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Ron Elsdon, Ph.D., is
founder ofElsdon
Organizational Renewdh
division ofElsdon, Inc.)
which focuses on
supporting organizations
enhance effectiveness
through revitalized
workforce relationships an
leadership practices. Prio
to establishing his practice
Ron held senior leadershig
positions at diverse
organizations. Ron &lso
co-founder of New
Beginnings Career and
College Guidance, which
provides caring and
personalized Hp to
individuals andamilies in
career guidance, coacigy
and college planning.

Ron is author oAffiliation
in the Workplace: Value
Creation in tle New
Organization a book
describing leadership
approaches to integrate th
needs of the individual wit
the needs of the
organization for the benefi
of both Ron is alsdeditor
of Building Workforce
Strength: Creating Value
through Workforce and
Carea Developmenta
book thatdescribs the
applications ofvorkforce
and career development
principles andgractices to
strengthen organizations
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Building Workforce Strength

Fragments of past memasisometimes come together with new meaning when
through a preserday lens.This is particularly so when the lens is seasoned by
recent economic and societal distrekdias been more than 30 years, but | still
remember going through job interviewg#th a number of companies during those
final months of struggle and relief as | completed an engineering degree at
Cambridge.Each interview with these establishemmpanies had a distinct flaver
not unpleasant, but a bit disconcertir@ne was conduetl in a small room at the
top of a long, circular staircase in a house off a quiet London sgaacgher, a
group interview, was conducted at a large chemical manufacturing complex in
northeast of England; a third was in a rural setting at a smallf@eturing site in
the south of England; and a fourth was at an imposing headquarters building i
London. In retrospect it is not the content of those interviews that is most
interesting today; rather, it is the path those organizations have takethsintae
in the mid1970s.

Two of the companies were in the film business, the kind of film we used to pu
cameras.Both companies are shadows of their 1976 selltesd had the small
manufacturing site in the south of Englaricbday, the remaing vestiges of Ilford
are part of the Japanese company @&Hstman Kodak, the company with the
imposing headquarters building in London, employed 124,000 people worldwi
1976. These numbers had decreased to about 20,000 people by the end of 2C
ICI, the large chemical manufacturing complex, dominated the chemical indus
the U.K. in the 1970s and employed about 148,000 people by the end of that «
What is left of ICI today is part of the Dutch company AkzoNol#ehoco, the
company for vinich the interview was conducted in a room located at the top of
staircase and was the one | joined, employed 47,000 people in 1976 and was
on the U.S. Fortune 500 listlt does not exist today, having been acquired by Bl
1998. These fourompanies employed more than 300,000 people in the 1970s.
Three of them have vanished, and one is struggling to surkzieh enjoyed
success at one time but ultimately was unable to capitalize on the ingenuity ar
creativity of its workforce.Ourbook Building Workforce Strengths about how to
avoid a similar demiselt is about creating and sustaining a vibrant and strongly
affiliated workforce. It is about building foundations for thriving organizations tr
are central to prosperous and cariogiaunities.

Workforce strength benefits individuals by providing meaningful and rewarding
work; it benefits organizations by building a solid foundation for creating value
it benefits communities through fulfilling, shared experience and financial
prosperity. The individual, the organization, and the community each become
and receiver.For example, the community provides educational resources and
receives financial supporiVhile workforce strength is observed at the system ¢
institutional kevel, it is created at the individual levé&o it is necessary to look
through both organizational and individual lenses to understand how to build &
sustain workforce strengtfOur bookexploreshow relationships of people with
each other and with ganizations are at the core of workforce strenytte find

that ongoing development, whether at the organizational level or the individua
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level, is a connecting theme, awd explore what this means in practicé/e
examine the interaction of workforcamability and flexibility and explore how the
combination of these attributes speaks to workforce strength.

Workforce and career development are built on a strong relationship between
individual and an organizatiorThis is a tweway relationship of ffiliation
(Affiliation in the Workplace, 2008 reflecting mutual respect and benefit, not a
oneway relationship of retention, something done by the organization to the
individual. Strong affiliation is built on understanding individual needs, providir
options and choices for people, fostering learning, supporting breadth in
development, and engaging individuals as free agénisswith this in mindthat

we explore workforce strength.

The book begins in part | by establishing a foundation for examining workforce
strength.Part Il looks at effective implementation of workforce and career
development processes at the organizational,|lexrele part Il explores working
with individuals in organizationsPart Il also includes example cases illustrating
the implementation of workforce and career development in organizafides.
book concludes with a review of the themes that have aderg

As expressed in part |, the benefits of a strong workforce in an organization ar
by the people in it, by owners, by shareholders and those charged with goverr
responsibility, by those who work with the organization, and by the communitie
within which it operatesin chapter 1 Ron Elsdon and Rita Erickson review whe
meant by workforce strength, how it is characterized, and why workforce stren
important for different constituencie3his chapter also examines the link betwe:
workforce development and career development, and the allocation of develoy
and learning resources; further, it explores, and provides examples of, establis
need and sense of urgency for committing resources.

