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DISCLAIMER: 
 
This Guide/Report has been produced by compiling information and 
documentation which was provided by various sources.  This Guide/Report is 
provided without expressed or implied warranty of any kind. 
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is required to obtain, copy, use, or distribute this product.  Materials produced 
from this publication must be appropriately cited.  
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EExxeeccuuttiivvee  SSuummmmaarryy  

 
This manual has been compiled by New Jersey’s Department of Labor as a guide to 
their One Stop Process Improvement Project (OSPIP).  
 
The OSPIP process has been used, in New Jersey and elsewhere, as a change 
management method that allows all stakeholders in the One Stop System to come 
together and critically analyze the service delivery process through the eyes of a 
customer.  OSPIP allows leaders, managers, and front line professional staff to 
collaboratively explore methods for improving both efficiency and effectiveness—
ultimately with the expectation of improving the value of services the System provides for 
the customer. 
 
In interventions throughout the State, OSPIP has proven to be a program that can help: 
 

 Identify problems and obstacles to quality 
service delivery; 

 Create innovations that add customer value 
and streamline service delivery; 

 Build stronger partnerships among System 
stakeholders; 

 Improve knowledge of the services available 
from all One Stop partners; 

 Manage resistance to change by involving 
stakeholders in a “bottom-up” innovation 
process, which builds ownership and investment in change; and, 

 Foster a continuous improvement and customer-focused culture. 

 
This manual serves both to inform the reader of past OSPIP interventions, and instruct 
the reader on how to plan and execute an OSPIP intervention locally.  It has been 
provided in the hope of promoting the use of the OSPIP method by local leadership 
throughout the State.
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II..    TTHHEE  BBAASSIICCSS  OOFF  OOSSPPIIPP::  SSeettttiinngg  tthhee  SSttaaggee  

A.  Workforce Development Change and the Need for an OSPIP Project  

The Workforce Investment Act (WIA) brought massive changes to the states’ workforce 
development systems. The legislation required a number of paradigm shifts: 

 

FF rr oo mm ::
  

TToo ::
  

Separate programs Integrated service 

Specific groups of eligibles Universal eligibility for core services 

Qualitative performance assessment Measurable outcome evaluation 

Cooperative arrangements One-Stop Partnerships 

Program-specific requirements Unified One-Stop System 

 
The changes brought about by WIA are real.  No longer just a second chance system, 
resources need to be aligned to serve a much wider variety of customers. Those with 
specific barriers to employment require specialized services, such as vocational 
rehabilitation. . The system also needs to accommodate the traditional undereducated 
“hard-to-serve”/poverty population; and anyone, with or without a labor market 
attachment, who needs labor market information or other services to get onto a 
promising career track. 
 
Some time has passed since WIA changes became effective and, especially in light of 
constantly shrinking resources, the time is right to look at the extent to which the System 
has effectively executed the Act’s vision, and the effect those changes have had on our 
customers.  
 
Leaders, managers and customers of the Workforce System are increasingly asking: 
 

  

 
 

“Do One Stop Center employer and individual job seeker customers 
receive VALUE in their interactions with the One Stop Center, and 
how can that value be increased?” 

 
This is precisely the question that the One Stop Process Improvement Project (OSPIP) 
seeks to answer. An OSPIP project is not strategic planning, though it is undoubtedly a 
strategic response to the need for change. It is not policy development, though some 
OSPIP-related process changes may result in policy modifications. It is not training, 
though some training does go on during, and usually as a result of, the project.   
 
Rather, OSPIP is a process designed to have leaders, workforce development 
professional staff, customers and other stakeholders critically evaluate the System’s 
effectiveness, envision a better future System and collaboratively work to develop action 
plans to achieve that better future vision together.   
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In our discussions here about how to organize, plan for, and implement an OSPIP 
intervention, we will explore how the OSPIP approach focuses on: 

 

 One Stop – The OSPIP model, as developed and described herein, deals strictly 
with examining and improving the operations of One Stop Career Centers.  

 Process Improvement – OSPIP examines and maps customer service 
processes in detail. Recommendations stemming from the analysis are typically 
of the no cost/low cost variety, and often can be implemented by the same 
individuals who actually develop the recommendations. Even within the no 
cost/low cost guidelines, the series of small steps and changes brought about 
through OSPIP can amount to profound increases in the value customers 
receive. 

 Project – The OSPIP project has a fixed time frame, followed by an 
implementation phase, but also provides an excellent foundation for continuous 
quality improvement initiatives far beyond the initial project. 

 Customer Perspective – All work processes are examined from the customers’ 
perspective, and critically evaluated as to the value each task delivers.  
Participants are instructed to continually ask:  Does the customer receive value 
from each step in our process? 

 Change Management – Managing change refers to the making of changes in a 
planned and managed or systematic fashion. The aim is to effectively implement 
new processes in an ongoing organization, in this case, One Stop Career 
Centers. OSPIP is designed to overcome institutional and individual resistance to 
change, and to assist in the forging of improved partnerships between and 
among partner agencies.   

 

B.  Benefits of OSPIP 

The challenges of aligning all partner resources together to run a One Stop Center are 
enormous, and they are mirrored in the organization of the OSPIP project. The project, 
however, is designed especially to align stakeholder resources in order to increase 
customer value. 
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The benefits that can be expected from a well-conceived and implemented OSPIP 
intervention are: 

 
1. Process improvements to add value.  Improved customer flow, defined as the 

avoidance of customer delays and unnecessary repeat visits, the mitigation of 
bottlenecks, and having the appropriate staff available to deliver the right service 
at the right time. Changes to the triage and inter-agency referral processes are 
often primary focuses of change. 

 
2. Renewed focus on customers.  Workforce development programs for years 

have strived to move from a legally based perspective to one that “focuses on the 
customer.” OSPIP takes this concept one step further, and completes its 
mapping and analysis tasks from the customers’ perspective. It is extremely 
important for the OSPIP facilitator to constantly remind the work group of this 
principle. 

 
3. Better understanding 

and collaboration among 
partners/cross-training.  
As a result of the cross-
functional team structure--
a structure that cuts across 
agencies and levels of 
management--team 
members gain a better 
understanding of the 
functions, processes, 
capabilities, challenges, and barriers that each partner faces. OSPIP meetings 
are often characterized by participants as helping them to better understand the 
services offered by partner agencies, and therefore, better understand how the 
System can more fully meet customer needs. 

 
4. Program and staff energizer.  The OSPIP process is designed to surface 

problems in customer flow, and to design solutions. Staff who may have been 
frustrated by some processes have the opportunity to re-engineer those 
processes. Indeed, one of the overall success factors in OSPIP is that the people 
who actually do the work with customers are largely the ones given the 
opportunity to facilitate change and improve service delivery. Because of this 
bottom-up approach to innovation, resistance to change is minimized. 
Improvements in the utilization of staff, and therefore in staff efficiency and 
productivity, can be expected to result. 

  

BB ee nn ee ff ii tt ss   oo ff   OOSS PPII PP   

  IInnccrreeaasseedd  vvaalluuee  ooff  ccuussttoommeerr  sseerrvviiccee  

pprroocceesssseess    

  RReenneewweedd  ffooccuuss  oonn  ccuussttoommeerr  nneeeeddss  

  BBeetttteerr  bbaassiiss  ffoorr  ppaarrttnneerr  ccoollllaabboorraattiioonn  

 EEnneerrggiizzeerr   

 IImmpprroovveedd  aaccccoouunnttaabbiilliittyy  ffoorr  rreessuullttss 
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5. Improved accountability.  OSPIP often results in professional, management 

and other staff being used more efficiently. Typically, the results of an OSPIP 
intervention include: 

 
 

 The institution of specialized customer care staff, rather than 
“professional” level staff being assigned to the front 
(reception/triage) desk; 

 Professional staff being moved back in the process from triage to 
the specialties they perform best (i.e., case management, career 
counseling, assessment); and, 

 Management of each partner organization becoming more aware 
of its relationship and responsibilities to managers of other 
partner organizations, and to increasing value delivered to both 
employer and job-seeker customers. 

C. Planning Considerations  

For OSPIP to be successful, there must be a clearly defined, limited, and articulated 
need and mission.  
 

  

 
 

A definitive mission statement that defines the need and desired 
outcomes of the OSPIP initiative is a critical first step.    

 
The Mission Statement must clearly convey the need for change that emanates from the 
top of the organization. This may be the result of legislative or regulatory changes, 
indicators of customer (dis)satisfaction, the need to increase productivity, “staleness” of 
programs as they advance along the typical life cycle of public programs, or other 
factors. You’ll find the OSPIP process will become a catalyst to communicate the need 
for change throughout your organization.  

OO SS PP II PP   
  

MM ii ss ss ii oo nn   SS tt aa tt ee mm ee nn tt   EE xx aa mm pp ll ee
  

Redesign work processes of New Jersey’s One Stop System 
as they will be performed following the launch of the One Stop 
Operating System (OSOS).  The Team’s Mission is to 
incorporate OSOS, WNJPIN, AJB, ALX, and other technology-
based resources to improve operating efficiency and maximize 
customer value in a work environment that meets the highest 
professional standards. 
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Finally, and most importantly, there must be a process owner; an individual at or near 
the top of the organization who believes in the OSPIP process, and who will: 

 Provide leadership to the overall project and the Steering Council (a consortium 
of representatives of partner agencies, organized labor and the private sector – 
see “Team Structure,” below); 

 Recruit Steering Council members from within the primary Department and from 
outside organizations and agencies; 

 Provide access to information, guidance, and timely feedback on proposals;  

 Address roadblocks; and,   

 Champion the OSPIP process as liaison to the Steering Council. 

 

D.  Team Structure  

The structure of OSPIP is rooted in the design of cross-functional quality improvement 
teams. In the context of OSPIP, a cross-functional team is defined as one where 
members of different agencies and organizations are brought together to make process 
recommendations and enlist support for those changes within their respective 
organizations.  
 
This figure shows the basic team organization of OSPIP: 
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The Steering Council consists of executive leadership from all partner agencies (both 
internal and external to the Department of Labor), as well as representatives from 
external stakeholder groups.  External stakeholders could include customers and 
representatives from organized labor. Business people (or representatives of a general 
purpose business organization) are included on the Steering Council to represent the 
interests of that user group. Having labor representatives on the Steering Council is a 
major plus, and we strongly recommend representatives from organized labor be 
enlisted as full partners in your OSPIP initiative.  As your partner, labor professionals 
will help you work through potential issues that arise from changes in staff duties that 
may result from OSPIP recommendations. 
 
The primary role of the Steering Council is to provide positive leadership for the 
project, adopt its mission statement and, as the project nears its conclusion, receive the 
recommendations of the Core Team. The Steering Council will either accept the 
recommendations and pledge its support for their implementation, and/or develop 
alternative approaches to solve problems identified by the Core Team.  

 
Steering Council members either nominate individuals to represent their organizations 
on the Core Team, or delegate the task to a manager closer to operational level. They 
also assist in managing obstacles, which may arise in the form of existing procedures, 
processes and/or policies that hinder the overall Teams’ ability to successfully achieve 
its mission. Representatives must have sufficient influence within their respective 
organizations to fulfill these roles. 
 
The Team Sponsor is the process owner and a kind of Chief Operating Officer of the 
OSPIP process.  The Sponsor serves as liaison between the Steering Council as a 
whole, the Core Team, and the Team Facilitator.  
 
In a statewide initiative, a Team Sponsor may be the Commissioner of Labor or his/her 
delegate (perhaps a Deputy or Assistant Commissioner in charge of workforce 
development).  If your OSPIP initiative is more locally driven, a likely candidate for the 
Team Sponsor might be a WIB Chair or Director.  In either case, the Team Sponsor is a 
critical role and careful consideration should be given to the selection of your Sponsor 
and soliciting his or her support.   

