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I. Introduction 
 
More than a decade after welfare-to-work, it is an understatement to say that few in the 
workforce development field believe that “any job is a good job.”  Even in the current economic 
climate, there is a widespread recognition that too few jobs available to less-skilled and 
disadvantaged workers provide the basis for career advancement and achieving economic self-
sufficiency.  Evidence from studies of low-wage workers has shown that work experience alone 
is not a sufficient condition for individuals to advance; education, skills development, and – 
importantly – attachment to “good” employers all make a big difference in whether increase 
their earnings over time2.     
 
For the publicly-funded workforce development system, setting and maintaining standards for 
job quality is a difficult undertaking.  The system has historically struggled to assert itself as a 
mainstream recruitment source for employers, especially better-quality companies less prone to 
ongoing problems of employee turnover.  With limited resources and a jobseeker client 
population with low skills and often barriers such as criminal backgrounds, job developers face 
an uphill challenge to build relationships with good employers that lead to high-quality 
placements with advancement potential.  Yet as the system focuses resources increasingly 
toward business services, the need to prioritize those resources toward businesses offering 
quality jobs is highly important.                             
 

                                                            
1  Report completed under a subcontract to the Chicago Workforce Investment Board (CWIB), which obtained the 
original grant from NNSP’s Strategic Venture Fund.  The author wishes to thank Jim Torrens and Jack Mills from 
NNSP, Joanna Greene, Loraine Volz and Linda Bubala from CWIB, Jeff Marcella and Dave Hanson from the City of 
Chicago Department of Community Development, Tony Garritano, Dave Pfleger, Javier Hernandez, Darryl Sanchez, 
DeeDee Jones, Bill McMahon and Renier Benson, as well as representatives from the five companies profiled in the 
case studies, for their cooperation, assistance and feedback in the process.   

2  See Fredrik Andersson, Harry J. Holzer, Julia I. Lane, Moving Up or Moving On? Who Advances in the Low‐Wage 
Labor Market?  (New York: Russell Sage Foundation, 2004).    
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The City of Chicago’s sector-based workforce initiatives have shown considerable promise in 
making job quality a priority.  For example, the tier-based system of business relationships 
developed by ManufacturingWorks (MW), which limits the range of recruitment and other 
customized business services made available to “low road” companies, offers a meaningful 
“carrot” for businesses interested in accessing their services to make improvements in job 
quality.   The recent adoption by the Department of Community Development of a “Target 
Market of the Business Customer” approach, which prioritizes companies who are in sector 
priority areas, high-growth/high-demand fields, provide career pathways and offer living-
wage jobs, represents a key step in this direction.            
 
Report Outline and Goals 
 
This report offers some ideas for thinking systematically about how job quality goals and 
priorities can be integrated into the City of Chicago’s sectoral workforce initiatives.  It begins 
with a discussion of how to define job quality, and the various ways in which sectoral 
workforce initiatives can have an impact on job quality.  The second section offers five brief case 
studies, drawn from MW and its counterpart, ServiceWorks (SW), where sector practitioners 
worked actively with businesses around initiatives to improve job quality.  The third and final 
section discusses how Chicago’s sectoral workforce centers could more systematically track job 
quality impacts and outcomes.    
 
The goals of this report are threefold: 
 
• To stimulate critical debate, within Chicago and nationally, about the role that sector 

workforce initiatives can and should play in addressing job quality in the low-wage labor 
market; 

• To provide examples of where sector initiatives have made (or attempted to make) an 
impact in employers’ human resource practices toward improved job quality; and 

• To offer a framework for sector practitioners to document job quality outcomes and impacts 
within their efforts.    
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II. Job Quality and Sectoral Initiatives 
 
In the workforce development field, programs and contractors are routinely measured in terms 
of the wages and earnings of individuals receiving job training and placement services.  Other 
factors, like the presence of career ladders, are becoming increasingly viewed as key outcomes, 
but they are less easily measured and defined.  Yet focusing the field on “good jobs” and job 
quality means developing a broader idea of what the concept means, and where workforce 
policies and practitioners have the capacity to intervene toward improved job quality.   In this 
section, I discuss how job quality should be defined, and the ways in which sectoral workforce 
initiatives might attempt to influence it.      
 
