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INTRODUCTION

Further Education and Training Colleges serve two vital roles in South Africa’s society
and economy. One is to provide access to economic opportunity and education for over
200,000 South African young adults who need skills to gain employment and a
promising career. A second role is to address the skills needs of employers, both private
and public, who drive the South African economy and create much-needed jobs.

Fulfilling both of these roles will require deep engagement between the FET college
system and employers. In a recent National Skills Development Strategy briefing, the
Minister of Higher Education and Training highlighted the need for partnering with
industry and employers: “Priority will be given to strengthening the relationship between
public colleges and universities and the SETAs, as well as with employers.” This, he
noted, will help to “achieve the fundamental transformation of inequities linked to class,
race, gender, age, and disability in our society.”

While the voices of South Africa’s employers are more diverse, surveys indicate that
South African employers broadly share the priority of improving the skills base of the
workforce. One Deloitte & Touche study in 2007 found that 81 percent of South African
companies struggled to find appropriate staff. And in the same year, the Bureau for
Economic Research at the University of Stellenbosch found that 47 percent of
manufacturers said that the skills shortage was their most serious difficulty. A further
study by the Centre for Development and Enterprises identified the skills shortage as a
challenge to doing business; half of the firms surveyed had to source skills from abroad.’

In more recent surveys of South African employers, it is clear that the employees they
have the most difficulty recruiting include occupations for which the FET colleges provide
training. A 2011 Manpower survey of South African employers found the “Top 10
Hardest to Fill Jobs” below:?

Top 10 Hardest to Fill Jobs, South Africa Employers Survey, 2011
1 Drivers (Commercial)

Machinists/Machine Operators

Accounting & Finance Staff

Supervisors

Skilled Trades Workers

Sales Representatives

Teachers

Doctors and other Non-nursing Health Professionals
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Secretaries, PAs, Admin. Assistants & Office Support
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10 Chefs/Cooks

Most of these are positions for which FET colleges have training programs and for which
its students could become well qualified. So the FET college system has the clear
potential to address the most pressing workforce needs of employers while more rapidly
improving the career opportunities of FET learners. Though employers and educators
often encounter challenges in partnering with one another, they have a common interest
in doing so.

PURPOSE AND ORIGIN OF THIS GUIDEBOOK

This guidebook is for FET college leaders who seek more productive partnerships with
employers in order to improve career outcomes for students. It includes examples and
strategies for everyone whose work affects employer engagement, including CEOs and
deputy CEOs, partnership managers, student support managers, and lecturers. Since
FET college leadership is so key to employer engagement (and transformation in the
college), this guidebook targets college CEOs and their teams. It can also inform
provincial and national officials who wish to support FET colleges’ engagement with
employers. It is a source of models, principles, and examples for anyone passionate
about helping FET college students prepare for and succeed in the job market. It draws
on employer feedback, college engagement experience, models, and research
internationally—primarily from South Africa, the United States, and the UK—to help FET
leaders build capacity.

The focus on South African and U.S. examples stems from its origins in the South
Africa—US Partnership for Skills Development (PKSD). This partnership is a joint effort
between the U.S. and South African governments, funded by the U.S. Agency for
International Development in South Africa (USAID/South Africa). In that project, the
American Council on Education engaged Jobs for the Future to provide technical
assistance and training to the FET colleges to enhance their employer engagement
strategies as well as their use of labor market information, career guidance, and data
tracking tools.

REPORT FORMAT:
A BUSINESS PLAN FOR COLLEGE-EMPLOYER ENGAGEMENT

This guidebook is organized in much the same way that an employer would organize a
business plan: from defining the value of the product, to management strategies, to
market research, marketing, and financial sustainability. One reason for that format is to
encourage college leaders to apply business concepts and approaches to their
engagement strategies. A second reason is to focus on action and implementation
strategies, as a business plan does, for creating value for students and employer
customers. As in business, a plan for understanding and serving customers is one key to
success.
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Following a common business plan outline, this guidebook examines employer
engagement from seven lenses:

* Value Proposition: Benefits and Challenges of Engagement

* Management and Leadership: Transforming FET Capacity

* Market Research: Understanding Employer Needs and Job Opportunities
* Operations Part 1: Focusing on Employers

* Operations Part 2: Focusing on Students and Dual Customers

* Marketing: Delivering the Business Case Effectively

* Financing: Generating Revenue from Employer Services

We begin this “business plan” element of the guidebook with the value propositions for
employer engagement—why the challenges of engagement are worth the effort for
employers, the college, its community, and its students. This is followed by management
and leadership practices that set the foundation and capacity for colleges’ engagement
activities. A market research chapter will assist colleges as they set direction for their
employer strategies based on strong knowledge about demand and competition.

The “Operations” section is divided in two parts to reflect the two very demanding yet
complimentary operations the FET must master to serve its “dual customer” base. The
first focuses on operations targeted to employers, while the second focuses on those
most engaged with students as they prepare to become employees. We then examine
marketing strategies to begin improving employers’ perceptions of the FET college, its
services, and its students. Finally, we discuss practical elements of financing and
sustaining this demanding work, focusing on fees for training services to fuel the broader
success of the college.
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THE VALUE PROPOSITION:
BENEFITS AND CHALLENGES OF ENGAGEMENT

WHY COLLEGES AND EMPLOYERS MUST ENGAGE

College-employer engagement and partnerships offer important benefits to employers,
to college leaders and staff, to students, and to workers and the community as a whole.
Yet these benefits require a great deal of work and major shifts in the way many colleges
approach their mission and manage their operations. Before we address a central
question of employer engagement—"What do employers in our community need?’—
another question is equally important: “How does employer engagement benefit our
college, our students, and our community?”

For colleges, partnerships with employers help them to:

Increase placement rates among graduates;

Become more attractive to job-oriented students;

Add funding for initiatives not covered by dwindling government budgets;
Access employers’ latest technology, equipment, and process innovations;
Update and improve the relevance of existing curricula;

Develop curricula for emerging occupations;

Develop practical experience for lecturers; and

Access adjunct faculty with real-time and hands-on experience.

For students, partnerships with employers help them to:

Apply classroom learning to practical situations to improve learning and retention;
Gain skills that are relevant skills to the current job market;

Prove skills to prospective employers;

Identify potential bursary support;

Understand work in the field of choice, including work environment and company
or industry culture; and

Gain motivation and trust that employers will reward learning with employment.

For communities, partnerships with employers help them to:

Attract employers to the region based on the available skilled labor;
Improve the success of existing industries;
Encourage entrepreneurs and start-up companies;

Boost employment and wages; and
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* Reduce poverty and the many attendant social costs.

SEEK FIRST TO UNDERSTAND:
EMPLOYER NEEDS AND CONCERNS

To gain these important benefits, FET colleges must deeply understand and respond to
employer needs, concerns, and challenges—just as they do for their students. Many
helpful research studies have asked employers about their needs and challenges related
to working with educational institutions. Yet most employer needs and concerns can be
readily understood when college leaders imagine themselves in a business owner’s
shoes.

First, the stakes for failure are high. Most owners have invested significant risk and
funds to start their business. When businesses fail, the owners can owe large amounts
to their suppliers, investors, lenders, and employees. Many have staked their homes for
an initial loan or investment guarantee. And they have staked their livelihoods and
reputations on their businesses’ success. As a result, they must be very strategic about
how they invest their time and resources.

Second, satisfied customers are a business owner’s lifeblood. So their employees need
to be excellent at satisfying customers. And they must be able to do this every time they
engage with a customer or create a product for sale. Their employees must be efficient,
courteous, on time, and present on the job every day, for every customer, or for every
product. And employees must have the skills and motivation to create services and
products with the quality, speed, and price that are at least as good as competitors’.

WHY EMPLOYERS ARE WARY OF COLLEGE ENGAGEMENT

Given the stakes they face, it is understandable that employers in South Africa (and
around the world) have expressed many concerns about starting partnerships with
colleges and other education institutions. Common concerns include:

* Time it takes to participate in planning and meetings;
* Time it takes for colleges to respond to their requests;

* Low relevance of academic curricula for their business (including the National
Curriculum/Vocational);

* Uncertainty about their responsibilities in a partnership;

* Uncertainty about where to begin contact with the college;

* Exposure to injury liabilities in working with students;

* Current employees seeing their interests in conflict with those of learners;
* Aversion for academic culture, language and bureaucracy;

* Potential divulging of sensitive information to competitors; and
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» Other potential costs of participation.

An employer who engages with an FET college to provide work experience or who hires
FET college students and graduates faces significant risks and potential costs.
Therefore, the FET college must communicate and assure that the benefits clearly
outweigh the likely costs and potential risks.

EMPLOYER BENEFITS

Fortunately, there are many potential benefits for employers who engage with an FET
college, ifthe FET college has the capacity to deliver those benefits. These include
opportunities to:

* Recruit and identify the most skilled and motivated students at the college;

* Preview and coach qualified applicants during hands-on work experience at the
business;

* Reduce training costs by helping the college to teach more relevant skills;

* Increase morale and job satisfaction among current employees by providing
opportunities for advancement;

* Increase productivity and competitiveness by developing more skilled
employees; and

* Improve marketing and market share with more diverse employees and visibility
of your company.

These are just some of the important benefits that colleges and other stakeholders when
employers and colleges partner.

OTHER CHALLENGES TO ENGAGEMENT

To provide these tangible benefits, FET college leaders should prepare for common
challenges in implementing employer engagement. These challenges can arise from the
goals and circumstances of each stakeholder, as well as from the environment they find
themselves in together. The literature reviewed for this paper suggests three categories
of challenge when educators and employers attempt to engage with one another. In
addition to the concerns of employers cited above, another set of challenges are internal
to the college itself, and many others arise from the enabling (or disabling) environments
that affect them.