In chapter 2, Rita Erickson and Michele®arthy address the importance of
understanding the needs of different individuals in organizatidftsle many
opportunities and challenges associated with workforce and career developme
common regardless of the context, there are also signifidéetences according tc
individual perspectivesThe chapter establishes and then builds on a framewor
understanding individual differences, illustrating the framework with examples
effective practice.Part | concludes with chapter 3, in whicaity Atwood, Anna
Domek, and Richard Vicenzi examine the links to educational systems and
community developments, and mentoring processes in organizafonms.
important aspect of workforce and career development is the opportunity for
educational instittions to support growing organizational needs for particular
capabilities and skillsThis includes equipping those new to the workforce, and
those with experience, with needed competencies that evolve overTimse.
chapter explores how to build effae bridges between organizations and
educational institutions to meet such needs, and it examines building effective
internal bridges for development through mentoring.

Part Il, which focuses on implementation in the organization, begins with chap
in which Bob Redlo and Ron Elsdon look at workforce planning and developm
from an organizational perspectivé/orkforce planning provides a compass to

gauge the needs of the organization in the futitriacuses on projecting required
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capabilities ad identifying where there are potential gaps such, it guides
workforce development efforts designed to close those g&fjpskforce
development provides a systematic approach to enhance organizational capal
connecting individual aspirations tmganizational needslhis chapter examines
approaches to workforce planning and development and their contribution to
organizational strength, with healthcare as a primary example.

Chapters 5 and 6 then examine the application of career developmeisas
which are key components of workforce development in an organizatiarmapter
5, Rita Erickson and Ron Elsdon focus on designing, developing, and measuri
career development processes and syst&uaseer development provides both a
developmetal path that enables people to move toward meeting their aspiratio
and the opportunity for organizations to build and develop strength in dEjpith.
chapter addresses understanding and assessing career development needs ir
organization, recognizgndifferences in organizational culture, and building the
needed infrastructure and capabilities to foster shared learhiregchapter also
addresses measuring progress and establishing a launch timeline for career
development services.

In chapter 6, Arg Lichty and Darlene Martin describe approaches to implement
and carrying the message about the value of career development in an organi
Engaging people in career development conversations means reaching out ar
establishing a reason why it mportant. Sustaining individual and organizational
interest means creating ongoing valddis chapter examines how to reach out
effectively to people within an orc
benefits and value, and it explores the opputies and challenges that accompat
implementation of career development proces#iesiso addresses the needs of
managers who carry both personal career development aspirations and the
responsibility for supporting others in their development.

Partlll addresses working with individuals in organizatioms.chapter 7, Michele
DeRosa and Cynthia Brinkman Doyle examine components of career fitness f
individuals. Career and workforce development take shape with individltaks.
here that persoh&ransformation can occur, which then cascades into the
organization.This chapter provides a foundation for working with individuals in
organizations, identifying the elements that constitute individual career fitness
the skills associated with bening effective in each of these ared$e chapter
also examines the different stages of personal experience when engaging witt
organization: entry, integration, development, and transition, and shows how t
provide mutually beneficial support at eathge.

Effectively implementing career development in an organization means addres
the specific needs of different populationis.chapter 8, Shannon Jordan, Lisa
Franklin, and Martha Edwards address this topic by examining three groups a:
examplesThese groups are those with specialized technical expertise, a labor
union represented population, and those who are over 50 years of lagehapter
explores the attributes of these populations and how to tailor career developm
approaches to addretbeir needs.

The section concludes with chapter 9 and example cases at the organizationa
Zeth Ajemian and Mar k Mal col més cascs
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Kaiser Permanente, illustrates the implementation of a Hvaadd workforce and
career development initiative within an organizatidmthe second case study, fro
the hightechnology sector, Ron Elsdon illustrates the implementation of a care
development pilot project sponsored from within a particular group as a beginr
foundaton. These examples identify the driving forces that led to the workforce
and career development initiatives, the approaches adopted, and observation:
successes and challenges.

Chapter 10 then weaves the threads of the book togethes final chapter links
the foundation principles of workforce and career development with learning fr
the examples, and summarizes themes emerging in the blicadresses the
challenge of organizational change and underlines the contribution that workfc
and @areer development efforts make to personal fulfillment, organizational suc
and community prosperity.

