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Although calculated by various statistical methods,
retention (in this monograph) refers to the time that a former hard
core member stays on the job. These rates may be tallied from the
first day of pre-vocational training at a center, from the first day
of a plant's vestibule training, or the first day of work at the joh
s5te. The hard core need special assistance to get a job and to keep
it. Special problems such as lack of transportation, financial
roadblocks, legal entanglements, ill-health, inadequate child care,
and supervisory hostility may interfere with job retention. Specific
details in each problem area along with practical solution
possibilities, often community resources, constitute the body of this
report. The special assistance or support for the new employee may
come from divergent sources such as, the highly-trained clinical
psychologist, to the buddy system that utilizes a fellow employee
with a comparable background to that of the new employee. (DB)
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FORWARD

The Personnel Services Review is an ongoing publication
series which has been developed by CAPS to inform person-
nel workers about new developments in a number of per-
sonnel services areas. There will be several different
series of the Personnel Services Review. Each series
will focus on a broad area of personnel work practice.
Within each series there will be a number of specific
issues (varying from five to ten depending on the series).
Each of these issues will concentrate on a specific
practice, procedure or method. The goal of these publi-
cations is to enable the reader to: (1) become aware
of a practice, procedure or method; (2) learn about the
ways in which this practice has been applied by others;
(3) understand the underlying theory behind the practice;
(4) consider possible applications of the peactice in a
variety of settings; and (5) consider ways that the prac-
tice might be implemented in his own personnel work
program.

This particular Personnel Services Review series is enti-
tled, "Perspectives on Training the Disadvantaged The
'Hard-to-Employ'". Each issue will focus on an activity
which has direct relevance for hiring, training, and
retaining new workers from a disadvantaged background.
The series is intended for use by personnel specialists
and training staff in industry and business who wish
to learn more about the development of their industrial
work force. This series may also be of interest to
vocational educators, employment counselors and
specialists in the field of vocational education.



RETENTION OF THE HARD-TO-EMPLOY

RELEVANCE TO YOU?

Did you know that giving the unemployed a job may not
be enough?

Are you aware of some of the problems which might inter-
fere with the regular attendance of new employees?

Do you know some of the strategies being used to assist
new employees to become adjusted to work and to report
to the job on time?

DEFINITION OF RETENTION

In an over simplified definition, retention means keeping
an individual in employment. The problem of employee
turnover has been an important concern of employers for
many years. Additional interest and concern has been
brought to bear on this problem in view of private and
public efforts to prepare increased numbers of persons
from disadvantaged backgrounds to enter the labor market.

Retention, when used in reference to the urban unemployed,
has not always had the same meaning for everyone; it
is calculated statistically in different ways. Some
companies do not count the time the trainee employee
spends in pre-vocational training. They start to calculate
their data at the time the employee enters the actual job
situation. Retention rates are based on those workers
who complete the training process and report to the actual
work environment, while the drop-out during training is
ignored. One private training company computes retention
rates beginning with the day the individual is hired,
even though he will spend several weeks in pre-vocational
training before he reports to work. But the statistics do
not reflect the real problem--how the employer can prevent
the employee drop-out problem.

APPROACHES AND CONSIDERATIONS FOR
IMPROVED RETENTION

Any approach which deals with encouraging
workers to stay on the job has to also deal
with the prevention of behavior which may
lead to firing. In other words, the approach
should be directed toward the prevention of
problems, or the reduction and elimination of
difficulties which new employees encounter.
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Some of the barriers which make it diffi-
cult to keep a job are: transportation;
financial problems; legal entanglements;
chronic illness in the family; and differ-
ences in life style. This is but a sampling,
not a complete list. Conceivably, a hard-
core employee might have problems in all
of these areas since there is much dove-
tailing of problems; it is also conceivable
that he may have none of these difficulties.
With this in mind, this issue of the



series discusses some key problem areas
for the disadvantaged which it is possible
to anticipate and counteract. For the
disadvantaged, the first step is to get a
job. Step Two is to keep it, and this is
where the company may need to provide spe-
cial assistance. The special assistance may
be called counseling, job-coaching, sup-
portive service, etc. In any guise, it
means that the company is snaking special
efforts to keep its new employee on the
job. The helping personnel may be highly
trainede.g., the group counselor may be
a clinical psychologist, or untrained
e.g., a buddy system involving a fellow em-
ployee with a comparable background to that
of the new employee. Whatever method is
used, high support seemed to contribute to
job retention. A study of ten participating
companies providing high support and ten
providing little support showed that the
former retained 82 percent of the clients
while the latter retained only 28 percent
of the clients employed. (Jobs Now, page 1).