 

  

 
 

Ultimately, it is the perceived power of the Sponsor and his/her 
commitment to a positive OSPIP outcome that will drive the process and 
become your greatest lever for change.  In the absence of a positive 
leader (or his/her prominent delegate) as Team Sponsor, your OSPIP 
initiative will be hard-pressed to produce concrete results. 
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The Core Team is the focus of most work activity in OSPIP. The membership is drawn 
from the same organizations and agencies represented by the leaders on your Steering 
Council, but these members should be representative of a more operational level. Core 
Team members should be subject matter experts who understand, through personal 
experience, the current service delivery process in their offices, and the types of 
problems and issues they would like to solve.  Because there is a need for a true front-
line perspective, Core Team membership should include customer contact staff as well 
as managers and supervisors.   

 
The Core Team is the working group, which assures that all internal and external 
customers are well represented, and fulfills the following roles: 
 

 Identifies and provides solutions to problems acknowledged during its process 
mapping exercises 

 Gives periodic updates to the Steering Council and project sponsor concerning 
the status of the project 

 Takes responsibility for all actions necessary to complete the project, primarily 
the development of recommendations and basic implementation plans  

 Helps to build support for its recommendations throughout all partner 
organizations. 

 
An ideal Core Team would consist of twelve to fifteen members, but this number must be 
tempered by the scope and nature of the project and the number of organizations 
involved. In order to keep the Core Team at a manageable number. External 
stakeholders (subject matter experts who are not permanent members of the Core 
Team), may be called upon by the Team on an as-needed basis as the process unfolds. 
 

 
  

 
 

Typically, external stakeholders could include specialized staff such as 
system designers or IT support staff, professional staff expert in a unique 
assessment tool or procedure, or staff with unique insights on emerging 
best practices that other Core Team members have not yet mastered.   

 
In one example within an OSPIP intervention in New Jersey, an external stakeholder 
was called upon to provide training on the One Stop Operating System (OSOS).  
Similarly, in Jamaica, the company that developed that country’s Electronic Labour 
Exchange was called upon to discuss the feasibility and pricing of various changes to 
that system that the Core Team wanted to recommend. 
 



  OSPIP How-To Guide 

 9 

 
Parkway 100 Corporate Park  3535 Rt. 66, Bldg 4  Neptune, NJ 07753  732-918-8000  www.mahernet.com 

 
Since the Core Team’s work approach is predicated on members thinking from the 
customer’s perspective, and since employers are important customers of the One Stop 
System, it is essential that the Core Team have the advantage of hearing the private 
sector’s perspective. Ideally, the following would be represented on the Core Team: 

 

 System users 

 WIB or State Council members, depending on the scope of the project 

 Large and small company representation 

 Business organizations with an interest in workforce development 

  

 
 

In the event that you have difficulty recruiting private sector partners 
willing to commit to a full-time role for your OSPIP initiative, consider 
recruiting private sector representation in the external stakeholder role. 
That way, there is no need for volunteers to commit to the full process, 
but the Team can call upon individuals at those times when the use of 
their time would be best leveraged. 

 
To provide clarity regarding formation of the teams, a word must be said about the 
Steering Council-Core Team relationship. There have been two OSPIP projects in 
New Jersey. In OSPIP I, where the focus was on the operation of One Stop Centers in 
general throughout the State, the Steering Council was composed of executives from the 
various departments and stakeholder groups, while the Core Team was a group of 
managers drawn from all areas of the State and all partner agencies. The emphasis of 
recommendations was on initiatives the State could take to provide better support for 
local One Stop operations in its service delivery processes.  
 
In OSPIP II, the focus was on One Stop operations in specific counties. Therefore, while 
the Steering Council remained basically intact from OSPIP I, the Core Teams were 
appointed by the responsible local Workforce Investment Board, and consisted of 
individuals at the customer service level from all the participating institutions and 
agencies.  
 
In Jamaica, where OSPIP dealt with the staff of the Jamaica Electronic Labour 
Exchange and its partner agencies, the National Ministry of Labour is comparable to a 
State Department of Labor here, and top-level managers at the national level of that 
Ministry and others made up the Steering Council. Core Team representation ranged as 
high as the One Stop Director and proceeded down through Center receptionists who 
were in charge of greeting and triaging customers.  
 

  

 
 

The point here is that the Steering Council must consist of 
representatives with sufficient influence within their organizations to 
ensure that change is implemented, while Core Team members must be 
close enough to the customer service delivery level to be able to identify 
problems from the customers’ perspective, and to develop solutions.   
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SS aa mm pp ll ee   TT ee aa mm   MM ee mm bb ee rr ss hh ii pp
 

SS tt ee ee rr ii nn gg   CC oo uu nn cc ii ll   MM ee mm bb ee rr
 

CC oo rr ee   TT ee aa mm   MM ee mm bb ee rr
 

 Deputy Commissioner, State DoL  One Stop Managers 

 Asst. Commissioner for 
Workforce Development, State 
DoL 

 

 Federal Representative, USDoL 
. 

 Project Director, USDoL  

 State WIA Director  

 Local Employment Service Mgr 
One Stop Counselors  

 Director of Education and 
Training, State AFL-CIO 

 Director or Staff Member Of 
Union Local  

 Deputy Commissioner, State 
Welfare Agency 

 County Welfare Director or 
Supervisor  

 Assistant Director, State 
Vocational Education Agency 

 County Vocational School-to-
Work Coordinator  

 State Welfare-to-Work Director  Local Welfare-to-Work 
Supervisor  

 State Voc Rehab Director  Local Voc Rehab Manager  

 State UI Director  Local UI Manager 

 

 
The question of whether to include local mangers on Core Teams must be decided in 
the context of the particular project.  The illustration below (“Sample Team Membership”) 
shows the construction of both the Steering Council and Core Team of an actual OSPIP 
intervention.  The titles of team members are shown to illustrate a possible “mix” of team 
membership.  Again, the formation of OSPIP teams is very much driven by the 
intervention’s mission and, therefore, is dynamic and project-driven.  Planners should 
strive to make the membership selection process an open one, keep it representative 
and be sure to include any collective bargaining units as partners in the selection 
process.  Most importantly, select individuals with both the knowledge and willingness to 
work collaboratively and non-judgmentally in order to achieve the project’s mission. 

 
The Team Leader/Facilitator is perhaps the most important key to a successful  
OSPIP project (other than the Team Sponsor).  Facilitating OSPIP is a "people" effort, 
and the facilitator’s ability to communicate with and gain cooperation from all who are 
involved is paramount. Success resides in the artful combination of people skill coupled 
with technical skills.  
 
The team leader/facilitator should be a visionary with a clear and complete knowledge of 
the desired outcome for the project. The facilitator must lead the Core Team process, 
resolve issues, and communicate effectively with all members of the Core Team.  
Additionally, the facilitator is the Core Team’s liaison and advocate with the Team 
Sponsor and Steering Council leadership, so your facilitator must be able to 
communicate with equal effectiveness at all levels of your organization and be willing to 
become a forceful and powerful advocate for the Team’s perspectives when such a need 
arises.  
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The facilitator must also have the technical background to understand 
both the subject and the contributions made by people from a wide 
variety of backgrounds. He/she must also have the ability to facilitate the 
interactions of a group of people who necessarily come to the table with 
“turf issues” and other concerns that may reside well below the surface.   

 
Since the facilitator role is such a demanding one, you should consider whether the use 
of a professional is warranted.  As the team represents many organizations and 
individuals who may not have worked together closely before, a professional or 
experienced facilitator brings significant value to the Project. As liaison to the Steering 
Council and Sponsor, he/she drives the project toward a successful conclusion. As Core 
Team facilitator, he/she must be adept at running efficient and effective meetings.  Some 
organizations may possess individuals with requisite skills to fill this critical role, many 
will not.  Whether selecting from internal or external resources, you’ll need to choose a 
facilitator carefully. 

 
In his book Cross Functional Teams1, Glenn Parker lists the process skills that the 
effective facilitator must possess: 

 

 Asking questions that bring out ideas and stimulate discussion 

 Using paraphrasing and other listening skills to ensure effective communication 

 Managing group discussions to encourage quiet members to participate and 
talkative members to adhere to limits 

 Establishing an informal, relaxed climate where members feel free to candidly 
express their points of view 

 Using the consensus method to reach decisions on key item issues 

 Involving members in the setting of goals and objectives 

 Implementing good team meeting guidelines, including agenda planning and time 
management 

 Insisting that team members respect each other and that each person’s 
contribution is valued 

 Identifying and dealing with team members’ dysfunctional behavior 

 Celebrating the achievement of milestones and other team accomplishments 

 Using recognition methods, task assignments, and other techniques to involve 
team members. 

                                                 
1
 Glenn M. Parker, Cross-Functional Teams, Jossey-Bass Inc., 1994, San Francisco, California. 
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The Team Sponsor and Facilitator work together closely to plan each meeting.  They 
assure that each meeting is planned and organized effectively to achieve preset meeting 
objectives and to assure everyone’s time is well leveraged to add value to the process. 
They also should provide the team with documented progress tracking, facilitate the 
completion of all agreed-upon action items, and be able to communicate the team’s 
progress as necessary. The facilitator should assemble the first meeting of the Steering 
Council and Sponsor to agree on the team structure, membership, roles, scope, 
approach, and key project milestones.   

E. Team Charter 

The OSPIP mission, its team structure, and objectives are codified in the Team Charter.  
It is the central project document that records the membership of each OSPIP team, 
serves to align all stakeholders on a common purpose, explains each member’s role and 
describes leadership’s expectations for their performance throughout the engagement.   
 
The Project Sponsor and Facilitator should draft the Team Charter prior to the first 
Steering Council meeting.  It should be presented in draft for discussion, modification, 
and approval by the Steering Council as its first formal project action. (It is best to avoid 
including names on the draft Charter, especially for the Core Team, thereby allowing the 
Steering Council to identify appropriate members from each stakeholder organization.   
 
Once adopted by the Steering Council, the Team Charter is used as a guide or roadmap 
for the OSPIP intervention.  It will be referred to repeatedly, whenever needed to keep 
the members of all teams focused and on track.  An example of an OSPIP Team Charter 
is presented as Appendix A.  
 

  

 
 

Once you’ve assembled your team membership and had your Team 
Charter (including your Mission Statement) ratified by the Steering 
Council in its initial meeting, the real work of the project begins—you’re 
ready to begin Core Team meetings.   

 
An initial meeting should be organizational in nature, and is called the Core Team 
Briefing.  The facilitator introduces the Core Team to the OSPIP process, its goals and 
objectives and structure.  Each Core Team member should be provided a copy of the 
Team Charter and have an opportunity to express their hopes and fears prior to 
beginning their work in earnest. 
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Appendix B is a sample Core Team Briefing Agenda, which describes the elements of a 
successful Briefing meeting.  Since the meeting is organizational in nature, the 
facilitator’s objective is to prepare the Core Team for the OSPIP project by: 
 

 Defining their important role in OSPIP; 

 Explaining why they were selected to represent their respective organizations; 

 Reviewing the Team Charter and Mission; 

 Reviewing the OSPIP process (approach) and how the project will proceed; 

 Establishing team “ground rules” to govern meeting activities throughout the 
project; and, 

 Allowing members to ask questions, share their concerns and, ultimately, “opt 
out” of the process if they do not believe in its Mission, or if they, for whatever 
reason, are unable to fulfill the role expected of them. 

  

 
 

This last point is critical.  Each member, by affirmation of the Charter and 
acceptance of their role in OSPIP, is committed to achieving the Project’s 
stated Mission and to following the guidelines the Team adopts to govern 
its work activities.  This personal “buy-in” of each Core Team member is 
a critical component of a successful intervention. 

 
The Team’s Facilitator should prepare in advance for the Core Team Briefing by 
communicating early and often with members.  Introductory emails and selected 
personal outreach by phone are effective.  They help the facilitator understand individual 
concerns, identify areas of possible conflict, political “currents” and other obstacles to a 
successful intervention.  Members appreciate this type of personal outreach, and usually 
come to the Briefing meeting with a better understanding of the project and with a more 
positive attitude – helping to overcome possible resistance to change.  To the extent that 
briefing calls are made ahead of time, the Facilitator surely comes to the briefing 
meeting with more information at his disposal. 
 
