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Introduction and Purpose
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We have come together as Leaders because we recognize that our 
organizations all draw from a single labor pool.  As Leaders, we accept 
the responsibility to build and strengthen the West Michigan Pipeline 
of Health Care Workers.  This paper contains our recommendations for 
our work together to accomplish that objective.

The purpose of this strategy and position paper is to identify the most 
critical health care workforce needs, establish specific strategies and 
recommendations to address these needs and provide guidance as 
well as resources to support these critical strategies.  

We expect that this document will act as a blueprint going forward to 
help create and sustain a viable pipeline of labor for West Michigan 
Health Care employers.
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Health Care Employer Council Leadership

We are committed to pursuing the strategies and 
recommendations contained in the following pages. We urge 
you to join us in this effort.

ïTom Karel ς{ŀƛƴǘ aŀǊȅΩǎ ςChairperson

ïChuck Kohlruss ςHolland Hospital

ïPhillip Weaver ςHope Network

ïVicky Hilliard ςMercy Health Partners

ïFloyd Wilson ςMetro Health

ïCrystal January-Craft ςSpectrum Health

ïDoug Himmelein ςHolland Home

10.24.2010 Health Care Employers Council Position Paper-Version VII Page 5



Health Care Employers Council Membership Page
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Mission Statement

Collectively act as caretakers of the West Michigan 
health care labor shed.  We all draw from the same 
pool of workers, therefore we must all work together 
to build the quantity and quality of workers in the 
pool.  To act as joint caretakers we must forecast 
needs, communicate our requirements, solve 
regional problems, and work collaboratively with our 
talent supply-side partners to improve our workforce 
and education systems.
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Vision Statement

Create an adequate pipeline of Qualified, 
Competent and Compassionate Health Care 
workers to meet the needs of the Region for 
the next 15 years.
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Key Strategies

The Council has determined that all of its key 
strategies fall into one or more of the 
following:

ïWorkforce Planning

ïTalent Acquisition

ïTalent Development

ïTalent Retention
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Key Strategies

WORKFORCE PLANNING:Create a workforce 
planning system that can be used by 
employers individually and collectively to plan 
our talent needs on an occupation-by-
occupation basis. Aggregate the plans of 
major employers in the region so that our 
supply-side partners have an accurate forecast 
of the workforce needs for our region.
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Key Strategies

TALENT ACQUISITION: Improve public and 
private systems to increase the quality and 
availability of talent for our members. 
Increase the number of applicants that have 
completed the career coaching process and 
improve the balance of supply and demand 
for all occupational categories (ONET codes).
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Key Strategies

TALENT DEVELOPMENT:Improve public and 
private systems that support talent 
development of our current employees. 
Improve our ability to diagnose specific 
training needs by increased use of the 
competency models based on the ONET 
Content Model. Increase the availability of on-
demand targeted training to address specific 
skills gaps.
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Key Strategies

TALENT RETENTION:Improve talent retention 
for our members and our region by organizing 
programs to support low-wage workers and by 
increased support for mentoring programs.
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Strategic Methodology

The Health Care Employers Council is an organization composed of the 
health care employers in a 12 county region in West Michigan.  We intend 
to meet our mission through the implementation of four key strategies 
that are designed to drive systemic change and a return on investment 
from the projects that support these strategies.  The Council will 
collaborate with leaders of K-12 schools, postsecondary institutions, and 
workforce development organizations to improve the talent development 
systems in our region. Specifically, the council has published a position 
paper and hosted public discussions of that paper. We will publish annual 
updates to the paper, continue hosting public discussions, and engage 
with our supply-side partners to seek funding and make progress on the 
issues identified in our position paper.
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Background
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We recognize there are multiple groups of people doing 
excellent  work on behalf of the Health Care Workforce.  We also 
recognize that these efforts have not been coordinated on a 
regional basis to optimize their impact and effectiveness.  Our 
hope is that, with this paper and through the collaboration of 
the Health Care Employers that constitute the membership of 
the Health Care Employers Council, we can support, encourage, 
and improve the effectiveness of these various teams.

