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Good afternoon, everyone. My name is Cassandra Grilli-Clark and | am the Workforce
Development Supervisor for the Policy & Planning Coordination Services Unit. Today, | will
be presenting on Best Practices for Reviewing and Updating Policies, with a focus on key
strategies to support continuous improvement.



Discussion Points

Today’s Agenda

2026 US Department of Labor’s (USDOL) Monitoring
Observations

Establishing a Predictable Review Process
Promoting Consistency Across Policies
Leveraging Data to Inform Policy Improvements

Monitoring Implementation and Supporting Continuous
Improvement

Questions and Answers Opportunity

We'll begin with a review of key 2026 USDOL monitoring observations. From there, we’ll
discuss how to create a more predictable and consistent policy review process. We'll also
explore ways to improve alignment across policies to reduce variation in interpretation and
implementation. Next, we’'ll look at how data can be used to inform policy improvements
and support better decision-making. We’ll then cover approaches for monitoring

implementation and promoting continuous improvement, including ongoing evaluation and
feedback.



2026 US DOL Monitoring
Observations

Key Findings
Common Challenges for PA and local workforce
development boards (local boards) include:
Infrequent or inconsistent policy updates

Outdated law references or Employment and Training
Administration (ETA) advisories

Training and Employment Guidance Letters (TEGLs)
Training and Employment Notices (TENs)
Misalignment with written policy and actual practice

The 2026 USDOL monitoring highlighted a few common challenges across Pennsylvania
and it is important to address them.

First, policies, both at the state and local level, are not always reviewed and updated
regularly. When policies become outdated, this can create confusion for staff, lead to
inconsistent service delivery, and increase the risk of issues during monitoring.

Related to this, some policies still reference outdated laws or federal guidance, such as
older TEGLs and TENs. Because federal guidance changes over time, policies that are not
kept current can fall out of alignment with USDOL expectations.

Another challenge is a disconnect between written policy and actual practice. In some
cases, staff follow processes that differ from what is formally documented. This creates risk
from a compliance standpoint and can also affect accountability and transparency.

Addressing these challenges is critical because:

* It reduces compliance risk and helps avoid monitoring findings or corrective actions
* Itimproves consistency and quality of service delivery

It provides clearer guidance for staff and partners

It strengthens trust with USDOL and the communities served



Ultimately, this work is not just about compliance—it is about improving the effectiveness
and integrity of the workforce system.



Establishing a Predictable
Review Process

Strategies for Improvement

Implement a structured, reoccurring policy review cycle

Regularly incorporate updated federal advisories (e.g., TEGLs and
TENs)

Subscribe on ETA’s Advisories webpage to receive email
notifications for TEGL and TEN announcements.

Assign policy owners to support the review process
Engage legal counsel as appropriate

So, what are a few strategies to help address these challenges and strengthen our overall
policy framework?

1. Implement a structured, reoccurring policy review cycle.
Establishing a consistent review schedule ensures policies remain current and aligned
with evolving requirements. This helps prevent gaps, reduces compliance risk, and
creates a more predictable process for staff and partners.

2. Regularly incorporate updated federal guidance, such as TEGLs and TENs
Integrating federal updates in a timely manner is critical to maintaining alignment with
USDOL expectations. This ensures policies reflect current guidance, reduces the risk of
monitoring findings, and supports consistent implementation. This applies not only to
newly issued TEGLs and TENSs, but also to those that have been rescinded or replaced.
On ETA’s Advisories webpage, there is an option to subscribe to email updates,
including notifications for TEGL and TEN announcements.

3. Assign policy owners to support the review process
Designating clear ownership increases accountability and helps ensure policies are
actively maintained rather than revisited only when issues arise.

4. Engage legal counsel as needed and appropriate
Involving legal expertise helps ensure policies are accurate, compliant, and defensible,
particularly when interpreting new or complex guidance.



Taking these steps are important because it creates a more proactive, consistent, and
compliant policy environment. Ultimately, it supports better decision-making, reduces risk,
and strengthens the effectiveness of the workforce system overall.



Promoting Consistency Across
Policies

Standardizing how policies are reviewed and updated
Review each policy to ensure:
Alignment with federal and state laws and regulations
Reflects practical, day-to-day operations
Consider developing internal tools, such as:
Standardized checklists
Rubrics to guide consistent review

Applying these steps: The Commonwealth’s approach and outcomes

When reviewing each policy, it’s important to focus on a few key considerations:

Ensure alignment with federal and state laws and regulations. This is critical for compliance.
Policies must reflect current legal requirements to avoid findings, corrective actions, or
potential funding risks.

Confirm alignment with current operations. Policies should reflect not only what is
required, but how work is actually performed. When policies are both accurate and
achievable, they support consistent implementation, reduce confusion, and better equip
staff to carry out their responsibilities.

To support this process, consider developing internal tools, such as: Standardized
checklists, or Rubrics to guide evaluations. These tools help create a more consistent and
efficient review process, ensuring that nothing is overlooked and that all policies are
evaluated using the same criteria.