Internal College Challenges:
* Costs of equipment for technical and hands-on training;
* Numbers of participants needed to make courses financially feasible;
* Lack of facilities for customized classes;

* Faculty concern about academic relevance of “vocational” training;
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* Lecturers with relevant industry experience and pay structures to attract
specialized lecturers; and

* Inadequate staff capacity or systems for efficient follow-up with employers.

Environmental Challenges:

* National or local funding changes that interrupt the continuity of services
employers rely on;

* Program policies and requirements that interfere with providing desired business
solutions;

* Poaching of students by other employers, which discourages investment in
training workers; and

* Economic slowdowns and high unemployment that can reduce the demand for
skilled workers.

Given the significant benefits and challenges of FET college-employer engagement, this
guidebook highlights effective strategies and practices used by a variety of college
leaders. The following chapters address the question: What strategies and actions can
FET college leaders pursue for the benefit of their students, their communities, and the
employers themselves?
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MANAGEMENT AND LEADERSHIP:
TRANSFORMING COLLEGE CAPACITY

BEGIN WITH TRANSFORMATIVE LEADERSHIP

FET college-employer engagement often requires important changes in the practices
and culture of the college—and often in the businesses with which they work. This
requires transformative leadership and management. Successful employer engagement
leaders use their transformative vision, communication, and management strategies to
overcome institutional challenges and inspire confidence among FET college staff and
potential employer partners.

Many FET college CEOs, managers, and staff understand the benefits of engaging with
employers to improve the job market outcomes of their students. And they recognize the
need for the colleges to contribute to the success of regional businesses and the South
African economy. The national government too has begun to place a priority on
employer-based learning and partnerships.

Yet most college systems and incentives were set up for priorities other than employer
demand. For example, student enrollment numbers (rather than job placement or the
value of training to the local economy) have primarily driven FET college budgets. That
creates a strong incentive for FET leaders to offer courses that are popular with
students, whether or not they lead to employment or meet employer needs. FET college
budgets have also constrained investment in the facilities, equipment, lecturer, and
student support capacity needed to provide training for high-demand skills. Such
constraints spur transformational leaders toward new incentives and resources to help
their staff create effective services to employers.

Broader cultural and historical challenges also add to the transformational nature of
building employer partnerships. While mistrust between the public and private sectors is
common internationally, South Africa’s legacy of apartheid has exacerbated it,
particularly for efforts to prepare young people of color for vocational skills. It has also
led to mistrust of employer-government collaboration generally. And the relative neglect
of FET colleges in the past has led it their relatively low status (or recognition) among
employers.

To address these institutional and cultural barriers, the FET-employer engagement
leader—whether a CEO, partnership coordinator, or student support officer—needs to
be a leader of transformation, and in both institutional practices and the mindset of those
staff and employers they hope to influence.
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WHAT COLLEGE LEADERS AND MANAGERS CAN DO

BECOME A THOUGHT LEADER ABOUT YOUR REGION’S ECONOMY.

One responsibility of a transformative college leader is to look beyond the campus
grounds to see what’s next in the environment affecting the college’s students and their
futures. They keep themselves informed about economic, labor market, and industry
trends that will affect employers and the college’s soon-to-be graduates. They block off
regular time to read articles and reports about the economy and industries of importance
in the region. They also monitor labor market data about declining or growing
occupations, and about ways that global or technological changes are affecting the world
of work. (See the Market Research section for more details).

BUILD INDIVIDUAL RELATIONSHIPS WITH BUSINESS AND
COMMUNITY LEADERS.

Part of being such a thought leader is to build relationships with well-informed business
and community leaders who track economic trends in their work. The leaders of
chambers of business, key industry groups, and professional associations should be on
the CEO or partnership manager’s list of relationships to cultivate. Other community
members (e.g., commercial lenders; business-to-business sales managers) can add
even more detailed knowledge about certain sectors. And local elected officials,
economic developers, and community development foundation leaders are in a similar
position to monitor regional trends.

Such relationships help the FET leader better understand local skills demands and
community challenges that the college could help address. They also help alert the FET
college to opportunities for collaboration and provide a channel for it to share its unique
knowledge of the community and influence other leaders in ways that help college and
its students.

These first two “learning leadership” strategies help CEOs and managers develop a
vision for employer engagement and proactive plans to address the threats and
opportunities of the future. This learning helps leaders motivate and empower their staff
by sharing knowledge informally, and it can be augmented by asking staff to track trends
as part of an intelligence-gathering team. By modeling awareness of the labor market,
leaders help staff understand the environment more effectively and engage them in
responding and preparing students for the future.

CONDUCT AN EMPLOYER ENGAGEMENT SWOT ANALYSIS FOR THE
COLLEGE.

A useful way to begin preparing your college for employer engagement is to conduct a
rapid analysis of your college’s “Strengths, Weaknesses, Opportunities’ and Threats”—a
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SWOT analysis—related to employer partnerships and the labor market. The analysis
engages your management team in thinking strategically about how well the college is
positioned for creating relationships with employers and where it needs capacity building
to prepare for engagement.

A typical SWOT process begins with information collection about the college’s strengths
and weaknesses, followed by a review of opportunities and threats that might arise.
These should examine many of the subjects covered in this guidebook, including the
labor market, management, operations, staffing, marketing, and finance, but also
consider any aspect of importance to employer partnerships. It is also useful to assess
each aspect of the FET college in comparison to potential competitors, including private
training providers, in terms of price, quality, or specialization.

Example Practice:
FET SWOT Analyses

Several FET colleges participating in the SA/USAID Partnership for Skills Development
engaged in an employer engagement SWOT analysis process with JFF in 2010. The
colleges began with a dialogue among key leadership and staff involved in employer
engagement. As Step One, each college as a whole compiled answers for each SWOT
category. In Step Two, they prioritized their strengths weaknesses, opportunities, and
threats in terms of the impact on employer partnerships. They then identified the reasons
that each strengths was important to employers and identified action steps to correct
weaknesses and address opportunities and threats. In Step Three, they added ways that
the college would measure the effectiveness of the action steps. An example of one FET
College’s SWOT analysis is included in the appendices.

CREATE AN FET-WIDE EMPLOYER ENGAGEMENT STRATEGY.

The SWOT analysis can help your management team develop a rapid, shared
understanding of the college’s employer engagement opportunities and weaknesses and
generate immediate capacity-building steps. It can also serve as the first step to a more
comprehensive long-term partnership-building strategy.

Even a strong business services unit is no match for the capacity and expertise of the
entire college faculty and staff who can bring technical, marketing, fundraising, and other
supports to employer engagement. A comprehensive employer engagement strategy,
led by the CEO or deputy CEO, will help those departments create a shared vision for
working together and communicate the importance of employer engagement for the
whole college. This strategy should include representatives from academic and technical
noncredit departments, student support services, marketing, and IT, among others, to
enlist each of them more deeply in a college-wide cultural change and align their
resources to more effectively engage employers.
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The table below summarizes an example of a college-wide employer engagement
capacity-building strategy. It illustrates the kinds of activities that diverse parts of the
FET college may undertake to enlist the entire college in employer engagement—and
ultimately in job placement success for students.

ENGAGING THE ENTIRE COLLEGE:

FET-WIDE EMPLOYER ENGAGEMENT CAPACITY BUILDING STRATEGY

DEPARTMENT/TEAM

ROLES / STRATEGIES

Executive team

1) Build relationships with Chamber and targeted sector
leaders. 2) Promote FET-wide employer engagement strategy
to middle managers

Institutional Research

1) Identify 3 growth industries and 6 FET-level occupations in
demand. Identify employer skills needs and challenges for
those. 2) Launch employer outreach survey.

Lecturers/Academic

1) Deliver English language enrichment program for Business,
Hospitality program students, 2) Initiate ‘lecturer learnerships’
for rapidly changing industries.

Business Unit/Short Courses

1) Implement employer-focused customer relationship
management system, 2) Convene 3 employers to conduct
review of a special IT curriculum. 3) Reestablish XYZ SETA
certification.

Finance / Accounting

1) Build full costing and profit model for short course bidding, 2)
Identify local high volume suppliers for employer engagement

Communications

1) Develop internal campaign to highlight college mission of
employer engagement. 2) Prepare and highlight one article on a
local employer or FET-employer partnership in FET monthly
newsletter.

1) Recruit key employer leader to speak in upcoming
graduation (or other) event. 2) Plan employer awards event for

Events coming year.
1) Develop employer-services brochures for our 3 target
industry sectors. 2) Assist IT with employer-focused website
Marketing content.

Information Technology

1) Develop website portal specific to employer services and
education. 2) Create social media (Facebook) student and
alumni tracking tool.

Community Outreach

1) Develop community partners for childcare, transportation. 2)
Establish MOUs.

Development/ Fundraising

1) Gain certification with XYZ SETA. 2) Develop new facilities,
equipment, and employment support program proposals.

Employer Engagement: A Business Plan for Further Education and Training Colleges
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1) Develop computer-based career guidance tools using
existing web tools. 2) Implement career guidance programs for
prospective students prior to registration. 3) Implement SSACI
Student Support work based learning.

1) Expand flexible facilities use schedule to allow more hands-
on workshop use. 2) Improve signage directing employer
Facilities visitors to CEO and Partnerships officer offices.

COMMUNICATE COMMITMENT TO EMPLOYER SATISFACTION

To create such an FET-wide commitment to improving student job placements, it is
important that most college staff see and treat employers as one of their important
customers. The leadership team must communicate this priority clearly and consistently.

This change in perspective is frequently challenging for staff who have focused solely on
classroom preparation and student services. However, senior leaders can demonstrate
the strategic cultural shift in multiple ways, starting with the SWOT analysis and
comprehensive employer engagement strategy processing above, and continuing
through a communication strategy.

One strategy is to provide symbolic and visible reminders of the importance of employer
partnerships by inviting employers to attend or talk at graduation ceremonies or by
hosting awards ceremonies or web-based or print articles about employers who have:

* Hosted work based learning experiences for students or lecturers;
* Provided mentors to students;

*  Worked on curriculum development with lecturers;

* Donated time, equipment, or other resources;

* Participated in governance structures and advisory boards;

* Contracted training for current employee advancement; or

* Hired multiple graduates.