Defining Job Quality 
 
A recent report, “Opportunity at Work: Improving Job Quality,” by Elizabeth Lower-Basch of 
the Center on Law and Social Policy defined job quality in terms of seven different dimensions3:  
 
- Wages and earnings: direct compensation through wages, including the ability to work a 

sufficient number of hours to generate a sustaining income;   

- Benefits:  non-wage compensation such as health insurance or deferred compensation such 
as pension or retirement contributions, which help workers to provide for basic needs 
presently and in the future;   

- Job security: “the likelihood of continued employment at the expected number of hours,” 
i.e., jobs that are not contingent, seasonal or short-term in nature;      

- Advancement opportunities:  the potential for formal or informal learning and skill-
building opportunities on the job, and/or job progressions within a company or an 
occupation, that lead to increased earnings potential over time;   

- Work schedule:  working hours and policies that allow for both sufficient earnings to meet 
basic needs, and sufficient predictability and flexibility to accommodate support work-life 
balance;        

- Health and safety:  workplace conditions that minimize stress and risk of injury associated 
with particular occupations; and  

- Fairness and worker voice:  “the ability of workers, either individual or collectively, to 
influence their daily activities at work as well as their overall working conditions.”  

                                                            
3  Elizabeth Lower‐Basch, “Opportunity at Work: Improving Job Quality” (Washington, DC: Center on Law and Social 
Policy, Opportunity at Work Series, Paper #1, September 2007).  Available online at: 
http://www.clasp.org/publications/oaw_paper1_full.pdf. Where definitions are enclosed in quotations, they are 
drawn directly from Lower‐Basch on pp. 5‐6 of the report; otherwise I have paraphrased or augmented her 
definitions.    
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As Lower-Basch notes, these various dimensions of job quality tend to be correlated with one 
another.  As a consequence, many low-quality jobs not only pay poorly, but offer little job 
security, advancement potential, autonomy, or workplace safety, while well-paid jobs tend to be 
better on other aspects of job quality as well.  She also notes that along many of these 
dimensions, available data points toward prolonged a decline in job quality, especially for less-
educated workers.  
 
Improving Job Quality: The Role of Sector Initiatives 
 
MIT management professor Paul Osterman, in a recent chapter for the Upjohn Institute entitled 
“Improving Job Quality: Policies Aimed at the Demand Side of the Low-Wage Labor Market,” 
argues that public policy responses for improving the quality of existing jobs –“making bad jobs 
good,” as he describes it —can be divided into two broad categories.  The first category entails 
standard-setting measures like minimum wage levels, “living wage” laws and ordinances, and 
unionization, which attempt to set a floor on the quality of jobs; the other is programmatic 
measures like career ladder and sectoral initiatives that work directly with employers to shape 
job quality, for example, through efforts at work reorganization or increased skill development 
opportunities4.  Osterman suggests that these strategies are complementary in nature – e.g., 
training initiatives can help employers more productively accommodate increased standards – 
and should be considered part of a two-pronged policy approach to addressing job quality.          
 
The reason that sector initiatives like Chicago’s Sector Centers have the potential to shape 
demand-side practices is because, by design, they engage with businesses around current and 
future workforce needs.  Unlike traditional workforce development approaches, which focus 
primarily on the individual jobseeker, sectoral approaches – and Chicago’s centers in particular 
– make employers a central customer of their efforts.  Chicago’s Sector Centers, 
ManufacturingWorks (MW) and ServiceWorks (SW), distinguish themselves to employers from 
conventional publicly-funded workforce providers in two ways: first, by offering a wider range 
of value-added services, such as skill analysis and organizational consulting, to companies; and 
second, by performing services like recruitment in a more business-driven manner5.          
 