The Health Care industry needs to design and implement human 
capital asset talent supply chain management practices on a 
regional basis.



Health Care Employers Council Mandate

ÅEndorse policies and prioritize initiatives

ÅCollect and analyze data to improve the health care 
employment system

ÅProvide guidance to workforce development partners 
to attract talent to health care

ÅIdentify short and long term needs

ÅEstablish work groups to develop initiatives

ÅCommunicate with partners on relevant issues and 
status of projects
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Workforce Development Model
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Classic Workforce Development refers to three 
major sectors:

ïEmerging

ïTransitional

ïIncumbent

The following model illustrates the supply and 
demand balance that needs to be achieved in 
the West Michigan health care employee 
pipeline.
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Emerging Workforce

(K-12 and Colleges)

Transitional Workforce

(MWAs and Agencies)

Incumbent Workforce

(Employers)

Employers

(Acute, Long-Term, Home)

DemandSupply



Health Care Employers Council
The Health Care Employers Council has met over the last 3 years and has studied 
and prioritized the issues most relevant to locating and attracting competent, 
qualified and compassionate health care workers.  As a result of this investment of 
time and energy, the Council has set some clear priorities for itself and for its 
regional workforce development partners:

1. Health Care Career Coaching Curriculum and Training so that more Coaches are 
available and more health care workers can be coached.

2. Health Care Workforce Development Tools will continue to be updated and 
refreshed, e.g.  West Michigan Health Care Hot 50, list of health care educational 
programs in the region.

3. Health Care Workforce Planning and Forecasting System to plan for appropriate 
quantities of workers in the right occupations at the right time.

4. Regional Health Care Career Website ςSocial networking site for a broad range of 
audiences.

5. Health Care Employers Council ςGrow the Council, increase engagement and 
develop funding streams to continue to work on Health Care workforce 
development issues.

6. Health Care Education System Development Projects ςContinue to study high 
demand health care occupations using LEAN tools for insights into ensuring an 
adequate pipeline of qualified, competent and compassionate workers.

7. Literacy, Language and Multicultural Activities
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Health Care Work Force Development System 
Initiatives

The work of the Council has led to the following 9 Initiatives directing its 
work going forward:

1. Health Care Workforce Labor Planning/Forecasting Model

2. Health Care Employers Council Funding and Sustainability

3. Health Care Education System ςOccupational Stakeholder Groups

4. Health Care WF Development Tools - i.e. West Michigan Health Care 
άIƻǘ рлέ tǊƻƧŜŎǘ ϧ /ŀǊŜŜǊ [ŀŘŘŜǊǎ

5. Health Care Career Coaching for Incumbent Workers

6. Training for Certified Health Care Career Coaches

7. Health Care Careers Website

8. The OPEN Program for retention(developed by the Health Field 
Collaborative)

9. Health Care Employee Literacy, Language and Multicultural Programs
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Health Care Work Force Development System 
Initiatives

Initiative 1ςHealth Care Workforce Labor Planning/Forecasting Model

Objective: Develop & Implement a Regionally-Oriented Labor 
Planning/Forecasting Model for Health Care Occupations

Tasks:

In order to plan most effectively for meeting future health care workforce needs in 
the region, the employer, education and workforce sectors agree that accurate, 
timely regional occupational forecasts are essential to plan for and allocate 
resources most efficiently. Recent experience strongly suggests that current 
ŦƻǊŜŎŀǎǘƛƴƎ ƴŀǘƛƻƴŀƭ ŀƴŘ ǎǘŀǘŜ ƳŜŎƘŀƴƛǎƳǎ ǳǎƛƴƎ άƻƭŘŜǊέ Řŀǘŀ Ŏŀƴ ǳƴŘŜǊ ƻǊ ƻǾŜǊ-
estimate the future needs for specific occupations in a region, thereby leading to 
misapplication of resources in preparing the health care workforce. One purpose 
of this project is to identify an existing system that can be purchased and used by 
the members to more accurately estimate the future workforce needs for specific 
health care occupations in the region. Information shared by employers will assist 
educators in their course offerings.
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Health Care Work Force Development System 
Initiatives

Initiative 2 ςHealth Care Employers Council Funding Committee and 
Sustainability

Objective : Collaborate regionally to develop strategies and an organized 
generic grant submission process to financially support health care 
workforce development initiatives that have been identified as priorities 
by the Health Care Employers Council.