Lecturers and staff who work with employers should also be featured and rewarded for
their efforts to develop relationships and share initiatives. This enhances motivation for
those staff, as well as their peers, to regard employer partnerships as an important
priority and to collaborate to meet employer needs.

CREATE STRUCTURES AND RESOURCES THAT HELP STAFF RESPOND
TO PARTNER NEEDS.

Successful employer engagement leaders supply their staff with the resources and
flexibility required to keep pace with the employer environment of competition, rapid
technological change, and tight timelines and budgets. To sustain responsiveness, staff
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members need structures, processes, and resources that can be dedicated to meeting
the needs of employers under pressure. This includes processes and resources for:

* Developing relationships and understanding employer needs;

* Placing students in jobs and work-based learning;

* Addressing work attendance and retention problems and work conflicts;

* Hosting or facilitating industry sector meetings;

* Developing customized training curriculum;

* Marketing college services to employers; and

* Researching and addressing the region’s current and long-term labor market.

While a business services or customized training unit can serve as the core employer
contact, other units (e.g., finance, marketing, curriculum development, academic
departments) must also have the ability and incentive to use resources when called
upon for employer activities. Involving a broader range of departments in employer
engagement planning communicates the priority and enables them to identify
contributions they can make and the resources they would need to contribute. This
requires planning for adequate budget flexibility to fund the work and to schedule staffing
around high and low activity times in the academic calendar.

PARTNER WITH OTHER INSTITUTIONS TO SERVE WORKERS AND
EMPLOYERS.

Few FET colleges can provide everything employers need to meet their workforce
challenges. However, the college’s business services unit can broker or make referrals
to valuable services for new workers. Referrals to child care, worker transportation, and
a variety of types of counseling can help new or advancing employees be reliable and
effective on the job. The college can also partner with organizations that provide
business services (e.g., SME financing, entrepreneurial consulting, lean business
processes, technology commercialization) and other services that contribute to solving
business problems. Offering such services can simplify an employer’s efforts to hire and
retain workers.

CREATE A SHARED GOVERNANCE STRUCTURE THAT ENSURES BOTH
A COMMON VOICE AND ACCOUNTABILITY.

In active partnerships between colleges and employers, many significant decisions can
lead to either cohesion or tension. The outcome can depend in part on how satisfied
each partner is with the decision-making process itself. Specialized governing boards
that give representation to employers, the college, and other stakeholders have been
useful for ensuring a process of shared leadership and management.® These boards
have more autonomy and they focus on joint initiatives more than would the governance
body of either the college or an employer association in the partnership. Such a board
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(or “workforce partnership”) functions better if it takes the time to establish a shared
mission and vision for the partnership and designs outcome goals that create value and
accountability for employers as well as other the partners. Carefully recruit business
leaders who have respect and influence in their industry and an ability to understand the
planning processes of colleges.

USE METRICS TO DRIVE EMPLOYER SERVICES—AND STUDENT
EMPLOYMENT.

One way of demonstrating the college’s commitment to employer engagement and
satisfaction is to include related measures in organizational and individual goals. Include
direct measures of employer contributions to the FET college (e.g., outreach contacts;
participation in advisory committees; work-based learning placements) in the
performance evaluation of business services units and appropriate partnership staff. The
ultimate measure of employer (and student) satisfaction with the college’s mission is
student job placement and retention. Success at placement is the ultimate goal of
employer engagement and of student participation in their FET education. Thus, it
should be a central measure on which the college should collect data and base program
decisions. If job placement data were available on individual student records, colleges
could gauge how well certain programs and courses help graduates to gain employment.

Despite its central importance, job placement data are among the most difficult data for
FET colleges to access. A national system of reporting on unemployment insurance
would provide a wealth of this information for employment in the formal economy, using
data that are already collected from Ul records. National and provincial policymakers (as
well as employers and college CEOs) have the opportunity to make tremendous impact
on FET responsiveness to employers by advocating for the use of this data.

Since student employment tracking is such a critical measure of overall success—but
has so many difficulties—we dedicate substantial detail to this concept in the operations
section. We also discuss direct employer satisfaction surveys in conjunction with the
labor market intelligence (Market Research) section. (Also see the Cabrillo College
example in the following section on Market Research.)
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MARKET RESEARCH:
UNDERSTAND EMPLOYER NEEDS AND JOB OPPORTUNITIES

In a business plan, entrepreneurs must provide market research to demonstrate that
they understand the demand for their new product or service, and that enough
customers will buy it to support the business financially. While this research is time
consuming, it can reduce risk significantly and help the business leader make decisions
that are crucial for the enterprise and its employees. Similarly, as noted earlier in this
guidebook, FET colleges need to deeply understand the needs of the region’s
employers, just as they do students, in order to provide value to both customers.

BASE STRATEGIES ON ACCURATE INFORMATION.

From the labor demand side, colleges need to understand the overall economy and its
impact on the specific industries that are important to their regions. But it is not enough
to know the general direction (growing versus shrinking) of particular industries. In
addition, college leaders need to know the occupations that are growing or declining,
and the skills and education requirements employers require to hire new employees. For
instance, while many communities have seen an overall decline in manufacturing in
recent years, specific types of manufacturing are still growing and have a strong need for
skilled workers in certain occupations. Rather than end a manufacturing training
program, a college would need to sharpen its focus to reflect the growing occupations.

So how can South African colleges gain such accurate information?

USE MULTIPLE LABOR MARKET INTELLIGENCE SOURCES.

Colleges typically gather such “labor market intelligence” from three main sources:
general data collected by others; direct relationships with employer groups; and special
data collected by the college. It is vital to use multiple sources of information because no
one source can give a complete picture of the labor market, and because it is difficult to
verify the accuracy of many of the sources available.

BEGIN WITH EXISTING RESEARCH.

For efficiency, colleges should review existing research on the labor market and
industries of interest. So the first source of intelligence is secondary data collected by
outside sources. These sources include Statistics South Africa, provincial economic
development offices, industry association researchers, and the most recent SETA’s
Scarce Skills reports. This is often the way to begin getting informed about the economy
or industries of interest, ask the most pertinent questions of employers, and get a real-
world reality check on the data through other intelligence sources.
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Generally, data produced by Statistics South Africa will not include enough local detail to
be useful, with the major exception of data published from the 2011 Census. While that
data will not be available until late 2012 or early 2013, it will likely include a wealth of
relevant information.

There are five other useful sources to pursue:

* Provincial and municipal economic development agencies;
* Various Sector Education and Training Authorities (SETA);
* Local chambers of business;

* Local universities; and

* Internet job consolidation sites.

Provincial economic development agencies gather local statistics, and they often
commission specific studies to help guide their activities. Much of the information they
collect for their own purposes will also be useful to the FET college. Establishing a
relationship with those agencies has a potential major benefit to the college if the
economic development agency begins to see it as a potential partner in its business
attraction and expansion activities.

Each SETA will have its own research department (see the Service SETA
http://www.serviceseta.org.za/Research/research_index.html for an example). SETAs
that cover occupations for which the FET college is providing training should be
approached to determine if any of past or ongoing research is relevant. Again, the
approach on the research question could blossom into a larger partnership, with the
SETA seeing the college as a key player in its skills development strategy.

Local chambers of business can be a valuable informal source of information on the
local economy. They are likely to have a sense of what sectors are expanding and which
ones are not. They are solid partners for the employer outreach surveys described in
another part of this guide.

The economics, business, and statistical departments of local universities may be
producing relevant research. Cultivating relationships with a local university can also
bring other benefits, including occasional guest lecturers and articulation agreements
that provide a path for some FET graduates into university education.

Finally, three Internet job consolidators currently operate in South Africa: Job Rapido
(http://za.jobrapido.com/); Indeed (www.indeed.co.za); and Simply Hired
(http://za.simplyhired.com/). These sites can be a source of information on the local
labor market. They pull job ads from various Internet sites in South Africa (e.g.,
newspaper help wanted sections; national job boards; company websites) and make
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them available through a single search. Research here is likely to be done by the
college’s placement staff as a secondary benefit to finding jobs for students.

These sources might provide relevant data on such questions as:

* What industries are growing and declining (nationally/in the FET region)?
* What occupations are growing and declining?
* What companies are hiring the largest number of these occupations?

* How many workers are expected to retire from the in-demand occupations?
(What is average age?)

* What degrees or certifications are required for the in-demand occupations?

* How many workers are gaining training for the degrees or certifications?

DIALOGUE WITH EMPLOYERS.

A good source of intelligence is personal contact and direct conversations with employer
representatives. Informally, college leaders need to cultivate relationships with business
people who closely monitor business trends. Such relationships can become a source of
very detailed and actionable information about labor market needs. And the relationships
can provide insight that is much more current than secondary data, which is usually
based on data from several years in the past. Personal contacts also provide insight into
plans that will affect future demand.

Chamber of business managers, commercial lenders, large business-to-business sales
representatives, local utility planners, and economic development officials are all useful
sources of information because they must be well informed about the region’s larger
industry trends. College leaders should selectively develop relationships with business
people from industries that have the most potential to hire many FET graduates in their
region. They can develop informal contacts with these business people by joining
chamber groups and professional associations, as well as by inviting leaders to
graduations and other college events. They can more formally organize these
relationships by inviting select employers to join governance structures and industry
groups that advise specific departments at the college.

Relevant data that these sources might provide include all of the questions noted above,
plus:

* How does the company advertise for these occupations?

* What are the sources of workers for these occupations?

* What skills are lacking in applicants for these occupations?
* What training is needed for current employees?

* What new employment is likely to be created in the near future?
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* How well does our curriculum match your skill needs?

CONDUCT DIRECT EMPLOYER RESEARCH.