                                                            
4  Paul Osterman, “Improving Job Quality: Policies Aimed at the Demand‐Side of the Low‐Wage Labor Market,” ch. 
6 (pp. 203‐244) in A Future of Good Jobs? America’s Challenge in a Global Economy, Timothy J. Bartik and Susan 
Houseman, eds.  Kalamazoo, MI: W.E. Upjohn Institute for Employment Research, 2008.  Available online at:    
http://www.upjohninstitute.org/publications/books/fgj/ch6_osterman.pdf  

5  For further discussion, see Greg Schrock, “Re‐Working Workforce Development: Chicago’s Sectoral Workforce 
Centers” (Chicago: Chicago Workforce Investment Board, June 2009).  Available at: 
http://www.chicagoworkforceboard.com/About%20Us/Publications.aspx  
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Along each of the job quality dimensions that Lower-Basch identifies, there are specific 
interventions that sector workforce practitioners can potentially make toward improved job 
quality, by encouraging or assisting companies to:   
 
Dimension Potential Sector-Led Change in HR Practice  

Wages and 
Earnings 

• Increase starting wage levels toward prevailing levels for that 
industry and occupation, to reduce turnover and improve workforce 
quality; 

• Establish or formalize wage increments for skill-building activities for 
which sector initiatives provide assistance; 

Benefits • Make benefits more broadly available or affordable to their workers, 
e.g., by helping smaller companies access affordable group plans;  

Job Security • Utilize cost-effective alternatives to temporary staffing agencies 
and/or contingent work arrangements for new hires; 

Career 
Advancement 

• Enhance formal skill-building opportunities for incumbent workers, 
especially around transferrable skills;  

• Articulate existing career ladders linking entry-level jobs to more 
highly-skilled, highly-paid positions within the company; 

• Strengthen internal career ladders where they are currently weak or 
non-existent.  

Work Schedule • Adjust scheduling policies to allow for greater predictability and 
flexibility, for example for family illnesses and emergencies; 

Health and 
Safety 

• Adopt standards, protocols, or equipment that mitigate hazardous 
situations in the workplace and conform to federal OSHA 
regulations;  

Fairness and 
Worker Voice 

• Adopt human resource practices (e.g., recruitment) that are more 
equitable with respect to race, gender, disability or other factors; 

• Provide workers opportunity for “voice” on the job to raise concerns 
and offer suggestions for improvements.       

 
To a significant extent, the ability of companies to provide for high-quality jobs – and to make 
positive improvements therein – is shaped by a set of short- and longer-term constraints under 
which they operate.  Industry structure – and the competitive strategy of a given firm within 
that structure – is relatively difficult to change in the short term.  For example, a small 
manufacturing company making commodity products near the bottom of a supply chain, where 
competition is based almost entirely on cost, will face severe constraints to significant increases 
in wage and benefit levels for its workforce.  That said, most companies enjoy some discretion 
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recruitment and training costs, worker productivity and employee satisfaction, and using that 
data to assess the relative costs and benefits of job quality improvements.             
 
2) Reward Companies for Job Quality Improvements 
 
The second area where the City of Chicago could focus its attention to making job quality a 
priority of its sectoral workforce initiatives is around incentives and rewards to companies that 
make improvements in job quality.   
 
Presently, a relatively passive system of employer incentives is in place through MW’s tier-
based system and DCD’s “Target Market” approach, in which the availability of certain 
customized services – especially those offered at no cost or deeply discounted – is restricted to 
companies meeting established job quality benchmarks.  Subsidies for services like customized 
incumbent worker training are in place to offset the cost of improvements in internal career 
ladders, etc., but in general the theory is that the quality of the services should be a sufficient 
“carrot” to encourage companies to adopt high-road practices.            
 
However, as MW and SW move toward a more fee-based structure in working with businesses, 
this could offer greater potential to offer them direct financial incentives for implementing 
practices that improve job quality.  Companies working with MW and SW could receive 
“credits” toward workforce services that they would otherwise pay for, based upon direct costs 
incurred for job quality improvements.  For example, if a company raised wages or expanded 
paid sick leave to frontline workers, it could obtain a credit for some share of the direct cost 
increase related to that change.  This could be expanded to a direct financial incentive, similar to 
the City’s Business Hiring Incentive Program, or an offset against taxes paid by the employer.   
 