The following sections examine the prob-
lems in retention of the hard-to-employ and
present some possible solutions.

A. Transportation Problems
The lack of transportation ranks high
as a cause for absenteeism and tardi-
ness. Companies often conduct their
major operations outside of the central
city. Many new employees do not have
cars or the money to buy and operate
them. Speaking of hard-core employees,
one training coordinator said, "No
one has a good car here. When a man
gets a job with us, he finds he can get
$250 credit, so he goes to a used car
lot and somebody unloads a pile of junk
on him. He starts driving to work and
about the third day the car gives out
and he's late. When a pool car gives
out, three or four are late." (Ameri-
can Machinist, page 130). TheiiTirends
and relatives may not have cars so they
cannot borrow. They may not even have
a driver's license. Public transportation
often stops at the city limits and does
not continue into the outlying suburbs
where the plant is located. Even if
there should be public transportation
from the inner city to the suburbs, the
schedules may be erratic and useless.
Chrysler, for example, found that one
new employee was tardy because he was
walking four miles to work.

Practical Solutions

1. The new employee may not be able
to find his way, or he may not know
how long it takes to reach his
destination. The JOBS NOW project
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of the Chicago YMCA assists the hard
core unemployed with a detailed two-
week study of the transportation sys-
tem in Chicago. They spend the first
week with projects in the classroom
that involve map-reading, public
transportation routes, etc. On Mon-

day of the second week, the trainees
are given money for transportation,
draw a destination out of a hat,
travel to the destination, collect
something to show they have been
there, and return within a pre-
scribed length of time. The switch-
board operator knows where each
student is bound, and he can call if
he should become lost.

2. Many new employees are so desti-
tute and heavily in debt, that trans-
portation allowance from the company
may be necessary. This allowance
may help him until he receives two
or three pay checks and has a small
amount of financial stability.

3. When public transportation ends at
the city limits, a company may pro-
vide transportation from the end of
the bus line to the plant, and back
to the bus line at the end of the
work shift.

4. A special bus service may be estab-
lished. For instance, the United
Brotherhood, a community group in
Detroit, organized a bus service,
set up a contract with employers and
employees, and transported employees
from the inner city to a distant
plant.

5. Driver's training is sometimes pro-
vided by training companies, like
Northern Systems in Detroit, but
the trainee may find the only car
he can afford is an undependable, old
wreck.

B. A Financial Roadblock--Garnishment
Since Jimmy has not had steady work for
to) years, he owes his soul to the local
loan shark. After working for two weeks,
he is afraid and anxious of the same
old cycle of financial harassment. lie

takes off without giving notice to his
employer and moves his family during the
night.

Since some companies have a policy of
firing employees who are garnished, he
is not waiting for his creditors to find
him. Since anyone who has been unemploy-
ed is likely to face financial shortages,
companies might review past policy in
this regard.



Practical Solutions

1. Company recognition of this problem and
an offer of assistance through a special
payroll deduction plan may add a dimen-
sion of trust and loyalty from the new
employee to the company.

2. In the follow-up, the company may find
their employee is in desperate need of
money management counseling. JOBS NOW
offers a detailed program in family
budget control, checking and sav-
ings account procedures, the use and
misuse of consumer credit, etc. In

the follow-up, the company may also
find the employee is being illegally
harassed and intimidated.

C. Legal Entanglements
Traditionally, the privileges of the
law have not been as available to
the minorities and the poor as they
have to middle-class white Americans.
Because they are unaware of their
rights under the law, it has been
easier to enter their homes with-
out a search warrant and arrest
them. Juveniles are often totally
deprived of their constitutional
guarantees.

Practical Solutions
1. Poor people who need legal ser-

vices often find the Legal Aid
Society helpful, but some may
not know about it. They may
also need support to realize
that the solution to their prob-
lem may not be easy.

2. The company may find that inter-
cession with the police can assist
an employee out of a minor scrape.

3. One company provided legal service
at court every Monday morning to
facilitate bail, legal assistance,
and probation for its employees.

4. Some university law schools pro-
vide low-fee lawyers and student-
lawyers for the disadvantaged.

S. One VISTA program, the Neigh-
borhood Health Center of Monte-
fiore Hospital, New York City,
has five lawyers attached to the
Center. They take legal action
for health- related rights or to
remedy grievances, and lecture
community groups about their
rights as consumers and tenants.

