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INTRODUCTION

This Manual systematizes the techniques and strategies employment
workers used in Jobs-Now--the manpower agency which developed the
coaching role that has subsequently been adopted throughout the country.
Since it represents the experience acquired by workers on the job, it

often directly quotes those who participated in the project.

HOW THE MANUAL WAS WRITTEN

The main method used in preparing this Manual was the "Critical
Incident" technique. Experienced workers in the agency were asked to
describe five examples each of effactive and jneffective actions they
had taken. For each incident, they wrote what had led up to the
situation, wnat they had done, how it turned out, and--in the zase of
the failures--what they should have done.

It should be noted at the outset that there is no way or knowing
whether an incident as Jdescribed happened exactly that way. In fact,
because each "incident" is a written summary, none of them are really
"exactly" what happened. Nevertheless, the summaries do point out some
essential truths about techniques as workers have experiencad them.

These critizal incidents were analyzed by trained coders. They were
sorted and scored by type of enrollee problem, the worker's objective,
outcome, and a number of other factors (such as whether the incidents
took place within or outside the agency offices). Client problems were

then sorted into related groups. Each chapter of the Manual covers a

different problem grour.
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For each problem group, the critical incidents were scored
for the objectives used in dealing with the problem and for the
strategies used to reach these objectives. These are listed in
order of their frequency within the Manual. Thus, the Manual is
based more on actual experience than on principles or theories:
employment workers describe critical incidents in their own words--
the researchers only organized the material.

Researchers did supplement the Manual with suggestions based
on their knowledge of manpower programs throughout the country;
psychology; methods of influence; and socicﬂogy. These ideas are in
the sections which discuss the problems, onectives and techniques.
The aim of including some of these discussions is to pass on to the
reader some of the whys of the techniques and of client behavior to

supplement the what. That is, this Manual tries to train and to teach.

THE AGENCY STUDIED

The main feature of Jobs-Now--a private, non-profit agency
sponsored by the Metropolitan YM-YWCA (Chicago)--was that it was staffed
and managed almost entirely by indigenous (black) paraprofessionals.
While there were coaches, counselors, job developers, orientation group
leaders and team coordinators, none wrre professionally trained for such
roles. Their status was determined by their position in the agency
hierarchy and by their experience and competence. It was not determined

by their professional credentials or titles.
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A second feature was the great amount of flexibility despite
the organization of the job coaches, developers and counselors into
teams. Fach team was under a coordinator and had specific companies
to work with. It worked only with enrollees placed in these companies.
However, supervision was loose and coaches were encouraged to take
whatever steps they felt were appropriate. They were not required to
get clearances or permission from supervisors, although they were
encouraged to coordinate with other team members. There were few rules
or limitations placed on them and they were not treated as aides or
subordinates. Because it was coaches who did almost all the direct
work with the clients in Jobs-Now, the critical incidents on which this
Manual is based were obtained mainly from them.

A final feature of the agency was its main objective: placement
and retention of the client. After a two-week orientation cycle, the
team tried to place the enrollee and coaches provided follow-up once
he had been placed. Although coaches sometimes participated informally
in orientation, most of their activities took place after an enrollee
went through the orientation-assessment cycle.

In Jobs-Now, coaches did almost all direct one-to-one contact
work with enrollees, taking over when the team either: (a) decided which
open job order to refer the client to; or (b) left the client at the end
of the 2 week orientation and assessment cycle without a referral. In
the latter case, it was up to the coach to try to get a job referral for
"his" enrollees. When either the team referred a client during the cycle
(as in a) or it was left to the coach to do (as in b), the general theory

was the same--match the enrollee's skills and aptitudes with the available

7




jobs. However, that turned out to be the case only in theory. In fact,

the jobs available had almost no skill components in them (except typing
jobs) and the enrollees had so little specialized skill achievement,

that job matching was primarily on the basis of minimum qualifications

(for example: "Here's an opening at the steel mili-stock handler.

Collins is a male, young and strong, so let's refer him there"). Other
experience in Concentrated Employment Programs and Work Incentive Programs
shows essentially the same thing--that there is almost no matching of
aptitudes, interests, and qualifications to jobs--or to training slots.
Slot-filling is the rule; "differential assignment" and job matching is
the exception. That is why there are almost no examples in this Manual

of incidents having to do with job matching or with vocational counseling
aimed at trying to help an enrollee identify his work interests and skills.
In other words, this Manual has more to do with placement and post-placement
problem-solving than it does with pre-placement vocational guidance and
counseling. Lack of coverage of pre-placement counseling and guidance
dces not mean that there is no role for counselors; rather, it means that
there wes relatively little pre-placement counseling activity done in
Jobs-Now and that whatever post-cycle counseling took place was done by
the job coaches.

Therefore this Manual emphasizes post-cycle problems, where coaches
are usually the main figures, and has relatively less to report about the
pre-placement problems with which counselors are typically concerned. In
that sense, the Manual is not a complete portrait of all the tasks that

get done by the various kinds of manpower workers who deal with enrollees.




For the tasks it does emphasize, it makes relatively little

difference whether in one agency the person who carries out a particular
strategy is described as a coach, a counselor, an aide, interviewer, or
employer relations specialist.

The Manual describes the strategies used, not the job titles of
those who used them in Jobs-Now, or who might use them in a different
manpower agency. Therefore, in order to avoid unnecessary confusion,
the Manual talks about "employment workers" or "agencv staff members”

and "coaches" without meaning to imply any particular job title or status.

WHO SHOULD USE THIS MANUAL

In other agencies where coaches may hawe more specialized roles
and less independence, the strategies in this Manual may not apply only
to them. Some might be used by counselors, others by job developers and
some by work training specialists or placement interviewers. It must
be stressed that this Manual is aimed at those people working directly
with applicants in manpower agencies--or in any agency which attempts
to deal with employment problems of its clients or enrollees. It is
less important whether they are used by people in any particular job
category. In other words, wherever the Manual describes a coaching
action, the reader should feel free to apply it to job development or

counselor roles as well. In Jobs-Now, where the data were collected,

the techniques described were used by coaches. Therefore, the Manual
describes the things that were done by coaches; it does not mean that only

coaches can or should use these techniques.
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Thus, supervisors and managers could also find this Manual useful.
Of particular interest would be its use in determining strategies,
performance objectives and evaluations for various employment workers.
A supervisor could use this listing of strategies as a guide for setting
standards of job performance. He could also use it to suggest ways to
improve staff skills. Finally, he could use it to develop the necessary
organizational structures and resources.

Not every worker in Jobs-Now used all the techniques described
in this Manual. But almost all employment wor.ers are faced with problems
like those presented here, and could use all the strategies. Therefore,
this book of techniques can be thought of as a detailed job description

for manpower workers with the disadvantaged.

PARTICIPANTS IN THIS PROJECT
There are no individual "authors" of this Manual as such. It

really is a joint product of the staffs of Jobs-Now and the Program in
Manpower Studies, The University of Michigan. The university staff
collected the data after working in Jobs-Now as participant-observers.
They went through the program as enrollees and served as understudies
and assistants to coaches. The coaches produced the data out of their
experiences and are as much the authors of this Manual as those who
compiled it. This is a unique arrangement and represents the conviction
of the Program in Manpower Studies and Jobs-Now that one must go to
those who do the job to find out how it is done. We believe that those
who do the coaching, counseling, placement and job development are the

real experts--and this Manual is one way to recognize their authority and

expertise.
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It is in this spirit that the following "authors” of this
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A. MANUAL DESIGNED FOR MULTIPLE PURPOSES: This Manual is organized

to facilitate the use of its contents by people working in manpower

programs or agencies. It is designed for a range of potential

users--for those with a general interest in staff-client relations

and techniques as well as persons concerned with specific problems

and problem-solving strategies, and in need of a reference source

containing specific helpful information.

*J0BS-NOW

**Program in Manpower Studies
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B. THE ORGANIZATION OF THE CHAPTERS:

The chapters of the Manual have been organized according to
the major areas of client problems. Each chapter deals with a different
problem area, and each chapter title is a brief description of the

problem area covered. The Manual's Table of Contents provides an

overview of prcblem areas discussed in the various chapters and the
page location for each chapter. The reader does not have to read
each chapter in order. He can go directly to the information contained
in any particular chapter---and it should be understandable and useful
without having to read the preceding chapters.

The order of the chapters is according to the usual sequence
of events from placement through the problems of keeping enrollees
on the job. Then there are two chapters that deal with problems
that can come up at any time in the sequence---before, during and
after placement. The last chapter is a summary, followed by an |
index which can be used to locate topics that appear in various

chapters.

C. THE DETAILED OUTLINE PRECEDING EACH CHAPTER:

At the beginning of each chapter is a detailed table of its
contents. This table provides brief descriptions of the material

covered in the four basic sections of the chapter together with

page locations of the sections and subsections.




(1)

(2)
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Basic Chapter Format: A1l chapters follow the same general

organizational format, with the following sequence of

sections:

[PROBLEM #] A general statement «f the problem is
presented along with examples from the actual
experience of manpower workers. (The number
assigned to the problem is the same as the
chapter number).

(OBJECTIVE] Discussion and examples of the major objec-
tive or alternative objectives in dealing
with the problem.

[ STRATEGY ] Accounts of the strategies and techniques
used to reach the objectives. The different
strategies are listed and discussed in
order of their frequency. Additional
comments and suggestions are supplied by

PMS researchers.

[RESOURCES | This section suggests structures and resources
that would be necessary or useful to line
staff and their supervisors and administrators
in carrying out these strategies.

The Meaning of this Format:

The format is based on the principles of a problem-
solving approach:

Define the problem.

b. Consider the range of alternative solutions or
objectives for dealing with the problem, and evaluate
them.

c. Choose a solution or objective (or 1list the priorities
among the potential objectives).

d. Consider the range of techniques or strategies that
might be used to achieve the objective and evaluate
them.

e. Select the strategy or series of actions to be used.

f. Identify the kinds of resources required to carry
out the strategy.

g. Do *t.

h. Evaluate the results.

13
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(3) Using the Actual Experiences of Employment Workers as
EXAMPLES of Problems, Objectives and Strategies:

To preserve authenticity and reclity, most of the examples
presented throughout the Manual are based on the &ctual experience

of Jobs-Now coaches descrited in their own words. Direct

quotations from the written critical incidents are printed
in "scnipt” typeface (simulated handwniting) .

The coaches had been asked specifically not to concern them-
selves with such things as grammar or spelling. A greater
emphasis was placed on the free flow of their recollections
and feelings. We have made minimal grammatical and spelling
changes in the originals. Otherwise, they stand basically
as they were submitted to us, since we feel that technical
imperfections in the writing do not interfere with conmuni-

cating the "feel" of working with enrollees in manpower agencies.

D. THE SUMMARIZING DIAGRAM AT THE TOP OF EACH PAGE:

The diagrams along the top of the pages follow the chapter

format. The diagram on the first page of each chapter looks like this:

PROB .EM
Brief Jes- « « -
cription of [OBJECTIVE ] STRATESGY | RESOURCES |

problems.