The challenge of this reward-based approach is that it potentially undermines the argument that 
“job quality is good business.”  However, incentives could help some companies justify the 
upfront costs of implementing such changes, especially since the offsetting savings are often 
less easily documented.       
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Appendices 
 
A. Case Studies 

1. Fabco 
2. LiftMaker, Inc.  
3. MetalCo  
4. PrintCo 
5. Good Night Hotels 

 
B. Job Quality Data Template 
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Appendix A 
Case Studies 
 
1) Fabco  
 
Often times, information is a critical part of making the case 
for job quality.  
 
Consider the case of Fabco, a small metalworking company 
on the Southwest Side that bends structural steel for 
architectural applications.  The company, which employs 
roughly 75 people, has recruited through a variety of sources 
over the years for entry‐level positions.  Recently they engaged with ManufacturingWorks (MW) to help 
fill a machine operator position.  As part of the assessment process, MW conducted a skill analysis to 
itemize all of the various job tasks that a worker would be required to do.  This process not only ensures 
that MW identifies the candidate with the right mix of skills, but also serves as a “reality check” for 
whether the employer’s expectation for the skills and tasks involved are aligned with the proposed 
compensation.     
 
In this case, MW found that Fabco’s skill and wage expectations were out of alignment.  For the starting 
wage the company was proposing, MW would have been unlikely to find a suitable candidate – or at 
least one who would have been willing to stay on the job in the face of better job opportunities 
elsewhere.  Although the “market signals” of subpar candidates, extended vacancies, and high turnover 
are often necessary to get companies to modify their approach, these mechanisms are inherently 
inefficient and frequently more costly to the business than raising their wages in the first instance.  The 
skill analysis provided by MW – combined with their reputation and track record of working with other 
manufacturers – helped to convince Fabco’s president that raising the starting hourly wage by one dollar 
would ensure that the position would be filled quickly and with a candidate equipped for the job.  MW 
successfully filled the position, and Fabco has subsequently maintained the higher starting wage level.        
 
MW regularly provides companies with data from local wage surveys that allow them to benchmark 
their starting pay levels, and in a few cases, this has resulted in companies choosing to raise their wages.  
For skilled positions like welders, in particular, MW has found that companies frequently underestimate 
what wage is required to attract and retain talent.  Unfortunately some companies, presented with both 
data and first‐hand evidence such as low retention rates, persist with low‐wage strategies, in which case 
MW chooses not to serve those companies further.        

Job Quality Dimensions Addressed 
 

  Wages & Benefits 
  Job Security 
  Advancement Opportunities 
  Work Schedule 
  Health and Safety 
  Fairness and Worker Voice 
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2) LiftMaker, Inc.  
 
Like many Chicago‐area manufacturers, LiftMaker is a small, 
family‐owned business that has prospered through the 
identification of profitable niche markets for high‐value 
products – in their case, for high‐capacity industrial material 
handling equipment.  By 2008, their business had grown to 
over 220 employees from only 75 in the year 2000.       
 
But rapid growth brings its own set of workforce challenges, and ManufacturingWorks was there to help 
LiftMaker address them.  In late 2007 and early 2008, LiftMaker engaged with MW to help it fill dozens 
of skilled positions for welders, computer‐numerically‐controlled (CNC) machine operators and set‐up 
personnel, and mechanical assemblers.  As of mid‐2008 MW had helped the company fill 43 positions at 
an average starting wage of over $14 per hour.  One key to MW’s success was the development of a 
testing tool, based on a workplace skills analysis, which allowed MW to assess more accurately the skills 
of prospective employees and refer them to the appropriate openings.                
 