The third source of labor market intelligence is specialized formal research that colleges
conduct for themselves. This research is valuable for two reasons: most secondary data
are reported on a national basis, but the data differ significantly by region; and the
personal contact research tends to represent only a small fraction of the employers in a
region. Therefore, many colleges conduct a hybrid of specialized demand research
when exploring the feasibility of a new program. Such research usually includes the data
described above, as well as surveys, interviews, and focus groups with employers.
Sometimes the college commissions outside consultants for this work; sometimes
researchers internal to the college do it.

Example Practice:
Establish an Employer Outreach Survey

JFF recommends a continuous and systematic approach to collecting data about
employer demand through “Employer Outreach Surveys.” These are relatively brief and
inexpensive email and telephone surveys of large groups of employers of interest to the
FET colleges. The surveys are developed in partnership with local chambers of
commerce and economic development and university stakeholders. The initial purpose
is to identify high-demand occupations, potential job openings for FET college
graduates, and work-based learning opportunities. But the survey may also be used to
identify any number of opportunities for partnership with employers or needs for service
improvement—such as incumbent worker training needs or perceived skill deficiencies in
local FET graduates.

As an example, Nkangala FET College in Mpumalanga Province partnered with the
Middelburg Chamber of Business and JFF to establish the first survey pilotin 2011.
Building on an ongoing relationship between the college and the chamber, Nkangala
FET and JFF approached a chamber manager with a concept paper describing the
survey and arranged a meeting with the chamber CEO. The chamber quickly recognized
the potential benefits of gathering employer skills needs so that the chamber and FET
(and other partners) could more accurately meet those needs.

The partners established an MOU to define each organization’s roles, the needs for
confidentiality of employers, and a work plan for design and implementation. The model
MOU is included in the appendices of this guide, but the key roles include:

Chamber Roles:

* Advise JFF and the college on design of the survey questions.
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* Confidentially share the chamber database to build upon the contact lists
generated by Nkangala FET and JFF (only the chamber and JFF have access).

* Publicize the survey and encourage participation among the business community
by email, newsletter (print and electronic), and chamber website.

* Email or fax the survey or survey announcement to employers.
* Announce and publicize the results of the survey among employers.
* Make a workstation available at chamber for survey activities.

FET College Roles:

* Advise JFF on design of the survey questions to ensure FET responsiveness.

* Provide telephones and computers at the student support center for
implementing the survey.

* Establish and manage a team of student workers to implement the survey.
* Help to analyze survey results.

e Establish an “Employer Responsiveness Team” to use the survey results to
improve services to employers and career success of students.

As a technical assistance provider, Jobs for the Future led design of the survey
instruments and processes, established a relationship with the University of Limpopo for
potential survey analysis, advised Nkangala FET and the chamber during
implementation of the survey, analyzed results of the survey, and recommended
reporting formats.

USE OUTCOMES DATA TO CONTINUOUSLY IMPROVE, EXPAND, OR
REDUCE PROGRAMS.

Data about the employment outcomes of FET college graduates is an extremely
valuable source of information about matching programs to the labor market. This
requires gathering data about where students are employed after graduation, and linking
that information to the programs students completed. The college can use this
information to assess which programs are most effective at preparing learners for jobs
and which industries are the biggest “customers” of those college programs. Linking this
to each student’s required and elective course records, the college can also gain
indications about how to shape program content. And this can help the college target
additional surveys of employers who have hired graduates and help improve the content
of the courses.

Further detail about student tracking strategies is included in “Operations Part 2.”
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Example Practice:
Cabrillo Community College

Cabrillo Community College in California uses student job placement data and other
labor market information to guide its updating of existing programs and investment in
new programs. The college also uses this information to guide the reduction of programs
that are not supported by demand. To help the college make difficult program decisions
in an era of high budget deficits, it surveyed student employment outcomes for its
graduating classes over five years. The college followed up with each class one year
after graduation using email, phone calls, and traditional mail. It had a 50 percent
response rate using these methods and is now using social media, beginning with
LinkedIn but likely moving to Facebook.

Using these data, the college conducted comparisons among its 21 programs, and used
the placement outcomes data in its program reduction and elimination decisions. Staff
consider this data use as a matter of responsible stewardship for college funds, and they
use it to convey the importance of job outcomes throughout the college. It also motivates
program staff to analyze other data, such as overall job demand, employer skills
requirements. and the supply of programs at competing colleges.

RESEARCH THE COLLEGE’S COMPETITORS.

College leaders should begin their research of competitors by listing institutions that
provide similar courses and services, principally private training organizations. For each
company, generate some basic information, including the provider name and contact,
description of the school, courses that compete with the FET, the course duration, price,
and the competing course within the FET college.

To supplement the basic awareness that college officials have about competitors, they
should collect lists of accredited training providers from the SETAs that cover the
college’s curriculum areas. They could also review data on the Skills Portal
(http://www.skillsportal.co.za/). Because pricing is such an important element of this
competitive market research, this is discussed in more detail under Financing.
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OPERATIONS

Effective operations are the heart of maintaining employer partnerships. Once your FET
college team has developed management strategies that support engagement and has
conducted research on employer demand, it is in a better position to build its operational
capacity. While effective operations vary based on each college’s environment and
resources, all face several common issues when designing their employer engagement
operations. Important elements of nearly all employer engagement operations include:

* Coordinating services to employers;

* Placing and retaining students in jobs;
* Developing more relevant curriculum;

* Building lecturer capacity;

* Improving career guidance to students;
* Organizing work-based learning; and

* Delivering customized training.

TWO LINKED CUSTOMERS = TWO LINKED OPERATIONS

Each elements affects the two primary sets of FET college customers: students and
employers. However, some services (e.g., career guidance) center more on student
services, while others (e.g., customized training) primarily serve employers. For our
student customers, successful careers are the end product they seek to “buy” with their
FET college attendance. For employer customers, the typical end product is successful
employees.

Given this dual customer nature of the FET college business, we divide our two chapters
on Operations into practices that are primarily employer focused, and those that are
student focused or serving as an intermediary between both groups. The college’s
success with each type of customer has a direct impact on the other.
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OPERATIONS PART 1:
EMPLOYER FOCUSED

BUILD A DEDICATED BUSINESS SERVICES UNIT.

One valuable foundation for employer partnerships is a dedicated business services unit.
This is a small team of staff dedicated to establishing and managing the partnerships
between the college and employers. Ideally, business unit staff develop specialized
knowledge about local employers and key regional industries, ensure that services
match employer expectations, develop the college’s capacity and credibility, and gain
commitments from employer partners.

While such a dedicated unit has costs, it provides many valuable advantages to the
college, including:

* A clear point of contact, or “one-stop shop,” for employers who reach out to the
college but do not know where to begin;

* Increased accountability for employer customer satisfaction and long-term
relationships with employers ;

* Specialized partnership expertise (e.g., marketing, needs assessments,
negotiation) to help other departments to partner;

* A neutral coordinator of services from multiple departments and a broker of
multiple community resources;

* A clear resource for job vacancy and labor market demand information for
students, alumni, and college staff; and

* Centralized monitoring and documenting of employer engagement, which is often
decentralized to staff with individual employer relationships

Example Practice:
Northern Cape FET

When South Africa’s FET system replaced apprenticeships with learnerships, Northern
Cape Urban FET College established a dedicated team—the “Business Unit"—to
coordinate cooperation with SETAs, employers, facilitators, and learners. This unit
registers learning programs and facilitators with SETAs and then implements the
programs on the college’s two main campuses, plus other sites in Northern Cape
Province. The unit also organizes short courses requested by local government, the
municipality, and other employers, as well as training the FET’s own staff.

The college also operates a learnership/skills unit that deals with 12 SETAs and offers
14 Accredited Skills Training Programs. The college has established joint initiatives with
a diverse set of employers, including: UFS, Simsa, the Premier’s Office, the
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Departments of Social Services, Health, Labour, Economic Affairs and Tourism, as well
as Eskom, De Beers Consolidated Mines, Police Forum, Iscor, Sishen, Kimberley
Municipality, De Aar, Uppington and Kathu Campuses, Mobile Educational Trust,
Thutong Ya Bana, San & KWE Development, and Vukani-Ubuntu—Nelson Mandela
Children’s Fund.

EXAMINE ALTERNATIVE STRUCTURES FOR THE BUSINESS SERVICES
UNIT.

Different structures for a business services or employer engagement unit may be most
effective, depending upon the college’s goals, environment, and resources. South
Africa’s Human Sciences Research Council examined the variety of structures that grew
out of a “Linkages and Programmes Unit” initiative piloted in 2002.* The LPUs were
established in seven FET colleges to create a formal mechanism to engage with external
partners. Three of those colleges exemplified the range of structures possible. The
College of Cape Town represented a large urban FET that could build upon a history of
employer engagement and multiple partners. South Cape FET College was a small-town
college that had only small and unsuccessful previous attempts at more responsive
curriculum, but it had several partners available. And Mthashana FET College was a
deeply rural college that had very few partners available or structures to develop them
prior to the LPU pilot.

Major differences in approaches by the colleges centered on four factors (see table):

* The extent to which deputy CEOs, campus managers, program managers, and
academic leaders are committed to employer partnerships and working together
effectively;

* The extent to which the CEO delegates LPU tasks;

* The presence of potential partners from local industry, CBOs, and government;
and

* The income sources available to fund new programs and initiatives.

Following is a table summarizing the differences:
Varied Environments and Structures for Business Services Units

COLLEGE OF CAPE SOUTH CAPE MTHASHANA

TOWN COLLEGE COLLEGE
CORE COLLEGE Big city urban Small town, peri- | Deep rural
IDENTITY urban
LEVELS OF Medium Medium High
LOCAL
UNEMPLOYMENT
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ORGANIZATIONAL

LPU ‘devolved’ and

LPU ‘detached’

LPU ‘centrist’ and

ECOLOGY integrated within an and separate reports directly to
existing effective from existing CEO -
organizational organizational organizational
infrastructure structures ecology is too

weak to play host
to it.

