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he number one criterion — in fact, the
overriding criterion — that a location must meet to qualify for
an autormetive assambly plant is labor, Labor is the driving
factor when it comes to gualifying or eliminating geographi-
cal regions during a site location study for any type of a
major project that will hire large numbers of employees. For
an automaotive assembly plant, the second-most important
oritenon dunng a site location study is air guality attainment
status, and the third-rmost important coterion is competitor
avoedance; ie., not located within a defined distance of an
axisting competitor's automotive or truck assembly plant,
But the overriding factor is labor — if a location doesn't have
a sufficient labor pool to staff a plant, then it doesn't really
matter what eise it has,

But just what does “sufficient labor pool” mean? When a
company oF a site location consultant is evaluating labor
within a geographic region, there are many subfactors that
are identified and considered, typically in a very logical
sequenca, that will ether qualify or eliminate geographic
ragions within the search area. The following provides an
insight into some of the major subfactors and how they are
evakiated as a par of a site location study,

Work Force Density

The first subfactor that is most common relates to popu-
lation and work torce density. As a general rule of thumb,
the work force density should be at least 100 timas greater
than the nurmber of employees projected for the new auto-
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motive assembly plant; and in some regions, it may even be
defined by a higher ratio of up to 150 times greater than the
number of employees. The projected number of employees
is established based on a full buildout at the new location,
naot just the number of employees normally announced for
the initial phase of production, All automotive assembly
plants are designed and are planned for future expansions,

Automotive Site Guide [




Site selector
approved

ry

da.c

72
-
>,
=
D
i
—-—
o
=
O
e
e
<<
7]
-
. -
40
i
| =
O
o
=
=
Q.
Q.
-
w

jagaracana

NIAGARA

ECONOMIC DEVELDPMENT
CORPORATION

wWww. niggaracanada.com = 1.905.685, 1308

o
et

and all project criteria are basad on full
buildout far future years. By way of axam-
ple, if a plant is going to hire 2,000 employ-
ees for the initial phase and will add an addi-
tional 2,000 emplovess as part of a future
expansion for a total of 4,000 employees,
then the work force density within a com-
muting distance of the plant should be at
lezst 400,000 In the |attar case, the work
force density would need to be at least
600,000, Mote that this is work force densi-
ty. not population density.

(Cne of the variables i determining
whether a region is qualified basad on work
force density relates to the definition of
“commuting distance.” The most commanky
used criterion for defining commuting dis-
tance for large manufacturing facilities is to
usa a "Sl-minute drive-tima” radius, although it is not uncommon for some
larger radil. Lising "drive time” is prefemed over “dis-
due the patential impact of highway guality, traffic congestion, traffic
pattems, and traffic comidors, Most companies will prefer locations where
future employees (and suppliers) will ave more than one highway route to
get to the plant. This strategy minimizes the risk and the impact of a natural
of man-made disaster that may block the primary highway routs. Most
compaes will also take nto consideration the impact that weather pat-
tams in the region — in the form of ice, snow, heavy rains, high winds, and
violent storms — may have on traffic movement. Any or all of these could
have significant impact on diving time in many geographical regions.

However, point of fact is that many individuals will drive significant dis-
tances, or will make arangaments for short-term living accommodations,
for the opportunity to work in an auwlomaotive assembly plant. It has been
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previously reported by Tovota in Georgetown, Kentucky, thal its employees
had a home of record In all but two counties within the state, and a similar
condition has been reported by Missan in Canton, Mississippt, where they
have employees representing all but two counties within that state. This
condition supports evaluating work force density over a broader area than
normal for these types of operations.
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After a reghon has qualified in terms of work force density, the labor
analysis is expanded to take into consideration multiple, additional subfac-
L
subfactors include community literacy rates and percentage of high-schoo

tors for screening and evalugtion purposes. Two of the more impartan

and collega graduates within the work force draw area. Literacy rates are
highly important relative to potential employees being able to read, wiite,
and interpret written directions, procedures, and other actions required as a
part of the job. Percentage of high-school and college graduates is iImpor-



tant in terms of the potential availability and trainability of an
existing and educated work force, The higher the percant-
age of graduates at either level, the more likely tha company
will be able to recruit a trainable work force. Most compa-
nies will prefer regions that equal or exceed national aver-
ages for literacy and graduation rates.