With these immediate needs addressed, MW set to work helping LiftMaker strengthen its internal 
career ladders.  The company’s HR director had identified this as critical to boosting employee morale, 
enhancing retention and providing a more reliable pipeline for hard‐to‐fill skilled positions.  Like many 
small companies, LiftMaker had historically relied on more informal systems for skills development and 
certification, as well as internal advancement.  Working with MW, the company developed a series of 
“team leader” positions that allowed it to utilize the knowledge and experience of its incumbent 
workforce while providing advancement opportunities to those workers.  This opened up entry‐level 
positions that MW was able to fill – something MW refers to as “one up, one in.”  In addition to 
guidance and advice, MW and its training resource partners in the City Colleges of Chicago Workforce 
Institute worked with LiftMaker to bolster the company’s training efforts around forklift safety, and 
certification to industry standards for welders.                               
 
The economic downtown of late 2008 and early 2009 have, to a great extent, stalled the 
implementation and the realization of these efforts to strengthen LiftMaker’s internal training and 
advancement systems.  However, LiftMaker’s HR manager is hopeful that when the economy eventually 
recovers and the company’s business picks up, the initiatives undertaken with MW’s help will resume. 
 

Job Quality Dimensions Addressed 
 

  Wages & Benefits 
  Job Security 
  Advancement Opportunities 
  Work Schedule 
  Health and Safety 
  Fairness and Worker Voice 
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3) MetalCo  
 
MetalCo is located on Chicago’s Southwest Side, where it 
produces metal conduit and fence posts for a variety of 
commercial and residential applications.  The plant was 
founded in the mid‐1900s as part of a locally‐owned 
company but is now one of several within the East Coast‐
based company, which has experienced changes in corporate 
ownership in recent years.       
 
In late 2007 MetalCo faced a need to add nearly 60 machine operators to staff a new third production 
shift that would help the company accommodate growing demand for its products.  Like many 
manufacturers, MetalCo had historically relied on informal recruiting networks to find new workers, 
which resulted in a workforce that was less diverse than the company desired.  In particular, residents of 
surrounding, predominantly African‐American neighborhoods were under represented in the hourly 
workforce.                   
 
ManufacturingWorks helped MetalCo staff its third shift, filling a total of 58 union positions through 
June 2008 at an average starting (post‐probationary) wage of over $12 per hour plus benefits.  Although 
the company wanted to move quickly to fill those positions, MW encouraged them not to lower their 
standards in testing new applicants, recognizing that doing so would sacrifice quality and ultimately hurt 
the company’s competitive position.  However, they did work with the company to make the test more 
directly relevant to the skills required on the job. 
 
In the process, MW helped MetalCo develop a more diverse workforce and inclusive workplace.  Among 
the individuals hired through MW were several African‐Americans and a small number of women, 
including one who has already achieved promotion into a better‐paying position.  MW helped support 
this process by working with the new hires, the company and union representatives to make sure that 
those individuals were incorporated successfully into the workplace, and helped the company secure 
training resources to break down language barriers and improve the math skills of existing workers on 
the shop floor.  Additionally, MW supported the company as it upgraded locker room facilities in the 
plant, and improved exterior lighting to enhance workers’ safety in the nighttime hours.               

Job Quality Dimensions Addressed 
 

  Wages & Benefits 
  Job Security 
  Advancement Opportunities 
  Work Schedule 
  Health and Safety 
  Fairness and Worker Voice 
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4) PrintCo 
 
Often companies are painfully unaware of problems on the 
shop floor that cause good employees to leave and others to 
become frustrated and dissatisfied.  In some cases, 
establishing a communication channel between workers and 
managers through an intermediary can help to bring those 
problems to the surface so they can be addressed. 
 
In mid‐2008, ManufacturingWorks began working with PrintCo, a Fortune 500 printing and publishing 
company, around recruitment for entry‐level operator and distribution positions at two of its local 
facilities.  After helping the company fill ten positions, they were dismayed when only 40 percent of 
those individuals stayed with the company through 90 days – a rate less than half of MW’s benchmark 
retention rate.  In response, they proposed to PrintCo to survey the individuals they had placed, to 
assess their degree of satisfaction with their job, their supervisor and co‐workers, and the company 
overall.   At the same time, they asked the company’s human resource manager to assess each new 
hire’s performance and integration into the workplace.  The confidential nature of the survey, which was 
administered and compiled by MW, allowed individuals to express concerns and opinions that they 
might not offer otherwise. 
 