Tasks:
ï Identify funding opportunities and strategies that support the mission of the Council and the 

workforce development priorities. 

ï Make recommendations Health Care Employers Council on the funding opportunities and strategies 
that should be pursued.

ï Prepare applications or proposals for the funding opportunities and strategies, including use of the 
άƎŜƴŜǊƛŎέ ƳŀǘŜǊƛŀƭ ǇǊŜǾƛƻǳǎƭȅ ŘŜǾŜƭƻǇŜŘΣ ƛŘŜƴǘƛŦƛŎŀǘƛƻƴ ƻŦ ŀ ŦƛŘǳŎƛŀǊȅ ŦƻǊ ǘƘŜ ǇǊƻƧŜŎǘΣ ǎǘŀƪŜƘƻƭŘŜǊ 
roles in particular proposals, outcomes to be achieved, budgets for the proposals and other 
assistance, as needed, in final proposal preparation.

ï Recruit new member organizations to the Council resulting in membership representing at least 75% 
of all regional Health Care workers.

ï Ensure there is regular and clear communication with participating organizations and others 
interested in health care workforce development activities.
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Health Care Work Force Development System 
Initiatives

Initiative 3 ςHealth Care Education System

Objective: Create an adequate pipeline of Qualified, Competent and 
Compassionate Health Care workers to meet the needs of the Region for 
the next 15 years.

Tasks:

Identify through the Council members the highest growth/highest need 
Health Care Occupations in the Region.  Use LEAN Techniques to evaluate 
the major issues across multiple occupations, multiple health care 
organizations and multiple educational institutions.  Use systemic thinking 
and tools to create more effective and efficient methods to educate 
Health Care workers to a Journeyman or Fully Proficient Worker and 
increase the capacity to matriculate the required Health Care workers. 
These occupations may be in clinical or non-clinical areas.
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Health Care Work Force Development System 
Initiatives

Initiative 4 ςHealth Care Workforce Development Tools 

Objective:  Continue to develop relevant and current workforce tools for 
use by members and by Career Coaches.  This includes projects such as 
theά²Ŝǎǘ aƛŎƘƛƎŀƴ IŜŀƭǘƘ /ŀǊŜ Iƻǘ рлέ tǊƻƧŜŎǘ ŀƴŘ  /ŀǊŜŜǊ [ŀŘŘŜǊǎ

Tasks:

Work with members, partners in the region and workforce groups to 
identify and produce data and workforce tools that will be useful in 
attracting, recruiting and educating talent for health care positions.  Tools 
will include:
ï Information on the health care system;

ï Suggested assessment instruments (from Health Career Coaching project);

ï Health care occupation information (e.g., hΩbŜǘ, occupational title crosswalks, career 
ladders/lattices, levels of needs, wage ranges, etc);

ï Identification of education and training programs for occupations in the health care 
sector; and

ï Identification of health care employers in West Central Michigan. 

ï Identification of needed educational programs not currently offered in West Michigan. 
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Health Care Work Force Development System 
Initiatives

Initiative 5 ςHealth Care Career Coaching for Incumbent Workers

Objective:  tǊƻǾƛŘŜ ǘƘŜ ǊŜǎƻǳǊŎŜǎ ǘƻ ŀƭƭƻǿ ŀƭƭ ƳŜƳōŜǊǎΩ ƛƴŎǳƳōŜƴǘ 
workers the access to the Health Care Career Coaching process resulting in 
a Health Care Career Portfolio.

