
>> The broadcast is now starting.  All attendees are in listen only mode. 
 
>> Good afternoon.  I'd like to welcome you to today's session as part of the Employment First Initiative 
webinar series.  Today's topic is, "Managing the Employer Engagement Process."  My name is Michael 
Stoehr, and I work for the Pennsylvania Department of Ed Bureau of Special Education through the 
PaTTAN system.  As we get started with today's webinar, I just wanted to go over a couple of logistical 
issues regarding today's webinar.  We are using GoTo Webinar technology.  You should see on your 
screen a toolbar from GoTo Webinar.  You'll notice you have a choice for audio -- we do recommend for 
the best quality of audio that you use your telephone rather than your microphone speakers.  That 
oftentimes works best for folks.  Also, if you have any questions throughout today's session, please type 
those into the Question panel.  As a reminder, all participants are muted for today's webinar, so if you 
do have questions, that's the best way to ask them, is by typing them in in the Question box. 
 
If you are experiencing any technical difficulties during today's webinar, we advise that you reconnect to 
the webinar by logging out, logging back on.  As I mentioned, for audio, joining by phone is often better 
than using your computer microphone and speaker system.  You may need to reboot, or completely turn 
off and log back on to the webinar for today, if you're having a lot of technical issues.  You can also send 
us questions through the Question box, if you are having any type of technical issues, and we have help 
to resolve those for you. 
 
I wanted to mention also that the resources connected to our Employment First webinar series can be 
found at that link that you're seeing on your page.  I'm going to bring that page up now.  So we do have 
a page off of the PaTTAN website.  It is for our Employment First Leadership series.  If you scroll down, 
you will see links to the past webinars in this series, and if you scroll all the way down to the bottom, 
you'll see that there is a link for today's webinar.  When you click on that, that will take you to the 
PowerPoint handout that Dale will be using during his presentation. 
 
In about two to three weeks after today's session, we will have the recorded webinar also posted, it will 
be closed captioned.  It usually takes about two to three weeks to have it processed and closed 
captioned, and it'll be posted on this page.  But as I mentioned, you can go back and view the last four 
webinars in this series on that site. 
 
And with that, I'd like to introduce Devon Grant, the Executive Director of our governor's cabinet and 
advisory committee for people with disabilities in Pennsylvania.  So, over to you, Devon. 
 
>> Thanks, Michael.  Good afternoon, everyone.  Thank you for joining us.  I apologize again for having 
to switch the days of today's webinar; we had to shuffle up a couple of things and rearrange our last 
three presenters.  So thank you Dale, also, for being able to make it work today rather than tomorrow.  
So with that, I'd like to introduce Dale Verstegen.  He's a Senior Research Associate with TransCen.  He 
does a range of research training technical assistance projects related to transition and employment 
services.  Dale has a business background, and having been an employer, he focuses his research writing 
and training on provision of employment services, especially to the employer community.  Dale is also 
the current president of the board of directors of the  
Association of Community Rehab Educators, better known as ACRE.  So with that, I'll turn it over to you, 
Dale, thanks. 
 
>> Great.  Yeah, thank you, Devon.  Thank you, Michael.  It's my pleasure to be here with you all today, 
talking about this topic of managing the employer engagement process.  My background also includes 



some of the work on provider transformation and Employment First; I'm a subject matter expert with 
the Department of Labor's Office on Disability employment policy.  And I do think that this particular 
topic of employer engagement is important, whether you're looking at expanding your employment 
program, whether you're looking at provider transformation, which I understand a number of agencies 
throughout Pennsylvania are currently going through that planning process.  Or if you had, in fact, 
participated in those boot camps related to Employment First.  Obviously, employers are synonymous 
with our community, and along with the initiatives around Employment First, and that executive order 
as participation of more employers and partnering with those employers in more and different ways are 
going to be key elements of any provider transformation planning that you might be involved in, or 
simply making an effort to expand the number of folks to support in employment out in the community. 
 
So with that, I want to start talking about the objectives for this particular webinar.  One of the things 
that I want to kind of establish right from the start is this difference between staff development and 
staff training.  Obviously, this is an approximately one-hour webinar on this topic.  What we mostly can 
accomplish with something like that is just to impart some of this information, and give you some ideas 
of strategies and possibly even some tools that you can use around employer engagement. 
 
So a lot of what we need to think about is staff development, more so than staff training.  And I'll be 
providing some information around that.  I'll discuss a specific process that you could use when engaging 
employers.  I'll talk about tracking that activity related to employer engagement.  One of the things that 
I find when working with various provider organizations is the struggle that we all face just trying to 
retain staff in these positions of employment specialists who are out working with employers.  So I think 
it's important to also identify what needs to be done in order to help those folks that you're bringing on 
that are new, when it comes to specifically working with employers.  So we'll go into some of that.  Then 
lastly, I'd like to kind of talk about an engagement plan that I would suggest for all of you to consider.  I 
think that's where, hopefully, you'll get the most benefit from this webinar in terms of the takeaways, is 
kind of, what might be your next steps?  And you can see from this managing the employer engagement 
process that it's really intended for folks who are actively involved in going out and engaging with those 
employers.  But as this webinar is also equally intended, for those folks that are supervising and 
directing those employment staff.  So if you're on this webinar as a supervisor, I'm hoping to give you 
some ideas, strategies and some tools that you could use when managing your staff.  But if you're a 
person that actually goes out and does this work, I think some of these strategies and tools will also be 
pertinent to you when it comes to working with your coworkers and your team, if you will, when it 
comes to employer engagement. 
 