The survey revealed that ethnic conflict and miscommunication, particularly between African‐American 
and Latino workers and supervisors, was a key reason behind the retention problems.  The company 
responded by working with its front‐line supervisors and managers to improve communication with the 
new workers.  But the surveys also revealed ideas on the part of front‐line workers for process 
improvements that would save time and money.  For example, one operator suggested having outgoing 
workers develop brief reports for incoming workers to update them on problems encountered and 
production levels in their shifts, as a way of enhancing work flow and productivity, a suggestion that 
Printco plans to implement.   
 
The process has resulted in improved morale among new workers, and 90‐day retention rates for 
workers placed with PrintCo by MW have increased to 86 percent.  And PrintCo has recently engaged 
MW to expand its employee survey efforts to the incumbent workforce of over 200 workers across the 
two facilities as well.         

Job Quality Dimensions Addressed 
 

  Wages & Benefits 
  Job Security 
  Advancement Opportunities 
  Work Schedule 
  Health and Safety 
  Fairness and Worker Voice 
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5) Good Night Hotels 
 
For full‐service hotels like the Good Night Hotels (GNH), 
providing excellent customer service and maintaining a 
motivated workforce are two of the core challenges they 
face.  As it turns out the two issues are closely intertwined – 
when workers are satisfied and see a future with the 
company where they work, they are more committed to the 
job and inclined to see the benefits of providing excellent 
service to their customers.  For new workers in particular, getting them up to speed on the demands and 
expectations of the job, and the opportunities within the company, is a key step to job satisfaction and 
employee retention.  
 
In 2008, ServiceWorks/Chicago LEADS Hospitality teamed up with GNH to develop a multi‐stage training 
initiative, which would augment the company’s existing training and development efforts and focus on 
“investing in the individual.”  The first stage addresses soft skills and customer service issues faced in the 
hotel environment; the second stage focuses on career and industry awareness; and the final stage 
focuses on leadership skills for emerging supervisory and managerial talent.  The original plans called for 
targeting the training to new hires as a way of enhancing retention; however, the economic slowdown 
that started in late 2008 forced them to refocus the training on recently‐hired incumbent workers.                  
  
Twenty‐one individuals from a range of departments, from housekeeping to front office to bell service, 
completed the first round of the “Hospitality Enrichment Program” in fall 2008.  The composition of the 
training cohort was intended to be diverse, so that individuals could learn more about what goes on in 
other parts of the hotel property, which is often a challenge in a large, full‐service property like GNH.  
One participant, a front‐office worker, commented that it was exciting to meet individuals from all 
around the hotel who were interested and motivated to advance their careers.  The training was 
provided during work hours, with individuals receiving paid release time to participate.  The first round 
of training, which was delivered by an outside training organization rather than the hotel’s internal 
training staff, was very heads‐on in nature, with participants engaging in role‐playing activities around 
subjects like conflict resolution, and projecting a positive verbal presence with customers and co‐
workers.  A supervisor noted that one individual who participated in the training – a shy person by 
nature – has become more confident and engaging with guests as a result.                
 
The Hospitality Enrichment Program is a work in progress, and it is too soon to discern the impacts of 
the training, in terms of customer satisfaction and employee retention and advancement.  Still, 
ServiceWorks and LEADS Hospitality are excited about this partnership with Good Night Hotels to help 
the company boost its investment in its people in ways that enhance and expand their career 
advancement possibilities.  They hope that this model could be extended to other properties and hotels 
within Chicago, with the goal of helping meet the needs of both workers and businesses in the 
hospitality sector.        

Job Quality Dimensions Addressed 
 

  Wages & Benefits 
  Job Security 
  Advancement Opportunities 
  Work Schedule 
  Health and Safety 
  Fairness and Worker Voice 
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Appendix B 
Job Quality Data Template 
 
For each dimension of job quality, the following questions, actions and data points help to 
assess companies in their current status, changes in human resource practices due to sectoral 
efforts, and symptoms that potentially implicate that issue. 
 