EXAMPLES

The Targest box in the diagram indicates the section of the chapter
that is being discussed on that page. The words under the box identify

the subsection being discussed on that page. Once a section has

14




been presented, a summary of the main points is put under the box.

Thus, at the end of each chapter, it is the last box (Resources)
which is largest, and all the boxes before it have key word summaries
under them.

The arrows represent the nature of operations in an agency.
An agency's resources make it possible to use certain strategies
in order to achieve particular objectives to solve a problem.
Thus the arrows go from Resources backward through the problem-solving
steps to the Problem.

Each diagram therefore serves as a summary of the material
presented up to that point in the chapter. The reader can also use

the diagram as a "Locator" to help him see what point he has reached

in the sequence of sections and subsections within the chapter.




CHAPTER 1

ENROLLEE NEEDS A JOB OR TRAINING PLACEMENT

[PROBLEM #1:] An enrollee wants and needs a job or training slot,
and has not yet been placed or referred.
EXAMPLES OF THIS PROBLEM.. ot ceeecccecsconsccssoncesacscs 2

[OBJECTIVE:| Get the enrollee into a Job or training slot.

STATEMENT OF OBJECTIVE .o cccccoescceconssssoscssssssscssne 4
EVALUATING THE OBJECTIVE...ccceoevecoccscss Jesessesesss e 4
EVALUATING THE RISKS INVOLVED...ceccceeccccsoscocsccsnss 9
WAYS OF REDUCING THE RISKS:cceocesconssssoscsssscscscncs 1N
STRATEGY ) Coaches used five general strategies.

1. SEARCH FOR A JOB OPENING OR TRAINING SLOT

THAT FITS THE ENROLLEE'S BILL..eseececccccosscscccns 15
2. GET THE ENROLLEE TO ACCEPT AN AVAILABLE OPENING

THAT IS DIFFERENT FROM WHAT HE HAD IN MIND.......... 19
3. PREPARE THE ENROLLEE SO HE LOOKS GOOD

TO THE EMPLOYER. cccceesceccsssscacsessccssccsccssocas 24
4. INTERVENE WITH THE EMPLOYER SO THAT HE WILL

ACCEPT THE ENROLLEE...ccccoececcssssscscssscsscesncs 31
5. GET BOTH THE ENROLLEE AND THE COMPANY TO

MAKE CHANGES FOR EACH OTHER..cccevescccccaccscsscccs 35
6.

DROP THE ENROLLEE IF OTHER STRATEGIES FAIL..........37

[RESOURCES:]  Coaches need four kinds of resources.

oW N
e e o

AN EMPLOYER INTELLIGENCE SYSTEM...ccccveeccnccncnces 41
ACCESS TO LEGAL EXPERTISE...ccoconeeccceccerstcaness 43
JOB SEARCH WORKSHOP....coc0esssccccnces tesecscscenns 44
EFFECTIVE TEAM STRUCTURE.:cccc.eosncscccccsscscancse 45

16




PROBLEM #1:

Enrollee
needs a
Jjob or
placement

EXAMPLES

[0BJECTIVE]  + STRATEGY . [RESOURCES |

[(PROBLEM #1: ]

a placement.

A client or enrollee tells a coach that he wants or needs

the worker may find that there are also other problems or
difficulties, or that the enrollee has particular needs or

desires about the kind of placement he is hoping for.

(a)

(b)

(c)

(d)

(e)

(4)

A very distraught and nervous young man apprwached me
negarding employment. However, he stated emphatically
that he wanted some kind of training. In takhing with
this client, it was apparent that he also needed some
type of psychiatrnic counsebing. Howevern, the client
clealy indicated that he did not wani any type of

pro gessional theatment.

A young man of 17 came to us for employment, although
he stated he wanted to netww to school (evenings).
But he did need money to maintain his keep because he
had a cowrt date pending.

A young Lady came to me seeking employment. She was
21 years o4 age with two children and no husband, and
at times would take to the bottle, but she was not an
aleoholic.

A client has nepeated unsuccedsful attempts at §4nding
the night fob, and he fLacked confidence Ln himself.

A client had wonked as a maid all her £ife. Now she
was 47 yeans old and wished to change to a factonry.
She had been in (city) for three months and was
greatly overweight fon a gactory.

Client was neferied 2o several jobs but never kept his
appointments. He was always tardy duning the two week
cycle. I called client duning my monthly gollow-up
to see if he was employed as yet. Client stated that
he was not yet employed, but rneally needed one.

fz‘_r"('

In working with the enrollee and talking to him,

EXAMPLES :



PROBLEM #1:

Enrollee
needs a
Jjob or
placement

EXAMPLES

[ OBJECTIVE |

R 2

STRATEGY

P

[ RESOURCES |

(g)

A griend of coach was in need of employment because of
ineffective management and husband's salary was not

adequate.

15




OBJECTIVE:
! - Place enrollee | -
{ PROBLEM #1 | on a job or in [ STRATEGY ] [ RESOURCES |
Enrollee training
| needs a
[ placement

EVALUATING THE OBJECTIVE

| OBJECTIVE:] In these and similar cases, the coaches decided that
the most important thing was to get the client placed on a
job or in a training slot. The coach accepted the enrollee’s
objective and worked on it (although sometimes, when the
enrollee did not follow through, the coach decided that he
didn't really want a job or training). In other words, the
worker gave higher priority to getting the enrollee placed
than to other problems such as obesity, pending court dates,
drinking, poor money management, etc.

EVALUATING
THE Some examples showed that some enrollees who said they
| 0BJECTIVE wanted a job acted as if they didn't. When workers tried

to get the enrollee placed, and then the enrollee did not
show up for interviews, or rejected the possible placements,
the workers got the idea that the enrollee really did not
want a placement. EXAMPLES :

(a) An enwllee played dumb by doing very poornly on Lesis,
50 that he would not be neferred. 1In that example,
the coach was able to talk the client into trying for
a job, once the coach got onto the client's game.

(b) One ennwflee expressed very negative attitudes about the
agency and the jobs to which she was referred. She
tried to talk other emwllees into nejecting the fobs
too, by knocking the jobs to othen clients.

(c) The enrollee calfed the coach at home in the evenings
and at night, seeming to want to talk about getting a
job, but neally 4in onder to try to develop a sexual
nelationship with the coach; the enwwllee never foflowed
thrhough on any of the neferrals the worker made.

Q ‘ -4- 1J




"PROBLEM #1 |

Enrollee
needs a
placement

OBJECTIVE:
Place enrollee | STRATEGY « | RESOURCES |

on a job or in
tratning

EVALUATING THE OBJECTIVE

When workers had this kind of experience, they sometimes
seemed to get anary at such enrollees, and decided that they
didn't want to work. Coaches said that these clients came on
as if they wanted jobs either because people at home were
putting pressure on them, or because they were program-hopping
(some coaches called them 'program pimps'), getting stipends
from one program after another when they needed cash.

Below are some other reasons why enrollees might appear and
act 'unmotivated' when they really do want a job.

FEAR VS. LACK OF MOTIVATION

Because they are afraid of a placement, enrollees
sometimes act as if they are "unmotivated." They program-hop
at least partly with the idea that they will find a job
placement that they will be comfortable in. Instead of
showing that they are afraid of a placement, they act angry
or independent, or say that they don't like this or that .job
possibility, or just fail to show up for job interviews.
Some say that they can make more money and have more fun
and excitement hustling on the streets. But they know that
hustling is a dangerous and unsteady job; it looks more
attractive to them because regular work is so unattractive.
Part of that unattractiveness is that they expect to be
uncomfortable in a strange and possible hostile workplace,
and are afraid of messing up. The enrollee feels less of a
failure if he doesn't try at all, than if he tries and still
fails. For these reasons, a worker can be wrong when he
jumps to the conclusion that an enrollee is exploiting the
program and really doesn't want to work.

5. 20




0BJECTIVE:
[PROBLEM #1]  + Place enrollee | .  I"STRATEGY « (RESOURCES ]

on a job or in
Enrollee training

needs a
placement

EVALUATING THE OBJECTIVE

LACK OF INCENTIVE VS. LACK OF "MOTIVATION"

It is frustrating for a worker to find out, after
trying to place a client, that he doesn't want to work (for
whatever reason). There is a risk of waiting to find out
until after the enrollee has turned down jobs, accepted one
and then failed to show up, or messed up on the job right
away. The risk is that:

(a) the enrollee gets himself into a situation where he
makes himself fail again, and

(b) the company becomes more distrustful of referrals
from the agency.

Before taking the risk, agencies think that it would be
better to test the enrollee's “motivation" in advance. Some’
workers check the enrollee's record of lateness to the orienta-
tion program, or makes guesses from the way the client talks
about jobs he wants or has worked on. If he has quit jobs

in the past and gave the worker a weak reason, he might
doubt the enrollee's "motivation" for work. If the worker
then believed that the client was one of those who really
don't want a job, he decided not to place him, or referred
him to training instead of a job. When he did that, the
worker made a guess about the enrollee come true, by not
helping the enrollee achieve a job.

But enrollees sometimes look "unmotivated" even when
they are not fearful, when there is nothing to be motivated
toward, or when the jobs aren't worth it. They may quit
jobs that looked good to the agency because they couldn't
handle the hassling they experienced on the job (they might
give a different reason because they can't admit they let the
hassling get to them). Or, an enrollee might come late to }
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PROBLEM #1 |

Enrollee
needs a
placement

OBJECTIVE:
Place cprollee| « [STATEGY]  «  [RESORCE]

training

EVALUATING THE OBJECTIVE

the program because he doesn't believe that what goes on
in the program will do him any good. In other words, the
enrollees may play it cool when they don't believe there is a
chance of getting into something worth being turned on about.
This makes the agency think he is "unmotivated." The agency
won't place him and then his disbelief comes true and he can
justify his coming late. But lateness to the program does not
have to mean that he would also go to work late.

These two situations are examples of some general
psychological principles that apply to all people.

GENERAL PSYCHOLOGICAL PRINCIPLES

(1) When someone is far from his goal (or thinks he is),
he can see the desirable parts of the goal more clearly
than the undesirable. Still he is not Tikely to be highly
motivated toward it because it seems so far away. That
is why he may act "unmotivated" even when he says he
wants a job. He thinks that getting one is too far in
the very uncertain and distant future.

(2) When he is far from the goal, he will get motivated to
take only those steps that seem to him most likely to
move him closer to the goal. If he can't see the
relevance of some part of the program, he will not be
"motivated" to get involved in it.

(3) The closer he gets to the goal, the more he becomes aware
of its undesirable or fearful aspects. The thought of
a job makes his fear grow faster than the positive
interest. If the fear gets stronger than the interest,
Ais "motivation" can switch from being toward the goal to
going away from it and avoiding it. That is why some
enrollees are very positive about a job in the future,
but may not keep their appointments, start coming Tate or
be absent from the orientation program when they are
referred to a specific job. That means that the enrollee's
real desire for a job is becoming overwhelmed by fear.
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EVALUATING THE OBJECTIVE

(4) It is better to reduce fear than try to increase the
positive "motivation."