ROLE OF CEO The CEO does not Mixed; As a The CEO plays a

lead the LPU on a
daily basis; devolved.

Staff and management
structures run the LPU

separate unit;
LPU reports
directly to Deputy
CEO (New
Business), but
staff and
management
structures of the
college do play a
role

very central role in
starting up and
leading the LPU

PRESENCE OF
EXTERNAL
STAKEHOLDERS

Several urban-based
partners available

Several Small
town based
partners available

Few partners,
developing rural
partners amongst
CBOs and local
government

ORIGIN OF NEW
INCOME

From business

From Business

From the public
sector

Source: Building FET College Responsiveness: The Role of LPUs. Human Sciences Research Council. May

2006.

Many U.S. community colleges support a similar unit dedicated to employer

engagement. U.S. colleges are highly decentralized, so these units operate under a
variety of structures and names, such as a Workforce Development Group, Continuing

Education Department, or Career and Technical Education.

POSITION THE UNIT AS THE “RESEARCH AND DEVELOPMENT”

LEADER

To communicate the FET-wide priority on employer engagement, and to help the
business services unit gain the respect and collaboration needed college-wide, it can be
useful to position this unit as the college’s “R&D” department. In that role, the business
services unit identifies, tests, and develops programs that meet longer-term employer
and community needs, while also building the reputation and revenue of the college. It
can survey employers on the skills of program graduates hired, assist lecturers to
participate in “lecturer learnerships,” monitor when industry standards advance, and
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attract work-based learning opportunities that improve student learning. Elevating the
unit’s role in contributing to other departments can help to establish a paradigm shift
among all staff to see the long-term importance of developing programs with employers.

For example, before establishing the LPU initiative above, the College of Cape Town
undertook an internal audit of institutional capacity (parallel to the SWOT analysis
recommended earlier). This led the college to establish an R&D Department aimed at
creating partnerships with industry. This department’s strategy was to identify skills
development facilitators within local companies, and these facilitators work with the
college to research the companies’ needs and develop FET college solutions. College
staff report that the college was in a stronger position to create a business services
(LPU) unit in 2003, which later also spun off a Business Center for small and micro
enterprises.

ESTABLISH THE COLLEGE AS EXPERT IN SELECTED FIELDS.

Recognized expertise in one or two industry sectors or occupational groupings can raise
the visibility of the college and generate employer trust. Success in one or two specialty
areas can improve its ability to deliver in new areas to be developed with employers.
Thus excellence in one or two occupations or industries initially is more important than
attempting to provide to develop expertise to satisfy employers in too many industries.
This is particularly true for FET colleges with limited resources.

Customized contract training, delivered well, is often the starting point for developing an
industry expertise and reputation. According to research by U.S. employers, such
customized training partnerships are most likely to succeed if certain factors are in place.
First, the college must enlist faculty members with the necessary specialized teaching
and industry experience. Hiring faculty with direct industry experience is the quickest
way to build the knowledge base and credibility with employers to begin. In addition,
colleges must teach relevant curricula, be willing to modify or develop programs that fit
employer needs, and provide flexible training—on and off campus, as well as outside
usual working hours.’

CREATE AN INDUSTRY “CENTER OF EXCELLENCE”

Centers of Excellence, as they are often termed in the United States, exemplify a more
advanced stage of establishing college expertise in a sector. At this stage, a college
takes on the mission of gathering, improving, translating, and disseminating leading-
edge training (and other) practices for an industry of importance to the region or
province. This requires the college to hire or partner with individuals with deep industry
relationships and expertise who can help develop and manage services of the most
value to businesses in that industry. In the United States, such centers might be
operated by a college (two-year or four-year) or public workforce agency.
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Example Practice:
Bellevue College’s Center of Excellence for Information and Computing
Technology

In the United States, a highly coordinated system of college Centers of Excellence can
be found in Washington, where ten of the state’s community and technical colleges each
have a specialized center of excellence for a different industry. One of these centers, the
Center of Excellence for Information and Computing Technology, is hosted at Bellevue
College near Seattle.® It partners with the U.S. National Workforce Center for Emerging
Technologies to provide IT related services, research, programs, and events that serve
community and technical college faculty and students, as well as industry and the
secondary education system around the state.

The center has authority to reach beyond the college’s official service district to provide
other colleges with model IT education programs, best practices, up-to-date research,
and lecturer professional development in emerging technologies. It also provides
information on industry trends that impact employment, education, and business growth
across Washington State. By brokering services for industry representatives,
community-based organizations, economic development organizations, and other
education institutions, the center develops the college’s reputation and improves the
entire region’s workforce for IT.

In South Africa, hospitality training schools, specialized automotive training, and other
programs that partner closely with employers have the potential to serve as such centers
of excellence. That potential can be developed (and marketed) with strategic
investments in expertise that employers see as reliable and uniquely valuable to their
industry. For colleges with deep expertise in certain trades, becoming a “Trade Test
Center” for certain occupations can be one concrete step to becoming a regional center
of excellence for certain occupations.

ENCOURAGE AND LEVERAGE EMPLOYER LEADERSHIP: INDUSTRY
PARTNERSHIPS.

Leveraging collaborative employer leadership is the strongest way to ensure that the
college is developing programs and services that match market demand. And when
employers are in the lead of an industry partnership, they are most likely to contribute
substantially and to sustain their participation over time. An industry partnership led by
employers implies that a group of employers is trying to meet the needs of its sector,
rather than an individual company. It also implies the industry’s understanding of the
potential value that FET colleges or other educators can provide in meeting their
industry’s workforce needs.

FET colleges should seek out and contribute to industry initiatives that employers have
organized to address challenges they face as a group. Industry associations, economic
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developers, and chambers of business are good sources for finding out about these.
Cluster initiatives that seek to strengthen an industry in a region almost always identify
workforce supply challenges in the course of setting strategies. Often, FET colleges can
play an important part in their solutions.

When such initiatives do not exist, FET colleges can sometimes help to encourage more
narrow initiatives by convening a group of employers to discuss their common workforce
challenges and needs. These “sector strategies” bring employers together with
educators to create solutions for their workforce challenges, typically focusing on
building the skills of mid- to entry-level workers to meet employer needs.

Example Practice:
South Africa’s National Tooling Initiative

One employer-led model for FET curriculum and instruction partnerships is the National
Tooling Initiative), founded by the Toolmaking Association of South Africa. The objective
is to rehabilitate the South African tool, die, and mould-making industry and, as one part
of that objective, stimulate South Africa’s manufacturing and technical skills
development. In addition to its small business, technology, competitiveness ,and export
development efforts, the NTI has created partnerships with six FET colleges across the
country.

Before building partnerships with the FET colleges, NTI identified regions of the country
with high concentrations of fitting and turning or related manufacturing employment, then
organized employer groups in each region to champion a local effort. These regional
groups then identified FET colleges they were confident could adapt to the high skills
standards needed in the industry—those who had the necessary flexibility, management
strength, and technical capacity Next, NT| worked with the colleges to improve the
curricula, instruction, and other capacities needed for success. In this case, NTI and the
employers developed the primary technical curriculum, based on international standards
set by the U.S. National Institute for Metalworking Standards.’

In addition to providing customized curriculum, NTI helped the FET colleges build their
lecturer and staff capacity in several ways. First, the technical coursework required
highly trained fitting and turning lecturers, who are typically paid much more than FET
college salary guidelines allow. So, NTI hired and paid these high-demand lecturers a
market-competitive wage. Then, they provided lecturers with pedagogical training to
improve their training skills. They also worked with Hennepin Community and Technical
College from the United States to customize assessments and trained student support
staff to implement them. In addition, these industry-FET partnerships established a
single point of contact for supporting program participants and troubleshooting problems
that might interfere with their retention.
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BUILD LECTURER SKILLS AND EXPERTISE WITH EMPLOYERS

A critical element of the NTl initiative is industry’s participation in developing lecturer
capacity. Industry identified the technical skills lecturers would need and provided
training and assessment to ensure lecturers were qualified to teach those skills. It also
delivered pedagogical training for workers who had the technical skills but lacked
teaching experience.

This level of lecturer development can present practical challenges. If the college cannot
directly afford lecturer training, some employers would find this expense worthwhile if the
training were very relevant to their operations. And even if they do not donate funds for
training, many are willing to host lecturers (more so than young learners) for practical
and theoretical experience at their worksite. Since lecturer’s family constraints
sometimes make them reluctant to attend extra hours of training, it is important for the
college to recognize the value of their professional development during work hours.

In the NTI case, lecturers with the appropriate skills in fitting and turning were so in
demand that the FET colleges feared that employers would hire them away at higher
salaries. The solution in this case was for the employer association to create a position
at a higher salary level, and cover this from industry revenues.

ENGAGE EMPLOYERS IN CURRICULUM AND BUSINESS ADVISORY
COMMITTEES.

Whether or not it is part of an “industry partnership,” employers’ direct participation in
curriculum design and instruction makes it more likely that the FET college is providing
up-to-date training to meet employer needs and maintaining the confidence of area
businesses. Colleges can facilitate this participation in many forms, whether for short
courses or longer National Curriculum/Vocational or NATED curriculum.

Although colleges should not ignore opportunities to provide training for employers with
large hiring needs, the college and community benefit most from short skills courses that
will serve many employers over time. Thus, once the college has identified a common
demand for training among employers, it may be useful to develop an ad hoc curriculum
design group of employers to help design programs that incorporate multiple employer
perspectives and serve many employers needs. Longer term, Business Advisory
Committees help get improvement feedback over time. With a longer term advisory team
in place, curriculum, and instruction for that matter, can shift to meet broad and evolving
needs, rather than the specific needs of one firm at one point in time.

The FET college should capitalize on its special competency in training and curriculum
design as a service to employers. The DACUM (Developing A Curriculum) process is a
popular approach to occupational analysis among both colleges and employers in the
United States. A college can offer valuable facilitation to employers using the DACUM or
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similar processes to identify instructional needs, develop curriculum and materials, plan
training, revise job descriptions and recruiting materials, and develop standards that are
recognized globally by the International Organization for Standardization.®

BEGIN WITH SHORT COURSE DEVELOPMENT.