Once in the meeting, it is critical for each Team member to know why someone from his 
level of the organization was chosen; why each organization is represented; and, 
especially, all Team members must be allowed to ask whatever questions they have. If 
there are Team members who have some doubts concerning their participation, for 
whatever reason, they will arise during this period.  
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Following the Core Team Briefing, the OSPIP process is conducted through a series of 
six steps over multiple meetings of the Core Team, as illustrated below:   

 

 
 
Let’s take a moment to briefly introduce each of the six steps in the OSPIP process (we’ll 
examine them in some more detail in the pages that follow): 
 

1. As-Is process – The Core Team begins with a detailed look at how work is 
performed today (the “as-is” condition), as its first step in determining how 
best to change to meet the project’s Mission.  The Mission itself will 
determine the team’s focus here.  If, for example, the OSPIP Mission is to 
streamline the registration process in One Stop Centers, the Core Team 
would focus their efforts on how staff currently handle that process.  The One 
Stop Process Matrix identifies the key work processes that support service 
delivery in One Stop, and is offered as a “menu” for facilitators to select work 
processes for OSPIP projects.  Teams may select all, or any number of work 
processes for focus.  Again, the work processes selected for analysis would 
be those aligned with the Mission of a particular OSPIP intervention.   
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The objective of mapping the as-is service delivery process is to identify 
problems, which are defined as any step in the process that does not add 
value to the customer’s experience.  A “non-value added” activity may be 
duplicative (such as having redundant registration forms in each partner 
agency), inconvenient (i.e., non-responsive office hours) or otherwise not 
advance the customer’s agenda.   

 
2. Problem Statement – The as-is process mapping activity helps the team 

discover problems (usually in the form of non-value added activities currently 
being performed).  Generally, the facilitator will ask the group to brainstorm a 
list of problems, and then lead them in an effort to eliminate, combine, group, 
and prioritize those problems. Each problem is then analyzed to determine its 
root cause: 

 

 What is the origin of the non-value added process?  Why did we start 
doing things this way? 

 Is the problem process mandated by policy?  Is it dictated by legislation?  

 Can the step be eliminated or otherwise streamlined?  
 

  

 
 

Potential solutions should be acknowledged and logged in a “parking lot 
of ideas” on a flip chart for reference later in the OSPIP process. 
 
There is a natural tendency for the Team to begin to identify solutions as 
problems are being identified.  While innovation is important to the 
OSPIP process, the facilitator should work to maintain the focus on 
problem identification (not solutions).  An accurate and complete 
Problem Statement is a critical outcome for moving forward.  Flipchart 
solution ideas in a “parking lot” for future reference, and keep the team 
focused on the current condition and problems that need to be solved as 
OSPIP proceeds. 

 
 

VVAA LL UU EE  vvss ..   SSAATT II SSFFAA CC TT II OO NN
  

WIA places great emphasis on measuring customer satisfaction. In 
OSPIP, we use the notion of “customer value.” While satisfaction 
measures how well we do what we do today,  VALUE asks “What 
should we be doing to advance the customer’s agenda and add 
value to their service experience?”  While being satisfied might make 
everyone feel good, value is the extent to which the service helps to 
achieve customer goals, and can be expressed most meaningfully as 
“Which services do you value more than others?” 
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3.  Define the Should-Be State – Next, the Team is led through a process of 

envisioning an ideal system.  Members are asked to envision a future system 
through the eyes of the system’s two customers, employers and applicants.  
In envisioning and then mapping the ideal, or “should-be” system, the Team 
is told to think “out of the box,” and to create a process without regard to 
budgets or other constraints – to view the process solely through the 
customers’ eyes. While it is clear that many “should-be” features cannot be 
implemented because they would not meet the overall project guidelines of 
“no cost/low cost,” the exercise serves the purpose of opening team 
members’ eyes to new possibilities. Significantly, it often happens that most 
of the “should-be” features ARE in fact no or low cost variations, and CAN 
eventually be implemented. This is quite a wake up call for those staff who 
thought that only a vast increase in resources could solve the system’s 
problems. 

 
4. Define Can-Be Solutions – Having identified the kinds of changes and 

investments necessary to attain the ideal system and processes, the Team 
then checks to see which changes can be implemented at no/low cost. 
No/low cost solutions for each problem are identified, and each process 
under investigation then is re-mapped as it would be carried out after 
implementation of the recommended solution. 

 
5. Recommend Solutions to Management – The Core Team then prepares its 

recommendations for presentation to management, as embodied in the 
Steering Council.  Key features of improved work processes (e.g., a universal 
registration form or a condensed orientation process) are explained in the 
form of recommendations that leaders are asked to embrace.   

 
6. Implementation and Training Plans – Concurrent with making 

recommendations to management, the Core Team should develop training 
and implementation plans based on the recommendations. This step serves 
as a check to ensure that recommendations are in fact low cost and capable 
of implementation, and also demonstrates to management that the Team is 
serious about implementing the changes it recommends. There should be a 
separate plan for those recommendations that involve training. The plans 
should include a breakdown of tasks under each recommendation, 
assignment of responsibility for each task, due dates, and resources needed. 
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IIII..  PPRREELLIIMMIINNAARRYY  WWOORRKK  

In discussing the facilitator’s role, we talked about the need to use technical 
understanding and skills, as well as process and people skills, throughout the OSPIP 
project.  Following certain preliminary steps will help ensure that those skills and 
understandings are in place. 

A.  Scanning the As-Is System and Learning the Issues 

It is a given that the facilitator will be familiar with the One Stop system in general. It is 
also necessary for the facilitator to understand some of the particular problems, 
challenges, and issues that the One Stop is dealing with prior to going into the first Core 
Team meeting. This enhances the facilitator’s credibility with the Team, allows him to 
anticipate some of the discussion that will ensue, and also allows the facilitator to raise 
issues he is aware of during Core Team proceedings if they do not come from the Team. 
 
This scan is accomplished by talking with individual managers, staff and Core Team 
members prior to the first meeting, and questioning them in a confidential manner about 
the issues the Center faces. Both open-ended and leading questions should be used. As 
the scan proceeds, the facilitator will begin to develop ideas about which problems may 
be within the control of the Core Team to deal with; which may involve local 
management, State or even Federal approval or intervention; and which may be 
completely outside the scope of the project. 
 
 

  

 
 

This information will be invaluable to the facilitator once the Core Team 
sessions begin.  It also provides an opportunity for the facilitator to 
“manage issues up,” that is, to question higher-level officials about some 
of the problems, and even give them a “heads up” that an issue may be 
coming their way. Another advantage of doing a complete scan is that it 
allows the facilitator to identify the need for external stakeholders who 
should be brought into the process at appropriate times, and to prepare 
for that ahead of time. 

 

B.  Building Support   

While interviewing individuals for the scan, the facilitator also builds understanding, 
credibility, and support for the OSPIP process. This is important, relative not only to Core 
Team members, but also to local managers who will eventually receive the 
recommendations for implementation. To the extent that managers are not involved with 
the Core Team personally, they may become defensive or insecure about what will be 
coming out of the process. These managers must be reassured that a core principle of 
OSPIP is that the people who do the work, who interface daily with customers, are the 
ones who must do the lion’s share of the Core Team analysis. 
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As the facilitator explains the OSPIP process to Core Team members, he 
also begins to make judgments about who potential leaders and 
obstructionists may be. Although the facilitator must refrain from making 
any final judgments about issues or Team members during this process, 
once again the information and support will prove invaluable once team 
meetings begin. 

C.  Meeting Length and Venue 

There is no getting around it: Core Team proceedings are labor intensive, and they take 
time to do properly. The Steering Council has pledged to provide that time for staff to 
meet, but it is the facilitator’s responsibility to ensure that the time is well spent.  
 
It is important to obtain meeting space that is sufficient to the tasks the Core Team will 
be doing. Removing core team members from their regular work places is essential. It 
allows the Team to focus solely on the matters at hand, and also exemplifies the 
importance of the process. In addition, time allotted for breakout meetings, wall space 
needed to properly map processes, keeping the group together at lunch time, and other 
considerations are all factors which tend to beg an “off-site,” separate location for Core 
Team meetings. 
 
As discussed previously, time must be spent at the beginning of the first Core Team 
meeting (the Team Briefing) to fully orient the members and ensure understanding of the 
process, its potential benefits and intended results, and to create the proper confidential, 
trusting environment. Ground rules must be established for meetings, and everyone on 
the Team will “have 
his say” on any 
particular issue.  
Time must also be 
taken for team-
building exercises, 
and it is inevitable 
that a “time out” or 
two will have to be 
called to go through 
some cross-training 
and/or orientation to 
technology tools if Team members are to do their jobs competently.  Time to “break the 
ice” and then provide a wrap-up for each day’s session is also needed. 

 

TT YY PP II CC AA LL   GG RR OO UU NN DD   RR UU LL EE SS
 

 Leave your “rank” at the door 

 Check any political “baggage” at the door 

 “Anything goes,” but must be relevant 

 Draw the line between conflict & hostility 

 Use consensus wherever possible 

 Give 110% - personal responsibility to team 

 Strict confidentiality governs discussion  
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Following is a typical agenda for an initial Core Team meeting: 
 

This agenda covers six full hours, and it is highly unlikely that the entire as-is process 
will have been mapped by day’s end. 

 
 
Depending on the scope of the OSPIP project (the mission), a minimum of two meetings 
of two days duration each will be needed. If the process goes longer than three meetings 
of three days duration, it is probable that something is not being done correctly. Perhaps 
too much time is taken to discuss individual issues, or the facilitator is not leveraging 
time by assigning appropriate tasks to Team members in between Team meetings. 
OSPIP always requires a substantial commitment of time, but it should not be a full time 
job for Core Team members. 
 
Additional meetings (perhaps including a rehearsal) will be required to prepare selected 
Core Team members as presenters of the Team’s recommendations to the Steering 
Council. 

II NN II TT II AA LL   MM EE EE TT II NN GG ::   CC OO RR EE   TT EE AA MM   BB RR II EE FF II NN GG   AA GG EE NN DD AA
 

1. Welcome 
2. Introductions and Icebreaker 
3. Today’s Objectives 
4. Project Overview  

- Project Mission and Strategy 
- Project Deliverables 
- Outcomes 
- Team Charter, Structure, and Roles 
- Core Team Responsibilities 
- Ground Rules 
- Team Sessions Master Plan 
- Next Steps 

5. Process Mapping 
 - Introduction 
 - As-Is Process Mapping  

6. Wrap Up: Where we are, and where we’re going 
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A word about momentum: Once a Core Team process is initiated, all 
meetings should be scheduled ahead of time, and there should be no 
more than four weeks between meetings. Two weeks is probably ideal if 
momentum is to be sustained.  

 
 

 

MM AA TT EE RR II AA LL SS   CC HH EE CC KK LL II SS TT
 

 PowerPoint presentation on the 
OSPIP project and the flow of 
activities 

 Tent cards for identification of 
Core Team members 

 Flip charts 

 Markers 

 Mapping paper 

 Pink “Post-Its” to indicate delays 
or problems in each process 
mapped 

 Yellow “Post-Its” to allow the 
person doing the mapping to 
move functions and processes 
around as they are clarified. 

 Any background material 
pertinent to the subject for 
handouts, especially including 
the Team Charter. 

 

AA RR EE   WW EE   RR EE AA DD YY   TT OO   BB EE GG II NN ??   

 Is the Core Team representative 
of all process stakeholders? 

 Does the facilitator have a feel 
for the level of expertise of Team 
members, and for the specific 
processes causing problems? 

 Does the Core Team understand 
its responsibilities, what will 
happen at the meetings, what is 
expected of them, and what the 
Team ground rules are? 
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IIIIII..    DDEEFFIINNIINNGG  TTHHEE  AASS--IISS  PPRROOCCEESSSS  

The objective of mapping the as-is process is to surface problems in the delivery of 
customer services.  Since it would not be possible or prudent to look at all customer 
service processes in a One Stop, the Core Team must prioritize, and choose from 
among the processes, as shown in this sample One Stop Process Matrix used for 
OSPIP in New Jersey.  Each Major Process has multiple sub-processes.  Those shown 
here are representative only; they are not intended to be a complete listing of all One 
Stop sub-processes. 
 