D. Health and Child Care
Most companies require a physical ex-
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amination for all future employees.
Since the disadvantaged may have had
little or no medical attention, it
may be necessary to "screen in" poten-
tial employees with minor disabilities.
Infant mortality rate Is a good indi-
cator of community health; statistics
show the death rate is twice as high
for non-whites as for whites. In

Detroit, the Mayor's Youth Employment
Program reported that 84.6 percent
of their trainees needed medical help.
They also gave classes in diet and nu-
trition. Fifty percent of hard core
medical problems can be traced to in-
adequate diet.

Some cases of poor work performance
have been remedied by providing pro-
perly fitted eyeglasses or hearing aids
for the employee. Sometimes tooth ex-
traction may solve a work-loss prob-
lem. Illness of wife and children may
keep the new worker at home. Employees
need to be told about community medical
services and also about the company-
sponsored medical plan.

Care and health of children may divert
the energy of the new employee, espe-
cially if the woman of the family is
working. Working women may require
help in arranging for baby-sitting
services for young children. When a
woman employee is head of her family,
child care is likely to be her pri-
mary problem.

Practical Solutions
1. Some companies provide day care

centers for young children of
their women employees.

2. Sometimes community day care cen-
ters are available.

3. For women in JOBS (Job Opportuni-
ties Through Better Skills) loans
are available to pay for baby
sitters.

E. Supervisory Acceptance
If this new work force is to remain
motivated, foremen should acquire an
understanding of the men they will
supervise. Supervisory training will
be of use in helping supervisors
to understand the language, kind of
dress, and life style of new employees.
The foremen should not confuse a dif-
ferent life style with inadequacy or
inability to produce. To communicate,
supervisor and employee need to have
mutual understanding and respect for
each other.



White minorities in this country have
not had the same desperate history as
non-whites. It is possible to present
histories of non-white minority
groups through guest speakers, slides,
etc. A book, The Souls of Black Folk,
by W.E.B. DuBois will give a personal
viewpoint of Negro history especially
from 1865 to 1910.

A film, In the Company of Men, probes
the encounters between Oiffeforemen
and black hard-core workers during
sensitivity sessions at a Southern
auto plant. Manchild in the Promised
Land, a novel available i. paperback,
gives tremendous insight into language,
life style, and troubles of a black
adolescent in New York City. When
the Legends Die, also available in
paperback editions, allows you to live
an agonizing existence as a modern
Indian adolescent whose job is that of
bronc-buster. There is a vast reser-
voir of materials that will help the
supervisor understand social and
personal circumstances that have
shaped the disadvantaged's personal
and work habits.

GENERALIZATIONS

1. The employment of an individual from
a disadvantaged background who has
been unemployed for a long time may
generate the need for special assis-
tance with certain problems which
will affect his remaining on the
job.

2. Some of the problems interfering with
job retention may be in the following
areas: lack of transportation; per-
sonal finances; legal entanglements;
medical need; inadequate arrangement
for child care; and supervisory non-
acceptance of the life style of the
new employee.

3. Supervisory training (sensitivity
training) has been used with good re-
sults by sore firms and it is recom-
mended for all supervisors who will
be working directly with the new em-
ployee. Supervisory training should
be designed to increase understanding
of some of the needs of the new emplo-
yee out of which may develop more ef-
fective methods of supervision.

ACTION POSSIBILITIES

1. An inventory of the reasons why emplo-
yees quit or were fired will help define
the problem areas.
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2. Practical solutions may be found among
those suggested in this paper, and used
effectively by other firms.

3. The company staff must be aware of the
needs of workers from disadvantaged
backgrounds, experienced in working with
them, and knowledgable of community re-
sources.

4, Contact community organizations, e.g.,
the Legal Aid Society, Family Services,
the Urban League, etc., to determine
the kind of assistance available to your
employees.

5, Arrange for your supervisors to parti-
cipate in a supervisory training pro-
gram where the objectives include in-
creased understanding of the new em-
ployee from a disadvantaged background.

IMPLEMENTATION

1. The in-company availability of staff
will help determine the extent to
which measures can be taken by the com-
pany to provide employee services which
may have the beneficial effect of redu-
cing turnover.

2. Where company personnel is limited or
lacking in expertise, consideration
should be given to hiring personnel with
the competencies required to furnish
Supportive services to new employees.

3. Where there are limitations of staff
time and inadequate funds to hire new
personnel, funds to hire new personnel,
funding for the hiring, training and
retention of the hard-to-employ may be
available from the Naticnal Alliance
of Businessmen and the U.S. Depart-
ment of Labor.

4. The Regional and Local National Alliance
of Businessmen is available to furnish
consultation in implementing a program
which may lead to improvements in reten-
tion of the group of employees who make
up the larger industrial work force.
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