The approaches adopted by chapter authors vary from descriptions of general
principles that are then illustrated with specific examples, to thefsgpeaific
examples from which general principles are deriviedsome cases authors
interweave both of these approach€hapter authors show the benefits and
positive outcomes of their work, and on occasion they also describe challenge
how they wee addressedWe hope that the combination of practice and purpos
accomplishmenand challenge, will support others in thgath forward, and we art
grateful for fellow travelers on this journey of discovery.

This articleincludes &tractsfrom the Introduction to Building Workforce Strength
Creating Value through Workforce and Career Developnitnaeger2010.

Workforce Trends

Both the extent of the challenges resulting from past U.S. economic and relate
policies and the encouragg signs from recent administration initiativese clear
in recent workforce trendsThe next figure showthe extenemployment declirg
during the 2008 recession, preceded by an equally precipitous dreggob
openinggate which is a leading indator of economic healthStimulus initiatives
over the past eighteen months contribute to the recent upswing in job opening
which will translate in time to employment growth.
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Chart 2. Job openings and employment
Seasonally adjusted, in thousands
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Source: Bureau of Labor Statsstics, Current Employment Statistics and Job Openings and Labor Turmover Sunvy, Ape. §, 2010,

Miotes: Shaded sreas rmpresent racestions a8 debenminaed by the National Buresy of Econamic Ressanch (NBER). NBER has nob yet detemmined an
endpaint for the recession that began in Dec. 2007.

Source: Job Openings and Labor Turnover Survey Highlights, Febioddy 2
Bureau of Labor Statistics, April 6, 2010

However, for those engaged in job search the recent recessits a major
challenge. e number of thosenemployedelative to the number of job openinc
increasedapidly toa level not seesince thisnformation was first ticked,as
shown inthe next figure. Again recent initiatives contribute to the first siayhgch
are now evident, of the trend reversing

Chart 1. Number of unemployed persons per job opening
Seasonally adjusted
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Source: Bureau of Labar Statistics, Current Population Survey and Jab Openings and Labar Tumaover Survey, Apr. 6, 2010

Motes: Shaded areas represent recessions as detarmined by the National Bureau of Economic Ressarch (NBER). NBER has not yet
determined an endpoint for the recession that began in Dec. 2007.
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Source: Job Openings and Labor Turnover Survey Highlights, February 2010
Bureau of Laor Statistics, April 6, 2010

The sectors hardest hit are construction where the ratieapfie unemployetb job
openings jumped to more than &ative to a normal ratio of about 3 toahdin
manufacturing ipeaked at about 28 shown in the nefigure. Again reent
reductions in the ratishowthe first signs of encouragement

Chart 3. Unemployed persons per job opening, by selected industry, December 2000 to
January 2010, not seaseonally adjusted
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NOTE: The shaded area represents a recession as designated by the National Bureau of Economic
Research (NBER). The vertical line represents the beginning of the current recession for which NBER
has not, at this time, determined an end point.

Source: Issues in Labor Statistics, Summar@30U.S. Department of Labor, U.¢
Bureau of Labor Statistics, March 2010

This is supported by the hires raitew exceeding the separations rgtehich last
occurred in 200)/with a resultingecentincrease in the job openings raas,shown
in the next figure:

Chart 1. Job openings rate, seasonally adjusted, Chart 2. Hires and separations rates, seasonally adjusted,
May 2007 - April 2010 May 2007 - April 2010
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Mational Burezu of Economic Research (NEER). NGER nas notyat detenminad an end pointfor the National Sureau of Economic Resaarch (NSER ). NBER has not yetdeterminad an end point for e
r2cession.

recesshon.

Source: Bureau of Labor Statistics, Job @pgs and Labor TurnovérApril 2010

Both mass layoff eventnd claims peaked in early 2009 and have lgeserally
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trending dowrsince thepas shown in the next figure:

Chart 1. Mass layoff events, seasonally adjusted,
May 2005-April 2010
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Source: Bureau of Lab@&tatistics, Mass Layoffs April 2010
This recession has exacted a particularly heavy toll on the career aspittio

younger workers as shown in the following figure:

Change in labor force participation rate, by age
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Source: Bureau of LaborStatistics.

