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Michigan NCRC Advocates 
2008 Statement of Work (SOW) 

January 9, 2008 
 
January 9th the Michigan NCRC Advocates board agreed to: 1) merge the activities in all 
WIRED regions, 2) reorganize the board to include the leadership of all six regional 
implementation teams, and 3) adopt this SOW as our state-wide SOW for 2008. 
 
The theme for 2008 can be summarized as ñPursuing the Tipping Point.ò We have made 
good progress to date, but, in 2008 we need to work smart and work hard to achieve 
success in approaching the tipping point to ensure that we ultimately achieve 
sustainability. This drives us to look beyond our individual regions to ensure that state-
wide systems align with and support the NCRC. We will work with the other WIRED 
regions and partners across the state. We also need to expand upon our work with our 
national partners, ACT, KeyTrain and CAEL to drive nation-wide recognition of the 
NCRC to make it even more valuable as an economic development tool. 
 
We will use the John Kotter framework for leading change. This eight-step process was 
first published in 1995 in the article Leading Change: Why Transformation Efforts Fail in 
Harvard Business Review. Then, the framework was further detailed in his bestselling 
book Leading Change published in 1996. Finally, the model was illustrated as a fable in 
the book Our Iceberg is Melting in 2005. Following is a brief summary of that framework. 
 

The Eight Step Process of Successful Change: 

SET THE STAGE 

1. Create a sense of urgency. ï Help others see the need for change and the 
importance of acting immediately. 

2. Pull together the guiding team. ï Make sure there is a powerful group guiding 
the change ï one with leadership skills, credibility, communications ability, 
authority, analytical skills, and a sense of urgency. 

DECIDE WHAT TO DO 

3. Develop the change vision and strategy. ï Clarify how the future will be 
different from the past and how you can make that future a reality. 

MAKE IT HAPPEN 

4. Communicate for understanding and buy-in. ï Make sure as many others as 
possible understand and accept the vision and the strategy. 

5. Empower others to act. ï Remove as many barriers as possible so that those 
who want to make the vision a reality can do so. 

6. Produce short-term wins. ï Create some visible unambiguous successes as 
soon as possible. 

7. Donôt let up. ï Press harder and faster after the first successes. Be relentless 
with initiating change after change until the vision is a reality. 

MAKE IT STICK 

8. Create a new culture. ï Hold on to the new ways of behaving, and make sure 
they succeed until they have become strong enough to replace old traditions. 
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Brief overview of our supply and demand activities: 

 

EMERGING WORKFORCE 

K-12 Systems 

Supply ï Number of students who take the third test and the number of students 
that earn certificates (bronze, silver, and gold) 

Demand ï Number of LOCs documented by signing up the schools as employers 
and by engaging employers that participate in Educational Advisory Groups 

Colleges and Universities 

 Supply ï Number of students that earn a certificate 

 Demand ï Number of programs that require a certificate as a prerequisite 

TRANSITIONAL WORKFORCE 

Michigan Works Agencies 

Supply ï Number of programs that support testing for certificates and the number 
of individuals that earn certificates. 

Demand ï The number of jobs posted on the Michigan Talent Bank that indicate 
a preference or requirement for a certificate or WorkKeys scores for RI, AM & LI. 

Employment Agencies 

Supply ï Number of individuals that earn a certificate 

Demand ï Number of customers (employers) that recognize certificates in hiring 
practices and the number of jobs that prefer or require a certificate 

Literacy and Adult Education Organizations 

Supply ï Number of individuals that earn a certificate  

Faith-based Organizations 

Supply ï Number of individuals that earn a certificate 

INCUMBENT WORKFORCE 

Employers 

Supply ï Number of incumbent workers that earn certificates and the number of 
workers that increase their scores (points on the 9 to 20 point scale) and/or 
increase their certificate level (from Bronze to Silver or Gold) 

Demand ï Number of jobs that recognize or require a certificate and the number 
of jobs that are part of a career ladder or career progression program. 