So with that, I want to just kind of pose this question: What are the greatest challenges to large-scale, 
broad-based employer engagement?  And when we have the chance to have this be a little more of an 
interactive type of webinar, the kinds of answers I typically get from this question is; one, staff turnover 
-- it's hard to maintain those partnerships when the staff that established them might be moving on to 
other types of employment.  Another one that I hear is, access to those employers -- how might be the 
best way that we can get access to those employers?  Messaging to employers sometimes can be such 
that it's hard to engage them, if the approach isn't effective.  And the others we sometimes get is just 
the level of commitment that's necessary within the organization, so to have a broad-based type of an 
employer engagement effort, it takes more and additional staff.  And those staff need additional training 
and skills to provide those supports out in the community, in the various ways that you can engage with 
those employers.  So staffing, and then I guess that brings us all the way back to kind of some of those 
provider transformation plans that some of your agencies are working on, because you have to kind of 
plan ahead if you're going to be approaching and dealing with more employers, you're obviously going 



to need more staff over that period of time to help with the supports related to that type of 
engagement. 
 
So moving into the first learning objective, which is this difference between staff training and staff 
development, we find that this graph really kind of lays out something for you all to think about.  If you 
want to improve your employer engagement, you know, leadership does influence that.  You can 
motivate staff through effective leadership, but only to a certain degree; 10 to 15 percent in terms of 
improvement.  What we've found through studies gets you the biggest improvement, the biggest bump 
in, let's say, employer engagement is the establishment of standards.  And those standards of how and 
when employers are engaged, what the goals are around the level of employer engagement that your 
organization would like to achieve, certain standards of quality in terms of what that engagement 
process should look like -- those are all standards that we think have the greatest impact on employer 
engagement, and you'll hear more about that in the second part of this webinar. 
 
The other thing to think about in terms of the essential requirements for self-improvement is the KASH 
model, which talks about Knowledge, Attitude, Skills and Habits, and how employment staff then apply 
those to that sea of uncertainty which exists out there in terms of us doing our work, which includes 
other people and the environment.  And so that applying of knowledge, attitudes, skills and habits to 
that sea of uncertainty is really the way that we get to self-improvement.  And this webinar really kind of 
is going to help with the first one, and only the first one, which is that sense of knowledge.  The person 
that engages with employers has to have the right attitude.  And that knowledge needs to then be 
developed into skill.  And then you know those skills are in place when they're habitualized.  So I think 
part of managing the employer engagement process is knowing where folks are in that engagement 
process, and really kind of tracking their effectiveness, as it relates to going through that process.  By 
tracking that effectiveness, that's when you can see, are they developing good, effective habits and skills 
when it comes to working with employers?  And I'll talk some more about that in a little bit as well. 
 
A second kind of model that we like to give you something to think about is the PESOS model, as it 
relates to skills training.  And that is the Preparing the learner to learn, then Explaining that information 
that you want them to have, Showing them -- not just explaining it to them, but actually showing them 
how to do it, then Observing them doing this to the point where you can then Supervise that, again, 
employer engagement process, but over time.  So again, I think the role of a supervisor or a mentor is 
that showing them kind of what that employer engagement process should look like; how best to 
approach him, what to say.  When you're conducting informational interviews, how should that look? 
What are you trying to achieve when you go in to do that informational interview?  Those are all 
examples of kind of showing them and then observing them doing it.  And again, we'll talk more about 
that in the second half of this webinar.  But this is a model that that's kind of based on.  And I think it's 
good information for you, in terms of if you are -- let's say you're a fairly new employment specialist, 
those are the kinds of supports that you need, someone to kind of help show you what to do, someone 
to observe you.  And we think, therefore, that's the most effective way to be supervised, develop skills 
and effective habits when it comes to engaging with employers. 
 
So we think this is a typical sequence when it comes to the job search process.  And we think that this 
sequence applies to everybody, you know, the job that you have right now probably started with you 
looking around saying, okay, what kind of job do I want to do?  What am I good at?  Looking out to see 
what kind of employment opportunities exist, which would be the job search plan.  Then researching 
that further to kind of find out which companies, what they're looking for, which companies you might 
like and why, then engaging in that application and interviewing process, negotiating the jobs.  In fact, 



we all need supports, once we are on those jobs.  So this sequence applies to everybody.  I think the 
bigger question, though, is what is the sequence for some of the folks that we support?  And that 
sequence in terms of the way that we support our job seekers, obviously, then also needs to involve the 
employer.  So when it comes to the employer engagement process, we also think that those steps, in 
terms of developing job opportunities for those job seekers, is equally important.  You can kind of see 
that this process kind of aligns with that local research, and then negotiation for jobs for some of the 
people that we are responsible for supporting out in the community. 
 