M e g a  P r o c e s s  MM aa jj oo rr   PP rr oo cc ee ss ss   SS uu bb -- PP rr oo cc ee ss ss   

MM aa rr kk ee tt ii nn gg // BB rr aa nn dd ii nn gg   

AA ..     CC oo rr ee   SS ee rr vv ii cc ee ss     

 Reception/Triage  

 Orientation  

 Self-service  

 Intake/Registration  

  New Customer Registration 
Process 

  Search Database for Existing 
Registration 

 Initial Career Assessment  

  Initial Career Assessment 
Interview 

 Placement Assistance  

 Referral to Services  

 Follow up  

BB ..     II nn tt ee nn ss ii vv ee   SS ee rr vv ii cc ee ss     

 Case Management  

 Comprehensive Assessment  

 Individual Employment Plan  

  Short-term training 

  Long-term training 

  Skill Certificate 

 Individual Counseling & Career 
Plan 

 

 Career Counseling  

 Short-term Pre-vocational Services  

 Group Counseling  

  Job Placement  

 Retention Services  

CC ..     EE mm pp ll oo yy ee rr   SS ee rr vv ii cc ee ss     

 Pro-active Outreach  

 Orientation/Information Exchange  

 Registration  

  Enter New Employer Process 

 Job Orders  

 Consultation/Referral to State 
Agencies 

 

  Retention Services 

  Customized Training Grants 

  Job Match 

   Advocacy 

 Follow up  
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A.  Basics of Process Mapping  

Before the facilitator helps the group make its choices as to which processes to map, the 
basics of process mapping are reviewed.  A series of symbols are used to denote 
movement, as pictured below. In addition, in New Jersey the mission involved ensuring 
that technological tools (including AOSOS) were being used at the appropriate points in 
time. Therefore, a legend was created to allow numbers to be assigned to each box 
where a technology tool was (or ”should-be”, or “can-be”) used: 

 

Annotation

Pre-defined

process

Pre-defined

processDecision
Decision

Process
Process

Terminator
Terminator

Document
Document

Manual

Input

Manual

Input

Off-page

reference

Outgoing

Off-page

reference

Outgoing

Manual

Operation

Manual

OperationInternal

Storage

Internal

Storage Stored data
Stored data

Data
Data Incoming

Process

Incoming

Process

Tuesday, August 19, 2003

Process Flow Chart Symbols

= ACInet0

= AJB1

= America Service Locator (ASL)2

= E-mail3

4 = FLDST Front  Line Decision  Support Tool

= Helpworks5

= WNJPIN

= AOSOS

= O*NET OnLine

= Phone

= O*NET Work Values Indicator

= NJ One-Stop Partner Services Matrix

TOOL LEGEND

8

7

6

= O*NET Interest Profiler9

11

13

12

10 = O*NET Abilities Profiler

 
 

 
 

The choice of processes to map should be made based on Team 
members’ feelings concerning which processes cause most of the 
problems, in addition to the facilitator’s prior intelligence gathered during 
the support building phase. In addition to using the One Stop Process 
Matrix pictured above, the choice is sometimes aided by doing a “high 
level” process map of the entire service delivery process for both 
individual applicants and employer customers. 
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Following is an example of a “high level” map for applicant services. The reader can see 
that only mega or major processes appear on the high level map. 
 

One Stop Career Center/Mercer County As Is-: Applicants-OSCC AI3.1.0
One Stop Career Center/Mercer County As Is-: Applicants-OSCC AI3.1.0

OSCC AI3.1.1

Reception desk

OSCC AI3.1.2

OSOS lookup

Determines application is filled out.

OSCC AI3.1.3

Orientation

OSCC AI3.1.4

Possesses no

marketable skills

candidate for training.

OSCC AI3.1.7

If customer possesses

work history-

determination of

additional benefits are

made.

OSCC AI3.1.8

Eligibility determination

and academic testing

(aptitude/interest testing)

available if requested.

OSCC AI3.1.9

Schedule for

appointment with career

advisor for test analysis

and individual service

strategy.

OSCC AI3.1.10

Comprehensive

Assessment

OSCC AI3.1.11

Remedial training

referral.

OSCC AI3.1.12

Remedial training

begins.

OSCC AI3.1.13

Career advisor

appointment.

OSCC AI3.1.14

Schedule job training.

OSCC AI3.1.15

Start job training

OSCC AI3.1.16

Vendor progress

report(s)

OSCC AI3.1.17

Training complete.

OSCC AI3.1.18

Employment begins.

OSCC AI3.1.19

Follow-up with employer

and employee

OSCC AI3.1.20

Follow-up is ongoing for

180 days following

employment start.

OSCC AI3.1.21

Job search intervention is made

if necessary during 180 day

period.

OSCC AI3.1.5

If marketablke

skills, go to Work

Search

OSCC AI3.1.6

Referral to more

appropriate

agency DVR/

Welfare, etc.

 
In order to compile these maps, the facilitator asks the group for each step, and each 
option, in each of the customer service delivery processes. For example, for the 
applicant customer: 

 What is the first thing the applicant sees upon entering the Center? In this case, it 
is the Reception Desk. 

 What happens at the Reception Desk? Does the receptionist use a tool, or a list 
of questions, to determine why the person is there? What are the possible 
reasons an individual may come into the office?  Is there a wait time?  How long 
does the customer typically wait? 

 From the Reception desk, what are the possible routing choices? In the sample 
shown above, after looking in AOSOS to see if the customer has been previously 
registered, the customer is routed to Orientation. 

 After Orientation, what are the choices? In this case, the applicant may be 
determined to have marketable skills, and the proper route is pictured; or, if no 
marketable skills, that route is shown; or, if a referral to a partner agency is 
needed, that route is shown. Delays and wait times are identified and noted by 
the Core Team as part of the exercise. 
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As the group identifies the steps in the process, the facilitator records their answers on a 
wall chart (long, white roll paper taped to the wall).  Because steps are often recalled out 
of order (requiring a great deal of revision as the steps are recalled), the OSPIP 
facilitator uses “Post-it Notes” to record process steps.  Each step is recorded on a Post-
it and placed on the wall map in the order identified by the Team (revisions are 
accomplished by simply shifting the order of the Post-it Notes). 
 

 
 

Steps that advance the customer’s agenda (and therefore add customer 
value) are recorded on yellow notes, while non-value added activities are 
recorded on pink notes – creating an easy-to-recognize visual of non-
value added (pink) steps.  This will be extremely useful as the Team 
moves on to identify a Problem Statement. 

 
Again, the activity usually starts at a very high level. “Drilling down” into the details of 
problematic processes will be the focus later. 
 
Following is an example of a “high level” map for Employer Services: 
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Again, in order to compile the map, the facilitator prompts the group to look at the 
process in a step-by-step fashion by asking questions.  In tracing a given employer 
through his/her initial interaction with a One Stop Center, a facilitator might ask: 
 

 How does the business customer make contact with the Center? 

 After this initial contact, what are the choices; that is, where might the employer 
be referred? 

 How do we determine where to route the employer?  What are the options, at 
each step, as to where he might be sent? 

 How do we refer an employer?  (What is the process we follow?) 

B.  Example: Choices in NJ 

After compiling and reviewing high level maps in each of the local pilots in New Jersey, 
two things became clear: 
 

 The up-front processes and inter-agency referrals were the source of most 
applicant-related problems. This was reasonable, since the scope of customers 
being served by the system had recently changed from categorical groups to 
universal eligibility (at least for Core WIA services), and more agencies than ever 
before had become involved, if not yet full partners, in workforce development 
service delivery through the One Stop. In addition, One Stop Centers were 
clearly being cast in the role of labor market intermediary for virtually any citizen 
with that need. Further, as a result of the “up-front” problems, specialized 
professional staff were routinely being assigned to the reception desk, thereby 
creating bottlenecks further down in the process, e.g., career counseling, job 
development, etc. 

 Few Core Team members were aware of the advantages of utilizing AOSOS 
and, therefore, were not paying much attention to inputting data, and even fewer 
were fully aware of the vast array of technology-based tools at their disposal to 
enhance service delivery. 

 
Facilitators made the following decisions as a result: 

 

 All of the up-front processes would be fully mapped; and 

 Time needed to be dedicated to educate Team members on AOSOS and 
discover the root causes of why the system was not being fully populated and 
utilized.  
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After an AOSOS staff member expert was brought in as an external stakeholder to brief 
the group, the first in-depth mapping exercise in New Jersey became the 
reception/triage process. Typically, the facilitator will lead the full Team through the first 
mapping exercise. He will ask what the very first step in the process is. For example, if 
Reception is the process, who or what does the individual customer see first? Signage 
directing him to a reception or sign-in desk? Signage with choices? Is a personal greeter 
present to direct customers? The actual process is depicted in a process map.   
 
Now, the focus turns to activities that occur at the Reception Desk. Questions asked of 
the individual, or however the Receptionist makes a routing decision, are listed. Are 
there technological tools used in this process? If so, the map is annotated to indicate 
those tools used. Then, where might the individual customer be routed? How is this 
determination made? Again, the answers to these questions are captured on the 
Reception/Triage map. 
 
At each step in the process where it is appropriate, the facilitator asks how much time 
the process takes, and this is also noted. Once the process has been fully mapped, the 
group looks at it and discusses a number of things: 

 

 Does each step in this process add value to the customer’s experience? If not, 
can it be eliminated, or is it required for legal or other reasons? 

 Is the process duplicative of others at the One Stop or within a partner agency? If 
it is duplicative of a partner agency process, is it possible to eliminate the 
duplication through automated information sharing? 

 If it does add value, is there any way that the time taken to complete it can be 
streamlined, in order to save staff time and/or add customer value? 

 Is the appropriate staff completing the process? 

 Are there unreasonable delays at any points in the process?  If so, the facilitator 
uses a pink “post-it” to denote that delay, and to highlight a potential problem. 

 
 

As the facilitator makes the drawing, it will NOT be perfect, and it will NOT 
look nice. One need not be obsessive about the as-is maps.  Remember, 
the objective of mapping the as-is process is solely to identify problems. It 
is all right if a mini-step or two is missed along the way, so long as those 
steps do not represent problems.  After the sessions, the facilitator will 
prepare the map in a more legible form for review and revision by the 
Team. 

 
From time to time, members may express an opinion that “no process for a given 
function really exists today.”  The facilitator cannot accept a response such as this, since 
where there is no process prescribed for a function that is obviously part of service 
delivery, one will evolve. It is the facilitator’s responsibility to ensure that that process is 
described and mapped, employing external stakeholders if necessary to discover what 
workers are actually doing in the workplace. 
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Following is an example of an as-is process map for Reception/Triage as defined by an 
OSPIP Core Team.  
 

 
 
Once the entire Core Team working as a group has finished one or more processes, the 
facilitator may determine that members are capable of working more independently.   
 

 
 

Depending on the size and make-up of the group, the number of 
processes to be reviewed, and other factors specific to the scope and 
venue of the project and the expertise of Core Team members, the 
facilitator may divide the Team into sub-groups according to agency or 
specialty, and have them map specific sub-processes. Working in “sub-
teams” enables multiple processes to be explored simultaneously. 

 
Sub-teams may either map a subject process on a wall chart (as the larger group has 
done), or record process steps on paper.  The “Process Worksheet” shown here is an 
effective alternative method that may be employed in this activity.  
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PP rr oocc ee ssss   WWoorrkk ss hh ee ee tt
  

 
Process Name: 
 

Author: 
 

As-is, Should-be, Can-be? (Circle one) 
 

TT aa ss kk   VV aa ll uu ee   AA dd dd ee dd   NN oo nn -- VV aa ll uu ee   

1.   

2.   

3.   

4.   

5.   

6.   

7.   