(5) A1l these principles mean that the behavior of enrollees
is very much affected by the situations they are in,
and where they are in relation to their goals. Behavior
is easier to change by changing the situation rather
than by trying to change attitudes and personality.

SUMMARY
In summary, when an enrollee says that he wants or needs
a job, any one of the following could be the case:

(A) He wants a job and is ready to accept a placement.
(B) He wants a job but is afraid of a placement.

(C) He wants a job but acts unmotivated becsuse the incentives
aren't there.

(D) He really does not want to work.
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EVALUAT ING THE RISKS

EVALUATING
THE As indicated above, there are risks in trying to place
RISKS an enrollee when he is afraid of a placement, or does not

want to work. But there are also risks in deciding that the
enrollee does not want to work, when it may be one of the
other cases described. The risk is that an enrollee who
really does want and need a job will be treated as if he
doesn't, and therefore will not get the kind of help from
the agency that he came for. He might just continue to drift
with his fear, and confirm a drifting way of life. Or he may
be put in the position of having to try to prove to the agency
that he wants a job, and get angry at the agency's delaying
tactics or efforts to "test" his motivation before sending
him out. The agency will have to compare the risks and
decide which is greater: the risk of increasing an employer's
mistrust by referring an enrollee who messes up on the referral;
or the risk of trying to screen enrollees in advance, making
wrong judgments, and thus not giving the service that the
enrollee who wants to work came for.

There is no general rule about how to evaluate the risks,
because there are so many different levels of how sure one
can be, and how damaging it would be to make a wrong decision.
Coaches usually took the enrollee's side and tried him out on
one or more placements before deciding that he didn't really
want to work. Job developers, on the other hand, were the
ones whose work got hurt. When an enrollee messed up on a
placement attempt, other enrollees suffered because job orders
were used up on enrollees who wasted them.




{ PROBLEM #1 |

Enrollee
needs a
placement

P

OBJECTIVE:
Place enrollee
on a job op in| <+ LSIRATEGY « [RESOURCES |

training

WAYS OF REDUCING THE RISKS

If there isn't open discussion of the risks and a clear
decision, there can be argument and bad feeling among the
agency staff, especially if someone on the tecm feels that
he has to pay the price of a wrong decision made by others.

Since there cannot be any general rules for deciding,
coaches and other members of the team have to meet more or
less informally in order to discuss the evidence in the
problem cases. Everyone whose work is affected by it can
participate in the decision, take steps like those described
below to reduce the risks as much as possible, and make
compromises and trade-offs so that no one member of the team
feels that his job is always the one that is made harder.
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WAYS OF
REDUCING
THE RISKS: Most enrollees who say they want a job do want a job,

so the team can accept the enrollee's objective and go ahead
by using the strategies described in the rest of this chapter.
Most enrollees are not afraid of a new job, especially if
they have had a couple of jobs that lasted for more than a

few weeks. But when the team decides that an enrollee is
afraid, and the risks of trying nim cut on some placements

are too high, there are some things that can be done to reduce
the risks.

FEAR OF PLACEMENT
When the enrollee seems to be avoiding placements, there

are two general principles that can be followed:

1. Try to set up a placement where the enrollee knows in
advance that he will be successful and that he won't be
uncomfortable or nervous. The agency worker can:

(a) Put the enrollee on a temporary job that he knows
will end on a certain date. This will prevent him
from feeling pressure to succeed. When the job is
over, he knows that it is not because he was fired.
Then make sure that he gets lots of positive feed-
back from both the agency staff and his supervisor
or foreman so that he thinks he can be successful.

(b) Place the enrollee in & job where a trusted friend
works, and get him to help the enrollee adjust.
The friend can also give him reassurance.

(c) Place two enrollees together and get them to help
each other.
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WAYS OF REDUCING THE RISKS

(d) Place the enrollee in a job where he will be working
close to others of the same racial/ethnic group as
himself, especially if he is uptight about being
surrounded by WASPs.

(e) Place the enrollee in a job where the immediate
work supervisor or foreman is of the same racial/
ethnic group as the enrollee.

(f) Don't give the enrollee the impression that his
placement is a 'test' to see if he can make it.
Let him know that there can be lots of reasons
if the job doesn't last.

(g) Give the enrollee a convincing promise (with
examples of other enrollees) that if he does
lose the job, another one can probably be
found for him.

2. Ease the enrollee into work situations through small doses
of experience. He will get used to new situations
gradually, and/or find out that they are not as frightening
as he thought.

(a) Place him on a temporary or short-term job, or
part-time job for a short while, as in (a) above.

(b) Give him some practice in successfully handling
the situations that make him nervous. See Role
Modeling and Role Playing for various ways of
doing this.*

*Role Modeling and Role Playing: A Manual for Vocational Development and
EmpToyment Agencies, available from the Division of Utilization, Manpower
Administration, Washington, D.C. Also see Simulation and Imitation, by
Gordon,Bertcher, Hayes, Lawson, and Munsey, 5 self-instructional casette
audio-tapes and workbooks, available from Manpower Science Services, Inc.
Ann Arbor, Michigan.
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WAYS OF REDUCING THE RISKS

(c) Get the employer to assign him to easy tasks at
first, with precise instructions on what to do.
Then give him feedback on his success.

(d) Refer him to jobs that don't require him to be
involved in situations that make him nervous.
For example, if he gets nervous at employment
interviews, (even after you have given him
practice), refer him to a job that doesn't
require any. Or, go with him to the interview
and handle the tough parts for him (if the
employer will let you).

LACK OF INCENTIVE

If you can't be sure whether the enrollee is unmotivated
to work, or is just not turned on by the situations you have
seen him in or the jobs that he thinks the agency will refer
him to, there are some things that can be done to reduce the
risk to the agency of hurting relations with a possible
employer. Again, there are at least two general principles
that can be followed:

1. Refer the enrollee to a "safe" employer--one who is less
likely to blame the agency or the disadvantaged if the
referral doesn't work out. Such "safe" employers are
also likely to be those whose jobs are low-level and Tow
in pay. So make a deal with the enrollee that if he
sticks it out on the job for a certain amount of time
(say one, two or three months), then you will do
everything you can to get him into a higher Tlevel job.

2. Make sure the enrollee knows he doesn't have to take a
referral he doesn't want. Then he won't act as if he
is accepting it and then not show up. Let him know you
will not get angry or disappointed if he doesn't accept
the placement, and that you will keep trying to get him

1 28
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WAYS OF REDUCING THE RISKS

a more satisfactory one. If he cannot or does not want
to even try the placement, then tell him that you will
try to get him a different job. Also tell him that it
might be closer to his interests, but not be at a higher
level. However, if he stays on the job, you are in a
better position to get him a higher level job.
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EXAMPLES

[ STRATEGY #71: SEARCH FOR A JOB OR TRAINING SLOT THAT FITS ENROLLEE'S BILL |

With this problem and objective in mind, the thing
that most workers do first is search for a job that
accommodates the enrollee. They look for jobs where the
employer is likely to accept the enrollee as he is. The
worker also tries to get a job without either him or the
enrollee having to go through a lot of changes. EXAMPLES:

(a) Anothen slot was open .in X Company's Training School §or
TV nepain. This person seemed Zo measure up appearance
wise and pertsonality wise to pass the stif4 interview
board at the company. The wiitten test was given and
client passed. Coach prepared the client before Linterview
with X's boand. Coach told client to be as relaxed as
possible while being interviewed--not to enter interview
with f§ixed attitude, ete.

(b) T could not §ind a job for him on my team. So I didn't
stop at my team. 1 went fo some of the other teams
and asked for a fob for him because I couldn't service
him. As a hesult 05 checking with othen teams, 1 found
him a job whenre he 48 presently stile employed happily.

(c) T contacted Company A because it is one of the few
companies which 1 senvice that will hine 17 year old
males with a court date pending. Talked with personnel
manager and explained this client's problem--age and
pending cournt date. Had had the young man tested at our
agency (clerical aptitude) which 1 also related to personnel
in Company A. The client was hired and wornked there one
month prion to his court date. The outcome of his court
appearance--4entenced Lo one month in the House of Cornection.
Talked with his parents as well as personnel in Company A
and 4Lt was decided that the client would remain with
the company.
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EXAMPLES
(d) T was able to §ind a job that 1 felt was suitable for
him., 1 did this because he Lacked confidence in
himsel§. The client worked out §ine on the job and began
feeling that he was wonth something.
(e) Client needed a job that would pay well and she could
be home with the smaller children. Client was
interviewed and hired as a wand clerk and wonrked 4in
eveninga.
(§) 1 worked with some of the job developers in order to

netain a fob gon him aftern the sixty-day jail sentence
was served. When he came ouf, he was slotted the next
day agten the time served at $2.59/houn.
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COMMENTS

[COMMENTS : | 1.1 PLACE NOW--

When an enrollee needed or wanted a job, and had other
problems such as those described in the examples, the first

objective was getting the enrollee placed. Sometimes the
placement was one that fit the enrollee's bill so that the
other things were no longer problems. Sometimes the place-
ment simply eliminated the other problems altogether
(financial problems, potential parole violations, family
problems solved when the enrollee could bring home some

money or had enough to support himself outside the family).

In these cases, follow-up checking to find out if the other
problems were taken care of may be all the coach needed to do.
And wish that most enrollees were that easy to help.

1.2 CURE LATER--

But in some cases, the other factors continued to be
problems that either got worse or prevented the enrollee
from keeping his job. For these enrollees, getting placed
was only the first step in getting the pressure off and
developing reasons to trust the employment worker and the
agency. It cannot be the last step if the enrollee is to
avoid another failure.

Therefore, empioyment workers need to divide their time.
Even though there are always new enrollees who need a first
placement, there are those already placed who need continued
attention if they are not to become enrollees again. When
someone becomes an enrollee again, he is often more difficult
to help because of the increased burden of failure. He has a
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more cynical outlook, and less hope or feeling about keeping

a job. In that case, not providing follow-up to an enrollee
who was placed, but whose problems continue, is as much a waste
as providing follow-up to enrolleas who don't need it (because
their problems have been solved).
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EXAMPLES

] EPT AN LABLE OPENI

The second most frequent kind of staff activity in
trying to get an enrollee placed was to get the enrollee or
client to change his requirements for a placement. This was
so that he would accept what was available. This usually was
done by talking with the enrollee, describing an available
opening and emphasizing its advantages. EXAMPLES :

(a) 1 spoke with hen and explained to hen that it might be
hard getting a factony job because of her weight and Lack
of experience. I had a Maid Supervison position open
and they werne a high support company (had agreed to
make special arrangements to hire and retain disadvantaged
workers). She showed interest and it was Bwice as much
money as she had ever eained. She accepted and L8 now Ln
tuining fon the supervison position.

(b) However, they had an opening gorn Janitor and 1 had a
olient that needed a job but didn't want to work as a
janiton, but would accept L%, This client was given
the fob opening.