So these steps in the job development process are also the steps in the employer engagement process.  
And I'll make that distinction a little bit clearer a little bit later in the webinar.  But each one of these 
steps has very different goals, and can be measured.  So employer contacts -- you either are making a 
direct request of an employer that you would like to meet with them, and they're either saying yes or 
they're saying no.  After that contact, and if they did say yes, we recommend the next step being an 
informational interview.  Not sharing a lot of information at this point in time, but learning.  We like to 
use -- the way to think about it is 20 percent asking questions, and 80 percent listening.  That's during 
the informational interview.  Once you know and understand that employer and their labor needs 
better, we think it's important, then, to take the next step, which is to present based on their labor 
needs, what it is that you're asking that employer.  You can use the job development process to identify 
sites not only for placement, but for other types of activities, like work experiences or community-based 
assessments, work site tours, job shadows -- all different types of services and activities to employers 
that can be proposed during this job development process.  So I think that's an important point to make 
is, the employer engagement process really should be considered not just for placement, but also for 
identifying, discovering assessment types of sites that could ultimately lead to placement opportunities.  
So after you then present, the employer says yes or the employer says no, which is the negotiation part.  
And if they say yes, then it's a placement. 
 
So you can look at these five steps in the job development process as kind of a funnel, with the wide 
mouth part of the funnel at the top.  And you have X-amount of contacts that would yield a smaller 
subset of informational interviews, which would yield a smaller -- not too much, but somewhat smaller -
- set of presentation appointments that you would make with employers.  And of those employers that 
you present to, a certain number of them are going to say yes.  But yes, again, not just a placement, but 
the other types of activities that you could use those employer sites for. 
 
So managing the job development process for each job developer, what we recommend is that you 
know which employers have been contacted, and why.  We think that's important not just on an 
individual employment specialist basis, but if you have more than one employment specialist that works 
with employers, that that information is collected, it's aggregated.  We think that's particularly 
important for an organization so that if somebody does leave, the information in terms of the contact 
that they've made and the status of those contacts with employers is maintained by the organization.  
Then again, it's knowing kind of how this funnel works, of those contacts; how many are yielding 
informational interviews, and what's been learned during those informational interviews.  And then how 
many of those yield a presentation, and then knowing what's being proposed to each of those employer 
and what the results of that presentation appointment is.  This is a good set of points to kind of go over 
at staff meetings, in terms of asking these questions, and what the status is of the employers that you 
are attempting to develop these partnerships with. 
 
We also think it's important that when you're working with inexperienced job developers is that we 
don't want to just have them going out there faking it until they can make it.  We really feel that it's 



important that when they're out there with employers, they're getting the support they need to be 
effective, especially when they're new, they're not sure of themselves.  They're not sure of exactly what 
it is they're supposed to be doing, or how to accomplish what it is they're supposed to be doing.  That's 
the showing them first, and the observing them second.  And I've had a chance to do quite a number of 
employer either focus groups, or studies, in terms of how they perceive the services that we provide.  
And one of the key things that I get from that is -- and it's kind of scary when you think about it -- but 
when we send employment specialists out to talk to employers and they don’t feel confident and 
competent and comfortable with each step of the job's own process, they can actually do more harm 
than good.  They can confuse the employer; in some cases just being nervous in terms of what it is that 
they want to ask employers can really set the wrong tone.  The employers don't know why that person's 
nervous, and would be maybe asking a number of questions that aren't necessary.  So again, if 
somebody's new, it's important that they get that support, that those contacts that are being made with 
employers are done with them, not asking them to go out and do it just by themselves.  And those first 
meetings, when you do the informational interviews, when you make those employer presentations, 
make sure they have the support they need out in the community, just like the support that the folks 
that we get jobs for need, when they're out in the community learning their jobs in the beginning. 
 
The supervisor should help define the role of the job developer's skills and abilities, and we think that 
that's even best if it's also represented in that role that the supervisor wants them to play is actually in 
their job description as well.  So again, breaking the steps in the job development process down, helping 
them understand what they should be doing at each step in the process, and then drawing on mentors -- 
if the supervisor doesn’t have the time to really kind of work closely with those new, inexperienced job 
developers, then is there another more experienced staff person that could be recruited to kind of 
mentor and support that person when they're starting to learn to work with those employers? 
 