Tasks:
ïLocate funding that will enable member organizations to provide Health Care Career 
Coaching to its workers.  This is particularly needed for entry to mid level workers who 
are seeking to educate and improve themselves in order to increase their skills, value to 
the organization and their earning potential.  This creates upward mobility and opens 
additional entry level positions for qualified candidates.

ïIdentify and organize sufficient Career Coaches that are Certified and Qualified to 
administer Career Coaching to allow Health Care Incumbent workers to secure their 
Health Care Career Portfolio as defined by the Employers Council.

ïDevelop the Measurements and Metrics to track and report results to the Council and 
the labor market at large.
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Health Care Work Force Development System 
Initiatives

Initiative 6 ςTraining for Certified Health Care Career Coaches

Objective: Create access to partners in the region that will develop and 
deliver the curriculum that will train sufficient Career Coaches to provide 
the capacity for the Health Care Employers Council to strongly recommend 
all candidates for their position openings hold Health Care Career 
Portfolios. 

Tasks:
ïWork with member organizations to determine the annual need for Incumbent Career 
Coaching

ïUsing Job Planning and Forecasting data, forecast the number of potential job 
openings in the region over the next three years

ïForecast the total regional needs for Certified Career Coaches to support the 
incumbent and application candidates with Health Care Career Portfolios.

ïWork with regional partners to ensure a sufficient number of Certified Health Care 
Career Coaches are trained and available
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Health Care Work Force Development System 
Initiatives

Initiative 7 ςHealth Care Careers Website

Objective: Create a Health Care Career web site that provides information and 
services to a broad range of audiences.  Use the tool to empower people 
interested in or already serving in health care jobs and professions to find success 
along a path through education to employment in the West Michigan region.  
Allow the member organizations to use the site as a tool to attract and recruit 
talent to health care using a contemporary social networking website application 
designed to reach the key target audiences.

Tasks:
ïWork with Members to determine the actual functional requirements for such a 
system.

ïWork with other regional Industry Employer Councils to explore the development and 
use of a common IT engine to deliver these capabilities.

ïWork with Talent 2025 to further define the regional benefits

ïDevelop a funding prospectus and begin developing sources of funds for the 
development and installation of the website

10.24.2010
Health Care Employers Council Position 

Paper-Version VII
Page 29



Health Care Work Force Development System 
Initiatives

Initiative 8 ςHealth Field Collaborative Employer and Employee Program

Objective: Determine ways to partner with the Health Field Collaborative 
and provide access to their programs to members of the Health Care 
Employers Council.

Background:

The Health Field Collaborative (HFC), in existence since 2002, is comprised 
of health care employers, workforce development organizations, 
educational institutions, government and nonprofit entities and is 
regionally operating in the Greater Grand Rapids area and the Lakeshore 
counties of Ottawa and Muskegon.  
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Health Care Work Force Development System 
Initiatives

Initiative 9 ςHealth Care Employee Literacy, Language and Multicultural 
Programs.

Objective: There are over 2 million working age Michigan citizens with at 
least one of three educational barriers.  These barriers can prevent 
ŜƳǇƭƻȅƳŜƴǘΣ ōǳǘ Ŏŀƴ ŀƭǎƻ ƘŀƳǇŜǊ ŀ ǇŜǊǎƻƴΩǎ ŀōƛƭƛǘȅ ǘƻ ǇǊƻƎǊŜǎǎ ǘƻ ƘƛƎƘŜǊ 
level positions and a rewarding career.  Develop formal programs within 
the member organizations to provide literacy, language and multicultural 
awareness that will promote the education and advancement of 
individuals with one or more of these educational barriers.

Tasks:
ïWork with area partners such as Goodwill, The Literacy Center and other such 
agencies to develop and provide formalized programs for member organizations where 
the need exists.

ïBring awareness and access to member organizations where needed.
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Health Care Work Force Development System
Description of Partners

Å Private Staffing and Recruiting Agencies Dedicated to Placing Health Care 
Workers

Å Talent 2025 Initiatives and Infrastructure

Å Other agencies and organizations providing a pool of talented potential 
Health Care employees.