(¢) He stated emphatically that he wanted some kind 0§
thaining. After exhausting the different training
programs available o this onganization, 4t was decided
by myseld that this young man needed a job because I
febt that a training program 04 monre than a few weeks
would only bore him. Company A was contacted...The
olient was hired and acconding Zo pensomnel he has
proven to be a nesponsible worken.
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(d) The stipulation was that he cut his hair down some as Lt
was about §ive orn six inches all onound. He didn'z want
20 as he couldn't see what the Length of his hain had to
do with anything. 1 tofd him fon the kind of money he
would be making it should be wonrth it to cut his hair
down some, plus he would be working around food and the
customens would probably beef. Long hair and food don'%
seem 2o go together. He cut 4t down, got the fob, and 48
doing swell at this time and can now appreciate my words
420 him. The hain grew back and he keeps it at a nespectable

ength.

(d) Client took the Wondertic Test and made only 2 on the test.
Aften interviewing client 1 nealized that he could have
done better on the test. What transpired was that he
wanted to go from program to program creating the Aimpression
that he was mentally netanded. Client Later admitted that
he was not netanded., (This seems to be what happened:
coach confronted client by telling him he was brighter
than he showed, told him he was ''on'" to the client's case,
and that he couldn't hop from program to program anymore
because he wouldn't get any more MDTA stipends for a long
time, and then told the advantages of the job the coach
could refer him to). Client did exceptionally wekl.
Client 4is now working in a machine shop Learning how Lo
nead bluepnints and operate various machines .
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COMMENTS
MMENTS : 2.1 REPLACING A CLIENT IN FOLLOW-UP

When Strategy #1 is used, the enrollee is placed on a

job that fits his bill, and other problems are taken care of,

the coach can do minimum follow-up. But if he uses Strategy #2,

there is another question about how much follow-up to do.
' Sometimes an enrollee gets into a job that was not quite what
he wanted. But once he gets into it and gets to like it, he
begins to feel it has more advantages than he thought at first.
This is more likely to happen after some time on the job,
rather than right away. The advantages may not show up to the
enrollee until after the tense and confusing first few weeks.
when that happens, the enrollee doesn't need further close
follow-up.

However, it may be hard for the coach to find out if the
enrollee has come to like the job. Enrollees do not always
tell employment workers how they feel about a job if they
don't know or don't like what the worker might do. Enrollees
are more likely to say they like the job when they really
don't, rather than say they don't like it when they really do.

The worker who uses Strategy #2 would be safest to assume
the enrollee wants a job more like the kind he originally wanted.
If the agency finds him such a job, but the enrollee is satis-
fied with the one he is on, he will refuse to quit and there is
no haim done. In other words, the agency should keep on looking
for the kind of job the enrollee originally wanted, and be
willing to contact him and refer him to it when he does find one.
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Doing this has several advantages:

21% It gets the enrollee a job he is more likely to stay on.

2} It increases confidence in the employment worker and
the agency.

(3) Since it is easier to place someone who is currently
employed, the worker is more likely to make a successful
placement with a fussy employer if he refers an already
placed enrollee rather than a new one.

(4) The agency will be able to set up an entry job for a new
enrollee (provided the employer does not get upset at
the 1oss of the employee).

(5) If the enrollee has real proof that the agency makes
good on its promises, it is easier to get him to accept
a job that is different from what he originally wanted.

when a coach contacts a worker during follow-up to see
if he wants to switch to a job like what he originally wanted,
he should make sure the enrollee doesn't quit his current job
until the new employer has really hired him. He should also
not endanger his current job by taking off during work hours
to go to a job interview. He can call in sick in order to
find time to apply for the better job. And if he does get a
better job, he might stay on the first job for a while, until
he is sure he Tikes the new job and can make it there. One
way to do this is to take whatever vacation or sick time he
has coming and use that time to start work on the new job. But
the coach should also make sure that when that time is used up,
the enrol 1ee notifies the former employer that he won't return.
If he just doesn't show up, the employer may become more
prejudiced against the disadvantaged and other referrals from
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the agency. Best of all would be for the enrollee to stay

on for a few days to coach a new referral from the agency into
the job he is leaving; some employers will be less upset, more <
understanding of the situation, and more willing to accept
another referral from the agency.

Once the enrollee has been of fered a better job, and likes
it enough to accept it, he should give his current employer
the opportunity to match the offer by a raise or promotion.

The enrollee might decide that he'd be better off getting a
raise and staying with a familiar employer. The employer
might figure that it is cheaper to give the raise than to
recruit, hire and train a replacement.

2.2 KEEPING TABS ON PLACED ENROLLEES

When an emplcyment worker makes placements that require
this kind of careful and extensive follow-up, he has to keep
some kind of record so that he doesn't forget about an enrollee.
It can be very damaging to the worker and the agency's reputa-
tion in the community if he doesn't even try to do the follow-up
things he promised. And it is easy for successfully placed
enrollees to be forgotten when the worker is very busy or
has not had time to go through all his records to see if
anything was left hanging. The worker could mark a future
date on his calendar so that he is reminded that he has some
unfinished business to take care of.
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[STRATEGY #3: PREPARE THE ENROLLEE SO THAT HE LOOKS GOOD 10 THE EMPLOYER |
Coaches used this strategy as often as they did #2,
although not necessarily with the same enrollees. In this
strategy, if the coach thought a potential employer was not
Tikely to accept the enrollee as he was, he prepared the
enrollee so that he came on well. EXAMPLES :

(a) Knowing my client would be screened very closely by the
interview board, 1 prepared him. 1 made hin aware 04
what to Look out forn while being questioned and zthe
kind of disposition he should display to interviewenr.
CLient was accepted into the training program.

(b} 1 explained to client what time he was to report
wonk and what time 1 expected him to meet me o accompany
him to the job interview. 1 waited on this client fon
three houws and he did not show up. The outcome was
that 1 telephoned the contact penson in the company and
set up anothen appointment. 1 did not wadt this time for
the client to come into the center. 1 picked the client
up at home, and it nesulted in the client being employed
4n the company.

(c] The client was interested in clerical wonk. She was
interviewed at this particular company and was hired
the same day. Before the interview I dnilled the client
with clenical aptitude tests and gave her a few Lips on
clenical procedure and shornt-cuts in typing. Client 44
presently employed at this company (10 months employed).
She has neceived three raises since employment and her
employen 4is very pleased with her and hen wonk performance.
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(d) The coach with the help of the client created a galse
work histony.* The client had not held a job in the Last
15 yeans. The coach had selected a bank to refer client
to0. Bank interviewers need and want only to see individual's d
Personal Information §ile. Not too much checking 48 done
on PT §ikes. ClLients being considerned for jobs must show
necent wonk histony on P1 §ile or no consideration 48 given.
Client was mature 4in yearns and the position available
needed a mature person. This client was placed in a
decision-making position of deciding whether to discard
ofd money on continue to circulate L. Client can wonk
as much overntime as possible; this she takes advantage

04.

(e) These two clients were neleased grom prison to the Drug
Abuse Program and wenre given to this coach to job develop
forn them. The two clients were taken to a job referral.
The histony of these two clients, having a drug abuse
necond, was not gdiven to the employer. The employer 4
would not have considered hining these clients 4if this
knowledge were known. CEients were hired by the company.
Because of thein dnwg abuse histony they were to continue
taking shots daily. Thein quitting time was a half hour
befone shots were to be aiven. The clients did not work
too fan grom the university (where the shots were being
given) and they had no problem continuing shots. The
nepont §rom the employen states that the clients were
good employees.

*Falsification is contrary to the policy of the U.S. Department of Labor. This
strateqy can therefore not be used in publicly sponsored programs.
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[COMMENTS: | 3.1 SUGGESTIONS VERSUS PRACTICE

In Strategy #3, the enrollee is prepared so that he
looks as good as possible to a potential employer. In many
cases, this preparation is done by giving the enrollee hints
or suggestions on how to act in the interview, or giving him
instruction on how to fi1l out an application or take an
employment test. Many enrollees can take suggestions, but
there are many who blow their cool. When actually in the
interview, they get so nervous they clam up and don't follow
through on the suggestions. Also, some preparation is too
complicated. For example, instructions do not help very much
if they do not apply to the particular employer's application
form or interview style. And they don't help in getting better
scores on employment tests--especially aptitude, intelligence
and achievement tests.

Where instructions are not likely to help--either
because of the situation or because the enrollee freezes up or
can't follow them--it is helpful to give him full-scale rehearsals.
This is so that you can see how he actually perfoms, and then
coach him about improving his performance. See Role Modeling
and Role Playing for instructions on how to do this.

It takes a great amount of practice to increase scores
on most employment tests. Sometimes an enrollee gets low
scores on a test because he isn't familiar with tests like it,
and/or because he is nervous. Some practice helps with this
kinds of problem, especially if the practice is on the same
or similar tests to those the employer uses. But enrollees
who don't know Tath OF who have poor English are not likely to
be helped much by anything less than a great deal of extended

-26-
41




Enrollee
needs a
placement

STRATEGY #3:
[OBJECTIVE ] <« Prepare enrollee « [RESOURCES ]

so he looks good
Place the to employer
enrollee

COMMENTS

practice. Just a few hours of practice will only make the

enrollee more nervous about his failure, more frustrated and

more bored by the program. .
Practice and rehearsal take time and test practice takes

a great deal of it. The agency may decide that the time is

worth it because it increases the enrollee's own ability to

take care of himself. He will then be less dependent on the

agency in future job-hunting. But there are some circumstances

in which the agency does not have the time. EXAMPLES:

(a) The enrollee is in a rush to get a job, and can't
afford the time.
(b) The enrollee thinks that the practice is a put-off,
even after you have tried to show him that there ;
are some better ways to do things.
(c) The practice would simply take more time than it
would be worth. Too little practice would be like
none at all.

If the team has decided that one of these is the case, the
worker can switch to other strategies, such as the following:

(a) Intervene directly with the employer so that the
enrollee does not have to sell himself.

(b) Try to get the employer to use the agency's test
results instead of using his own. Then give the
enrollee specific practice on the agency's test
before he takes it "for keeps." When he takes it
for keeps be sure that the atmosphere is secure,
comfortable and relaxed.

(¢) Try to get the employer to use a work try-out
instead of a test or interview.

(d) Refer the enrollee to a dJifferent employe. who does
not make demands that the enrollee cannot meet without
a lot of preparation.
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3.2 SHOULD THE TRUTH BE TOLD TO AN EMPLOVYER?

Some of the strategies described in the examples
involved falsifying job histories or not telling the truth to
a potential employer about an enrollee's drug problem or
police record. In other examples, the agency used exactly the
opposite strategy: the whole story was told in an effort to
get sympathetic but realistic interest. Both strategies have
their advantages and risks, as far as this objective--getting
the client placed--is concerned. The objective would be
defeated in cases where an employer who knew the full story
would refuse to consider the enrollee. On the other side, if
the employer remains ignorant of the risks he is taking for his
organization and eventually learns the truth, his understandirg
of the problems of the disadvantaged will be kept low and his
trust in the agency damaged. However, if the enrollee has
worked out well on the job learning the truth is not such a
disaster. Nevertheless, actual falsification of reports to
employers is contrary to public policy. The following discussion
is intended to present the reality complications which would be
entailed, if there were no moral or ethical considerations
involved. Adherence to the ethical principle of truthfulness
enables the worker to avoid such complications. However,
ethical considerations also imply that the agency may not give
personal or background information that it might have about an
enrollee to others--including employers--without the enrollee’s
permission. There may be grounds for legal action against an
agency or worker who gives confidential information to un-
authorized persons, and if the information can be proved to be
damaging to the enrollee, there could be a damage suit.
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Some employers will continue to be angry at the agency
for not telling the truth, but others can be convinced that
the drug problem or arrest record wasn't important. When that
happens, the employment worker has a good chance of getting 9
the employer to change his hiring policies in general. He
will be more willing to accept other referrals with records
and it won't be necessary to keep the truth from him.