The other thing that we think's important when working with inexperienced job developers, 
participating in those employer meetings.  And we think the best opportunities for a new staff person to 
learn how to work with employers is the brief and the debrief; it's the identifying of what it is we're 
trying to accomplish when we go into that employer's site.  And exhibiting good work habits, in other 
words, researching online that particular employer before you actually go to meet with them for an 
informational interview.  But doing that brief, what is it that we're trying to accomplish?  Who's going to 
do what during the meeting?  Then as soon as that meeting is over, and you're back out in the car, really 
kind of having that debrief -- well, how did it go?  What that really helps an inexperienced job developer 
understand is that sea of uncertainty; that just because the employer might not be particularly engaged, 
it may not have anything to do with what was said.  It could just be that that's not a good fit for a 
number of the job seekers that we might have on our caseload.  There's a lot of reasons why some 
employer meetings go well, and others do not.  But then having a chance to kind of get your 
perspective, or a coworker's perspective on how the meeting went, really helps that inexperienced job 
developer.  Because what we find is, if a meeting doesn't go well, and they're by themselves and they 
don't have much experience, they assume they're doing something wrong.  It makes them more 
nervous.  It causes them to possibly avoid that employer engagement process as much as they can.  So I 
think that level of support during those initial meetings is a key part of somebody's development. 
 
And they have to have the basics, so whatever kind of training or process and tools that you use when it 
comes to working with employers, it's good to cover all those things, those basics, in terms of the steps 
and the goals, and the tools that you use, so that they're familiar with that in advance of any contacts 
with those employers. 
 



The other thing that really helps employment specialists is reinforcing the networking that's necessary, 
and the networking skills that they need to develop, in terms of their personal and professional contacts 
that they may have in the community.  And that also makes it a little warmer for them when they're out 
trying to learn to do this at the first time.  If they can work with contacts that they may have, and people 
who know them and/or maybe contacts and employers that you know, those are warmer.  Those are 
warmer types of employer meetings.  It kind of helps that person develop a comfort level before they 
might actually have to cold-call and contact an employer that they don't know, and doesn't know them.  
And monitoring that approach, in terms of, what are they saying?  What is their technique? 
 
A lot of times what we find is that particularly when somebody's nervous, they give out a little too much 
information, some of which isn't relevant to that particular employer, some of it which might be giving 
information about disability, and disability-related types of programs that you're obviously involved in.  
And we're not saying that you should hide the fact that you represent folks who have disabilities, but we 
think that it's important to share that information in the right framework, at the right time.  And usually 
during the initial contacts is not the right time to really be talking about disability.  A lot of times 
employers, if they hear that too soon, they might be thinking that you're really looking for them to 
provide some sort of community service, rather than, in fact, what we might be able to do is provide 
them with some employment services that benefit them. 
 
So the timing and the approach that you take, and the wording that you use when working with 
employers is an important process; it's an important time to really spend with those staff to help them 
be a little bit more comfortable, again, with what should they say, what shouldn't they say.  This is 
something that we think from our studies with employers, this is what they tell us.  These are things that 
we should say to employers when we're trying to secure an informational interview.  This is what 
employers tell us is why they work with us, because we provide them with motivated employees who 
are excited about working.  We provide candidates with skillsets that add value to their workplace.  And 
then we also offer business solutions that improve the company's productivity and workflow.  So these 
are kind of scripts, if you will, or key points that staff could use when making those initial approaches to 
employers. 
 
After they ask for an informational interview, we recommend that those informational interviews should 
be approximately 20, 25 minutes.  You want to use their time effectively to gather as much information 
as you possibly can.  It gets your foot in the door, it's low-pressure.  It gives you a chance to have a very 
good first impression.  It starts out working relationship and it uncovers possible opportunities.  So those 
are all reasons to, again, when you approach the employer, just ask for the informational interview.  
Don't spend a lot of time sharing information about your caseloads and your services, and what your 
organization is all about.  It should be about the employer.  And you want to learn their labor needs, 
because you, in fact, may have some employment services that could benefit them.  And if you make 
that request of 20, 25 minutes, we think that that's a fair request, it's a fair ask.  And what we find is, if 
you get to the point and you make it clear that you're not there to play somebody, you're there to learn 
about their labor needs first, we find that employers are more likely to be receptive to that. 
 
During that visit, these are some key things that you want to uncover.  And this, if you supervise 
employment specialists, there's also a good little list of things that you can ask the employment 
specialist about when they do come back from conducting an informational interview.  You know, did 
they learn what that particular employer is known for or proud of?  What skillsets are required; what 
challenges that they are presenting?  And did they keep their foot in the door in terms of coming back to 
make an employer presentation? 



 
Again, during that informational interview, you're looking to possible ways to improve workflow.  This is 
a great list for employment specialists, when they want to think about what to ask when they go in to 
talk to a particular employer during an informational interview.  And by the way, we do have some tools 
in this area.  We have a form, an informational interview form that you could use to capture the notes 
when conducting an informational interview.  And it kind of takes you through a structure in terms of 
the questions that you might want to ask.  We also have a master list of questions that you could ask, 
that gives a certain format for conducting the informational interviews.  And that informational 
interview form and master set of questions are available.  And I have my contact information at the end 
of this PowerPoint presentation, and I would be happy to share those job development tools with 
anybody that would like to have them. 
 