Concurrently with the above, standardized test scores
for high-school students are also reviewed. Some states
and regions use the Scholastic Assessment Tast (SAT) ag
thedr standardized test while others may use the American
College Test (ACT) as a measure. Both are good indicators
of the preparedness of high-school students to enter poat-
secondary education, and both are also good indicators of
the probability of success of students after entering post-
secondary education. From a prospective employer's view,
both tests are also good indicators of the guality of educs-
tion at the secondany-school level. However, one should be
very careful in interpreting average scores posted by states
and regions.

It is important to note and understand the adminiztrative
policy and implementation strategy that a specific region
usas in compiling and posting test soore results. Some
states and school districts raquire all students enrolied in
public schools at a particular grade level to take the test,
whereas other states and school districts require only col-
lege-bound students to take the test. College-bound stu-
dents typically represent the top 10 to 20 percent of stu-
denis in a graduating class: hence, those states or districts
that test all students and post a composite score of thair
resuits may appear to have lawer performance scores than
districts that test only college-bound students. It is always
best for consultants and companies to request average
standardized test scores for the top 1010 20 percent of stu-
dents in each area being evaluated to ensure a fair compari-
son between alternative locations. And it is a good idea for
states and communities to have these comparatives avail-
abbe in advance of any request.

Trainability vs. Skill Requirements

Ona af the most misunderstood requirements related to
laber and labor qualifications for an automotive assembly
plant reiates o the skill requirements needed for the work
farce. The work force profile for a typical assembly plant will
ba broken down among assembly workers, maintenance
and technician workers, and management and supervision,
Generally, about 70 percent of the work force will be assem-
bly workers; about 20 percent will be engineers, technicians
and maintznance workers: and about 10 percent will he

management, supervision, and administration. For a 2 000-
person work force, this would break down into 1,400
assembly workers; 400 technical and maintenance workers;
and 200 management, supervision, and administrative
employees,

In recruiting assembly workers, most automotive compa-
nies would prefer to recruit indviduals with no previous
automotive experience. While this may seem unusual, it
makes parfact sense in establishing a new and positive waork
climate within the plant in terms of motivation, dedication,
coordination, communications, and productivity. The types
of skills and knowledge base that companies are seeking
relate more to witten and verbal communication skills, inter-
personal skills, rationalization, flexibility, dexterity, and atti-
tude versus any specific set of manual skills. Companies are
loaking for individuals who can be easily trained in motor
skills, but more importantly, those who can work inan envi-
rofment using positive attitudes, creative thinking, good
judgment, and teamwork. Previous work experlence is
required, but typically from the perspective of attendance,
raliabilty, safety, performance, and references.

The recrutment of engineers, technicians, and mainte-
narce mechanics takes on a totally different approach,
These positions typically reguire extensive formal classroom
and laboratory training for basic knowledge and technical
skills in sedected fields, and then require intensive training for
specific types of equipment and manufacturing processes.
Much of the equipment and process-specific training is
done through vender, one-on-one, or on-the-job fraining,
Companies will recruit individuals for these positions based
on the knowledge, expenence, and skill sets thay bring to
the job. but they do not typically require experience in auto-
motive assembly plants, Most companies are sesking a
combination of technical knowledge, technical experiance,
and interpersonal skills. It is assumed these candidates can
be trained in eguipment and manufacturing processes spe-
cific o the plant.

The strategy for recruiting management, supervisory,
and administrative personnel varles among different compa-
nies, Most companies, however, will want many of these
individuals o have previous automotive experlence and,
more specifically, automotive experlence working for the
sarme company in one of their other locations, Senior man-
agement and human resources personne! are most critical
in the hiring and training of a new work force, and are nor-
mially transferred to the new location from an existing opera-
tion. These individuals become the catalyst in craating a
positive work environment and in establishing the work ethic
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and attitude of the plant. Management and
supernvision selectad from outside the com-
pany are screensd and evaluated very care-
fully for communication skills, interpersonal
shillz, work athic, and previous work history
These expectations, hiring strategies,
and skil development requirements are
taken into consideration when evaluating the
labor pool for & region. It is easker to under-
stand why “automotve experience” or
“assembly worker exparience” s not typical-
Iy & eriteron in evaluating labor qualifications
within a regéon when one understands the
above-discussed recruitment and training
strategies. Trainability is much more crtical.
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Job Growth and
Job Losses

An important consideration in any labor analysis is the
amount of job growth of job losses within a region by typa of
employment for both the public and private sector. It is also
impoitant to understand the undertying roat causes of job
growth or job losses. The dynamics of employment and
unemployment within a region may have a significant impact
on the ability of a company to recruit and hire a qualified
work force, If the job growth rate, for instance, is greater
than 2 to 2.5 percant per year within the defined draw area
for potential employess, a new company could find tself in
severs competition with other employers for new employ-
ees, espacially those in key skill, managemeant, or knowl-
edge positions. A second consideration is whethar a high
job growth rate within a region may be coniributing to
employes turnover as existing local employess seek new or
higher paying opportunities.