Since short courses offer the most flexibility in terms of curriculum design, fewer
obstacles prevent deep collaboration between the college its employer partners in this
area. The college can begin planning short courses through an analysis of regional
demand for skills and training using the information described under Market Research.
This research should help partnerships staff identify industries and occupations for which
employers are likely to engage the FET college in short courses and other programs.

ENGAGE EMPLOYERS IN THE NCV CURRICULUM

Many employers have little awareness of the National Curriculum/Vocational or have
misgivings about its effectiveness for preparing potential employees. Educating
employers about the NCV curriculum and its benefits is an important role for employer
engagement staff (see Marketing section). At the same time, there are also ways to
reflect the needs of employers and apply their feedback to more effective
implementation of the NCV curriculum in the classroom.

First, employer engagement can help the college include more practical or up-to-date
applications in the teaching of the NCV theory curriculum (while at the same time
familiarizing employers with NCV strengths). By engaging employers in the NCV, they
can provide details about the application of theory to their most common operations or
problems. They can help lecturers produce case studies or homework assignments that
enrich student learning and provide a local context that improves learning retention.
They can also donate or recommend equipment to reflect the current state of the
industry, and allow for hands-on experience in the classroom.

Second, employers can be engaged by helping the college offer “capstone” courses
designed with local employers to add specialized, job-relevant training to the end of a
student’s NCV training. Accounting lecturers, for instance, might provide specialized
accounting methods for the extractive industries in a region where mining or forestry
operations have significant employment, or construction accounting methods if
employers from that industry are numerous in the community. If there is not capacity to
offer such capstone curriculum at the end of a course, FET lecturers might offer such an
employer-enhanced module as “extra credit” for students who are ahead of peers during
their core NCV studies. Such capstone courses can be highlighted in students’ CVs and
interviews and help bridge NCV curriculum graduates to specific industries of
importance.
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DEVELOP CAREER ADVANCEMENT PATHWAYS WITH INDUSTRY.

In the United States, an increasingly important way to work strategically with industry
sectors and clusters is to identify and build the experiential and educational steps
workers must take to advance in their careers. Building the steps along these “career
pathways” requires collaboration and articulation agreements among secondary, FET,
and other higher education institutions and programs, as well as employer input on
effective steps to qualify for higher-wage positions. In addition to helping workers
advance, such pathways help employers access increasingly skilled workers and
improve their retention of valued workers who seek increasing responsibility, learning,
and pay.’

The stigma against vocational training as a low status or dead-end path compared to
academic preparation exists in many countries, including South Africa. This interferes
with student motivation and recruiting and employers’ perceptions of FET college
students. Until students in technical education can progress into college and long-term
career possibilities, both parents and students will see careers not requiring a college
degree as lower in status. This means the academic preparation in vocational programs
needs to be as rigorous as that in academic programs. South Africa, South Korea,
Tunisia, and other countries have encouraged agreements between secondary schools
and higher education institutions to accomplish this, but more work needs to be done.™

Example Practice:
Cumberland County College

Cumberland’s five-year strategic plan includes developing and maintaining five career
pathways that lead to family-sustaining jobs. One of these pathways links training and
career advancement steps across three industries through a career progression in
business management and administration for the hospitality, tourism and retail sectors.
Turning college programs into effective career pathways for these industries has led to
stronger relationships with employers and deeper knowledge of their requirements for
promotion in the career. This has resulted in the realignment and adaptation of all of the
college’s business management degrees, as well as additional internship partnerships
with employers. The pathway approach has garnered enthusiastic participation with
these industries, which often struggle to retain employees.

DEVELOP SKILLS CERTIFICATES RECOGNIZED BY EMPLOYERS.

One element of a career pathway recommendation would include the awarding of
industry-based certificates through training delivered by the FET college. Short modular,
part-time, and weekend courses designed to acquire the next-higher-level skills within an
occupation can help workers advance while maintaining their employment and incomes.
This requires collaboration with industry certifying bodies (e.g., automotive repair,
tooling) to qualify the FET as a training provider.
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To make these short-term programs consistent with the advancement afforded by higher
education, shorter-term certificates would also ideally be recognized in an academic
credit path. This would involve dividing a set of skills into discrete manageable units that
take less time to acquire and demonstrate. Together, the short units may lead to a more
formal certificate or degree. This is a valuable exercise if the short-term skills certificates
are recognized and used in employer decisions about hiring or promotions."’

USE MEMORANDUM OF UNDERSTANDING SELECTIVELY.

FET college partnership staff express pressure to create written MOUs with employers
when developing partnerships. In part, this pressure stems from requirements to
document the existence of the partnership. Unfortunately, requiring an employer to sign
a written MOU before a strong relationship develops can undermine the process of
building trust. That process includes familiarity and dialogue, as well as demonstrated
follow through on initial commitments. As one employer put it, “We have to date before
we get married.”

Once employers are ready to commit to longer-term projects, then it is useful to have a
written mutual agreement on the roles, responsibilities, needs, and limitations of the
partners. At that point, a written agreement clarifies the underlying assumptions of verbal
agreements and serves as a reference document for more complex (and even simple)
partnership work plans. This does not necessarily require a formal MOU; a letter or even
an email can be a reference document for initial collaboration. However, MOUs may be
needed for partners to commit significant resources.
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OPERATIONS PART 2:
STUDENT AND DUAL FOCUSED

FET college students often make their first important career decisions as they enter the
college. Yet they typically have little information about the world of work. At the same
time, their decisions directly affect how successful the college will be at helping them get
and retain a job, and how well they match students with the employers with whom they
will seek to begin their careers. In addition to career guidance, the quality of support that
FET colleges give learners has a large impact on whether they can find the best
employers and how well they can contribute if hired.

Student-focused operations are essential to satisfy the FET college’s “dual” customers of
both learners and employers. “Operations: Part 2” focuses on practices that directly
serve students, and those that directly connect students and employers. All of these
ultimately affect both sets of the college’s customers.

BE PASSIONATE ABOUT CAREER GUIDANCE.

In a 2011 JFF focus group with South African employers, their top predictor of employee
success was “passion for the work.” These employers wanted employees who have a
personal interest in the quality of their work and the quality of the product. That was true
whether the product was a well-running automobile, an attractive hairstyle, a well-crafted
cabinet, or an excellent customer service experience. The employers believe this
passion helps address their biggest concerns about new employees: attendance,
motivation, and quality of work. The employers concluded that FET students need more
detailed and persuasive career guidance to help them choose careers that make the
most of their abilities, aptitudes, and interests.

While the complementary guide to career development developed by YouthBuild
International™ will provide important elements of career guidance, this guidebook
highlights ways to leverage technology and employer engagement in career guidance
and job placement.

USE TECHNOLOGY TO EXTEND THE REACH OF GUIDANCE.

FET colleges need to reach large numbers of students efficiently, which they can do with
technology-based career guidance tools. The South African Ministry of Education is in
the process of developing comprehensive national career guidance tools, but FET
colleges can quickly boost their career guidance capacity by introducing important
elements of the future national system.

FET colleges could begin by adapting the U.S.-based O*Net career guidance tools.
O*Net career tools, which are based on surveys of workers in over 1,000 occupations,
help students make realistic career and coursework decisions by providing detailed
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information on the tasks, work environment, required skills, education and experience,
relative wages, and many other aspects of given careers. Use of the tools would improve
students’ knowledge of occupational choices and their selection of appropriate programs
of study. That would likely lead to improved retention and success in their programs, as
well as improved matching for employment. Where Internet connections are stable, the
tools can be downloaded via the web. Elsewhere they could be loaded on locally
networked Student Center computer stations.

One example of such a tool that is user friendly is the U.S. Department of Labor’s “My
Next Move.” This online tool provides jobseekers with information on more than 900
occupations, as well as local job openings and training opportunities (see screen shot
below).

Introducing more automation to the system using O*Net tools would reduce the current
workload of student support staff. It would also improve the quality of guidance and
information available to each student by allowing them to work independently using the
technology. During orientation, student support staff would give prospective FET
students a short workshop on career selection using the colleges’ assessment tools and
the O*Net interest inventories and career information tools. Then students would work
independently on the student center computers to:

* Take the current FET math and English skills assessments;
* Complete the O*Net interest inventory and values inventory;

* Match their skills, interests, and values with prospective occupations;
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* Conduct an exploration of suggested occupations, answering recommended
questions and generating their own questions;

*  Work with the student support staff to discuss and set career goals; and
* Identify NVC courses and work experiences needed to reach their goals.

Once the FET has such technology-based guidance tools, it is in a better position to
make counseling available to secondary schools students who would be a good fit for
FET study. Many employers believe that middle school students need this early career
guidance in order to maintain motivation through high school and keep doors open to
careers they might fit well in later youth. When FET staff can introduce automated
guidance tools to students and allow them to explore high quality information on their
own, they can spread and deepen more of the career information available to young
people.

ENHANCE TRADITIONAL CAREER GUIDANCE BY INVOLVING
EMPLOYERS.

Although new technology offers exciting opportunities for improving career guidance,
direct exposure and staff interaction with employers remains crucial.

Whether due to age, poverty, remote location, or lack of relevant networks, most FET
students lack exposure to employers. This hampers their ability to learn about work
behaviors or the variety of occupations that might fit their abilities and interests. It also
denies them the formal and informal networks to access most job opportunities. The FET
college can make an important difference by addressing this gap.

Valuable ways to give prospective students exposure and involve employers in career
guidance include:

* Industry features with local examples on the college website;

* Career fairs for prospective learners to meet employer representatives;
* Employer speakers at college recruiting or registration events;

* Tours of employer facilities;

* Alumni events introducing successful FET graduates to prospective students;
and

* Feature stories about employers, their industries, and workers in college media.