Things that you ultimately want to keep in mind is, can you help that employer serve more customers, 
improve their services?  Can you increase efficient use of their resources, time and staff?  Can you save 
them money?  Can you help them earn more money?  This is a great debrief after an informational 
interview, and it's a great prelude to what it is that you might want to present on. So again, a good list 
for a conversation when somebody comes back from an informational interview.  With the staff that I 
work with when we conduct informational interviews, especially once you develop some experience in 
this area, you can usually leave that informational interview with a pretty good idea as to how it went, 
and whether you're going to be able to help them or not.  Again, what that does is kind of start to help 
shape what your presentation may look like, even when you're still conducting your informational 
interview. 
 
When you finish that informational interview, you want to kind of look at, what are your next steps?  In 
some cases, it might be a dead end.  They may not, again, be receptive.  It may not be a good match for 
the folks that you're looking to place.  If there's some interest, but you don't have anything to really 
offer, but you may in the future based on what you know about that employer, that's a good way to 
leave it.  You know, be honest about, I don't have somebody to place, I don't have any services that 
would be beneficial to you at this time.  But I will down the road.  I can tell already, just based on what I 
know about your company.  So I'd like to, with your permission, stay in touch.  So that's a legitimate 
status that you might have for some of the employers on your employer list.  Then, of course, if you 
have some real possibilities, best time to secure that follow-up appointment to present is right at the 
end of your informational interview meeting. 
 
So this is, again, because of the way this particular webinar is structured, it's going to be a rhetorical 
question.  But want we want you to do is to think about, what services do you offer?  And what are the 
benefits of those services to employers?  What we find is, when we do a good job of customer service 
with employers, after we've kind of engaged with them, they tell us that we, through our services, 
particularly when we do a good job of job matching, is that we save them time and money in recruiting, 
we save them time and money in hiring.  We provide pre-qualified job candidates.  We help with 
retention, because we provide, in some cases, on-site or off-site job coaching that better-ensures that 
this person is comfortable in that job, and therefore would be willing to stay on that job longer than 
others who might be doing that type of work.  So what do you tend to offer in terms of the services to 
employers, and then what benefits do you have to offer them based on those services?  We have 
another resource along those lines; if somebody would like that, I'd be happy to send that as well.  It's a 
three-page document that really kind of spells out all the different services that you could consider, and 
what the benefits of those services are to local employers. 
 



Then you come to the presentation appointment, where you line up that job candidate, ideally, if you 
have one that might match to that particular employer.  If not, you can also make an employer 
presentation for other services, like a community-based assessment.  You know, you have somebody 
that might be a good fit, but you're not sure yet, so you'd like to come back and kind of assess further, to 
see if that's a good match.  That type of service to employer is something that a lot of employers find 
beneficial.  And they know that you're not what we call "job stuffing," you're not just trying to find any 
old employer that'll take this particular job seeker.  You're being careful.  You want them to come in.  
You want them to assess first. 
 
You can also use it as a work experience, and say, we think this person might be a good match, but we'd 
like them to try this work out in advance of actually recommending them for placement, which allows 
both parties, both the job seeker and the employer, to become more comfortable when that's 
necessary; when you as an employment specialist are not sure if this is a good match, but might have 
some possibilities for that.  It's best to try it out first.  So that could be something you could be 
presenting during an employer presentation appointment.  We think that those proposals, especially 
when they're written, improves your image as a profession and as a service.  It allows you to gather the 
key decision-makers. 
 
Sometimes the person that we do the informational interview with is, in fact, not the ultimate key 
decision-maker; you might be working with the HR office initially.  So when you're talking about coming 
back to make the presentation, it gives you a chance to ask that the right people are in the room for 
when you make your presentation.  And of course you can tailor that presentation to the specific labor 
needs of a company and match that to the job candidate skills.  You have a chance to talk about the 
services that you have to offer, and the benefits of those services for that business, which we think that 
if you want an ongoing relationship with employers, if you want to take that engagement process and 
extent it over a longer period of time, a written proposal really kind of does a nice job of laying out the 
various ongoing services that you might want to offer those employers, and basically making the case in 
writing as to how and why they should continue to work with you.  And that's based on the services that 
you have to offer.  And that written proposal is something that you can leave behind for when you want 
to have them remember you, and propose that you continue to work with them on an ongoing basis. 
 
The notion of a task list, I think, is also an important element of what you would uncover during the 
informational interview, and present during the employer proposal.  The task lists are your best way to 
document match between the tasks that need to be done on the job and the tasks that a job seeker that 
you may have worked with and have provided some assessment to could do.  So it's breaking it down to 
those specific tasks that really allows you to make the best case as to how and why this person might be 
a good match.  It's even more critical when you might be customizing a particular set of tasks, to really 
kind of say, these are the tasks that we're proposing to be done, this is why these tasks would be 
beneficial to your business operation and meet your labor needs.  Here's a job candidate that we think 
can do these tasks, and this is why we think they can do those tasks, based either on an assessment that 
we've done, or a work history.  And it allows you to kind of make the best case for how and why you are 
recommending this person as a good fit for that particular company. 
 