(A) COMPARING THE RISKS

How does the agency compare the risks of telling versus
not telling the truth? One factor has to do with how
well the agency knows the employer. If the employer
doesn't usually check the accuracy of the information on
the employment application, the coach and client may be
able to get away with it, provided the client can be
trusted not to do anything that would let the truth out.
Another factor has to do with the agency's guess about
how a particular employer would act if he did learn the
truth. Both of these considerations require extensive
knowledge of the particular employer.

Second best would be knowledge of the usual practices of
employers in that industry. For example, there are
certain legal rules governing banks that make them treat
applicants with police records differently from the way a
machine shop might handle it. If a worker is to obtain
this kind of knowledge about an employer, he needs two
things: (1) time to get out into the community, visit the
employer, talk to people wno know the employer and collect
information; and (2) a lot of contact with others in the
agency so that he knows who else in the agency had experience
with that employer, and what that experience was.

(B) THE TEAM HAS TO DECIDE

As with decisions about whether to refer an enrollee who
may not really want a job, a decision on the risks involved
in telling or not telling a potential employer about an
enrol lee needs to be a team decision. There are others in

-29-
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(€)

the agency whose work might be hurt by a wrong decision
(for example, the employer relations representative, or
the job developer). They need to be involved in the
decisions, so that they will support it and help take the
steps needed to reduce the risks as much as possible.

The most important person to be included in the decision
is the enrollee, because he is the one who takes the
greatest risk: he has the most to win or lose.

AVOIDING THE PROBLEM

In some cases, there is a way around the whole issue.
Some records can be expunged (erased) legaily, and some
records, such as juvenile arrests, do not legally have to
be reported in some states. The worker will have to know
the legal rights of his clients according to the Taw in
his state, and the possibilities for getting a record
expunged or set aside, how to do it, how to get an

enrol lee's driver's license back, etc. Of course, an
employment worker can't know everything about the law, so
it would be very helpful if the agency had a Tawyer
available.

Still another alternative is to refer the enroilee to

a less fussy employer. Once the enrollee has worked out
well there, it is easier to upgrade him to a better job
with an employer who otherwise gets nervous about police

records
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[ STRATEGY #4: INTERV_NE WITH THE EMPLOYER SO THAT HE WILL ACCEPT THE ENROLLEE |

Less often than the other strategies described, coaches
contacted the hiring authority in the company directly, in
order to get the company to change its usual policy at least
for a particular enrollee. The coach did this when he thought
that the company was not likely to accept the enrollee as he
was, and when for one reason or another he didn't think it would

be reasonable or effective to try to prepare the enrollee to
fit the company or the requirements of the jobs available.
EXAMPLES:

(a) ...and at times would tahe to the bottle, but she was
not an alcoholbic. 11 was my intention to send this young
Lady to Company E and 1 discussed this with a co-wonker
who was vetry negative abcut the (dea, mainly because she
didn't want tc take a chance with this Cady whe might
upset the apple caxt at this company. T catled Company E
and was quite horvest with penscnnel. Hcowever, they were
veny reluctant ab-ut hiung this ycung Lady. Ajfter
talhing with personnel for nearfy an hcur, and stressing
owr high support concept and what {t means to the client,
the company agreed to thy tiis cleent out on a tual basds
fon a feaw weeks. The clieni was hired and has very few
problems . She has neceived a promotion after four months.

(b) Company A was contacted and the gentleman in personnel was
given the full scecp neganding this particular client.
The client was hired and acconding te personnel he has
proven to be a nesponsible worken. Regarding his emotionak
preblom, 1 told him when his moments of anxiety overcome
him, to catl and tealk to me or someone on my feam. Thus
{ar (after seven mctnhs) this has proven to be quite
successful.

Q. 31546
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(¢c)] His physical examination at the company indicated client
had sugar <n his uwrine. The client got upset saying this
was not twe. We had our doctor nun the test over on the
client and nesults were negative. The client went back
to the company with the nesult, but had the wrong nesult.
The cbi2nt created a distunbance. 1 catled the company
fon a disposition on the client. They would have hired
him had he not created such a distwbance. 1 told the
company 1 would deliver the correct faboratory nesult if
the client would be neconsidened. i told the client to
cool it, that 1 would get him hired. The client was hired
and (8 8L working.
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4.1 USING HONESTY

Many coaches report that using honesty with the hiring
authority is successful, especially if the employer realizes
that many whom he might hire off the street have the same

probiems as the enrollee being referred (except that the of f-
street hires don't tell him about it). ™any employers expect
applicants referred from agencies that serve the disadvantaged
to have problems, and if they don't hear about the problems,
they get suspicious of the agency and imagine that the problems
are worse than they are. If the employer has heard about "the
disadvantaged" and about all “"their" problems, and if he knows
that your agency deals with such people, it might be uetter

to use honesty as the approach.

4.2 OFFER AN INDUCEMENT
Talking the employer into a decision different from what
he might otherwise make is sometimes easier if the agency can

offer some inducement. Follow-up coaching is one such induce-
ment that some employers like, but theve are also some who don't
want follow-up and would see it as interfering with their affairs.
Telling the employer about other companies like his own with
whom you “ave placed enrollees can also help if the other
companies aren't much bigger than his. Otherwise, the employer
can say he can't afford to do the kinds of things that the big
ones do. It would be best to mention a company in the same
general class as his, and to put him in contact with the
personnel man there so he can learn about their experience

(if it was a good one).

348
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4.3 WORK TRY-QUT

In companies whose union rules permit, toe worker can
ask for a work try-out of the enrollee. But pe sure that the
try-out is long enough so that the ~nrollee can get over his
initial tension and confusion to do his best work. There is no
point in asking for a work try-out in a company where union
rules and insurance requirements don't permit anyone to work
who is not a regular employee. But the worker can ask the
employar for his ideas about how the enrollee who can't take
tests or interviews can show the employer that he can do the
work.

4.4 KNOW THE EMPLOYER

There are great differences among employers in how far
they will go, which direction they will go in and which they
won't, and what it takes to get them to make an exception for
your enrollee. There is no substitute for knowing the employer,
his practices, what he has done in similar cases and what his
current situation is. Before intervening with .n employer,
the worker should get in touch with others in the agency who
might have dealt with that employer before. Or else he should
try to reach enrollees who have already been placed there, for
a clearer picture and strategy suggestions.
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sY #5:

H ENROLLFE ANDC CO™PANY T0 MAKE CHANGES FOR EACH OTHER )

Cnce in a while cnaches used a combination of both
changing the enrollee and intervening ~itn the employer. In
this strateay, the coach convinced the enrollee to change by
saying the company wruld 2ive him 3 nreak if he did. Then the
worker used the same argu~en' «itn tho hiving authority in
the company--that if it would yive (he enrollee a break, the
worker would get the errgiiee to meet company demands.
EXAMPLES:

(a) Tn thais dvcidervt 1o o client o th g vesy bad poldce
vcecnd, witin tisee convrctions.  He was tited of geana to
Jaid and wvavted 20 50t g steady sob but did wet want s
volrce weesd o, aviichowas bad such as awed tebbety,
rusiing deye, otc.  Thac wan did wet want fo tell the
empicuyct #ie Fouth sloa? s p1st teeotwd fot fean cof
bewa fuseed Jdooe o doued 2 cnance fo owetk., Bedote
taking the ciicn? o the b T contacted the emplouver and
ndetmed him ¢4 tic cidont's nast velsce recotd, and alsc
the wauv the cdicv#t oLt abeu® wo? canting to tell c4 his
past and needira a chance fo prove dimseld as bedng teady
to ge stradahit ond eovlo dev a {4vdna, He agteed te see my
client. The wvext #uin 474 a8 to talk te the ckiend
and have him #ol{ #he cmpleues atcut hds tecetd at the
finst dntervier and expiess hiis {eeldngs to the emplovenr,
te Let him kncw that he had a desite o wotk and ea'tn an
honest Living. He {snalluv agse~d that it would be the
best thana tc de, <athet than ac n and 4L out a
phenev appficatirn bu tiwng o €4Le abeut his past. The
man was hited. S~ 4a% ¢ geed. But with this man, 1
keep a vatu clese vefationship with ham. Also the employer.
I'm alse keepina mv finiews cressed.
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(b] The interviewer really Liked the client and upon completion
0f the inteaview hired him. (This was in a company that
had never used the agency before. The coach had seen a
'""He |p Wanted'' sign on the door, talked to the manager,
and then searched his files for a former client whose job
experience was close to what the company said it wanted).
A{ten one day of work the company called and said they
would have to nelease the client because he falsified
his application, saying he had a driver's icense and could
duive. 1 nushed over to the company and pleaded with them
not to nelease the cfient, that 1 would have ham duiving
in a week. Which 1 did, and the client salvaged the job.




{ PROBLEM #1 |

Enrollee
needs a
placement

' STRATEGY #6:
- [oeectve] - R+ [RESOURCES |
Pilioec the :‘.‘7’;.‘4":7'0.:*
enrollee | e
|
L XAMPES

[ STRATEGY #6:

DROPPING THE ENROLLEE |

In a few cases, wher one or another of these strategies
didn't work, the coaches sirnly drorped enrollees they couldn't
do anything about. Sometimes the cnach dropped the enrollee
officially, by trarsferring hin *n sormcone else or teminating
him from the program; sometimes the enrgllee was "dropped”
when the coach just stoonped workinag on hic case. Sometimes
this informal dropping was done by providing a minimum service
to the enrollee and then ietting him sink or swim on his own.

EXAMPLES:

(a) 1 told harm that T coutd covfanue te teck (for a job) 4ot
im and << ke had e prebieme to call me at heme ot con
the feb. 1 aave him bl mu fefcvhene numbers (home and
office). The ciient cciled =c a? heme at 4 AM. ard that
dcllowing Satundav. Alfer falldna wiin the cLient € was
found cut that G Aid vet want a seob at all but onlu
wanted tc tar fo me (courting). T #tansferred the client
te ancthes crach whe was a mafe. Yy teasen §or this was
that 4§ the cfient weatlu wanted fo wetk the matle coach
could provide zhe same sexvice that 1 cculd {since we were
on the same tear!, il alsc because the male ccach could
handle this pesscn better tian 1. The client called me
the next week and T icld him that he had a vew coach that
woubd be ¢4 any sexvice that the client might need Ln
obtaining a jeb. The naw ccach talked with the clcent
and found cut afic that the cfient did not really want fo
wotkh. The new ccach weierted the client to several
positions but fh cldent neven wepetted to any.
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(b)

(c)

Aftex talking with this §emale client, 1 found that she
had a vew negative attitude about our agency and 15 staff
as a whele. She was tefuctant abeut taking any gob that
was cd4ered. 1 preceeded fo take het into this particular
company hon an interview. After talking wd th pensonnel
she stiff had an attitude. In onden to keep this client
{vem keeping othens 4wm Laking a job with this company,

I tatked with her %<ght away about her intentions aften
complezing the (orientation) cycle. The cutcome wal that
this client was placed at anothex job and was teruminated
on the thind day 04 employment because of tardiness.