Similarly, a region that has expenenced significant job
losses over the previous short term may not necessanly
offer a greater opportunity for hiring. Depending on the
types of jobs previously held, the predominant wages paid,
and the reason for the job losses, there may or may not be
an opportunity for a new company evaluating the area,
These factors must be evaluated carefully in order to under-
stand the dynamics of the labor market and to determine
their impact on recruitment and training

Existing Business
and Industry Interviews

The most valuable information collected dunng a labor
study for a region is typically collected during existing bus:-
ness and industry interviews. Consultants or businesses
conducting their own site location studies should nterview
multiple existing emplovers in different types of business and
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industry. The number of interviews conduct-
ed will vary based on the number of project-
ed employees for the new project. the size of
the work force in the region, the number of
private emplovers in similar types of busi-
ness, and the willingness of existing employ-
ars fo meet with representatives.of a
prospective company.

Interviews should be well planned, but
should be more interactive than directive.
There are specific categones of information
that should be obtained, but the mannar in
which the interview is conducted and the
mannear in which inquiries are made can
make a major difference in the accuracy
and usefulness of tha fesdback. Additional-
ly, the evaluator should make it a point to interview employ-
ers who have been in the region for a fairly long penod of
time, as well as empioyers who may have recently located
into the area.

The initial part of the interview should focus on the ability
1o recruit, hire, and train a work force; or, in the case ofa
longer-term employer, the ability to recruit and train replace
ment workers for tumover that may ocour, The key points dur
ing this part of the discussion center on the availability of
qualified candidates, the ability to successfully recruit candi-
dates, the types of wages and benefits commion ta the region,
and the trainability of the candidates after employment

The follow-up guestions should focus on the critical
issues of turnover, absentesiam, and drugs in the work
place, Drug issues should address pre-employment drug
soreening, random testing results, and whether drug para-
phemalia is found on the company's property. These issues
are critical in determining the reliability and retention of the
work force

Particular attention should be focused on productivity
within the work force. Productinty indicators typically include
tumover and absenteeism, but also include throughput, re-
work, guality, and out-put. It is always important to ask how
productivity and quality at this location compara {0 opera-
tions in other parts of the country or other parts of the world,

Labor Relations

Labor relations is a highly important part of any labor mar
ket analysis for an automoctive assembly plant, or for any
business operation with a large work force. On the one hand,
companes that have national labor agreements in place, and
who know that they will have a union work force at any new
location, should take the timea to ensure that any state or
community under consideration will be receptive to a union-
zed work force. On the other hand, any automotive company



that does not have national labor agreements in place, and
that desires to operate in a non-union anvironment, must
take the lime necessary to ensure that the states and com-
munities Lunder consideration understand the importance of
that labor position, and that
they are supportive,

t iz a fair guestion under
aither scenario for the con- |
sultant or company to ask
whether the state and com-
munity will be receptive to its
preferred labor posture if the
company locates into the
area. There are a number of
states that will not be sup-
portive of a largs, Lnion work
force, and there are a large
number of states that would
be supportive.

Any labor analysis of a
ragion should include the
identification of existing
business operations, private
and public, that are repre-
sented by unions, the
nameas of the unions, the
number of years present,
the number of elections held
aver the past 10 years (certs-
fication and de-cesdtification),
and the outcomes of the
elections. A more detailed
analysis may be in order
depending on the outcome
of the initial inguiry

Understanding the labor
market within a gecgraphic
reqgion {s a critical part of any
zite location study, however, |
it is pararnount in an automao-
tve assembly plant site loca-
ton study. The above meth
0ds and processes provide
aninsight into how many of
the labor market factors and
subfactors are identified and
evaluated, and why they are
impartant in perfarming a site
wcation study for any large
project. Geographic regions
could be eliminated based on

the evaluative results of any one or any combination of the
above factors, But it is only those communities and regions
that score well on all of these factors thal are allowed to
move to the next level of evaluation
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government, diverse workforce
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For further information, contact: Economic Development

Automaotive Site Guide 1 1




