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Abstract.
The Green Jobs Training Program, a collaboration between Queens Botanical Garden and LaGuardia Community College with support from the Port Authority of NY & NJ, is a free training curriculum targeting unemployed and underemployed New Yorkers for careers in Waste Management, Sustainable Landscape Design & Maintenance, and Green Cleaning & Housekeeping. The program helps participants develop job readiness skills, prepares them to apply for green jobs, and connects them with employers and companies that have or want to develop a green focus. The primary obstacle to the success of the program is participant retention, which precludes successful program completion and job placement. This obstacle has been addressed by incorporating strategies of (1) “achievability”: the steady communication of clear and achievable outcomes to all program participants and (2) “workability”: development of a program structure that is concise, directed and workable for a variety of personal schedules. 
College completion obstacle addressed.
The primary obstacle to the success of the program is participant retention, which would preclude successful program completion and job placement. 

On one level, the length and requisite commitment of most certificate or other programs conflict with the personal and/or financial circumstances of program participants. For those who are unemployed or underemployed and lack the resources to support this commitment, participation in the program represents a substantial sacrifice of time and money or forfeiture of other competing opportunities. 

Amplifying this personal cost is the perceived ambiguity of successful outcomes upon completion of the program. Specifically, students are uncertain about their job placement prospects and/or experience a disconnect between the skills being introduced to them and their relevance to employment practice. The lack of clear rewards or positive outcomes can deter students from committing to the program and can make it difficult for students to balance the required commitment to the program against other conflicting responsibilities and opportunities. In response, transparency of anticipated program outcomes was established and emphasized from the outset. These goals must be communicated steadily throughout the course of the program and relate directly to both the educational and practical application phases of the curriculum. 
The basis for our strategy.
The program was developed at the intersection of two strategies: “workability” and “achievability.”

“Workability” refers to scheduling and organizing program length and components so that students – most of whom lack the flexibility to attend a training program without sacrifice of resources that are already stretched or scarce – can attend all training components and pick up the skills they need to get their foot in the door of green employment. The Green Jobs Training Program runs for two weeks and is divided into two modules – classroom-based instruction and practical application. The comparatively short length of the program promotes a higher retention rate – the lesser the time commitment, the greater the chance that students will be available. The concentrated and intensive nature of the program is also a deterrent to missing class. Failure to attend even one day is equivalent to missing a large proportion of the program. 

“Achievability” is manifested in the goal-oriented elements of the program structure that are designed to promote successful program completion and subsequent job placement. The premise behind this strategy is that the breakdown of program requirements into discreet sections or tasks linked consistently and observably to larger program goals motivates students to remain in and complete the program. The transparent and informative initial recruitment process ensures that students are aware of program outcomes (i.e., job placement) from the outset, which also establishes a baseline of motivation. From the beginning, students are made aware that the curriculum is aligned with industry needs and, therefore, specific job outcomes. The interactive curriculum, which combines classroom study, group work, hands-on practical application, guest lectures from potential employers, and field trips, engages and motivates students; more importantly, it breaks up activities into modules that are distinct enough from each other to clarify how each module exercises different skills and fluencies toward the outcome of job placement.  

A history of how our strategy was developed.

Our small team, limited resources, and initial training goals compelled us to run this program as an intensive training program. 

Our team –LaGuardia Community College (LaGCC) and Queens Botanical Garden (QBG) – leveraged our respective areas of expertise to develop an effective program. LaGCC, which has a distinguished record in serving the community and fostering economic growth, contributed expertise in workforce development while QBG provided structure and insights on curriculum and hands-on learning/practical application methodologies. 

Precedents drawn from LaGCC’s experience implementing other workforce development programs and applied to this program included hosting information sessions and applying a tiered selection process in recruitment. These pre-program approaches allow people unsuited for the program to self-select out.

Program development was also informed by well-known management strategy S.M.A.R.T., which assists individuals in setting and meeting performance or personal objectives. S.M.A.R.T. stands for Specific, Measurable, Attainable, Realistic and Time-scaled. An objective that follows S.M.A.R.T. is more likely to succeed because it is clear (specific) so you know what constitutes success. Green Jobs defines success as program completion leading to successful job placement, which can be reliably measured (Measurable). When goals are well defined, the process in which participants meet that goal become clearer. Green Jobs further assists its students in this point by separating the program into discreet, achievable modules (Attainable). To be realistic, a goal must represent an object toward which one is both willing and able to work. Recognizing the personal difficulties of many potential students in scheduling this short-term commitment, Green Jobs was structured to deliver intensive training within a relatively short time frame for an audience that urgently needs employment (Realistic). Without this time frame, urgency to achieve dissipates. By anchoring the program in a time frame considerate of students’ needs, the goals become achievable (Time-scaled). 

How we measure our outcomes.
We measure the success of our program by tracking our retention rates and job placement rates for each cohort. 
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