And we think this is a good thing to keep in mind, is that negotiation begins when you have something 
that you recognize to be of value of a prospective applicant, in terms of what they can offer that 
business, but also when you think there's a good fit in terms of the services that you have to offer as an 
organization to that particular business as well.  Again, these are the reasons why employers want to 



work with us.  This is what you'd want to use as a checklist, if you will; make sure that your employer 
proposal addresses one of these benefits to that particular company. 
 
So now when it comes to, again, managing inexperienced job developers, it's important to kind of 
monitor what they've learned during these informational interviews.  It's best to go with them, but in 
some cases, you might not be able to.  But again, these are good things to learn when they come back.  
Showing that interest and kind of how these informational interviews are going, how these employer 
presentations went really kind of elevates the importance of them, and lets those employment 
specialists know that the work they're doing out there with local employers is important.  And you only 
have one chance to leave a good first impression.  Monitors what's being proposed -- we recommend 
that you, as an organization, keep in either a database or a file the informational interview notes that 
are being taken when you're learning about an employer's labor needs, because you want to look at this 
as part of what you're trying to accomplish long-term. 
 
Ultimately, the goal, especially in the environment of Employment First and expanding your 
employment program, is that stable of employer customers that you have, that group of customers' 
needs to grow.  You need to work with those employers in more and different ways, and you need more 
and different types of employers to work with to meet the needs of the job seekers that you're 
responsible for.  So again, tracking and keeping good information on what you know about those 
employers, and what's been presented to those employers in the past is very important information to 
grow your customer base of employers.  And monitoring the outcomes of those employer presentations 
-- we find that some folks get pretty comfortable with doing the informational interviews, some with 
doing that approach to employers and getting those informational interviews.  The negotiation with the 
employers and getting them to say yes or no to things that we're proposing usually is something that 
comes with a little more time, and where they need a little more support.  So again, asking about that, 
participating in those employer presentations is an important part of managing the employer 
engagement process.  
 
Then as it particularly relates to customize employment, these are things that we found that employers 
are more likely to say yes to, when we can free staff up to concentrate on other kind of essential tasks, 
or we can improve their customer service, or help them clear up a backlog.  So that's also something to 
always be keeping in mind when we're out doing informational interviews, and learning about employer 
needs. 
 
And with employers that you do have a good relationship with, this is one of the things that they tend to 
think, is that you're helping me to make my life easier.  You know about my labor needs, you're 
providing people in here who can do the essential job tasks that need to be done.  You're somebody 
who doesn't charge like other employment agencies might, other staffing agencies might.  And those are 
all ways that you can make their life easier, and a reason why they might want to work with you on an 
ongoing basis.  And I think that's the gold standard for good employer engagement, is that you develop 
a strong, ongoing relationship with not all of your employers, but as many as is possible.  And we think 
that that whole approach of learning about their labor needs before you make any sort of presentation, 
or share any specific information about some of the job candidates that you work with goes along with 
this marketing maxim. 
 
So it's better to find out what they need or want, and then match to that, them to come in and say, hey, 
I got something that I want to offer you.  I see that mistake being made, particularly with new, 
inexperienced employment specialists; they come in, they say, "I've got somebody who I think will be a 



really good employee here."  They say that when, in fact, they haven't asked the employer any questions 
yet.  And that usually can make an employer dubious.  You know, how do you know that this person's 
going to be good to work here?  Even if it's a grocery store where the jobs are pretty obvious, whether it 
be bagging or stocking.  Everybody knows what people do at a grocery store, right?  But that doesn't 
mean you really know whether somebody's going to fit in well at that particular grocery store.  That's 
where the culture of that particular company, what, exactly, they look for in their employees, how 
flexible or how strict they are with the set tasks that they require of the people in the different positions 
-- those are all reasons why you really want to use this maxim.  You want to learn first and find out their 
needs, and then bring that information back and then match to not only some of the folks that are on 
your caseloads, but match you to the services that they may find to be beneficial. 
 
So again, this presentation was meant to kind of address managing the employer engagement process, 
so it's meant for employment staff and how, if you are employment staff, how you might best be 
supported to get better in your job over time, and develop stronger, richer relationships with local 
employers.  Again, if you are a person that's listening to this webinar and you are supervising others, 
these are hopefully some good ways that you can not only train, but develop your particular staff.  And 
that tracking of how many contacts and informational interviews, how many lead to presentations, and 
how many of those presentations lead to yesses and no's, that gives you really good information in 
terms of where might the employment specialist be getting stuck in that process with employers, and 
helping them with their techniques, and providing, again, that real-time support out in the community, 
rather than the more artificial ways that we tend to try to train employment specialists through things 
like webinars and face-to-face classroom training.  They learn best, they develop the skills and the habits 
out there when they're actually working with employers. 
 