1) Wages and Benefits 

 
Status  Change(s) 
‐ What is the company’s current starting 

wage for positions (to be filled through 
Sector Center)?    

‐ How do wages and benefits (i.e., total 
compensation) compare with other 
companies for similar occupations?   

‐ (If different, what are the likely reasons?)  

‐ Increased starting wages or other changes 
in compensation structure 

‐ Does company provide regular increases in 
hourly pay and/or increases to reflect 
worker productivity or skills improvement?  

‐ Development of either standardized wage 
increments or “pay for performance”  

‐ What share of (hourly) workers is eligible 
for company‐sponsored benefits?   

‐ What share of (hourly) workers participates 
in those plans?      

‐ Changing benefits policies to cover more 
workers/improve accessibility 

‐ Company shift to more affordable/ 
accessible insurance plan (resulting in 
greater utilization/coverage)  

 
Symptoms: 
o High turnover for entry‐level positions/low employee retention 
o Low candidate quality/inability to find qualified candidates 

 
2) Job Security 
 

Status  Change(s) 
‐ Are entry‐level positions contingent in 

nature (e.g., part‐time/ temporary/ 
seasonal)?   

‐ Getting companies to shift hiring from 
staffing agencies to direct hire 

‐ Combining part‐time positions into small 
number of full‐time positions 

‐ Do contingent workers have access to 
permanent/full‐time job opportunities 
within the company?   
(What share of new permanent jobs is filled 
by contingent workers employed by 
company?) 

‐ Increased access by contingent entry‐level 
workers to permanent/full‐time 
employment opportunities in company 

 
  Symptoms: 

o Voluntary turnover due to individuals seeking permanent positions elsewhere. 
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3) Advancement Opportunities 
 

Status  Change 
‐ Has company defined and developed 

internal career ladders?  If so, are they 
shared with workers? 

‐ Articulation and dissemination of internal 
advancement ladders within company 

‐ Does the company fill skilled positions from 
within, or externally? 

‐ Specific efforts to “train up” incumbent 
workers to fill higher‐skilled positions 
previously filled externally 

‐ Does HR staff work individually with 
workers to define career paths, and/or 
provide resources to help them advance 
their careers? 

‐ Training for workers to improve 
advancement capabilities, both internal and 
external to the company 

 
Symptoms 
o Inability to fill skilled positions from within incumbent workforce 
o Inability to fill skilled positions in timely manner 
o Turnover due to individuals seeking advancement elsewhere 

 
4) Work Schedule 
 

Status  Change 
‐ Do workers have set work schedules, or do 

they vary from week to week (in terms of 
when and how much)? 

‐ If so, how much advanced notice are 
workers given for changes in work 
schedules? 

‐ What share of terminations is due to 
inability of workers to accommodate varied 
shifts? 

‐ Increasing advanced notice of scheduling 
changes for non‐standard shifts 

‐ Do workers receive paid sick leave, including 
for family members?  

‐ Increased availability of paid sick leave   

   
Symptoms 
o High absenteeism/termination due to missed work  

 
 
5) Health and Safety 
 

Status  Change 
‐ Are the company’s facilities and practices 

compliant with OSHA standards? 
‐ Upgrading facilities to meet OSHA standards 

‐ Are safety protocols widely followed in the 
workplace?  

‐ Safety training for workers and managers 
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Symptoms 
o Days lost due to injury 
o Workman’s compensation claims 

 
6) Fairness and Worker Voice 
 

Status  Change 
‐ Does the company provide for a workplace 

environment that is fair and welcoming to 
individuals regardless of age, race, ethnicity, 
gender, disability status, and sexual 
orientation? 

‐ Diversity training for front‐line managers 
and workers 

‐ Changes in company recruitment practices 
 

‐ Does the company offer formal mechanisms 
for worker representation, e.g., for 
grievances or input into the terms and 
conditions of work?  

‐ Development of communications and 
feedback channels between management 
and workers 

 
Symptoms: 
o High rates of employee turnover in particular demographic categories (gender, race) 
o Low employee satisfaction 

 
 


