unquestionably one of the most significant economic forces in the Southern California region.  With an estimated annual financial impact of $43.5 billion, LAX is the gateway to over 61 million annual passengers from the Pacific Rim and other world regions.  Direct employment at LAX includes approximately 59,000 employees at LAX with an additional 150,000 jobs generated by LAX in the City of Los Angeles and neighboring cities.  One in twenty jobs in Southern California is related to LAX operations.


It is projected that by the year 2015 an additional 60,000 airport-related jobs will be developed.  These activities require the training of a workforce able to provide the leadership and technical skills necessary to maintain and grow LAX’s economic promise.


The GATEWAYS Internship Program was developed as one of several approaches to address the current and projected demand for qualified employees to fill positions at LAX.  The pilot for the program was launched in July 1998 as a collaborative initiative among LAX employers and local school districts.  GATEWAYS can serve as a model for other communities to help today’s youth find employment and to help employers find qualified and motivated employees.


There are three primary roles necessary to establish a successful collaborative:


Industry Leader:  In the GATEWAYS MODEL, LAWA is strategically positioned to act as a sponsoring employer.  It serves as the liaison between participating employers and educators and provides overall project management and coordination.  While LAWA underwrites the GATEWAYS internships, it is not necessary for the industry leader to provide this kind of funding for such a model to be successful.


The program manager should have experience with issues including recruitment, interviewing for employment, skills development, training and other staffing activities in the workplace.  Human resources professionals may be well suited for overseeing this type of project.  


Ideally, an employer will act as a sponsoring agency, but there are other options.  For example, federally funded Workforce Investment Boards may be able to manage job development and training programs like GATEWAYS.  Most major cities have applied for federal funds and have established agencies for workforce development.  The GATEWAYS program brings together several federal and state funded agencies in the Los Angeles area to assist with implementation and coordination.  However, using these agencies as the primary sponsor may place additional restrictions on the criteria and methods used to measure outcomes due to government-imposed guidelines.  These guidelines may be adversely restrictive and limit program accessibility to the majority of students.  


The GATEWAYS model permits employers to determine measurable outcomes to meet “real world” employment needs because of independent funding and to determine eligibility requirements for student participation.


Educator:  The involvement of local schools is critical. They have primary access to potential program participants and may already have established business curriculums in place at the school.  Leveraging resources from existing school programs minimizes the amount of fund raising needed, and may improve access to qualified instructors.  Schools also have school-to-career counselors assigned to develop job opportunities for students.  A GATEWAYS-type program could help them satisfy their placement goals by providing resources. Educators receive a curriculum guide that identifies performance objectives of participating employers, and use the guide to develop classroom training.


School curriculum should be developed with the following goals in mind:

( To train students/interns to perform to employer industry standards;

( To relate and apply academic learning to the world of work; and

( To develop training which has outcomes that are behavioral, observable and measurable.(Behavioral objectives are observable and measurable if written correctly)


Employer:  The employer is, of course, a key component to the collaboration.  They will provide the jobs and the on-the-job training. The goal of a GATEWAYS-type program is to create opportunities for students to become aware of viable career paths.  Employers are encouraged to consider interns for regular employment by the end of their internships.

DOS AND DON’TS OF ESTABLISHING A COLLABORATIVE


The following is a summary of lessons learned during the first three years of the GATEWAYS program.

[INSERT FIGURE #1 HERE].

GATEWAYS IN ACTION


Below is an example of a possible implementation timetable.

[INSERT FIGURE #2 HERE].

WHO IS THIS NEW WORKFORCE?


More than likely, a first-time worker entering the marketplace through a GATEWAYS-type program will have been born between 1980 and 1985.  This young person will probably not know how to make popcorn without a microwave, considers a pager or cell phone “basic equipment”, has never known life without MTV, AIDS, legal abortion, Disneyland, fax machines, answering machines, copy machines and personal computers.


Members of this generation have probably never used a manual typewriter, a mimeograph machine, carbon paper, a record player or a library card-based index system.  They have probably never had a polio shot, played Pac Man, seen an 8-track tape player, or paid less than 32 cents for a postage stamp.  For this generation, TV sets have always had more than 13 channels, have always been in color, have always been controlled by a remote and have always had cable.  Roller-skating has always been “in line” and Jay Leno always hosted the tonight show.