 
The use of customer scenarios is an effective tool for leading the Core Team in a 
process mapping exercise.  In this technique the facilitator will present a typical 
customer case and follow that customer through their experience with One Stop.  By 
attributing various characteristics to this phantom customer scenario, the group is led 
through a series of interagency referrals – allowing the Team to explore what customers 
would likely experience as they proceeded to various partner agencies. 
 
In one such scenario, a local New Jersey Core Team decided to map its inter-agency 
referral process. In order to try to depict all possible types of interagency referrals, the 
facilitators created a scenario in which an applicant entered the One Stop Center and it 
was immediately determined that (s) he might be eligible for Unemployment Insurance, 
so that referral process was mapped.  
 
Having been found ineligible for that service, the applicant was referred to Welfare, and 
that referral process was mapped, as well as what took place as the individual was 
found ineligible. A potential physical barrier to working was then “uncovered” in the 
scenario, and a referral to Vocational Rehabilitation ensued, and so on. Any number of 
problems were identified as a result of this scenario—both “people problems” and 
problems involving technology.   

C.  Understanding Partner Roles—The Need to Educate 

While mapping the as-is process, it is almost inevitable for the facilitator to hear 
comments such as “I didn’t know you could do that,” or “Who is eligible for that type of 
service?” This is a clear indication that the facilitator needs to take a “time out” and 
dedicate some time for each agency to make a short presentation about its services, 
eligibility factors, etc. The facilitator must be an expert time manager at this point, to 
ensure that the main tasks of the group are not sacrificed to lengthy immediate cross-
training. 
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In New Jersey, this was so clearly a need for the Core Teams that they each decided to 
make extensive cross-agency training, as well as development of a localized “One Stop 
Partner Services Matrix,” major recommendations in their report to the Steering Council. 
This matrix would be used as a cross-agency training tool, and would be especially 
helpful at Reception and Triage, and in referring applicants to partner agencies at any 
point in the process. The statewide “straw man” Partner Services Matrix” can be seen 
below.  The Core Teams subsequently recommended that a matrix for use in each 
specific County should be developed.  
 
 

 
 

 

Further, the reader will note that all processes pictured thus far are typically Department 
of Labor and/or WIA functions, to the exclusion of what actually occurs within partner 
agencies. However, as part of the educational process, time is taken for each partner 
agency to do at least a high-level map of its processes. Examples of these maps are 
included as Appendix E. 
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IIVV..  DDEEVVEELLOOPPIINNGG  TTHHEE  PPRROOBBLLEEMM  SSTTAATTEEMMEENNTT  

By analyzing the as-is maps, the Team’s “Problem Statement” is developed. In practice, 
problems are usually identified during the as-is mapping sessions (and are identified by 
pink “Post-Its”), and so the task begins with the facilitator drawing attention to each 
process map and asking the group to call out the problems as they perceive them. This 
brainstorming exercise yields a wide variety of problems, which must be categorized for 
further analysis. This is often done according to applicant, employer, and technology-
related problems.  
 
Each problem is then discussed to determine the “root causes” of each. Included, as 
Appendix C is the Problem Statement from an early OSPIP project in New Jersey, which 
concentrated on the need for State level support of One Stops. The second Problem 
Statement in Appendix C indicates problems resulting from a Local One Stop focus and 
perspective.  As the reader can see, the problems on a statewide basis are largely 
mirrored in this local problem statement. 
  
Finally, the Appendix includes an Employer Problem statement, again done from the 
local perspective. 
 

 
 

While the Problem Statements themselves are important, it is the  
”root cause analysis” that largely determines the actions to be taken to 
find a solution.   

 
Their are bulleted/numbered items listed below each Problem Statement included in 
Appendix C, which represent the condensed version of the cause of the problem as 
determined by the Core Team. 
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VV..    EENNVVIISSIIOONNIINNGG  TTHHEE  IIDDEEAALL  SSYYSSTTEEMM  

The objective of envisioning the ideal system is to get the Team to focus on providing 
solutions to the problems identified. Ordinarily, the ideal system is only mapped at a high 
level; there is little reason to “drill down” when many of the solutions offered in this 
exercise will fall outside of the “no cost/low cost” guidelines for OSPIP.  However, the 
brainstorming that occurs when the Team thinks about an “ideal” future can transform 
what the Team views as possible – helping them to fulfill their mission and focus on the 
needs of their customers.  For that reason, it is a critical step in the OSPIP project 
approach. 
 
Each New Jersey Core Team came to a very similar vision during this exercise. A new 
understanding developed that the One Stop Center is not governed solely by the 
Workforce Investment Act, but is responsible for access to whatever kinds of workforce 
development services are needed by any customer who enters the Center. The 
organizational imperative growing out of this realization is profound: The personnel and 
logistics of the Center should be organized not by agency, but by customer service and 
outcomes sought by the customer.  The Atlantic Core Team came up with the phrase 
“Hallways to Success” to describe the separate (virtual or real) “hallways” that would 
lead to Orientation, Career Assessment Services, Job Placement, Job Training, Self-
Service, and the like.  Thus, the hallways carry generic service labels. There would 
always be a need for specialized services from One Stop partner agencies such as 
Vocational Rehabilitation, TANF, etc., and these could be accommodated (in a separate 
“hallway”), but the overall organization of the Center and its personnel should be based 
on what customers need to succeed in the job market, not on agency or program 
affiliation. 
 
Just as profound, but on a somewhat different track, in Jamaica’s OSPIP project the 
Core Team served as a medium for forging relationships with many of the same 
complementary partners as exist in New Jersey. The visioning exercise led not only to 
the formation of partnerships, but also to a realization that their Electronic Labour 
Exchange would have to be expanded into a case management system capable of 
tracking all workforce development services delivered to its customers. In the end, it 
turned out that revamping their automated system would require too great a capital 
investment in the short run, but the new-found partnerships supported the idea, and 
expansion of the automated system is something the system will be working to 
accomplish in the near team future. 
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The following map represents a composite of the Ideal System or “Should-Be” maps for 
job seekers developed by the New Jersey OSPIP pilot Core Teams. 

 
 

 
 
The “Hallways to Success” are visible in the bottom center of the map, where customers 
are routed to a specialized One Stop Service, or to a more specialized partner service. 
As will be seen, a number of the eventual “can-be” recommendations – in the areas of 
branding, reception and triage, orientations, assessments, referral, and the use of 
AOSOS, actually sprang from this ideal visioning and mapping process. 



  OSPIP How-To Guide 

 33 

 
Parkway 100 Corporate Park  3535 Rt. 66, Bldg 4  Neptune, NJ 07753  732-918-8000  www.mahernet.com 

VVII..    DDEEVVEELLOOPPIINNGG  TTHHEE  ““CCAANN  BBEE””  MMOODDEELL  

Remember that the ideal system is envisioned with no concerns for budgets or staff 
levels or the nature and extent of current technology – all concerns that we all work 
within every day. Of course, in reality, budgets are limited and resources are increasingly 
scarce.  OSPIP’s “can-be model” is designed with these realities in mind.  The task here 
is to move away from the lack of constraints involved in the ideal process, while retaining 
as many of its features as possible. No eighty-yard touchdowns, but enough first downs 
to move the yardsticks enough times to approach the ideal goal. Using ingenuity, hard 
work, and a lot of patient analysis, it’s not even that difficult. 

A.  Moving From Should-Be (Ideal) to Can-Be 

In practice, what occurs is not completely linear; we are, after all, dealing with complex 
systems, both human and technological, and a group of individuals with varying 
perspectives. However, the overarching process is linear. In short, the should-be map is 
divided into various major and sub-processes (see One Stop Process Matrix).  
 
The steps in each should-be process are examined to determine what actions would be 
needed in order to make that “should-be” process a reality. Would the actions require a 
significant investment of resources (either time or money)? To the extent that each major 
or sub-process can be implemented at “no cost/low cost,” the new process is accepted 
as a “can-be” process and mapped. Whatever actions are needed to move the particular 
process from as-is to can-be become recommendations, and, if approved, are eventually 
reflected in the OSPIP Implementation Plan. 
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To follow this process through an example, look back at the overall Should-Be (Ideal) 
map shown on page 33. The map shows a Should-Be (Ideal) Reception and Triage 
Process that involves the following: 

 A direct connection to the Unemployment Insurance Reemployment Call In 
Center 

 Placement of TV monitors playing a One Stop Services Orientation video in the 
waiting area 

 A cross-trained Customer Care professional, armed with a Front Line Decision 
Support System, enabled to route the great majority of incoming customers to 
self-directed services (Resource Room) or into one of the “hallways of success” 

 Utilization of a Customer Scan Card 

Below is the reception and triage map that resulted from the can-be analysis.  
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Note that the Scan Card did not make the “no cost/low cost” cut, due to the large 
investment needed for such a system. (Of course, we found out later that the State was 
already working on implementing a Scan Card system, which had been recommended 
by the first OSPIP team earlier.) However, a direct connection to the Reemployment 
Center was put in as a low cost option, as was a service orientation video. Most 
significantly, the Core Team’s triage process included the following: 

 A Customer Care Professional at the triage desk, armed with a Front Line 
Decision Support TOOL, as opposed to a computer-based SYSTEM, which was 
judged to be high cost; and 

 Use of a greeter and/or signage that would direct those entering the Center with 
pre-set appointments or orientation sessions, and TANF recipients, to the proper 
desk, thereby lessening the load on the Customer Care Professional and 
speeding those individuals’ movement onto the right track 

 
Each process embedded in the ideal map is discussed, analyzed, and mapped in the 
same manner to arrive at can-be processes. Some of this work is done in the full group; 
some may be done in sub-groups and then further clarified via a de-briefing session. 
Either way, the principles are the same: To determine which “ideal” elements can be 
obtained at no or low cost; continually ensuring that all maps are being completed from 
the perspective of improving customer value; checking back regularly to ensure that the 
problem statements are being dealt with; and then refining the maps to provide for the 
most efficient and effective customer flow. 
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B.  Can-Be Recommendations 

The Core Team has now completed as-is, should-be (ideal) and can-be maps, and it is 
time to compile recommendations, which reflect the actions needed to achieve the 
project’s Mission.  However, it should first be noted that this is a good time for the 
facilitator to review the mission statement to ensure that all the work that has been done 
falls within the mission. As an example, it was clear in New Jersey that the time spent 
discussing marketing and branding did not fall strictly within the mission. However, since 
those aspects did affect the number and types of individuals who were likely to find their 
way in the doors and to the reception desk, and therefore become part of the triage 
contingent, the Team decided to include a broad recommendation for improved 
marketing and branding in their final recommendation. Conversely, and not 
unexpectedly, Core Teams would point out that lack of sufficient staff was a problem. 
This was not dealt with as it fell outside the mission, and because the Teams came to 
see how improving their processes would lead to better utilization of the staff already on-
board. 
 
Inevitably, some recommendations do not come from analyzing maps, but rather from a 
line of thinking that develops throughout the Core Team sessions. New Jersey identified 
an overarching problem that did not fall strictly within any of the processes, but surely 
affected the overall process. The following, therefore, appeared in its overall local 
problem statement:  

 
Lack of alignment between meeting customer needs and individual staff (and 
agency) performance requirements and measurements. 

 
The Core Team recognized that the existence of competing (and sometimes 
contradictory) priorities was affecting how they did their jobs and how services were 
delivered. They decided that managing in order to achieve performance measures was a 
necessity—they come via law and regulations—and were already receiving sufficient 
attention. However, in order to ensure that customer value also received significant 
attention, the Teams developed a set of Quality Standards. 
 

 
 

QQUUAALLIITTYY  SSTTAANNDDAARRDDSS are practices that are rreeqquuiirreedd..  They are 
practices which should be consistent and enforced throughout the State, 
meaning that all local WIBS and state leadership should aaddoopptt  tthheessee  

ssttaannddaarrddss  aass  ooppeerraattiinngg pprriinncciipplleess..  They are things the Team felt each 
One-Stop must do in order to operate efficiently.  PPRROOMMIISSIINNGG  

PPRRAACCTTIICCEESS, on the other hand, are recommended “best practice” tools 
that will enable a One-Stop to operate more efficiently.  Each One-Stop 
should strongly consider implementing these practices, customized to the 
local environment, in order to maximize efficiency and customer service.     
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The Quality Standards thereby became the linchpin for all the recommendations. The 
local New Jersey Core Teams proposed the following Quality Standards: 

 

 ONE COMMON BRAND – All One Stop Centers and related materials, 
brochures, signage, promotions, outreach, etc., should carry one common brand, 
identifying all partners as One Stop Career Center representatives or 
components. 