The employer outreach survey and labor market intelligence described (see “Market
Research”) also provide valuable guidance for FET college students and their parents.
The college can summarize the results of such research for young people to guide them
about local employers and occupations.
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INVEST IN JOB PLACEMENT LEADERSHIP—YOUR INTERFACE WITH
EMPLOYERS.

Effective job placement services are a foundation of good relationships with employers
and of meeting the career goals of learners. Thus, the college’s job placement officer
plays a critical role for the institution. She is often the most visible face of the college
among employers and determines whether they see the college as a valuable resource.
She also provides a lasting impression on graduates who spend their final weeks in
college seeking her assistance.

The FET college should invest in the most qualified person for this role and train him or
her in the variety of skills needed. To serve both employer and student customers, job
placement officers must be capable of numerous complex tasks:

* Understanding the skills of students and graduates;

* Building students’ resume writing, job search, and interview skills;

* Keeping a useable database of resumes;

* Marketing to employers;

* Assessing employer needs;

* Responding to employer requests;

* Organizing large amounts of information on employers and students;
* Coaching students through their first jobs;

* Resolving conflicts between employers and workers; and

* Brokering services to solve a variety of problems (e.g., transportation, health,
child care).

Essentially, the college needs a highly organized “people person” with strong
communication skills and experience and credibility in the business community.
Experience with sales and marketing to business is an important quality, as is the ability
to coach learners on developing their job skills.

DEVELOP ONLINE RESUME AND JOB SEARCH ASSISTANCE.

As part of the orientation they provide to career guidance services, FET staff could teach
prospective students how to establish an individual career account that includes an
online resume tailored to their career goals. The student would use O*Net tools to help
create a resume and determine gaps and learning needs by comparing his or her current
knowledge, skills, and experience to those required by a target career. The student
would update the career account and resume each semester, adding skills learned in
coursework and updating goals and contact information. Alumni would similarly update
their resumes and data with each new job or change of status.
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This online resume and individual career account would encourage students to pursue
career-relevant learning and help them to build attractive resumes over the course of
their studies. Equally important, the database would motivate students to keep their
contact information current and enable the FET college to better track their outcomes
after graduation (see “Tracking” below).

GATHER AND FACILITATE ACCESS TO JOB OPPORTUNITIES.

Students and alumni would have the strongest motive to update their resumes if they
knew that employers might contact them through the FET’s resume database or that a
job placement officer would use resumes to match jobseekers with job opportunities that
the college collects. Similarly, employers’ interest in partnering would grow if it included
access to a large database of well-qualified students and alumni.

To leverage these employer and student motives, the college should work
simultaneously on populating a searchable resume database, gathering information on
job opportunities, and building systems to match qualified students with opportunities.
Ideally, the college would create a tool for employers to either post job vacancies on an
FET website (enabling students to search for vacancies) or request that FET student
support staff help identify good candidates. Alternatively, the job placement officer—and
all other FET staff—could access the database to organize opportunities identified from
a variety of methods.

Some of the traditional methods for identifying and gathering job vacancies include:

* Networking with local chambers and other business organizations;
* Culling newspaper and community advertisements;

* Building relationships with trade and union representatives;

* Consulting with provincial and local economic developers; and

* Contacting local businesses (via phone or by going door to door).

These approaches can be enhanced by technology-based methods that are gaining
currency, particularly for industries in the formal economy. Job-vacancy consolidators in
South Africa (e.g., Simply Hired, Indeed) have grown quickly in the number of postings
they gather online weekly. In a recent week, 45,000 jobs were posted on these two
consolidation sites, and others contain thousands more. Placement officers can learn to
get the most from these searchable databases and teach learners how to do the same.
They can also have automatic leads generated based on the background of FET
jobseekers and link those to the FET’s databases.

THOUGHTFULLY MATCH LEARNERS WITH EMPLOYERS.

Technology tools can improve the efficiency and reach of the FET college’s job
placement efforts. They can also make the first effort to match students with job
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openings more objective and less time consuming. Yet their effectiveness relies on the
human skills and judgment to ensure a particular individual and particular employer will
be well suited for each other.

After identifying a pool of students with the training and experience requested for a job
posting, placement staff should pay close attention to circumstances that might affect
success. Assess a student’s work habits, transportation, child care needs and resources,
health, and other issues against the employer’s needs, location, and work culture.

Example Practice:
Year Up

Year Up, a well known and successful U.S. youth employment and training program in
the IT sector, conducts a thorough assessment of prospective apprenticeship employers
and gives an employer and learner comparisons on relevant elements of workplace
culture, such as dress, punctuality, creativity, detailed guidance, and the managers’ style
of leadership. Year Up also engages the employer in the matching and selection process
by arranging interviews and visits to the work site before placement. This improves
potential candidates’ preparation before the first day of work and enables the employer
and the learner an opportunity to ask questions and assess the fit.

SUPPORT STUDENTS FOR RETENTION THROUGH PARTNERSHIPS.

When FET college students enter the world of work, they face many challenges beyond
their skills preparation. These can include lack of transportation, adequate clothing, child
care needs, or health care for themselves and their families. Recognizing that some
students need additional supports, many U.S. colleges form alliances with local
community-based organizations or faith-based groups to ensure successful entry and
retention on the job. This has been less common in South Africa, but there are
opportunities to use this approach, particularly with faith-based partners.

Example Practice:
Miami Dade College’s Hospitality Institute

The Hospitality Institute at Miami Dade Community College in the United States
connects low-income students with job opportunities in the region’s strong hospitality
and tourism industry. It does this through a three-day customer service and job
readiness training, as well as by providing specialized services for program graduates.
The institute is located in a church in the area’s highest unemployment district, which is
home to many of the institute’s students. It provides additional support to graduates to
encourage their career advancement: through weekly personal contact, it encourages
them to visit the office, enroll in services, and continue degree programs.
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TRACK EMPLOYMENT OUTCOMES.

Analyzing the employment outcomes of FET college students is a valuable way to help
the college understand the needs of employers—and ultimately to meet the job
aspirations of students. For example, if students who took certain courses are hired at a
much higher rate than others, this may indicate strong employer demand for the skills
taught in those courses. And if certain industries and companies hire graduates, this
should influence marketing strategies.

However, it is often difficult to maintain the contact information needed to track outcomes
for FET college graduates. Ideally, graduate tracking could be done in collaboration with
provincial and national administrators who collect Unemployment Insurance information
for workers in the formal sector. This could automatically generate information about
whether graduates have found work, the industries they work in, and, potentially, wages
and other data. Such a model has been implemented with colleges in some U.S. states.
Because this strategy requires long-term partnership building to accomplish in South
Africa, this guidebook focuses on strategies FET colleges can implement themselves.

MAINTAIN STUDENT AND GRADUATE CONTACT USING SOCIAL
MEDIA.

The most innovative strategies to track students capitalize on students’ strong interests
in staying connected with one another and in accessing job opportunities. Strategies can
also capitalize on the widespread use of advances in social networking and
communication technology .

To begin, college can use existing social media tools (e.g., Facebook, cell phone texting)
to create a student- and alumni-generated network that encourages continuous contact
with the college and among alumni. Such tools have strong platforms for sharing
information continuously as well as widespread (and free) use among youth. The FET
college would create a social networking web page that has multiple incentives for
students to update their contact information. Incentives to remain active in the network
include:

* Notifications about recent job opportunities;

* Access to alumni and mentors in their career fields of interest;

* News and pictures about accomplishments or activities of their peers;
* Opportunities for recognition; and

* Postings about social events of interest.

The social network page can be maintained and updated by a team of students in
marketing and IT or related fields, monitored and supervised by a staff member, and
advised by the college’s alumni network. It would encourage students to update their
contact information and employment status frequently and to reach out to peers who are
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not on the network, perhaps with recognition for being an “FET Community Organizer” or
more attractive distinction.

Given the wide use of text messaging, the network would employ text alerts to motivate
students and alumni to update their contact information regularly. Texting could also be
used to conduct random sampling surveys. Such surveys would typically focus on three
questions: Are you employed? Who is your employer? What is your job title? Less
frequent text-blasts would inquire about more sensitive information, such as weekly pay.

PROVIDE LEARNERS WITH VALUE FOR CONTACT—JOB
OPPORTUNITIES.

One key to a tracking approach is providing information of value to students. For
students who elect to enroll, regular text alerts about job opportunities offer the most
compelling reason for students to remain in the text alert network. College job placement
officers would further motivate contact updates by alerting individual students or alumni
about special job postings that match their skills. If the college implements a student and
alumni resume database, it should use automated technology to generate messages,
such as, “We've updated your resume. Could you verify your current information so
employers or our job placement staff might reach you?”

Such a strategy would generate updated contact information for a significant share of
graduates. The online network, as well as the employer outreach survey operations (see
“Market Research” above), could also be used for contacting this larger pool of
graduates for tracking. The contact information generated in these ways is key to
tracking student outcomes, particularly for the unemployed and those in informal jobs.

INTEGRATE MULTIPLE FORMS OF WORK-BASED LEARNING.

Formal learnerships have been the focus of work-based learning in South Africa in
recent years, while apprenticeships were more prevalent in the past and may be making
a comeback. Both forms of work-based learning have an invaluable impact on learners
and employers’ relationships with the colleges. Additional work-based learning can be
achieved at many levels of intensity, each of which adds tremendous value to learners.
Here is a list of a few of the many types of work-based learning, along with practices that
tend to make them more effective:

* Field Trips to employer sites provide opportunities to discuss the skills
requirements, challenges, rewards, and the career paths observed. They also
expose students to high-level skills and technology current in the industry.

* Job Shadowing, supported by in-class preparation and follow up, helps students
make connections between the work exposure and their academic and career
goals.
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Service Learning and Special Projects include volunteer community service
activities that focus on students’ acquisition of values, skills, and knowledge
related to their career goals.

College-Based Enterprises engage students in producing goods and services as
part of training and provide a venue for learning and practicing career technical
skills, career success skills, customer service skills, and entrepreneurship.