This client was neves nefemed out. The two week cycle
was over, and we didn't come up with any job to sudit hen.
She said she woubd tiy to §ind a job on hen own. She
went to Company G and was hired on hen own as a Laborer
at $2.56/houn.
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[ COMMENTS: ) 6.1 ENROLLEES CHANGE

Not every enrollee is going to be placed successfully.
Sometimes it is because the enrollee doesn't want a job;

sometimes it's because his special needs cannot be fit into
any job that the agency has available. And sometimes, it's
simply because there is no job available. But all of these
things can change in time. An enrollee who didn't really want
a job may change his mind, or get into a family situation
where he needs a reliable income. Problems may have taken
care of themselves. New or different jobs become availaole.
Workers often assume that what an enrollee is like when he's
in the program is what he'll be like in the future or in a
different situation. That is a wrong assumption. The coach
should stay in touch periodically with enrollees he could not
place. And ne should g've them a chance to show different
attitudes or feelings.

6.2 THE LAST RESORT
If an enrollee is to be dropped, put into "holding" or

reserved for only occassional attempts to contact him, that
decision should be a conscious one, instead of just letting
the enrollee slide gradually out of attention. When it is
made, there is one more strategy the coach can try: he (or
the agency) can frankly tell the client that it cannot place
him now and that while he is waiting he can look for his own
job. Then the agency can put the enrollee into a job-finding
program in which he learns how to search and apply for jobs on
' his own. See Job Seeking Skills* for instructions on how to

EI{ILC #Minneapolis Rehabilitation Center, 1900 Chicago Avenue, Minneapolis, Minn. 55404
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conduct such a program effectively. If the agency cannot help
the enrollee, this program will leave him with something that
will help him to help himself.

SUMMARY
Obviously, the best strategy is to try to find a job

that fits the enrollee's bill. If the agency doesn't have
access to such jobs, intervening with employers who have Lhe
right kind of jobs, but who are resistant to hiring the
enrollee, is a logical next step. 1If that isn't enough, then
it may be necessary to prepare the enrollee so that he looks
good to the employer. Finally, the strategy of trying to get
the enrollee to accept an available opening that is different
‘rom what he wanted can be used. When none of these work,
the enrollee can be given help in searching and applying for

jobs on his own.
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Carrying out these strategies requires that the agency
worker have certain resources available to him. Some o~ these
strategies require him to know in detail the hiring policies
and practices of particular employers. He also needs to know
something about the Taw and legal rights. He needs free access
to job orders and to pctential employers who may not yet have
job orders on file. He needs to be able to meet with hiring
authorities in companies. Me needs a great deal of informal
contact with others in the agency so that joint decision-making
on the strategies to be used for a particular enrollee can be
carried out. He needs to keep records that will be useful in
reminding him to take care of unfinished ousiness. Finally,
while he needs the time and freedom (and transportation) to
get out into the field, he also needs to be in the office so
that enrollees can tell him their desires for a placement and
can be prepared for placement.

Four kinds of resources are needed in particular: (1) an
intelligence system regarding employers; (2) access to legal
expertise; (3) a job search workshop; and (4) an effective
team structure.

MPLOYER INTELL SYSTEM

In agencies which regularly place enrollees with a
specific group of emplovers, the agency is likely to acquire
lots of information about the employers' hiring policies.
This is especially true if each coach regularly has his own
group of employers with whom he is in more or less continuous
contact (for example, Jobs-Now).

- 56
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In small communities with a limited number of major
employers, it helps to give workers opportunities for visiting
employers in the community, interviewing workers, foremen,
personnel officials, etc. However, in metropolitan areas where
major employers are spread over a large area and where there is
a good deal of individual job development, it isn't possible
for a single local office, or a single team, to know all the
information it could use.

It would be possible for some central administrative
agency in a metropolitan area, such as the CAMPS organization
or the mayor's manpower commissioner or the area employment
service organization, to operate an information bank in which
the names of employment service staff who have had contact
with any employer in the area are entered and stored. When a
worker in a ilocal office needs information about a certain
employer, he could call in for the names of people in the city
who have had contact with that employer. He could get in
touch with them and use whatever information they had to guide
decision-making in the case. In addition, the information
could be pooled and reviewed peri- .ically. This way the gaps
could be discovered.

Individuals could then be designated to collect the kind
of intelligence that is missing and that would be useful. In
this context, "intelligence" doesn't mean simply a list of
what the employer says his wishes and requirements are. The
most useful information is likely to be the kind that comes
from informal sources, such as the actual experience of employ-
ment workers who have had contact with the employer; the
experience of enrollees who were placed in the company; and the
views of the company in the community.

- 42- h7
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[ RESOURCE #2: ACCESS TO LEGAL EXPERTISE |

Local offices would find it useful to be able to call
upon a legal expert for information and advice regarding
enrollees' rights. In a large metropolitan area, with a
number of manpower service agencies, some central authority
could provide services to local units. Most contacts between
a staff member and legal expert could be by telephone. It
might not be appropriate or possible to actually give legal
aid to the enrollee. The main function would be as a resource
for information which the staff member could use to protect
his client. This would require in-service training of staff
so that they could intervene more effectively on the enrollee's
behalf when they go to a court hearing, have contact with his
parole officer or try to get : s driver's license back.
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[ RESOURCE #3:

JOB SEARCH WORKSHOP |

Not every enrollee needs instruction on how to go about
finding and applying for jobs. Many have done this success-
fully before and their unemployment isn't because they can't
find and get jobs. Sometimes it's because they can't keep the
job, sometimes it's because of general economic conditions, and
sometimes it's because of other problems that put potential
employers out of reach--racism among employers, lack of
transportation, medical problems, etc.

But when the agency has been unsuccessful in locating a
job for a particular enrollee, it can hope to stretch its
success rate by increasing the enrollees' skills in getting
their own jobs. Unfortunately, much of the advice given to
enrollees by agency personnel is ill-informed, unrealistic, and
just plain wrong. Further, some enrollees may have a great
deal of difficulty in using advice--in turning a suggestion
into an action they can take and feel comfortable with.

Brief job search workshops, conducted periodically (i.e.,
whenever the agency has 10 or 12 enrollees it can't place and
who could use such help), such as those developed by the San
Francisco Adult Opportunity Center, or the Minneapolis Vocational
Rehabilitation Center,* would be useful. In both of these
programs, members of the group pool their knowledge and their
own experience, provide each other with encouragement and
emotional support, and get:involved in actually carrying out

job search operations. This helps keep the information and
advice relevant and realistic.

' *Reports of these projects may be obtained from the Division of Utilization,
Manpower Administration, Washington, D.C.
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[ RESOURCE #4: EFFECTIVE TEAM STRUCTURE ]

A most crucial resource for employment workers is a team
structure that makes it easy and rewarding to exchange informa-
tion and share in the decision-making process. This is particu-
larly important in cases of dispute. There are many times when
a strategy which works toward an objective held by a coach
may interfere with an objective held by the job developer (for
example, to retain the confidence of an employer) or by an
adninistrator (for example, to serve more enrollees, or preserve

the agency's image with influential people). There are bound

to be trade-offs and compromises in individual cases. Since
each case is different, rules cannot be written to cover all
the possibilities; there would be so many rules that each
one would hardly be used.

For example, the choice of strategy depends on considera-
tion of how much an employer can be convinced to change his
usual practices, what the nature of the available job orders are,
etc. It is essential that the decision-making process doesn't
make the enrollee a pawn in power struggles among team members .
Decisions should be made cooperatively, so that all members
of the team who are affected will understand the relationship
of their part to the other parts. This means that decisions
have to be made on the basis of the particular situation,
rather than on the basis of the rank or status of the people
advocating one side or another. In other words, effective
service to enrollees requires equality of power in the team,
and frequent exchanges of views about particular enrollees.
When the decision about a case is more difficult, these
contacts have to move from informal discussions around the

£\
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of fice toward a full-scale conference. Here, information and
ideas can be systematically pooled and a decision made by

consensus.
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CHAPTER 2
ENROLLEE REJECTS THE JOB REFERRAL

The enrollee has turned up his nose at a job referral
which the team had thought was a good one.

L EXAMPLES . e v et eeeeesensnnensnnesssnnsnsensnsensonesnnees 48

Although the overall objective is to get the enrollee

a job, Objective A is to try to get the enrollee to keep
the first referral. Objective B is to try to find a
different placement to fit the enrollee's bill more
closely.

EVALUATING THE OBJECTIVES....ceviievevecensannas Veseesns 50
REDUCING THE RISKS. i ieerieienreereeronenosannrcstocines 61

Four strategies were used by coaches to achieve the
above objectives.

1. ONE-TO-ONE COUNSELING....cevveuievronnrnsosonsnnonnns 62
2. PERSUASION. . ivteeeeerioriereetiossoossansscersassanes 67
3. PROVE SINCERITY AND COMMITMENT......cvceenvennnsnnss 73
4, CHANGE THE REFERRAL .. ccuevetviiirreoocsecessssonninns 75

Five kinds of resources are discussed in relation to
this problem.

1. FEEDBACK, SUPERVISION AND APPROPRIATE

EVALUATION. tvivvocesencronnntnaesonsconsonnns cieiees 82
2. ORGANIZATIONAL CONCENSUS......icvieeeetnacesannananes 84
3. ACCESS TO JOB ORDERS......... Veieesesisesasenetaiaes 85
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PROBLEM #2:

Enrollee .

rejects job
referral

EXAMPLES

( OBJECTIVE | - STRATEGY * [ RESOURCES |

[ PROBLEM #2: ]

The enrollce has turned up his nose at a job referral, which
the team had thought was a good one, or at Jeast the most
appropriate of the jobs available, considering the enrollee's
qualifications. EXAMPLES:

(@) This young man was unhappy with the placement. He was
ne fered o Steel forn the MA progham. He was
dissatisgied with the pay.

(b) A female cLient was interwiewed and I gelt she met all
the qualifications forn a clerical opening execepi that
she was extremely shy. She had not participated in ghoup
discussions and had made no §riecnds at Jobs-Now. 1In
the interview she expressed an £nability fo communicate
with othen people, especially new acguaintances, and
fearcd new situations. She brightened up hearing about
the job. 1t was working as a figure clerk and she
enjoyed math. An appointment was made for her and 1 told
her T would go with her on the interview the following
moniing. She did not show up until that afternoon and
said she changed hex mind about the job and she would Like
a factony since hern mother wonked as an assembler. She
felt she was not good enough to work Ln an office and
though overqualified jon factory work, 4t was a more
comfortable setting because her mothen Zold hern so!