Chambers, WIBs, and Professional Societies 

Demand ï Chambers and professional society boards can be helpful to 
accelerate the stimulation of demand by approving resolutions that endorse the 
NCRC. This will also drive adoption by publicizing the NCRC within their 
memberships. Track the number of resolutions passed that endorse the NCRC 
and recommend employers to adopt the certificate. 
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Overview of Michigan Implementation Teams 

 

We will organize and develop leadership teams for six implementation teams to 
advocate and drive adoption of the NCRC throughout the state of Michigan. The six 
regions are: 

1. Southwest Michigan 

2. Southeast Michigan 

3. West Michigan 

4. Mid-Michigan 

5. North Michigan 

6. Upper Peninsula 
 
The implementation teams will work to accomplish three major goals: 

1. Number of certificates earned and issued (Bronze, Silver, Gold) 

2. Number of employers engaged (LOCs) 

3. Number of learning points increased (points on the 9 to 20 point scale) 

 
Each implementation team will have a three-person leadership team consisting of a 
chair, vice-chair, and a secretary. They will each also have eleven champions, one in 
each of the following areas to assist with: 1) planning and goal setting, 2) organizing and 
mobilizing supporting actions, and 3) driving action to achieve our state-wide goals: 

1. K-12 Systems (ISDs & RESDs) Champion 

2. College and University Champion 

3. Michigan Works Champion 

4. Employment Agencies Champion 

5. Employer Engagement Champion (LOCs and Incumbent goals) 

6. Chambers and Professional Associations Champion 

7. Literacy and Adult Education Champion 

8. Faith-based Organizations Champion 

9. Publicity and Public Relations Champion 

10. Funding Champion 

11. Economic Development Champion 

These fourteen roles in each of the six-regions will work together to drive adoption, track 
progress, and develop resources to achieve lasting change for our state. This state-wide 
effort will reinforce our West Michigan regional effort. Achievements at the state-wide 
level will also enable us to compete with other states for national rankings in workforce 
development and economic development contests. 
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Alignment of Actions around the Eight Step Change Process Framework: 

 

SET THE STAGE 

1. Create a sense of urgency. ï Help others see the need for change and the 
importance of acting immediately. 

Key actions: 

¶ Summarize Fixing the Leaky Pipeline: Why Adult Education and Skills 
Training Matters for Michiganôs Future. 

¶ Summarize the NAM Skills Gap report. 

¶ Summarize the SHRM and Conference Board report. 

¶ Develop and share a compelling presentation that articulates the urgency 
for Michigan to develop and inventory the skills of our workforce. 

¶ Characterize the NCRC to be at the intersection of corporate fiscal 
responsibility and corporate social responsibility. 

2. Pull together the guiding team. ï Make sure there is a powerful group guiding 
the change ï one with leadership skills, credibility, communications ability, 
authority, analytical skills, and a sense of urgency.  

Key actions: 

¶ Reorganize, expand, and strengthen the Michigan Career Readiness 
Certificate Advocates (MiCRCA) leadership team. 

¶ Organize and launch the six regional user groups under MiCRCA. 

¶ Develop the leadership teams for each group. 

¶ Develop the goal champions for each group. 

¶ Identify critical resources required for the new groups. 

DECIDE WHAT TO DO 

3. Develop the change vision and strategy. ï Clarify how the future will be 
different from the past and how you can make that future a reality.  

Key actions: 

¶ Develop a compelling PowerPoint slide that articulates and illustrates our 
vision of a universally recognized NCRC. 

¶ Develop and communicate the workforce application of the quality 
principle of managing the supply chain. Employers must set the 
requirements. Employers will get exactly what they require from suppliers. 

¶ Clarify the 20-year path that most states will take and show how Michigan 
can lead the way to enable and accelerate our economic recovery. 

MAKE IT HAPPEN 

4. Communicate for understanding and buy-in. ï Make sure as many others as 
possible understand and accept the vision and the strategy.  

Key actions: 

¶ Train user group leaders and champions to articulate the vision. 

¶ Train user group leaders and champions to drive action. 

¶ Track the number of resolutions passed by boards state-wide. 

¶ Track the adoption of the vision by recording LOCs state-wide. 

¶ Drive progress on all key metrics. 
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5. Empower others to act. ï Remove as many barriers as possible so that those 
who want to make the vision a reality can do so.  

Key actions: 

¶ Build and maintain a powerful website to provide all key resources to our 
user groups at no cost. Thereby enable viral marketing of the NCRC. 

¶ Create, collect and post effective presentations on the website. 

¶ Work with ACT and KeyTrain to improve their websites and to create 
highly effective business processes. 

¶ Advocate for strong attendance at the ACT National conference. 

¶ Design and host an outstanding 2008 Michigan WorkKeys conference. 

¶ Develop and document effective business processes for key activities 
such as generating and documenting employer demand with LOCs. 

6. Produce short-term wins. ï Create some visible unambiguous successes as 
soon as possible.  

Key actions: 

¶ Create a framework for reporting success stories that ensures they have 
solid content that is compelling evidence for stimulating additional 
employer engagement. 