Clinical Experience includes a licensed professional who directly supervises
activities. Colleges with child care facilities should consider opportunities for this
work-based learning activity, under the supervision of the facility.

Like Learnerships, “Cooperative Education” in the United States focuses on job-
specific assignments at employer sites, designed to provide highly individualized
experiences for students, based on the skills/competencies that they need to
acquire. Such an arrangement typically require an MOU between the college and
the employer, a training plan listing competencies to be acquired, and detailed
performance standards.

Internships are usually short-term placements on the worksite, focused on the
application of skills. They can be paid or unpaid but typically require an MOU.
Worksite supervisors provide college staff with performance evaluations at the
end of the internship.™

THOROUGHLY SUPPORT WORK-BASED LEARNING PARTNERS.

College practitioners in South Africa, the UK, and the United States have pointed to
several principles for engaging employers in work-based learning.™ These are
particularly important for learnerships and other relatively deep engagements.

First, college staff should identify, understand, and address employer concerns about
work-based learning. Unless they are experienced, employers are likely to be concerned
about committing to it because of uncertainty about a variety of factors. These include
their role in the learning process, the time involved in planning and reviewing learning,

safety liabilities, and the backgrounds and demands of learners. Listening to and
resolving these concerns must occur before “selling” work-based learning to the
employer.

Second, treat the employer as a valued partner and provide thorough support. FET

lecturers and designated staff must help build relationships with employers and provide
the training and tools they need for work-based learning to succeed. Supervisor training,
clear procedures, and on-the-job curriculum documents from the FET help supervisors
understand and fulfill their teaching roles. The FET staff should avoid FET jargon and
use business language in these documents and in meetings. The FET should also make

a person available for resolving conflicts that arise with the learner and provide
recognition for employers who do a good job supervising learners on the job.
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After the FET college has helped the employer and learners experience success, it can
develop new work-based learning opportunities with that employer. At this point, it can
credibly market the benefits to employers from participating with a work-based learning
program. In any circumstance, the college should maintain good relations with
businesses by allowing them to tailor their level of involvement.

The case that colleges can make for work-based learning among employers includes:

* The opportunity to identify potential future employees;
* Being a socially responsible corporate citizen;
* Increased influence in the training programs for the future workforce;

* Potential professional development for current staff to enhance mentoring,
supervision, and training skills; and

* The heightened job satisfaction and morale their employees gain from assisting a
young learner.

Example Practice:
The Swiss South Africa Cooperation Initiative

The Swiss South Africa Cooperation Initiative has worked with the Department of Higher
Education and Training to develop practical procedures and curriculum documentation to
establish and guide work-based learning in its FET College Support Program. The
program has helped college staff recruit employers, develop standard agreements about
their roles in training and supervision, and design skills-specific competency guidebooks
to help learners and employers get the most value from work-based learning. The
program focused on the Level 2 Engineering & Related Design program within the NCV
when it began with four colleges in 2008. Since then, it has spread to 25 colleges and
the curriculum focus has widened to include the electrical infrastructure, fabrication,
tourism and hospitality programs at all FET college levels.
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MARKETING:
DELIVERING THE BUSINESS CASE EFFECTIVELY

LEVERAGE DUAL CUSTOMERS.

Successful marketing to employers strengthens a college’s marketing to students, and
vice versa. That is because students highly value the link to employment: When
prospective students see employers endorsing FET studies and hiring FET graduates,
they perceive FET study to be relevant and valuable. Similarly, the higher the quality of
students the FET can attract and market as a pool of potential employees, the more
relevant and valuable the FET college is to employers.

Although student and employer marketing are mutually beneficial, few FET colleges
have developed a strong plan for marketing to employers, and few invest significantly in
strategy implementation for employers. This chapter addresses the need for stronger
marketing to employers and effective practices for conveying the college’s value to them.

DEVELOP AN EMPLOYER MARKETING STRATEGY.

The need for an employer-centered marketing strategy is likely to emerge from the
SWOT analysis and comprehensive engagement strategy discussed earlier (see
“Management”). Those tools set the broader capacity-building agenda for employer
engagement. In a sense, an employer marketing strategy is simply a more detailed part
of that comprehensive plan but focused on the college’s messaging and outreach to
employers and primarily guiding the marketing and employer partnership teams.

Key elements of an FET marketing strategy to employers can vary. However, common
elements include:

* Environmental analysis;

* Marketing objectives and target industries and occupations;
* Central marketing messages;

* Positioning of the college compared to competitors;

* Placement and distribution of marketing;

* Pricing;

* Management and marketing budget;

¢ Evaluation and continuous improvement; and

* Work plan for the coming year

The marketing strategy does not need to be lengthy or complex, although the work plan
should provide specific action steps, individuals responsible for each step, timelines, and
expected outcomes. The intent is to identify clear objectives and coordinate the most
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effective messages and action steps. The sections below (and the “Finance” chapter)
suggest many elements of such a plan.

USE LABOR MARKET RESEARCH TO GUIDE YOUR MARKETING
STRATEGY.

Based your employer-oriented marketing materials on direct knowledge of the needs of
the employers/customers you seek. Regular conversations with employers should reveal
their needs, problems, current training providers, and the kinds of services they most
value. |deally, you can use labor market information to identify labor market demands
and implement market survey research to understand the needs of many local
employers. That research should help you identify and speak to the benefits and
solutions your local employers most care about.

Market research should also reveal the strengths and weaknesses of your competing
training providers. This is useful because it can help you model your brochures to
respond to your competitors’ strengths and capitalize on their weaknesses. Marketing
should use this information to position the FET favorably compared to its competitors.
For instance, the pricing of your competitors will ultimately help you determine whether
and how to highlight pricing in your own materials.

MAKE “THE BUSINESS CASE” YOUR MESSAGE.

Since FET students face many obstacles in reaching employment, it can be tempting for
job placement officers to cite concern for their students’ well-being as a reason for
employers to hire or train graduates in work-based learning. Though this is laudable, and
employers do wish to help, most are not in a position to do so. However, they are in a
position to train or hire highly valuable, skilled, and motivated employees. Such
employees can make the business more successful and profitable. This is the “business
case” for working with the graduates of FET colleges.

When auto dealers market their cars, they do not focus on the difficult circumstances of
the cars or the dealership. Instead, they focus on the needs, desires, and hopes of their
customers. They might emphasize the cars’ stylish looks, fuel efficiency, comfortable
seating, or safety. In short, FET colleges should craft a marketing message to meet the
needs of the customers they target, and they should adapt that message for customers
with different needs and priorities.

The market research discussed earlier will help you refine the elements of a business
case that your college chooses to emphasize. However, nearly all employers’ problems
and priorities tend to center around a few common business benefits, which have been
identified in a number of studies:'
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Overall priorities:

* Increased profitability (or meeting budgets for government agencies)
* Expanded markets and improved products

Priorities related to workforce training

e Morale and turnover
* Productivity
e Customer service

Priorities that lead employers to partner with colleges

* Cost (the major factor, according to surveys)

* Faculty and capacity in area of need

* Flexibility in delivering training (ability to modify content to meet needs and
delivery time)

* Prior experience

* Academic credit for courses

* Access to additional funding, and other services.

Most likely, the college’s marketing message should address some combination of these
priorities. Your marketing message will succeed to the extent that it addresses an
employer’s strongest motives.

LEAD OUTREACH WITH CUSTOMIZED TRAINING.

If the college has few or weak relationships with employers, its initial marketing is more
likely to succeed if it centers on short skills courses customized for a small number of
employers. The FET should aim this marketing and other promotional activities at
attracting contract training from local businesses. This will enable the college and the
employer to work closely together on meeting specific and current needs, most likely in
noncredit offerings. This working relationship aimed at addressing specific employer
needs helps to build the trust that can later be developed into partnerships for long-term,
for-credit courses.

As we note in the final chapter on pricing strategies, most FET colleges can offer
competitive prices for their courses. If you have profitable pricing strategy for short
courses, you may also want to invest most heavily in marketing those courses.

CRAFT MARKETING MATERIALS TARGETED TO EMPLOYERS.

Effective materials for recruiting students typically highlight benefits of interest to
students and their parents, such as available courses, bursaries, lodging, and
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recreational facilities, as well as the quality of student life and the chances of finding
employment upon graduation. This marketing is also indirectly important for employer
engagement, since attracting high-quality students is also important to employers.

However, local businesses are interested in very different qualities of the FET college.
They want to know that graduates have relevant and up-to-date skills, a strong work
ethic and motivation, excellent attendance records, and very good problem solving,
customer service, and people skills. They also want to know that the FET college itself is
cost effective, has up-to-date curricula and workshop equipment, is quick and easy to
work with, and is responsive to employer needs.

To best convey those messages to employers, the college needs targeted, concise,
believable, and accessible marketing materials. These usually include:

* Testimonials from employers who have hired your graduates or trained their
employees at your FET college;

* Pictures of satisfied employers, with students and workers trained in your FET
programs;

* Benéefits of value to employers (e.g., relevant training, SETA certifications, FET
cost advantages); and

¢ Who to contact.

CREATE BOTH GENERIC AND INDUSTRY-SPECIFIC MATERIALS.

Your FET should consider developing two types of marketing materials to attract
employers.

A generic brochure highlights the broad positive aspects of your FET that are important
to employers. This brochure might be used for general marketing of the FET—for
instance, by inserting it with your local chamber of business newsletter. Such a generic
brochure would include the essentials described above and might also include:

* Alist of NCV courses;

* Current short courses and the ability to customize new ones;

* A variety of employer testimonials; and

* Other significant features of your college from an employer’s point of view.

A targeted brochure or flyer highlights the benefits of specific FET programs or courses
to specific industry segments. For instance, if your FET college offers very strong short
courses in the automotive industry, it can be effective to create a flyer that speaks
directly to the needs of those employers. In that case, your materials should include:

* Listing of programs specific