(e) This particulan client nefused all kinds of employment.
T would take him on an inferview and he would tww every-
thing down. On he would accept a fjob but would not take
the physical.

(d) T was twing <0 place a client 17 years of age who needed
employment baudy to help with family bills. 17 yean-olds
arne extremely difficult *to place Lin eiwployment at a decent
wage. Fortunately 1 had found a position 4in a supermanket
at $2.50/houn and 1 was sure he would be very happy Lo
neceive this chance tc work., When I confronted him with
the fob offen, he Zo my surprise twwed Lt down.
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* [ OBJECTIVE | * STRATEGY + [ RESOURCES |

rejects job
referral

EXAMPLES

(e) 1 had to place a client into emeloyment on a salary that
she disliked which was $1.70 per howr. The reason for
this was because that was the only available position she
qualified for and she was 4in bad need of a fob because
her home had been bombed destroying everything they had,
and killing three childnren.
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| PROBLEM #2 |

OBJECTIVE
A: convince enrollee - [TE_O__C-R—J
to take first * < RESOUR

Enrollee referral
jects job .
:\:?’zirz ZJO B: find another
placement
EVALUATING THE OBJECTIVE
[ OBJECTIV:S: | Although two objectives can be stated, the overall
objective was to get the enrollee a job. Objective A, the
most common, was to try to get the enroliee to keep his first
referral. But sometimes the coach found it necessary to use
Objective B, which was to find a different placement that
fit the enrollee's bill more closely.
EVALUATING
THE Perhaps the agency should not try to make enrollees take
OBJECTIVE jobs they don't want (especially when the job is low paying and

uninteresting). 0On the other hand, the enrollees come to the
agency for jobs and these are the jobs most often available.

So the agency has to decide whether Objective A or Objective B
is more consistent with the enrollee's objectives. The worker
can talk to the enrollee to find out his reasons for turning
down a referral. This can help in making a decision about which

. . . | .
objective is more appropriate.

REASONS FOR REFUSING A REFERRAL

There can be two kinds of reasons for turning down a job
referral. One can be called economic and depends on the number
of benefits to be gained from a particular job. The enrollee
may decide the job isn't worth his labor because of the pay
and working conditions or because he doesn't like the kind of

work involved.
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EVALUATING THE OBJECTIVE

The other reason can be called psychological. That is,
the enrollee may have many feelings that get involved in a job

choice. For example, the young woman who warted to reject a
figure clerk job in favor of working in a factory may have been
responding to a huge swamp of complicated pressures. She may
have been anxious about being where she felt she didn't belong
(that is, fear of being an "uppity nigger"). She may have
feared she didn't have the ability to do the work. Or her
mother might have influenced her decision for several reasons.
She might have wanted tc protect her daughter from disappoint-
ment and hurt by encouraging her to take a factory job where
she wouldn't risk failure and racism. At the same time, she
might also have resented or envied her daughter's chance to do
more high class (white-collar) work than she does, challenging
her prestige and power in the family. Her mother might also
have been afraid that she would lose the enrollee's affection
if the enrollee began to move around in the white-collar world.

SOME REASONS ARE GIVEN MORE CONSIDERATION THAN OTHERS

Both the economic and psychological reasons are usually
present when an enrollee decides about a job, although how
important each is varies from one enrollee to another. However,
manpower agency workers usually do not consider the psychological
factors to be as important as the economic ones.

This happens for many reasons:

-the psychological factors are personal and emotional,
so enrollees don't talk about them as easily as they
talk about the economic ones.
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EVALUATING THE OBJECTIVE

-The agency "atmosphere" makes it seem more legitimate,
mature or "objective" to decide to take or reject a
job for economic reasons rather than psychological ones.

-It takes a fair amount of prying and sensitivity to
bring out the psychological feelings involved;
manpower agency workers are not always equipped to do
this, do not have the time, and often do not like to
get too personal with enrollees.

Nevertheless, the enrollee's personal feelings and relation-
ships--whether with his family or friends--influence his decisions.
So will the image of the job, its "status," the dangers of
failure if it is challenging, the lack of self-fulfillment if
it is not, the exposure to racism, and the anxiety of learning
the ropes in a new work place, the ioss of freedom to control
one's time, etc.

But most agencies and enrollees try to act as if accepting
a job referral was strictly an economic decision, even in Jobs-Now
where sensitivity training and discussions of feelings were

stressed.

HOW MANPOWER AGENCIES DECIDE WHAT THE “REAL" REASONS ARE

A major problem in evaluating the objective is to figure
out whether the referral is rejected for economic or psychological
reasons. Since the economic reasons seem more "legitimate,"
enrollees usually justify their rejection on the grounds of pay,
working conditions or job interest, even when the psychological

factors are more important.




OBJECTIVE:
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Enrollee referral
rejects job

B: find another

referral placement

EVALUATING THE OBJECTIVE

Of course, the atmosphere in the agency that makes the
economic factors seem more legitimate does not stop enrollees
from having personal reactions to the job referrals, or from
acting on the basis of their feelings. Despite this atmosphere,
they will still reject job referrais (sometimes, as in one of
the examples, by simply not showing up for the job interview)
for personal or psychological reasons. The main effect of
this atmosphere is to prevent the enrollees from saying
honestly what is on their minds. In other words, the atmosphere
makes it more difficult for employment workers to do their job.

Coaching is even more difficult when enrollees do not
want the agency to get into personal affairs. Many feel it is
none of the agency's business, and they are offended by the
implication that they can't take care of their own minds and
their family and friendship relations by themselves. Because
they want the agency to get tham a good job, they may not
directly tell the worker to stick his nose out of their affairs,
so they may simply play dumb or be "non-verbal" or put the
worker off the track by giving him a minor or even a fake
emotional issue to deal with, to give the impression of
cooperating. When enrollees run these games, it means they
feel game-playing is necessary to achieve their own objectives
as customers of the agency.

Experience and research suggest that manpower agencies make
decisions according to the following pattern:

-1f the enrollee's economic objections are reasonable, and

if the agency has access to job orders that both come
closer to the enrollee's wishes and also seem reasonable,
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EVALUATING THE OBJECTIVE

then the agency accepts the referral rejection and
switches to an objective of getting nim a different
one.

-But if the enrollee's objections do not seem reasonable
or ne rejects the 2nd and 3rd referrals, then the agency
assumes there are psychological reasons for the rejection.

Once the agency suspects that psychological hangups are behind
the enrollee's rejection of the referral, the enrollee is

usually given intensive counseling with the coach or a counselor.
The objective of counseling is to work through the hangups so the
enrollee will accept the referral. In other words. the agency
keeps its original objective of getting the enrollee to accept
the referral and the psychological factors are usually not
considered a "legitimate" basis for rejection. The agency

tries to change the enrollee's feelings rather than change the
referral.

COUNSELING TO MAINTAIN THE SYSTEM
A major problem is how it is decided whether an enrollee's

objections are reasonable or whether his job requirements are
appropriate. This is where many prejudices and biases about
"appropriate" work can influence what the agency does.

For example, a young woman who told one manpower agency
that she wanted to work on an automobile assembly-line was
immediately referred to counseling because her preference was
"inappropriate," (even though sex discrimination is illegal),
there is no reason why some kinds of work cannot be done by
women and the woman seemed strong enough for the job). The
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EVALUATING THE OBJECTIVE

agency made its decision on the basis of social stereotypes
(which operate against women and minorities) even though it
had available ¢lots at the auto plant.

In that case, the function of counseling was to try to
make the enrollee conform to the social stereotype. That is,
counseling served as a buffer between the enrollee's desires
and the refusal of the agency to accept or respord to her
desires. Counseling protected the status guo by defining the
problem as a psychological one in the enrcllee rather than in
the agency which had stereotyped ideas about the kinds of service
it was willing to provide. When counseling is used this way,
it is called "mystification" of the client.

THE EFFECT OF COACHES' STATUS ON "PSYCHOLOGIZING" THE CLIENT
It is easy to protect the agency by defining the problem
as psychological. It puts the burden back on the enrollee and
allows the agency to believe that its objectives are better
for the enrollee than his or her own objectives. This is the
same process that keeps blacks in menial and low-status jobs
when the agency concludes that a black enrollee's aspirations

are "inappropriate."”

Many coaches suspect that their agencies maintain cultural
stereotypes (here racist ones) even if it isn't intended.
Because of this, they have conflicts and tensions about working

in these agencies. When minority coaches are blamed for "over-

identifying" with enrollees, it is often precisely because they
believe that the agency's idea of what is an "appropriate" job
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EVALUATING THE OBJECTIVE

veferral is really a factor that maintains racism in employment.
The coach's position--at the bottom of the ladder as a black

or chicano non-professiona’i--mikes him even more suspicious.

He believes that the only way the agency can prove that it is
not racist is to upgrade his job in the hierarchy. This adds

a sociai/political dimension to the obvious personal benefits
the coach would get from upgrading.

Research indicates that coaches are often asked to "take
over" enrollees with hangups because professional counselors
prefer to concentrate on vocational matters. Thus, coaches
tend to get deeply involved, as part of their job, in situations
which magnify those conflicts about whether psychologizing the
enrollee is really a cool-out mechanism (i.e., mystification).
And because they find themselves dealing with enrollees’
personal affairs, the coaches feel justified in thinking that
their positions in the agency should be upgraded to match tne
level of skill and sensitivity required for dealing with
matters so delicate that even professional counselors don't
handle them.

PSYCHOLOGIZING KEEPS THE AGENCY WORKING FOR THE ENROLLEE

Since psychological problems almost always exist
(people do have feelings abou't their work and 1ife in general)
the agency can aiways find some "psychological" problem in the
enrol lee which they use to explain his rejection of a referral
or placement. When the worker finds "psychological factors” it
often seems easier and more legitimate to help the enrollee with
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EVALUATING THE OBJECTIVE

his personal problems than to get him the kind of job he wants.
However, i¥ certain other factors are noticed by the agency

or worker, they may be more willing to find a suitable referral
rather than solve the personal problems. These factors are as
follows:

1. If the agency cannot change the enrollee's feelings
about the referral;

2. the feelings seem reasonable;

3. these feelings get sympathy and understanding from
the worker or agency.

Shy, nervous or frightened enrollees are more likely to get
sympathy than those whose anxiety is hidden behind a mask of
masculinity or street hardness. Sometimes when they are dealing
with "tough" enrollees, workers try to "break down" their
defenses (often dangerous for the enrollees) as if it were not
legitimate to get them jobs until they admitted their weaknesses.
When the agency cannot find psychological reasons for
turning down a referral because the enrollee refuses to make
his hangups public, or Lecause probing is unsuccessful, the
agency often concludes that he is simply being immature or
unreasonable--or that he really doesn't want tc work.

SUMMARY

When the worker cannot explain an enrollee's rejection
for economic reasons he tries to find a psychological one. If
he finds such a basis, he tries to change the feelings because
they are not considered "legitimate" reasons for trying to get
the enrollee a different referral. And if he cannot find such
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EVALUATING THE OBJECTIVE

a basis, he then concludes the enrollee doesn't want to work--
and that gets the agency off the hook by putting the blame
back on the enrollee. At that point, the agency siops trying
to work with the enrollee, or refers him to work experience
training, such as NYC or Mainstream.