This so called “Nexter” generation grew up with Sesame Street, Barney and the Teenage Mutant Ninja Turtles.  They consider the Kennedy years, Watergate and the Vietnam War as “ancient” as WWI, Abraham Lincoln and George Washington.  This generation was prepubescent when the Berlin Wall came tumbling down, when the Exxon Valdez spilled oil, during the Persian Gulf War and the Challenger space disaster.  On the other hand, they are all too familiar with the Columbine High School Massacre, the Oklahoma City Bombing, the Clinton/Lewinsky scandal and “pregnant chads”.


This is a generation of young people who have been dealing with issues of diversity, hate crimes, drugs and violence since elementary school.  They are likely to have been raised in blended, single-parent and multi-cultural families and many were latchkey kids who learned to “supervise” themselves at a very early age.  This is a generation characterized by self-reliance and instant gratification.

WHAT SHOULD EMPLOYERS EXPECT FROM FIRST-TIME WORKERS?


Developmentally speaking, most young people between the ages of 16-20 are working through identity issues.  They are appropriately attempting to transition from childhood to young adulthood and are generally preoccupied with how they appear in the eyes of their peers.


Most young people are preoccupied with dating, school events, learning to drive, working, and preparing for college and the “real world”.  They need to be taken seriously and seek to express their own individuality.  They are reactive to peer pressure and are struggling with their desire for the privileges of adulthood and accepting appropriate responsibility for their own choices.


In unfamiliar environments, like any new employee in the workplace, a young person is likely to need to work through issues of basic trust, autonomy, doubt, initiative and self-confidence.  Throughout these struggles, most young people work hard to “appear” competent and capable, even when they feel confused and unsure.


In the face of all this “growing up”, it is important for the astute employer to find ways to provide direction without squelching the new worker’s creativity, to provide feedback without destroying the new worker’s confidence, and to provide training without humiliating or shaming the new worker.  (Come to think of it, these would be great approaches with us seasoned and tired workers as well, not just the new ones!!!!) 

WHAT IS REQUIRED TO BUILD AN EFFECTIVE EMPLOYER/EMPLOYEE RELATIONSHIP WITH A FIRST-TIME WORKER?


Understanding, coaching, mentoring, training, clear direction, timely feedback, loads of encouragement and patience!!!  Without providing all of the aforementioned “services” to the new employee, supervisors of first-time workers should not expect young people to be confident, appropriately assertive, to act within limits of authority, to take the initiative, or to assume reasonable responsibility for their choices.  “Fitting in” to the workplace culture is likely to be punctuated with many episodes of culture shock and misunderstanding.  The adult’s world of work is very different from the child’s world of school and employers should not “assume” the first time worker “knows better”.

WHAT TOOLS CAN HELP SUPERVISORS CREATE SUCCESS WITH THEIR FIRST-TIME WORKERS?


Two documents will be of particular value when co-creating a successful first time work experience for both the employee and the employer – the learning commitment (performance plan) and the report card (performance appraisal).


THE LEARNING COMMITMENT (AKA PERFORMANCE PLAN):  Below is a sample of a learning commitment used in the GATEWAYS program.  This successful program is based on theassumption that first-time workers succeed in internship programs when there are collective contributions by educators, curriculum developers, supervisors, etc.  In the following example, the respective commitments of primary stakeholders are documented and the new worker is able to see that success is a “group” project and the new worker isn’t in it alone.

[INSERT FIGURE #3 HERE].


THE REPORT CARD (AKA PERFORMANCE APPRAISAL):Feedback should be directly linked to the performance requirements included in a learning commitment.  Feedback should be delivered frequently during the first year on the job.  For a first time worker, ideally, feedback meetings should be completed every week (for the first 4-6 weeks), every month (for the first 3-6 months) and quarterly thereafter.

By the way, feedback needs to go both ways.  The first-time worker should be given the opportunity to assess his/her own performance against measurable behavioral criteria.  In addition the worker should be asked to assess the performance of the other stakeholders who have committed themselves to assist in the worker’s on-the-job success.