¶ Set a quality standard for success stories so that all of the stories 
reported are valid and reliable information for employers. 

¶ Strengthen the results and improve the documentation of the 25 success 
stories developed in our West Michigan prototype. 

¶ Interview employers and publish 25 press releases by December 2008. 

¶ Work with user groups to document success stories all around the state. 

7. Donôt let up. ï Press harder and faster after the first successes. Be relentless 
with initiating change after change until the vision is a reality.  

Key actions: 

¶ Cost effectively create 25 more West Michigan success stories. 

¶ Work with user groups to create more success stories state-wide. 

¶ Create a special interest team to work on soft skills. 

¶ Create a special interest team to work on computer literacy. 

¶ Create a list of all K-12 ISDs and RESDs and track engagement. 

¶ Create a list of all colleges and universities and track engagement. 

¶ Create a list of all Chambers and track endorsements and engagement. 

¶ Create a list of all Michigan Works Agencies and track engagement. 

¶ Create a list of major employment agencies and track engagement. 

¶ Track employer engagement with LOCs and success stories. 

¶ Stimulate and track engagement of literacy and adult education. 

¶ Stimulate and track engagement of faith-based organizations. 

¶ Establish and energize resources to make West Michigan the number 
one region in the country in terms of: 1) certificates per capita, 2) rate of 
increasing the certificates per capita, 3) rate of increasing workforce skills 
levels on the 20 point scale, 4) level of employer engagement as 
documented by LOCs, and 5) level of employer engagement as 
documented by success stories. 

¶ Establish and energize resources to put Michigan on the path to become 
number one in the country on the same metrics. 
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MAKE IT STICK 

8. Create a new culture. ï Hold on to the new ways of behaving, and make sure 
they succeed until they have become strong enough to replace old traditions.  

Key actions: 

¶ Redefine a literate individual as an individual at the Bronze level. 

¶ Redefine a skilled worker as one at Silver level with occupational skills. 

¶ Redefine qualified applicant as one with an NCRC. 

¶ Majority of employers recognize and require NCRCs. 

¶ Majority of Chambers have endorsed the NCRC. 

¶ Majority of WIBs have endorsed the NCRC. 

¶ Economic development agencies are pushing for improved skill levels 
and using the NCRC database in their retention, expansion, and 
recruiting activities. 

¶ There is a constant flow of press releases documenting successes. 

¶ We have a national success story documented by the Council on 
Competitiveness that has been published in a prominent national 
newspaper. 

¶ Our story is televised on one of the prime-time national news programs. 

¶ Michigan Economic Development Corporation recognizes the contribution 
of WorkKeys in their activities and is encouraging other state agencies to 
accelerate adoption of the NCRC to gain further advantage for the state. 

 
Summary of key metrics for 2008: 

1. Certificates per capita ï total achieved as of 12/31/2008 

2. Rate of increasing the number of certificates per capita ï issued in 2008 

3. Increases in foundational skills on the 20-point scale 

4. Employer engagement based on LOCs 

5. Employer engagement based on published success stories 

6. K-12 systems (ISDs and RESDs) providing students with certificates 

7. Colleges and Universities recognizing and/or providing certificates 

8. Michigan Works Agencies with the NCRC integrated into at least one program 

9. Resolutions passed by various organizational boards 

10. Literacy organizations and adult education organizations issuing certificates 

11. Faith-based organizations issuing certificates 

12. Newspaper and magazine articles published 

13. Job postings and employment ads referencing the NCRC or WorkKeys 
 
Bill Guest 
President and Managing Director 
Metrics Reporting, Inc. 
bill.guest@metricsreporting.com 
616.430.0828 

mailto:bill.guest@metricsreporting.com
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Map of Implementation Team Regions for 2008 (2, 3, and 4 coincide with WIRED Regions): 

 
 
 

 
 
 
 
Cross-reference of implementation teams and counties: 

�‡  IT 1 �t 71, 72, 73, 74, 77, 78, 79, 80, 81 (9) 
�‡  IT 2 �t 63, 69, 70, 75, 76, 83, 83 (7) 
�‡  IT 3 �t 44, 50, 55, 56, 57, 58, 64, 65 (7) 
�‡  IT 4 �t 47, 48, 49, 53, 54, 55, 59, 60, 61, 62, 66, 67, 68 (13) 
�‡  IT 5 �t 16 to 43, 45, 46, 51, 52 (32) 
�‡  IT 6 �t 1 to 15 (15) 

 
 