So with that in mind, this is a suggested way that you could kind of put an employer engagement plan 
together.  We think it starts with, assess the current number and type of employers with whom your 
organization has a long-term working relationship.  And I would define that long-term working 
relationship as one where you may have worked with that employer with several job candidates or 
employees.  You may have worked with that employer in some combination of maybe doing some 
discovering assessment at the employer's site, as well as maybe some placements at an employer site.  
So anytime you've kind of interacted and engaged with those employers multiple times, I would 
consider that a definition of a longer-term working relationship. 
 
So who are those employers?  Who do you have in your stable, in your list of customers that you can 
access on behalf of your job seekers?  And that's your starting point.  And then your goal is, how much 
can you and do you want to expand that employer base of customers that you work with?  So then 
that's where you want to establish a process and assist them for tracking to that process.  And I gave you 
a process that you could track too; you don't have to use that, maybe you have your own.  But what I 
think is important is that you break it down.  You don't just always ask employment specialists, have you 
got a placement?  You don't want them focusing on the outcome, you want to focus on the process that 
would lead to those outcomes.  And it's helping them improve in the process that we think is the best 
way to get more and better outcomes on the back side of that process. 
 
So what's your process, and how do you track it?  If anybody's interested in a tracking tool, I do have an 
Excel spreadsheet and a sample of an Excel spreadsheet that I would be willing to share.  You can use 
that to kind of track how many contacts an employment specialist makes, and then what happens with 
those contacts over time. And again, I'd be happy to share those tools with you.  And with all of these 
requests, again, I'll have my contact information provided at the end here.  Don't just say that you want 



me to send you general information or tools.  Be very specific about the tools that you want to have, 
either related to the informational interview or related to tracking.  So if I get a specific request for any 
of these tools, I'll be more than happy to respond to that email and send those tools to you.  And again, 
if you have any questions about any of that, I want to be available to you as a resource.  So please 
consider that. 
 
So again, what is your process and how do you track it?  Defining the services that you have to offer, 
that's another resource that I offered you and would be willing to share with you.  But I think whatever -
- if you did get that tool, it's still important for you to take that think it through for yourselves, and your 
experiences with your employers.  What services have you been offering?  What services have they 
found to be beneficial?  But this resource I have could kind of guide some of that. 
 
And then develop a baseline of activity, setting employer engagement goals that are tied to specific job 
seeker outcomes.  Keeping in mind that employer engagement is used for both discovering assessment, 
as well as for job development.  So once you have that, okay, these are how many employers we already 
have a working relationship with, okay, what employers are you continuing to contact?  What is the 
status of those contacts?  And how many additional employers can you add to your customer base over 
time?  Eventually, what you might want to do is set goals around that for your organization, and for 
specific employment specialists.  Again, goals on the process, not necessarily goals on how many 
placements.  That's what I usually find, is that most programs have goals in terms of placements each 
year; but again, what are your goals related to the process to get those placements? 
 
So that's the presentation that I have.  Again, I wanted to try to keep this under an hour, and at this 
point, I believe we have about eight, ten minutes that we could use to see if you guys have any 
questions.  I work for an organization called TransCen, Incorporated.  We do have a lot of information 
and resources on our website, and would encourage you to go there.  I also provided my email address, 
and again, that would be the email address that I would suggest using if you would like to get some of 
these tools that I've talked about during my presentation today.  We think employer engagement is 
probably the key skillset that's needed to effectively grow your employment program, and make 
provider transformation where more and more folks are out working in the community rather than in 
segregated or sheltered work environments.  So we want to support that in any way we can. 
 
So with that, I'm going to turn it back to Devon and Michael, and see if there are any questions or 
comments from the webinar that we want to address before we adjourn. 
 
>> And we did have a couple of questions, Dale.  So one is, with the job development process, would 
you recommend going through the entire process, especially the informational interview, before using 
the employer as a work-based assessment site or work-based learning experience?  In other words, a 
site to do an assessment often leads to future job placements. 
 
>> Yeah.  That's a great question.  And I have pretty strong feelings about it.  I feel that that job 
development process is an important one, even for those preliminary steps that you might take with an 
employer, because the employers find the services that you offer through a work experience, or a 
community-based assessment, or even a job shadow or a work site tour -- those are all services that 
employers find to be of benefit, not just to your job seeker, but to them.  Because what you're doing is, 
you're bringing potential job candidates by their particular business.  And they like that.  And when you 
even go further and actually have them assess, or just even have a work experience at that employer 
site, both parties get to try this out.  Both parties get to see.  By "both parties," I mean the job candidate 



that you have in mind, and the employer.  And being honest and saying, you know, "I know that the 
person's good at these tasks, but these additional tasks that you need done here I really need to see 
how the person's going to perform before I want to recommend them to be on your payroll."  So I think 
yes, you go through the contact, the informational interview, and you present those work experiences 
as a service to that employer, and that is actually a [INAUDIBLE] that you're asking of that employer; can 
I bring this person in, yes or no?  If they say, "Yes," you've negotiated a type of placement, not a 
permanent placement, but a type of placement that benefits both the employer and the job seeker.  
And your employment staff should consider that to be successful employer engagement.  But that job 
development process should apply no matter what it is you're asking of that employer, especially if you 
look at it as I'm not just helping my job seeker, here.  You're not doing me and the job seeker a favor.  
I'm really providing you a service, because we're assessing to your particular company.  So even when it 
doesn't work out, you've actually provided a valuable service to that employer, because they got to try 
it, and you didn't have to go through that process of taking them back off of their payroll because it's 
not a good fit. 
 