It is not the purpose of this article to focus on the theory and practice of performance management.  Nor is it the purpose of this article to debate the pros and cons of the performance appraisal process and its efficacy in performance improvement in the workplace.  Suffice it to say that for many reasons, employer and employee alike often dread appraisals of performance.  When it comes to assessing performance of a first time worker, it is very important that the supervisors make every effort to understand the worker’s performance from the worker’s own perspective and to gather input about stakeholders performance as defined in the learning commitment.  Only after understanding how the worker sees his/her performance can the supervisor respectfully clarify and refine expectations of workplace behavior, mobilize resources to assure continued worker success and, most important of all, build worker morale and confidence.

MOVING FROM KNOWLEDGE-BASED TO PERFORMANCE-BASED CURRICULUM


Over the years, managers and supervisors have expressed disappointment and concern about the lack of job readiness of entry level employees. In the current economy, there are fewer qualified applicants.  To grow a larger qualified applicant pool, employers essentially have two choices: (1) they can hire an under-qualified worker and rely on the services of educational management organizations (EMO) to train the new worker, or (2) they can proactively work directly with the schools to grow qualified applicants. The GATEWAYS program promotes working with schools in the community to shift from a knowledge-based curriculum to a performance-based curriculum.


GATEWAYS created a win-win situation by identifying behaviors and developing skills that are necessary in the workplace.  By design, success in classroom performance results in paid internships – a real incentive for students.  Through their proactive efforts employers save time and money by leveraging community resources to develop a well-trained pool of applicants.


Shifting from a knowledge-based curriculum to a performance-based curriculum requires several specific steps.  The first step is recognizing that performance must be measurable and realistic in terms of the performer and the situation.


Employers identify the core competencies they want new employees to bring to the job.  These competencies must be described in specific and objective terms, to enable teachers to teach to employer-defined objectives and to assure that the students will perform.  A typical example involves customer service.  The importance of “good customer service” is promoted at all levels of business education; but, what does it mean in performance terms?  For the GATEWAYS partners it meant the employee will answer all phone calls before the third ring, will identify their own business unit, will state their own name, will deliver a greeting, and will ask the caller how they can be of assistance.  This example illustrates clearly defined and measurable performance competencies.  An employer could use such competency descriptions to objectively evaluate a workers performance.

STEPS TO A PERFORMANCE-BASED CURRICULUM
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CONCLUSION


The GATEWAYS MODEL facilitates preparation of first-time workers for success in the workplace by partnering employers with educators to prepare students for on-the-job success while providing employers with a qualified applicant pool.  This type of innovative collaboration is good for community, business and our next generation of workers because it proactively cultivates a bumper crop of qualified applicants.  Employers are pleased to find cost-effective solutions to staffing shortages.  Students earn entry to the world of work and gain on-the-job experience, which promises opportunities for career growth and inspires greater motivation for scholastic achievement.  Community-based agencies and educational institutions have access to additional resources produced by collaboration with employers and are better positioned to report higher levels of academic excellence and curriculum efficacy.  Properly managed, a GATEWAYS-type collaboration can result in win-win rewards for all stakeholders.
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FIGURE #1

	Do’s
	Don’ts

	· DO focus your purpose and interview potential stakeholders to form a vision and mission.
	· DON’T pre-establish methods to accomplish your purpose without fellow stakeholders.

	· DO identify organizations with similar goals.  They are likely to have funds targeted towards these types of projects and funding for events, materials, staffing and overall project implementation is less likely to become an issue.
	· DON’T define organizations as competitors.  

	· DO meet with organizations individually to explain your purpose and concept.  This will give you a feel for how each organization can benefit from participating in your program.  It will also allow you to identify good partners for a strong collaboration that works in a cooperative manner rather than a competitive one.
	· DON’T limit your resources by geography or try to re-write an organization's mission by over-selling them on the idea that they should participate.  This will only come back to haunt you if and when the going gets tough. Each organization should be trusted to know whether this type of program is in line with their goals.

	· DO form a collaboration of organizations willing to participate and commit resources to the project.
	· DON’T establish an elitist group of non-worker bees.  Implementers, not only decision-makers, should be included in the collaboration.

	· DO identify roles and responsibilities in collaborative partner meetings to get buy in from implementers. Implementers will define the methods to accomplish the goals.  
	· DON’T start with too many stakeholders.  This can slow the process of achieving consensus.