Å Educational Institutions providing Health Care Occupational Curriculums

Å All Health Care Employers

Å Regional MichiganWorks! Agencies

Å Alliance for Health (administration for the SSA and Fiduciary for the HCEC)
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Health Care Employers Council 
Immediate Recommendations

Å Establish a standardized Career Coaching program by collaborating 
with educational and Michigan Works! partners to make this a 
reality across the region. Secure policy and funding support so that 
this program and its related credentials are offered to displaced 
workers, health care incumbent workers and traditional students.

Å Expand council membership to at least 75% representation of the 
healthcare workforce.

Å Define and implement sustainable funding for our work through 
council sponsorship fees and grants.

Å Partner with an organization that can provide the administrative 
and staffing support to accomplish the objectives of the Council

ÅOrganize a funding committee to manage the pursuit of grants.
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Health Care Employers Council Position Paper
¢ƻ 5ƻΩǎ ŀƴŘ bŜȄǘ {ǘŜǇǎ

ÅPublish this report and send it to all of our workforce 
development partners in the region.

ÅShare resources, conclusions and recommendations with the 
five participating Michigan Works! Agencies and their 
Workforce Boards including:
ïThe July 2009 Employers Council Report
ïDetailed information on National Best-in-Class practices (SkillsNow!) 
ï Information on the infrastructure already in place to serve employers

Å Identify other private employee placement agencies and 
education partners and share this report and detailed 
information on National Best-in-Class practices with them.

ÅHave all current members and new members when joining 
sign in agreement to this position paper
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APPENDICES
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Health Care Employers Council 
Immediate Recommendations

wŜǉǳƛǊŜ ƻǊ άƘƛƎƘƭȅ ǊŜŎƻƳƳŜƴŘέ ǘƘŀǘ ŀƭƭ Ƨƻō ŀǇǇƭƛŎŀƴǘǎ ƘŀǾŜ ŀ ²Ŝǎǘ 
Michigan Health Care Employer Council endorsed career portfolio that 
includes:
Å National Career Readiness Certificate (NCRC)

Å Reading for Information

Å Applied Mathematics

Å Locating Information

Å Personal Skills Assessments 

Å Talent

Å Fit  and Interest

Å Certificate of Completion from a structured four-step coaching process that includes:

Å Self Awareness

Å Career Option Exploration

Å Career Decision Making

Å Action Planning

Å Resume, references, and referral letters

Å Certificates, Licenses or Degrees

Å Education/Career Plan
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The Give and Take

ÅRequire or request the Career Portfolio from every one in the 
Supply Chain.

ÅMichiganWorks! Agencies

ÅRecruiting agencies

ÅStaffing agencies

ÅEveryone who walks in the door

ÅProvide a face-to-face interview to every one that has earned 
a Career Portfolio (for larger employers).

ÅCommit to a face-to-face interview

ÅAn interview that generally lasts 30 - 60 minutes
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Health Care Employers Council 
Ask and Letter of Commitment

Å¢ƘŜ ǎǇŜŎƛŦƛŎ ά!ǎƪέ ŦƻǊ ŜŀŎƘ 9ƳǇƭƻȅŜǊ /ƻǳƴŎƛƭ aŜƳōŜǊ ǎƘƻǳƭŘ 
include:
ïCommit to the principles and priorities outlined in the Employer 

Council Prospectus and the Employer Council Position Paper.

ïCommit to require that all placements from public and private 
agencies must have a complete Career Portfolio.

ïCommit to track and report placement and retention of health care 
workers so that we can calculate the ROI.

ïCommit to a sponsorship fee structure that will enable the Health Care 
Employers Council to sustain itself.  Seek alternate funding sources to 
support the highest priority projects
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Voting Comparison
Health Care Employers Council and RSA Strategy 

Session
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Health Care Cost Trends
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Health Care Costs Trends
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Health Care Organization Risk
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Health Care Educational Pipeline Process
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Workforce Development Strategy Map
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Overall Coaching and Assessment Process
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Four Step Career Coaching Process
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