>> Okay, great.  Another question that came in: What do you recommend doing when an employer 
wants to rush the process, especially if they are short-staffed?  And this particular question, that the 
person asking the question said, "We recently had a hotel manager needing housekeeping staff and 
wanted to rush things, and was not interested in us taking the time to do job analysis." 
 
>> Yeah, I think that's another really good question, and it really tells you kind of the state of some of 
the employers that we have in terms of this current labor market.  So I don't think you're doing them a 
favor by rushing it, even if they want to rush it.  But having said that, I do think you can get through the 
process quickly.  So I think there is a difference between skipping steps in the process, and moving the 
process along fast.  So what am I really saying?  I'm saying that if you go in there, and they don't want 
you to take the time to do a job analysis, you really have to sell that.  You don't want to put somebody in 
there that's not a good match; it's not good for your service, it's not good for the people that you 
represent.  And it ultimately won't be good for that employer, even if they want you to go ahead and 
just give them some names that they can interview for a job.  The analysis is important.  The match and 
the fit are something that I think we need to stand by.  But you can do all of it in a day.  I think you could 
make it clear; you don't need a lot of time to do the analysis.  You just need time to get that done.  You 
need time to go back and make sure it's a good fit, and that doesn't mean that it needs to take a week, 
two weeks, three weeks.  You can get through the process in a few days.  So I think you need to stick to 
your guns, but if they feel that way, just move 'em fast.  Move through the process as quick as possible. 
 
>> Okay, one final question: For an agency beginning this process, what type of employee structure 
staffing would you recommend, like, directors, managers, specialist, coaches?  Someone -- do you 
suggest someone just designate it to make contacts with employers, employment specialists?  Job 
coaches?  What design do you feel works best? 
 
>> That's another really good question.  And particularly as organizations go through things like provider 
transformation, where they're restructuring their staff, this becomes even more important.  And you 
know what?  There's two schools of thought, and this isn't going to be satisfying to the person who asks 
the question, but it's a "depends."  But the two that I see is, they create a specialist position for job 
development.  That would usually be somebody that's a little more comfortable, maybe a little more 
experienced with the whole contacting, doing information, presenting and negotiating those services 
that they want to offer, and then using coaches for going in to do some of the discovery and assessment 
at the employer sites, and doing the coaching at the back end of those placements.  Then others have 



gone to a more generalist -- so that's a specialist's approach.  And then a generalist's approach is, 
everybody should be engaged in all aspects of discovery assessment, job development and job coaching.  
I figure if it's a new program and you have lots of resources for training, I think you could look at -- well, 
you could still look at both of those models.  But you would train to whichever model you pick; I think 
that's the important part, is that you manage expectations and you track performance based on 
whether you're using the generalist or the specialist model.  I know I'm kind of giving a general sort of 
answer to this, but I will also make this statement; that job development is not for everybody.  I think 
there is an element of being able to be assertive -- you need to manage the job development process.   
A good example is the question right before this.  You've got to be able to kind of negotiate your ability 
to be able to do the job analysis.  You've got to kind of think on your feet, and again, be clear about 
what you're after, and ask for that of the employer.  And that's not for everybody.  Not everybody 
enjoys trying to manage those types of situations that need to be managed that make it best for your 
organization, your job seekers and the employer.  So what I'm really saying there is, personality does 
matter.  And if you have a staffing where certain personalities shine in the job development role, you 
might want to go the specialist route. 
 
And by the way, whoever asked that, if you do want to talk about that some more, I'd be happy to do 
that, because I think that is kind of key, how you set up your employment staff.  So I would be willing to 
kind of do a little email or a conversation about that for somebody that has an interest on drilling down 
on this issue, because it's kind of hard to answer real quickly like this. 
 
>> Great.  Well thanks, Dale and Devon.  I don't know if you have any final comments as we wrap up 
today's webinar? 
 
>> No, I was just going to thank Dale.  And thanks, everybody for joining a day early.  I'll mention next 
month we'll back on track with our regular Tuesday webinar, July 25th, that topic will be "Benefits 
Planning."  Then we'll wrap up the series August 22nd, with the topic of mental health.  So thank you 
everybody. 
 
>> Great.  Thank you.  Have a great rest of the day.  Take care. 
 
>> Bye everybody, take care. 