Source: Economic Policy Institute Snapshot, 2/24/2010

This is happeningiithe context of an unemployment rate that appears to have
stabilized since a precipitous increase in 2008 and eadl§ &0 shown in the next
figure. Again recent efforts are bearing fruit as shown byirtbeeasen
employment in the right chart of the next figure



Chart 1. Unemployment rate, seasonally adjusted,
May 2008 — May 2010

Paged
Chart2. Nonfarm payroll employment over-the-month
change, seasonally adjusted, May 2008 - May 2010
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This information begs the gstion, how long until full recoveriyom a jobs
perspectiv@ The next figure shows how thecovery timevas much greater after
the 2001 recessiawompared witlthe 1981 and 1990 recessions

Months needed after official end of recession to
regain pre-recession employment levels

100

99

% 1 2001 recession: 39 months

97

1981 recession: 12 months
9% |
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Months since recession start

SOURCE: EPl analysis of Current Establishment Survey (CES) from the Bureau of Labor Statistics

Source: Josh Bivens and Heidi Shierholz, For Job SedtemRecovery in Sight,
Economic Policy Institute, Briefing Paper #259, March 31, 2010

So it maytake until 2014or full recovery as shown in the next figure, if the rate
employment increase mirrors that of the recovery from the 2001 recession.
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How long will it take for the jobs to come back?
Three scenarios based on past recoveries
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Source: Josh Bivens and Heidi Shierholz, For Job Seekers, No Recovery in S
Economic Policy Institute, Briefing Paper #259, March 31, 2010

This underlines the value and importance of stimulus funding to accelerate rec
Not surprisingly nvoluntry job loss is particularliykely to cause substantial
incomedecline (50% drop in four months)s shown in the next figure:
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FIGURE 5. Factors Assaciated with Substa
Relative to @ Mean Probabilis

fnconte Divops over @ Four-Month Period, Percentage Point Increase

Job loss |23

nvoluntary job loss | 7.6

Adult leaves family of

4 or more ] 6B

3 adults ]7.0

2 adults 7.9

Additional child 14
Diisabled adult 14

Women vs. men [] 0.1

Hispanics vs. whites [T ] 0.7
High school vs. college -:|II.5
Income from earnings [%:) i
<26% [ 1.1
25 60% [0 | 0.
E0-76% [ 0.4

Fowme: Acs, Nichols, and Loprest (2009%h), table 2. Bassd on data from the 1996, 2000, and 2004 panels of the Sarvey of Income and Program
Participarion.

Norar: The figure shows the percentape poimt increase in the probabili #] percent drop in income within a four-month period. In the averape

four-manth period, 4 percent of individuals in families with children experience such a drop.

Source: Gregory Acs and Austin Nichols, America Insecure, The Urban Institt
February 2010

andthe burden falls partidarly heavily onpeople at lower income levels lacking
liquid assets as shown in the next figure (where general deprivation is indicate
reporting two of ten indicators that include such factors as food insufficiency o
trouble paying basic bills):
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FIGURE 6. Percentage of Families Thar Are Gemerally Deprived Given Event, by Asee-Poverry Starus and
Thirds of the frcome Distribution
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Sowrce: MicKerman, Ratdiffe, and Vinapal (2009). Authors” abulations of the 1996 and 2} SIPT panels; data are weighted using SIPT weiphts,

(2000 dollars).
361,044 (2000 dollars).

c. Income > §61,044 (2000 dollars)..

Source: Gregory Acs and Austin Nichols, America Insecure, The Urban Institt
February 2010

This hardship is likely to cascade through future generations. The following fic
shows the likelihood of children from families at different income lenelking
economic progress. For the middle quintile there is an almost equal chance o
children moving to higher or lower income levels. However children from
privileged backgrounds are much more likely to enjoy similar econpmiitegein
adulthoodandchildren frompoor economic circumstances anachmore likely to
experience similar hardship in their future.
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FIGLUR Childrens Chances of Gerting Abead or Falling Bebind by Farenss’ Family Income
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Sowrre: Isaacs {2008). Brookings Institution tabulations of dara from the Panel Study of Income Dynamics.

Source: Gregory Acs and Austin Nicholgmerica Insecure, The Urban Institute,
February 2010

This reminds us how importaatuity and economigrosperity driven by a thriving
workforce are to our communand individual well being And it reminds us of the
importance opublic policies that support those wé birthworld bringsfew
resources.

Quotes

AANd we shall, | am confident, if we nmaain the pace, in due season reap the ki
of world we deserve and deserve the kind of world we will have

Quote from John F. Kennedy, remarks upon receiving Annual Family of Man
Award, New York, Protestant Council, New York City, November 8, 1963.

lbel ong é to a privileged minority.

fact, for only a smal/l percentage ¢
read and the resources to buy a boc
stewardsof he grace we have received? v
we so thoughtlessly slap on others unlike ourselves. We can begin by finding
community that nourishes compassion for the weak, an instinct that privilege t
to suppress. We car@in with humility and gratitude and reverence, and then

move on to pray without ceasing for the greater gift of love

Philip Yancey, Soul Survivor
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