 

 SPOC/TERRITORY MANAGEMENT PLAN – Each employer should have one 
single point of contact at the One Stop Center, and the activities of these 
individuals should be driven by a territory management plan that segments 
employers into priority areas and prohibits multiple contacts by One Stop 
partners. 

 

 SERVICE ORIENTATION POWERPOINT (VIDEO IS THE IDEAL) – Each One 
Stop Center reception area should have a continuous loop voiceover Power 
Point orientation for applicants to view while waiting. (Even the best and most 
efficient triage process will result in some up-front wait times.)  It turned out that, 
as a result of OSPIP I, the State was already developing a video for this purpose. 

 

 AOSOS UTILIZATION STANDARDS – Standards should be developed and 
enforced to ensure that all One Stop Centers utilize AOSOS fully for at least the 
following functions: Registration, skills listing and resumes, interagency referrals, 
and job orders. 

 

 UI ENHANCEMENTS/SCAN CARD – This involved adaptation of technology to 
create an automatic “short form” registration of all new UI recipients in AOSOS 
directly from the LOOPS system, as well as deployment of a Scan Card system 
throughout the State’s One Stops to enhance customer tracking and case 
management.  

 

 PIN RESUME WRITER IN RESOURCE ROOM – By assuring that the resume 
writer used throughout EVERY resource room is the one embedded in AOSOS, 
all job seekers would be in the automated labor exchange, and their skills would 
thereby be readily available to the employers they seek and whom the system 
seeks to serve. 

 

 COLLAPSE MULTIPLE ORIENTATIONS – This would occur through the 
implementation of Career Beacon. 
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C.  Aligning Recommendations with Mission and Reality—“Managing Up” 

In a well-managed OSPIP project, the Team’s final recommendations, and whether each 
falls within the should-be or the can-be, are tempered by the facilitator’s knowledge of 
the political and funding environment, and his coordinating function with the Project 
Sponsor and key members of the Steering Council.  If a particular recommendation 
seems controversial or if for any reason the facilitator believes it may not pass muster 
with the Steering Council, that issue may be “managed up”. 
 
This means that the facilitator would inform the appropriate leader(s) of the direction the 
Core Team is taking, and see whether the recommendation is something that would be 
barred, or endorsed, later in the process. It would make little sense for the Core Team to 
recommend an action that would clearly be rejected down the line, especially if an 
alternative recommendation or line of thinking could be developed  
 
For example, in New Jersey the Core Team decided on an organizing principle for One 
Stop Centers, and many of its recommendations would necessarily flow from that 
principle. It would not be efficient for the Team to develop supplementary 
recommendations based on the guiding principle if that principle were going to be 
rejected later by the Steering Council.  Therefore, the question was taken informally to 
members of the Steering Council, who endorsed the principle, and therefore the 
direction the Core Team was taking.   
 
In OSPIP Jamaica, the Core Team felt that developing its automated Labour Exchange 
into a comprehensive case management system would solve a number of the One Stop 
Center’s problems. Between Core Team meetings, the facilitator arranged for a system 
developer to estimate the costs of developing the case management system. The 
estimates were taken to the Project Sponsor, who determined that the investment would 
be too great in the short term. As a result, the recommendation fell clearly into the “ideal” 
category, and the Team proceeded to develop “can-be” recommendations that would 
move the system closer to the ideal, but at substantially lower cost. 
 
If, on the other hand, the question concerning a recommendation is of a technical nature, 
it will be taken up with those external stakeholders who would fully understand the 
ramifications of implementing the recommendations.   As a result of “managing up” 
certain issues related to full local implementation and utilization of AOSOS in New 
Jersey, the facilitator was able to advise the Core Team on a course of action that would 
solve system problems and draw the support needed from the State’s IT staff to 
implement the Team’s recommendations. 

 

 
 

Managing up to the Team Sponsor and/or the Steering Council during the 
OSPIP project is one of the facilitator’s key roles.  His/her success in this 
area may mean the difference between a set of recommendations that 
“sits on someone’s shelf,” and one that has the active support of key 
leaders and will likely move forward to the implementation phase. 
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VVIIII..  PPRREESSEENNTTAATTIIOONN  DDEELLEELLOOPPMMEENNTT  AANNDD  DDEELLIIVVEERRYY  

The next step after recommendations are finalized is for the Core Team to make its 
presentation to the Project Sponsor and Steering Council. This is a watershed event, 
and should be treated as such. It marks not only the culmination of the Core Team’s 
hard work, but also the beginning of the implementation phase of OSPIP. 

A.  Presentation Preparation 

As with any enterprise where gaining acceptance and commitment is the goal, 
packaging is important. A key element here is showing the Steering Council that the 
Core Team went about its work in an organized and systematic way. Both logistics and 
preparation are therefore important issues. 
 
Before preparing the presentation, the Core Team should choose those individuals it 
feels will best represent its work and interests as presenters. Depending on the nature 
and scope of the recommendations, the presenters should represent a cross-section of 
the agencies involved, and must be willing and able to spend the time to prepare for a 
public presentation.  
 

 
 

The chosen presenters, normally nominated and elected by the entire 
Core Team, will also likely be the Team members who will most assist 
the facilitator in preparing the presentation, so they must also be well-
versed in the issues. 

 
The recommendations are the key part of the presentation, but it is wise to schedule the 
joint Core Team Steering 
Council meeting for a period of 
time that ensures that all key 
Core and Steering Council 
members can attend and 
allows for a full review of the 
processes the Core Team 
went through to arrive at its 
recommendations. This will 
provide a framework of 
understanding for the Council, 
and also demonstrate the 
Team’s systematic, thoughtful 
approach.   

PP RR EESS EENN TTAATT IIOO NN   OO UU TT LL II NNEE
  

 Objectives for the Day 

 Introduction of Core Team Members  

 Review of Project Mission and Flow 

 Presentation of the Problem Statements 

 Presentation of Can-Be 
Recommendations 

 Pause for Questions and Clarification 

 Recommended Implementation Process  

 Keys to Successful Implementation 
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Following is a description of the PowerPoint presentation template: 

 Objectives for the Day – Keep these brief, to the point, and focused on the 
Steering Council’s role in implementation. 

 Introduction of Core Team Members – It is always important to recognize 
individuals for their contribution. Hopefully all Core Team members will be 
present to be introduced and recognized. 

 Review of Project Mission and Flow – Remind the Council of the mission it 
approved, and demonstrate how the Core Team went about its work in a 
systematic way, within the confines of the mission  

 Presentation of the Problem Statements – These form the basis for the 
recommendations, and should be framed in that context. 

  Presentation of Can-Be Recommendations – Recommendations should be 
segmented into logical processes, and supplemented by maps, diagrams, 
animation, and any other techniques that will hold the Council’s attention and 
tend to gain their active support. It is often a good idea to interweave mention of 
some of the ideal recommendations to show that, in fact, there is a better way, 
but the Core Team recognized its obligation to suggest actions that are of the 
no/low cost variety. 

 Pause for Questions and Clarification – While questions may be raised by 
Council members at any time during the presentation, it is a good idea to pause 
here and ensure that full understanding has been achieved. If appropriate, the 
facilitator may even seek to establish a consensus around the recommendations 
in order to set the stage for the implementation phase presentation. 

 Recommended Implementation Process – It is important for the Council to 
understand its key role in supporting the recommendations, and to gain the 
members’ support for implementation of the action plan to be developed by the 
cognizant managers (see “VIII. Critical Success Factors,” below). 

 Keys to Successful Implementation – It is important to remind the Council that 
the success of OSPIP came largely because: 

 People doing the work drove the process. 

 There was a safe, confidential environment for open discussions. 

 The high level of commitment within the Team provided an 
opportunity to understand each partner’s work and services. 

 
This serves to beg the question of the Council’s continued involvement and support. 
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B.  Presentation Delivery 

It was mentioned above that the presentation meeting should be scheduled for a day 
when all key members of both teams can attend, and can devote the time necessary to 
fully understand the recommendations. In addition, when choosing a meeting venue, 
keep in mind that this is in many ways the turning point for the OSPIP process.  The 
Steering Council has to be fully engaged in order to create the conditions for successful 
implementation. Therefore, the facilitator should create the conditions for a successful 
meeting: 

 Ensure that the physical space is appropriate for an important meeting, and can 
promote interaction between presenters, facilitator, Sponsor and Steering 
Council. 

 Telephone key members of the teams ahead of time to ensure their attendance 
and deal with, or at least be cognizant of, potential issues ahead of time. 

 If possible, schedule the meeting for an entire morning or afternoon block of time. 

 Make sure presenters are well-prepared. 

 Be clear on next steps at the meeting’s conclusion. 

VVIIIIII..  CCRRIITTIICCAALL  SSUUCCCCEESSSS  FFAACCTTOORRSS  

The bottom line of the OSPIP project is the extent to which process improvements are 
implemented and result in improved customer service and increased value.  After 
gaining Steering Council support for implementation, there are three remaining factors, 
which are critical to project success: 

 Complete the Implementation Plan. 

 Execute the Training Plan. 

 Measure outcomes and enable continuous improvement. 

A.  Implementation Plans 

It is usually a good idea to construct basic implementation and training plans prior to 
presenting recommendations to the Steering Council, although it may not always be 
possible or wise to do so. At times, it may be better to wait for the Steering Council’s 
approval and expression of support for implementation. Either way, since many (if not 
most) of the managers who will ultimately be responsible for implementation have not, 
thus far, been integral parts of the project, it will be necessary to develop implementation 
plans further, after the recommendations are accepted.  
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The Implementation Plan format is quite simple; an example of column headings follows: 

 

TTAA SSKK   NN AA MMEE   
RREE SS PPOO NN SSII BBLL EE   

PPAA RRTT YY   
RREE SS OOUU RRCC EE  

NNAA MMEE   
SSTT AATTUU SS   DDUU EE  DDAA TT EE   

 
The first line in each section under “Task Name” is a recommendation, and a 
responsible party is assigned to each one. Under each recommendation, a list of tasks is 
developed, as needed and appropriate, for implementation. Any needed resources are 
listed, and a due date is assigned. The “Status” column is used for updating the Plan. 
 
In planning for the implementation of accepted OSPIP recommendations, there are 
several challenges to be managed, including:  
 

1. The Project Sponsor should appoint one person to be responsible for 
coordinating/directing the overall implementation effort. The level and location of 
this individual must be appropriate to the scope of the recommendations. It may 
be wise to also appoint more than one Implementation Coordinator, i.e., one 
responsible for programmatic recommendations; one for automated system 
actions; and one for staff training.  

 
2. The Implementation Coordinator gathers the partners and forms an 

Implementation Team, and one individual takes responsibility for implementation 
of each 
recommendation.   

 
3. Either that individual 

or a sub-team 
develops the tasks 
needed to implement 
the recommendation. 

 
4. The Coordinator 

continually monitors 
the Plan, keeping the 
status column up to 
date, calling the 
Implementation 
Team together on a 
regular basis to 
review progress and problems, and revising the Plan where necessary. 

II MMPP LL EE MMEE NN TTAATT II OO NN   PPLL AA NN NNIINN GG
    

 Appoint an overall Implementation 
Coordinator(s) for the jurisdiction 

 Coordinator(s) forms an Implementation 
Team 

 A responsibly party is assigned for each 
recommendation 

 Sub-teams develop tasks, timelines and 
resource lists to implement each 
recommendation 

 Coordinator continually monitors 
implementation 
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B.  Staff Training Plan 

It is inevitable that the need for training will be revealed during the Core Team process. 
This will sometimes take the form of something as simple as cross-training an agency in 
functions or processes.  Certainly there will be a need to orient all managers and staff to 
the changes engendered by OSPIP.  And, as in New Jersey, due to the use of OSPIP 
Quality Standards, there may be a need for management training.  The point here is not 
the substance of the training, but the need to complete a Plan to make sure the training 
is developed; that all possible resources are drawn upon to do so; and that the training is 
delivered in a timely manner in relation to the time-phased implementation of specific 
recommendations. 