In response to the U.S. Department of Labor’s 2026 monitoring, the Commonwealth
implemented these steps, including a comprehensive review of nearly all active workforce
system policy packages was conducted by the Policy and Planning Coordination Services
(PPCS) unit.



The purpose of this review was to identify which policies reference TEGLs and TENs
and to determine whether those references have been rescinded or cancelled. For
each rescinded or canceled reference, PPCS assessed whether the policy simply cited the
TEGL/TEN or incorporated substantive content from it. This distinction is important because
it determined the level of revision needed.

To support this work, PPCS developed two Excel tracking tools that will be

maintained:

1. The first is a comprehensive inventory that captures all active TEGLs and TENSs cited
across policies and guidance, identifies which have been rescinded or cancelled, and
includes relevant keyword searches.

2. The second is a policy-level tracking sheet that identifies which policy package items
contain TEGL or TEN references, indicates whether those references are informational or
substantive, and includes detailed review notes.

Using this information, PPCS also developed a revised policy priority list. This helps
determine which policies can be fast-tracked for updates and which require full review
through the development and review team (DART) process, in alighnment with our Policy on
Policies.

At the local level, this could involve reviewing each policy and developing a tracking tool for
all relevant citations, including statutory, regulatory, state workforce system policies, and
local policies. This approach provides a quick-reference resource to identify which policies
require updates when statutes, regulations, federal guidance, or related policies change.



Leveraging Data to Inform
Policy Improvements

Use data and stakeholder feedback to identify:

Policy gaps

Areas of confusion

Inconsistency
Update policies with the goal of enhancing clarity and efficiency
Be intentional in planning for future improvements

Analyze your data - including monitoring findings, audit results, and stakeholder feedback -
to identify policy gaps, areas of confusion, and inconsistencies. These insights provide a
more complete understanding of not only what policies say, but how they are experienced
and implemented in practice.

Based on these findings, targeted updates can be made to improve clarity, usability, and
efficiency. This may include removing or consolidating duplicative or outdated content,
standardizing terminology and requirements across policies, and incorporating tools such
as flowcharts or checklists to guide staff through key processes. Well-structured policies
help reduce misinterpretation, support staff in their day-to-day responsibilities, and
promote consistent service delivery.

It is also important to plan for sustainability by making policies easier to maintain and
update over time. This could include maintaining a centralized citation or reference list,
using version control. and applying standardized templates to simplify future revisions.

Developing policies in a way that supports adaptability allows updates to be made more
efficiently and with fewer resources.

Taking this approach helps ensure policies remain relevant, user-friendly, and responsive to
real-world needs. Ultimately, it reduces confusion, strengthens compliance, and supports a



more effective and resilient workforce system.



Monitoring Implementation and
Supporting Continuous Improvement
Integrate policy into technical assistance and training efforts

Maintain an ongoing feedback loop with stakeholders
Update policies regularly to reflect evolving needs

Policy should be intentionally integrated into technical assistance and training efforts to
support effective implementation. This may include incorporating real-world case scenarios
that demonstrate how policies apply in practice, creating opportunities for staff to ask
guestions and discuss application in day-to-day situations, and developing practical tools
such as job aids or quick-reference guides. These strategies help ensure that policies are
not treated as static documents, but are clearly understood and consistently applied—
bridging the gap between written guidance and daily operations.

It is also important to continuously collect and incorporate stakeholder feedback. This can
be achieved through surveys, focus groups, or roundtable discussions. Input from staff,
partners, and other stakeholders provides valuable, real-time insight into what is working
well and where challenges may exist, supporting a more responsive, informed, and
effective policy environment.

Equally critical is maintaining timely and responsive policy updates. Establishing and
adhering to a formal review schedule helps ensure policies remain current and aligned with
evolving guidance. If timelines are not feasible, processes should be reassessed and
adjusted accordingly. Similar to L&I’s Policy on Policies, each local board should define a
clear structure outlining how policies are developed, reviewed, and updated, including
established timelines and responsibilities. Implementing a formal review and sign-off



process can help document that policies have been evaluated and remain up to date.
Proactively updating policies as guidance evolves or issues emerge helps prevent confusion,
maintain compliance, and support efficient operations. In addition, even well-functioning
policies should be periodically reassessed to ensure that references—such as TEGLs and
TENs—and internal processes remain accurate and current.

Together, these efforts foster a more responsive and adaptable policy framework. They help
ensure that policies remain relevant, are effectively implemented, and evolve alongside the
needs of the workforce system—ultimately strengthening consistency, compliance, and
service delivery outcomes.



Thank you!

Cassandra Grilli-Clark
717.346.1579
cgrillicla@pa.gov

Workforce Development Supervisor
Policy & Planning Coordination
Services

| hope you found the information valuable and relevant. Thank you for your time and
attention. We’ll now open the floor for live questions and answer session.

Note: If a local area has a specific area-related question, those inquires can be emailed to
our unit’s resource account at: RA-LI-BWDA-Policy@pa.gov