	· DO continually identify ways to participate in each organization's events, programs, boards or associations.  Share information and resources that benefit collaborative partner clients.
	· DON’T hide resources from collaborative partners.  This will only embitter your partners and they will give less and less to the project.


FIGURE #2

	TIMEFRAME
	TRAINING COMPONENT
	DELIVERY RESOURCES

	February-June
	Pre-employment activities

· TABE Assessment/ & SCANS Employability Skills Testing

· Classroom Training for Resume-writing, interviewing, career-search, and basic intern skills in customer service and administration.
	· Junior Achievement

· Community-based Agencies

· Work Experience

· Workforce Investment Act Programs

· Educational Institutions

	July
	Students hired as interns through:

· Interviews

· Selection processes
	· Internships with participating employers.

	July-August
	· On-the-job training (paid employment up to 400 full-time work hours)

· Supplemental classroom training regarding career exploration and skill development.
	· Employers

· Educators.

	September-June
	· On-the-job training (paid employment up to 20 part-time work hours per week supplemented with concurrent classroom and on-the-job training and performance appraisals

· Classroom training regarding career exploration and skill development.
	· Employers

· Educators.


FIGURE #3-A

	Gateways Internship Program
Stakeholder Commitment

(The Keys to Success)
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	The purpose of this document is to record the commitments of stakeholders to the Gateways Internship Program (“Program”) to prepare interns to achieve on-the-job performance expectations as defined in the attached Classroom Curriculum Development Guide for Aviation Industry Performance Objectives (“Guide.”)

	
	

	Stakeholder Commitment
	Approved and Agreed

	
	

	The Curriculum Developer will:

· Design curriculum that prepares students to perform the job skills described in the attached Guide.

· Develop programming that prepares students to produce a resume and participate in job interviews.


	Date: 


Signature: 


Print Name: 


	
	

	The Educator will:

· Keep students informed of all Program and application deadlines.

· Deliver classroom experiences in advance of and concurrent with the internship that prepare students to achieve the baseline job performance expectations described in the attached Guide.

· Administer pre-requisite standardized tests by agreed-upon Program deadlines.

· Coordinate with Program Supervisors to customize classes to meet on-the-job requirements.

· Provide Program Supervisors with a contact person who will monitor intern progress and collaborate with Program supervisors and interns to assure performance success.

· Provide on-going feedback and progress reports to students.


	Date: 


Signature: 


Print Name: 



FIGURE #3-B

	Gateways Internship Program
Stakeholder Commitment

(The Keys to Success)
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	The Program Supervisor will:

· Explain workplace policies, job requirements and performance expectations to the intern.

· Provide regular performance feedback to help the intern achieve job success.

· Deliver on-the-job training based on established criteria.

· Deliver quarterly performance reviews based on performance plans developed with and for the intern.

· Involve the designated school contact person to address and resolve any job performance concerns.
	Date: 


Signature: 


Print Name: 


	
	

	The Intern will:

· Attend all scheduled classes in advance of and concurrent with the internship program.

· Arrive to scheduled classes on time and stay for the entire session.

· Complete course pre-work, participate in classroom activities, and complete homework assignments.

· Do his/her own work.

· Report scheduling problems, if any, to the educator and/or Program Supervisor.

· Request assistance with learning difficulties or job-related performance problems.

· Comply with all policies and procedures related to dress code, attendance and workplace behavior.

· Ask questions when instructions or assignments are not clearly understood.

· Request feedback to confirm that job performance meets supervisor expectations.
	Date: 


Signature: 


Print Name: 



FIGURE #4

	STEP
	EXAMPLE

	1. Employers Identify performance expectations.
	The employee will demonstrate exemplary telephone etiquette.



	2. Performance expectations are broken down into measurable task components.
	The employee will:

· answer all phone calls before the third ring

· identify their own business unit

· identify themselves

· deliver a greeting

· ask the caller how they can be of assistance.



	3. Task components are analyzed and described in the most basic and fundamental terms.


	The employee is able to:

· hear the ringing phone

· count the number of rings

· pick-up the receiver

· verbally respond to the call

· 

	4. Classroom curriculum and on-the-job training is designed to prepare students to acquire the knowledge, and skills to achieve the performance-based expectations and successfully perform their assigned job.
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