C.  Continuous Improvement 

At its core, OSPIP is a quality improvement initiative.  As such, it should be viewed as a 
dynamic process, not a static one, meaning that OSPIP improvements can be 
continuously measured and evaluated for effectiveness. 
 
Program and system requirements change, as do the needs of customers, and so the 
process changes resulting from OSPIP should be reviewed periodically.  The essential 
customer perspective has been instilled throughout OSPIP, the overall process is well 
understood, and the basics of process mapping are known to at least the former Core 
Team members. Leadership may want to consider leaving the Core Team intact 
following the OSPIP project as a standing quality improvement team. Meeting at some 
regular frequency (e.g., quarterly), the Team might deal with issues as brought to them 
by their members and review the results of ongoing customer surveys to identify areas of 
potential for continuous improvement.   
 
From the outset, we stated that OSPIP is about increasing customer value. Focus 
groups constitute a valid medium for obtaining information about the value customers 
attach to our services, and value surveys are good tools to use to measure changes in 
customer needs and expectations.   
 
In fact, Customer Value Surveys are an important measurement system that can be 
built into an OSPIP intervention.  Before implementing OSPIP process changes, we 
recommend doing a baseline survey of both employers and program participants to 
measure the value of services being delivered.  The same survey should be repeated at 
regular intervals following the implementation phase of OSPIP (i.e., 30, 90, 120 days 
following implementation) to measure the impact of changes.  Appendix E contains 
sample value surveys.    
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As discussed previously, customer satisfaction surveys measure how well the 
organization is doing what it is already doing. In satisfaction surveys, certain processes, 
services or other components of what the program delivers are rated as to satisfaction.  
In value surveys, the same activities are ranked by customers as to the degree (or 
priority) of value received. If there are ten activities, the value survey reveals which are 
ranked as delivering more or less value than others. In addition, value surveys ask the 
question of what other services, or service enhancements would be valued by the 
customer. (In practice, it is possible to combine satisfaction and value-based surveys, as 
the reader will see from the examples in the Appendix.) 
 
Value surveys provide a means for leaders to identify the relative value employer and 
applicant customers place on each of the services and processes they experience, as 
well as to learn what additional services would be highly valued by the customers they 
serve.   

IIXX..    CCOONNCCLLUUSSIIOONN  

If one views OSPIP as beginning with the felt need for change, and continuing through to 
institutionalizing continuous improvement, OSPIP may be looked upon as a system for 
managing all customer service processes both within a single agency, and between One 
Stop partners. 
 
Nothing in this Guide should be taken as sacrosanct.  In fact, a major factor contributing 
to project success is the ability of the Project Facilitator to “shift gears on the fly.”  The 
process must be altered at times to fit the situation. However, the OSPIP Facilitator and 
Team Sponsor must remember the following basic principles at all times: 

 Ensure that the Steering Council is representative of all partner organizations 
and agencies affected by the Project Mission (including organized labor 
representatives). 

 Make sure the Core Team is well constructed with membership that aligns to the 
mission. 

 Maintain a customer-focus throughout OSPIP mapping, analysis and 
recommendation development. 

 Build system support for the process and its recommendations. 

 Construct a clear, cogent implementation plan based on the recommendations. 

 Monitor implementation closely and continuously. 
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The One Stop Process Improvement Process (OSPIP) is a proven methodology for 
healthy self-analysis of effectiveness rooted in a non-threatening, customer-focused, 
collaborative setting.  Over multiple interventions OSPIP has shown itself to help foster 
new and better partnerships, increase system knowledge by and between stakeholders, 
and drive innovation.  It can be an extremely effective change management technique 
for leaders who are willing to invest the necessary time and attention, and risk sharing 
power with their workforce.   
 
For leaders so inclined, we hope this manual is a helpful guide to a successful OSPIP 
intervention that will pay dividends for years to come.  Good luck working with OSPIP! 
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Appendix A:  Sample Team Charter 

TEAM CHARTER 
 

One Stop Technology Process Improvement Project  
 
Team Name:  New Jersey’s One Stop Technology Performance Improvement Project 
(OS-PIP) will begin with the formation of a One Stop Technology Process Improvement 
Team Organization.  The Team Organization is composed of a Sponsor, a Steering 
Council, a Core Process Improvement Team, and representatives from Maher & Maher 
who will function as the Core Team’s Leader and Facilitator. 
 
Core Team Mission:  Redesign work processes of New Jersey’s One Stop System as 
they will be performed following the launch of the One Stop Operating System (OSOS).  
The Team’s Mission is to incorporate OSOS, WNJPIN, AJB, ALX and other technology-
based resources to improve operating efficiency and maximize customer satisfaction in a 
work environment that meets the highest professional standards. 
 
Core Team Tasks: 
 

 Review and define “as is” core business processes in New Jersey's One Stop 
system; 

 Define, document and map “should-be” core business processes, which 
includes the integration of other technology tools into work processes.  These 
tools include, but are not limited to:  AJB, O*NET, ACK, ALX, and other online 
job placement tools; 

 Identify problem areas and non-value added procedures; 

 Perform root cause analysis; and 

 Recommend actions to manage One Stop change process from “as is” to 
“should-be” maximum levels of technology-driven customer service. 

 
Deliverable:  The Team will produce its final recommendations on or before December 
31, 2000. 
 
Processes will be documented and mapped, and will be accompanied by detailed 
implementation recommendations, including action plans with timelines and assigned 
responsible parties.  Obstacles to successful implementation will be defined, along with 
recommendations for supporting actions on the part of senior management.   
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Team Sponsor/Roles:  Connie Hughes, Deputy Commissioner.  The Team Sponsor 
will: 
 

 Assist in team briefing 

 Provide access to information, guidance and timely feedback on proposals  

 Address roadblocks  

 Champion team as liaison to Steering Council. 
 

Steering Council Members/Role: The Core Team and Sponsor will rely on Steering 
Council members to assist in managing obstacles which may arise in the form of existing 
procedures, processes and/or policies which hinder the Team’s ability to successfully 
achieve its mission. 
    

SS tt ee ee rr ii nn gg   CC oo uu nn cc ii ll   MM ee mm bb ee rr  OO rr gg aa nn ii zz aa tt ii oo nn   RR ee pp rr ee ss ee nn tt ee dd  
Connie Hughes New Jersey Dept. of Labor 

Emily DeRocco Executive Director; ICESA/CESAR 

Gay Gilbert (ad-hoc) USDOL - OSOS Project Manager 

Mike Merrill State AFL-CIO 

David Heins NJ Department of Human Services 

Tamara Primas-Thomas President, GSETA 

Marilyn Shea U.S. Dept. of Labor Regional Office 

 
Core Team Members/Roles: Core Team members will contribute their expertise of 
existing conditions, and their vision of future improvements. Core team members will: 
 

 Attend team meetings 

 Collect data, meet with stakeholders, solve problems  

 Recommend and recruit external subject matter experts (SME) from the 
workforce development system  

 Author informal progress reports  

 Document findings, present to group  
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CC oo rr ee   TT ee aa mm   MM ee mm bb ee rr   NN aa mm ee   FF uu nn cc tt ii oo nn // DD ee pp tt ..   

Steve Reenstra Emp. Svce. OSOS Project Director  

Bob Christides Trenton ES 

Pat Reed Neptune ES 

Katheryn Wierzbicki NJDoL - Business Services 

Natalie Provenzale Passaic County Dept. of Human Svcs. 

Cheryl DeGraff Vocational Rehabilitation Services 

Lance Dumont Somerville ES 

Susan Rakoci Neptune Vocational Rehabilitation 

Lori Taylor Union City Reemployment Center 

Jessie Breccia Trenton ES 

Morris Reichman Vineland ES 

Michelle Hutchinson Ocean County WIB Manager 

Rose Wallace Burlington UI 

To be determined Local WIB Chair (Private Sector) 

Nancy Miller Customer Rep 

Mary Lucas NJ Dept. of Human Services 

 
External Stakeholders:  The Core Team will recruit “non-chosen” external stakeholders 
to contribute specific subject matter expertise to the Team’s work on an as required 
basis. 
 
The mission is often dissected to identify a series of critical success factors (CSFs), 
the do-or-die aspects of a project. Miss the mark on one of these, and the project’s 
success will be endangered. As with the overall Team Charter, the CSFs can serve the 
facilitator well as reference points for the teams’ process. 
 
Based on the mission for New Jersey OSPIP II as cited earlier, the CSFs were as 
follows: 
 

 Reflect the goals and objectives of New Jersey’s One Stop Career Center 
system 

 Redesign work processes to incorporate technology 

 Improve operating efficiency 

 Maximize effectiveness 

 Increase value to employer and individual customers 

 Provide services within a highly professional work environment 
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Appendix B:  Sample Core Team Briefing Agenda 

 

 

 
CC OO RR EE   TT EE AA MM   BB RR II EE FF II NN GG   AA GG EE NN DD AA

 
1. Welcome 
2. Introductions and Icebreaker 
3. Today’s Objectives 
4. Project Overview  

- Project Mission and Strategy 
- Project Deliverables 
- Outcomes 
- Team Charter, Structure, and Roles 
- Core Team Responsibilities 
- Ground Rules 
- Team Sessions Master Plan 
- Next Steps 

5. Process Mapping 
- Introduction 
- As-Is Process Mapping  

6. Wrap Up: Where we are, and where we’re going 
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Appendix C:  Problem Statements 

OO SS PP II PP   PP hh aa ss ee   11 ::     SS TT AA TT EE WW II DD EE   PP RR OO BB LL EE MM   SS TT AA TT EE MM EE NN TT   
 
Customers do not know our capabilities: 

 Lack of standard signage and “branding” 

Customers receive delayed services, due to: 

 Redundant orientation sessions – Inefficient and not customer friendly 

 Bottlenecks in customer flow, especially at reception and staff-assisted services 

 Lack of knowledge on the part of One Stop staff  

 Internal communication challenges internally and from the top 

Lack of standardized service delivery: 

 Range of assessment instruments not well known, uniform, or well utilized 

 Web tools not fully or uniformly utilized 

 Best practices needed to guide staff 

Low participation by mandated partners in One Stop Center activities: 

 Lack of understanding of partners’ operations – The “Knowledge Gap” 

 Lack of information sharing between agency partners 

 Lack of communication between staff, consumers, and technology 

 Bureaucratic requirements 

Cumbersome referral process:  

 Getting customers to the appropriate contact is a problem 

 Redundancy in collecting information from, and giving information to the 
customer 

 Lack of information sharing 

 Bureaucratic requirements 

 Multiple customer visits required to accomplish similar tasks 
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LL oo cc aa ll   OO nn ee   SS tt oo pp   PP rr oo bb ll ee mm   SS tt aa tt ee mm ee nn tt   --   AA pp pp ll ii cc aa nn tt ss   
 

Overall: 
 
1. Knowledge/sharing of eligibility requirements and services, and available 

technology tools 
2. Lack of alignment between meeting customer needs and individual staff (and 

agency) performance requirements and measurements.  
 

Reception & Triage: 

1. No one staffing public access 
2. No welfare representative at the moment 
3. The white card – The (WDP) bottleneck to get into orientation, and training (2 

weeks, up to 8 months bottleneck) 
4. Functional supervision over out-stationed staff (team-building needed) 

Intake: 

1. No common definition of registration results in duplication and too much paper  

Career Assessment & Counseling: 
 
1. Present assessment tools not compatible with OSOS 
2. No standardization of the assessment system across the County 
3. No or limited continued training/learning (Info overload?) Where are the 

resources for staff training? 
4. Form continuity—referral from UI to training (are they going to black notes) loops 

if not in/kicked out of UI? No/only if yes on student Q on UI claim. 
 

Group Sessions: 

1. Duplication is the word 

 Duplication of workshops 

 Duplication of registration 

2. Workshops backlog – see #5 
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Welfare: 

1. System (FAMIS/OMEGA/GAAS) do not interface with OSOS or each other. 
Results in inability to track assessments and other activities in one system (no 
common case management system) 

2. No e-mail 

3. Human Services goes by case number as opposed to SSN 

4. Vendors not all electronically connected 

5. Current system creates disincentives for TANF recipients to use WIA-funded 
program services. 

The following Problem Statement shows problems identified by a OSPIP Core Team 
focusing on Employers from a statewide perspective.   
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PP rr oo bb ll ee mm   SS tt aa tt ee mm ee nn tt   --   EE mm pp ll oo yy ee rr ss   
 

1. Job Orders 
a. Poor/incomplete information 
b. No uniform use of AOSOS  
c. Distribution/sharing of open job orders 

 
2. Applicant resume/profile incomplete 

a. Compromises automated labor exchange functionality 
b. Applicant information not current (i.e., Contact info, job search status, 

etc.) 
3. No single point of contact (SPOC) for employer  

a. Must repeatedly enter full employer info in AOSOS  
b. Lack of accountability for follow-up  
c. No segmentation of market by level of service 

4. No detailed process (i.e., define agency roles, protocols) to support Business 
Services 

 
5. Employers not ready to self serve – Some employers not familiar with 

technology-based solution 
 

6. Suppression of Job Order – No WNJPIN blast of resumes directly to employer 
 

7. Contract holdbacks for job placement (usually 10%) in TANF and some WIA-
funded contracts create disincentives for coordinated employer outreach. Of 
course, it is never enough just to identify problems. The next OSPIP step begins 
to focus on potential solutions. 
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Appendix D:  Partner Process Maps 

 

 

AA tt ll aa nn tt ii cc   CC oo uu nn tt yy   SS oo cc ii aa ll   SS ee rr vv ii cc ee ss // WW ee ll ff aa rr ee   tt oo   WW oo rr kk   
 

 
 



  OSPIP How-To Guide 

 

 55 

 
Parkway 100 Corporate Park  3535 Rt. 66, Bldg 4  Neptune, NJ 07753  732-918-8000  www.mahernet.com 

Appendix D:  Partner Process Maps (cont’d) 
 

MM ee rr cc ee rr   CC oo uu nn tt yy   VV oo cc aa tt ii oo nn aa ll -- TT ee cc hh nn ii cc aa ll   SS cc hh oo oo ll   
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Appendix E:  Customer Value Surveys 

Introduction - This survey is divided into three sections: 
 
Section I: Identifying Information – This section will ask for your company’s basic history and goal(s) in working with the One Stop 
Center 
 
Section II: Interactions – Questions regarding the methods and timeliness of your interactions with the One Stop Center 
 
Section III: Services and Benefits – Questions regarding the services and 
benefits you receive (or do not receive) from the One Stop Center 
 
You will be asked for two responses in Sections II and III. First, we ask that you 
first RATE your LEVEL OF SATISFACTION with each interaction or service on a 
designated scale of 1-8.  (EACH satisfaction level is any number 1-8). 
“Satisfaction” is defined as the fulfillment of a need or want. 
 
Next, we are asking you to RANK the VALUE you feel you receive from each 
interaction or service/benefit in terms of achieving your goal(s). You will be ranking 
the value of Interactions and Services/Benefits from 1 through 8. (Each interaction 
or service will receive a rank of 1-8, with no number repeated). “Value” is defined 
as the relative worth, utility or importance you place on the interaction or service. 
 
We thank you for taking the time to pass this valuable information on to us. It will 
be used to improve our services, and the value you receive from them. 
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OO SS PP II PP   EE MM PP LL OO YY EE RR   SS UU RR VV EE YY  

SSeeccttiioonn  II::  IIddeennttiiffyyiinngg  IInnffoorrmmaattiioonn    

Company Name  

Contact Name and Title  

Company Address  

Phone  
E Mail Address of 
Respondent 

 

Date  

 
Which of the following best describes your history with us? 

 

 I have only begun to explore possible benefits from working with the One Stop Center 

 

 I use One Stop Center services occasionally, on an as-needed basis 

 

 I regard the One Stop Center as a working partner in my business 

 

 Other (Please explain) 
 

Please list the goal(s) you are seeking to achieve in working with the One Stop Career Center: 

 

 

 

 

 
 

 
 

 

My overall GOAL in coming to the One Stop Office is to: 
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OO SS PP II PP   EE MM PP LL OO YY EE RR   SS UU RR VV EE YY  

SSeeccttiioonn  IIII::  IInntteerraaccttiioonnss 
Explanation of Value Rankings: 
After completing the satisfaction ratings, please rank the value you place on each interaction.  Each interaction will receive a rank of 1-8 with no 
number repeated. 

 Explanation of Satisfaction Ratings           

 1 Not at all satisfied with the fulfillment of this service aspect            

 2--3 Low satisfaction with the fulfillment of this service aspect           

 4--5 Neutral with satisfaction level neither low nor high           

 6--7 Well satisfied with the fulfillment of the service aspect N/A - Please check this column if you have not 

 8 Totally satisfied with the fulfillment of the service aspect received this service.    

 Ques. # Service Description N/A Satisfaction Value 
Ranking  (Circle to indicate rating.) 

 1 Single Point of 
Contact 

I am able to connect with a designated "single point of contact" in my 
dealings with the Center. 

  1 2 3 4 5 6 7 8   

 2 Understanding 
Business Needs 

The representative(s) I deal with fully understands my business needs, 
and questions me for clarification rather than trying to force pre-designed 
services. 

  1 2 3 4 5 6 7 8   

 3 Information Giving The representative(s) tells me about possible services and benefits in a 
clear, concise and comprehensive manner. 

  1 2 3 4 5 6 7 8   

 4 Responsiveness I When I request specific information, I can be certain of receiving it within 
twenty-four hours. 

  1 2 3 4 5 6 7 8   

 5 Responsiveness II I generally receive return phone calls or e-mails within two hours, and 
staff keeps me advised of the status of any request I make. 

  1 2 3 4 5 6 7 8   

 6 Responsiveness III When I post a job order, I can expect to receive referrals during the 
following business day. 

  1 2 3 4 5 6 7 8   

 7 Self-service I am able to navigate the One Stop Center's self-service site (WNJPIN) 
adequately, and generally receive the benefits I am seeking. 

  1 2 3 4 5 6 7 8   

 8 Skills and Jobs One Stop Center representative(s) speak to me in sufficient depth 
concerning the skills and other attributes required of employees in my 
organization. 

  1 2 3 4 5 6 7 8   

Please provide any additional comments related to your interactions with the One Stop Career Center: 
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OO SS PP II PP   EE MM PP LL OO YY EE RR   SS UU RR VV EE YY  

 

SSeeccttiioonn  IIIIII::    SSeerrvviicceess  aanndd  BBeenneeffiittss  
 

Explanation of Value Rankings: 
     

     

After completing the satisfaction ratings, please rank the value you place on each interaction. Each interaction will receive a rank of 1-8 with no number 
repeated. 

 Explanation of Satisfaction Ratings           

 1 Not at all satisfied with the fulfillment of this service aspect            

 2--3 Low satisfaction with the fulfillment of this service aspect           

 4--5 Neutral with satisfaction level neither low nor high           

 6--7 Well satisfied with the fulfillment of the service aspect N/A - Please check this column if you have not 

 8 Totally satisfied with the fulfillment of the service aspect received this service.    

 Ques. # Type Description N/A 
 

Satisfaction 
(Circle to Indicate rating.) 

Value 
Ranking 

(1-10) 

 
1 Applicant Referrals 

Upon request, qualified job applicants are referred to us in a timely 
manner. 

  
1 2 3 4 5 6 7 8 

  

 
2 

Labor Market 
Information 

I receive labor market information that I require, on things like salaries 
and skills-based job descriptions in a timely manner. 

  
1 2 3 4 5 6 7 8 

  

 
3 Job Orders 

I receive information and assistance on building job orders, job 
descriptions and/or training outlines in a timely manner. 

  
1 2 3 4 5 6 7 8 

  

 
4 

Employee 
Retention 

I receive information and assistance in retaining current employees, 
through re-training, raising literacy or computer skill levels, or other 
services 

  
1 2 3 4 5 6 7 8 

  

 
5 

Subsidized Training 
for new employees 

I receive information and assistance on customized training, on-the-job 
training, and other means of subsidizing new employee costs 

  
1 2 3 4 5 6 7 8 

  

 
6 Testing 

I receive information and services related to testing employees or 
applicants in areas ranging from basic literacy to computer skills. 

  
1 2 3 4 5 6 7 8 

  

 
7 

Government 
Benefits 

I am fully advised of employment tax credits and other financial 
incentives available from government. 

  
1 2 3 4 5 6 7 8 

  

 
8 General Information 

I am advised when job fairs, appropriate training program graduations, or 
other employee recruitment opportunities occur. 

  
1 2 3 4 5 6 7 8 

  

 Please list any other information or services you would like to receive which you value highly.           
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OO SS PP IIPP  AAPPPP LL IICC AA NN TT   VVAA LL UUEE  SS UURRVVEEYY   

OSPIP APPLICANT VALUE SURVEY
Name:(Optional)

Office:

Which of the following best describes your status with us? Date:

I have completed my service experience with One Stop My overall GOAL in coming to the One Stop Office is to:

I am seeking or currently enrolled in a training program or other regular activity 

I have just begun my interaction with the One Stop System

Other (Please explain)

Explantion of Satisfaction Ratings Explanation of Value Ranking

1--2 Not all satisfied with the fulfillment of this service aspect After completing the satisfaction ratings, ask the employer to applicant  to

3--4 Low staisfaction with the fulfillment of this service aspect rank the value he places on each interaction.  Each

5--6 Neutral with satisfaction level neither low nor high interaction will receive a rank of 1-8 with no number repeated.#####

7--8 Well satisfied with the fulfillment of the service aspect

9--10 Very or totally satisfied with the fulfillment of the service aspect

1 Reception We greeted you promtly and professionally, and asked 

questions about your circumstances, skills, work history and 

goals in order to route you to the appropriate service/person.
1 2 3 4 5 6 7 8 9 10

2 Orientation to One Stop 

Services

We provided you with information about the services and 

choices available to you within the One Stop System.

1 2 3 4 5 6 7 8 9 10

3 Self Service We provide acess to Online services, and offered assistance in 

navigating appropriate Web sites.
1 2 3 4 5 6 7 8 9 10

4 Initial Career Assessment We provided you with assistance in determining your current 

employability and/or in defining your job goals.  This activity did 

NOT include formal tests or assessments.
1 2 3 4 5 6 7 8 9 10

5 Comprehensive Career 

Assessment

We asked you to complete formal tests and/or assessments to 

evaluate your skills and interests, and discussed the results with 

you.
1 2 3 4 5 6 7 8 9 10

6 Referral to Support Services We provided information, assistance and a referral (if needed) 

to help you overcome potential barriers to employment (e.g., 

childcare, travel, incapacity, etc.). 1 2 3 4 5 6 7 8 9 10

7 Career Counseling We provided personal assistance to help you establish a career 

path. 1 2 3 4 5 6 7 8 9 10

8 Career Counseling - Job 

Search Assistance

We provided you personal and/or group assistance in 

interviewing techniques, job finding skills, resume writing, 

networking, etc. 1 2 3 4 5 6 7 8 9 10

9 Training Services We provided you the opportunity to explore one or more job 

training options. 1 2 3 4 5 6 7 8 9 10

10 Placement Assistance We offered you assistance in your job search, including access 

to automated job matching/referral systems and/or personal 

assistance.
1 2 3 4 5 6 7 8 9 10

Please provide any additional comments related to your satisfaction with, or value you receive from, One Stop services and/or personnel

ServiceQues. #

Satisfaction Value Ranking 

(1-10)

(Circle to indicate rating.)

N/ADescription