In other words, one value of getting the enrollee to talk
about his feelings is that it helps to maintain the agency's
motivation to work for him. Many enrollees know this and an
experienced one often secretly tel1ls those less experienced
that it's better to talk about personal problems because the
counselor will then be more likely to get them job referrals.
That's when the enrollee is likely to run the game of giving
the counselor a phony problem to work on. If the enrollee
does not cooperate in this way, the agency's motivation fails,
and is likely to conclude that the enrollee is unmotivated.

HOW TO FIND OUT WHICH OBJECTIVE IS RIGHT

Sometimes, the psychologizing of the enrollee works--
he accepts the referral that he previously rejected. Is he
doing that to get the worker off his back, has he really
resolved his hangup, or has he simply become convinced that
his stated desires for a better job were "wrong?" That is, how
can the agency tell if its objective was right, or whether
counseling was only a way of manipulating the enrollee into
accepting a referral he really didn't want? There are several
clues that can be used, though none of them is foolproof:

ERlC K
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EVALUATING THE OBJECTIVE

The objective was probably wrong ir:

-the enrollee doesn't stay on the job for very long,
especially if he quits (or arranges to get fired)
before he has another job lined up.

-the enrollee avoids further contact with the worker
because it makes him feel bad about himself, or
emotionally stirred up, when he discusses his feelings
with the worker.

-the enrollee sticks on the job, but in spite of his
initial dislike for it, and becomes a passive, accepting,
unambitious plodder, resigned to a work 1ife that has

no self-fulfillment in it.

-the enrollee expresses cynical or negative attitudes
about the agency in the community, feels that the
agency promised more than it delivered, or that the
agency is part of a system designed to keep the
disadvantaged down in jobs that whites don't take.

Unfortunately, all of these clues come too late, after the
damage has been done. Nevertheless, follow-up can be done so
that the agency can evaluate its own record and find out if
it has "psychologized" the problems too often, and "mystified"
enrollees.

There are some clues the agency can use before it is too
late, but they are "weak" clues that cannot be used without
lots of good judgment:

-if the enrollee is vague about what he wants in a Jjob,

says that he'll take anything, would accept a job paying

as little as $2.50/hour, but then rejects referrals

because of low pay or because he doesn't like the work.
then it may be a matter of psychological conflict.
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EVALUATING THE OBJECTIVE

-If the enrollee seems to get 12ss and less involved in
the agency program, avoids discussions about jobs and
working, begins to come late or skip, or fails to keep
placement appcintments, it may be that he has personal
or family problems.

-If the enrollee participated in selacting the referral
from the list of jobs available, without pressure to
select the one the agency thought best, and he then
rejected it when the time came for the employment
interview, there may be psycholcgical problems involved.

-1f the enrollee turns down a job referral in favor of
ano-her one that is not as good according to his own
criteria, thzn there may be psychclgoical hangups.

Bu- keep in mind that agency workers, as white-collar
people, tend to place more value on the social status
of a job than some enrollees do. A worker who tries to
talk an enrollee into taking a jocb as a bank clerk
instead of a higher paying job as an assembler in a
factory may be imposing his own values on the enrollee,
which lead him to interpret the enrollee's preference as
evidence of psychological or personal problems.

-But if the enrollee rejects a job referral for specific
reasons, has a reasonable alternative that he would
prefer, or has a stable job history that is consistent
with his preference, ti 2n his rejection of the referral
may not be a psychologcal hangup.
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REDUCING THE RISKS
REDLCING
THE Finally, the agency could take the position that
RISKS

psychological reasons for rejecting a referral are just as

legitimate as economic ones. If they are legitimate, then

they dor't have to be changed in order for the agency to

try to do its placement work. The agency can change its
objective to that of finding a different referral that fits

the enroilee's bill. That makes it unnecessary to probe

for psychological problems, to risk humiliating the enrollee,
to run th2 danger of using psychology to cool-out the enrollee,
and of making the enrollee feel Lhat his rejection of a
referral shows that there is something wrong with him.

That puts it up to the enrollee. If the agency simply
cannot find a job that the enrollee wan*s, then he can decide
whether or not he wants to use counseling to work on changing
his feelings about the jobs that are available.
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[ “STRATEGY #1:

ONE-TO-ONE_COUNSELING |

Coaches usually talked a lot with enrollees about their

rejection of the referral. In Jobs-Now these counseling
sessions aimed at: (1) exploring the enrollee's reasons; and
sometimes (2) persuading the enrollee that his reasons were
wrong. EXAMPLES:

(a)

(b)

(c)

In a one-to-one he felt that it would be sfLow upgrading
in a steel mifL and he wanted to go to a company that
paid mone and had dealings in the can industry and fasten
upgrading.

We spent some time talking about a variety of subjects
before she felt comfonrtable enough to discuss the
figure clerk position...

Unfortunately the young man had neceived false information
from his fellow clients about the abundance of jobs that
wene available fotr young people his age and with no wonk
experience. When I confronted him with the job ofger, he
£o my surprise twuwed it down. T asked him why and he
told me becausz of what he had heand. Tmmediately 1T

began thying to ingorm him that this was false information,
but it was evident that he had mone confidence in the
othern clients than in myself.
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[ COMMENTS "] 1.1 BUY TIME

Time is crucial when a job order is being held for an
enrollee. Workers are reluctant to pass up the job order
before they've found out why the enrollee rejected it and
had a chance to change his mind. Therefore, in several
cases of rejections, the first thing the coaches did, even
hefore the counseling, was to call the employer and try to
postpone the date for the enrollee's job interview. Of
course, if the enrollee has rejected the referral by not
showing up for an appointed interview, the coach has the
added prob]em‘of trying to apologize to the employer while
still getting him to hold the job open for the enrollee.

If the enroliee has rejected the referral by directly rejecting
a job offer from the employer, then it is too late to do
anything about it.

Thus the easiest job for the worker is to get a simple
postponement of the job interview, and that means that enrollees
should be encouraged to reject the referral before the inter-
view if they are going to reject it at all. That doesn't mean
that if he doesn't reject the referral, he must take the job
later. The actual interview {or in some cases the first day on
the job) may reveal some things about the job that neither the
worker not the enrollee had suspected. So the enrollee
should still feel free to reject it later. Nevertheless, it's
better to give him as much opportunity as possible to reject the
referral before going to the interview.
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1.2 TRYING TO PLEASE THE COACH

One of the things that keeps come enrollees from
rejecting a job referral is that thuy don't wént to displease
the coach. It is easier to reject someone when he isn't around
because you don't want him to feel bad, and you don't want him
to dislike you. That makes an enrollee pretend to accept the
referral and then reject it later when he is away from the
worker, by not showing up for the interview, turning down the
job offer from the employer, or accepting the job and then not
showing up for work [although other chapters of this Manual
show that when an enrollee does not come to work on the first
day it does not necessarily mean he doesn't want the job!].

In any case, it makes the worker's job easier if the
enrollee rejects the job in his presence so that he has a
chance to do the counseling. But that means that he should not
act as if the rejection of the referral is a rejection of
himself or the agency. Unfortunately, many manpower workers
get quite upset when an enrollee turns down their efforts.
That's why they often dig their heels in and try to convince
the enrollee to take the job and interpret his rejection as
evidence of psychological problems. If enrollees suspect this,
they will nos reject the referrals until they are away from
the worker.
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1.3 A REFERRAL IS NOT A PERSONAL GIFT FROM THE WORKER
One way to avoid this kind of problem is to avoid
giving enrollees the impression that the job referral is a

personal favor. If the enrollee thinks of it as a 'favor,' he
may try to hide his rejection from the worker.

But that doesn't mean that the worker should act as if it
is just a part of his job and that he has no personal interest
in the enrollee. The worker should try to show that his job
of getting referrals for people gives him the pleasure of
being able to get this one for this enrollee. This shows
personal interest, puts the job in a positive light, but still
lets the enrollee know that it is the worker's job--rather than
a personal favor--that led him to get the referral.

The worker can reinforce this impression by telling the
enrollee that if he doesn't want the job, it is 0K to reject
the referral. This helps demonstrate the worker's personal
and real interest in the enrollee.

In other words, the worker can save himself some trouble
if he doesn't act ego-involved in the particular job referral,
but shows his interest in the process of getting the enrollee
a Jjob.

1.4 EVERY REFERRAL DOES NOT HAVE TO RESULT IN A PLACEMENT

An agency should not measure performance by the number
of successful referrals made by each worker. This puts pressure
on the worker and in turn puts pressure on the enrollee to
accept the referral. If the worker's supervisor does not penalize
him for unsuccessful referrals, then the worker can encourage

enrollees to reject referrals they don't Tlike.
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It would also be better if the worker felt free to
pass on the job order to another worker in the agency.
Then the staff would be less jealous and secretive about
job orders and the agency would still be able to maintain
its record of placements.
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[ STRATEGY #2: PERSUASION |

When coaches used this strategy, they stressed the
advantages of the job that the enrollee wanted to reject.
Less frequently, they also talked about the disadvantages of
the job that the enrollee preferred (if he had a particular
job in mind as an alternative). Sometimes this persuasion
implied threats. EXAMPLES :

(@) Though 1 had a gactony position, 1 takked about the
factory situation, pointing out all the negative aspects
hor mothern never mentioned, and we discussed the positives
0f the office situation. 1 told henr to think £t oven
and et me know hen decision the next day, well aware
that she would discuss it with hen mothen., The §oLEowing
day she was in early to say she had discussed At with hen
mother and had decided fo think fon henslef and take the
0f§ice job, though hen mother objected. She was hired
and has been very effective on the job for almost two years.

(b) 1 explained to the client she had to accept the fob
because of what had happened to hen home. Also 1 explained
£0 hen that she could Aocon make as much as $3.00/hour
because hern job was doing piece wornk. In about four months
my client had brought her salany up to $2.64/howr but 4he
had to take a Leave of absence in October because she 4
seven months pregnant. She 48 due %o return 1o hen fob
some time in March. My cfient ended Liking anc maintaining
her job and was Liked very much by her supervisor.

(¢) So I got him one more job interview and Let him know this
was the very RLast time. He sensed T was not kidding and 1
haven't had another problem with him.
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] COMMENTS :] 2.1 ACCENTUATE THE POSITIVE

In Chapter One, some reasons were presented for
emphasizing the positive aspects and avoiding negative ones
when discussing different placements. Unpleasant and
threatening ideas make people uncomfortable and anxious.
Therefore, it's dangerous sometimes for the worker to emphasize
the negative aspects of the job the enrollee prefers, because
this might drive the enrollee away. Worse yet, the worker might
not be able to -convince the enrollee to accept the referral
he wants to reject. But he might convince him not to go
after the job he wants and as a result he rejects both kinds
of jobs!

2.2 GIVE THE ENROLLEE TIME--IF HE CAN AFFORD IT

In one of the examples, the coach gave the enrollee
a day to think over her decision. That is a wise move and has
at least two advantages: (1) it lets enrollees know that the
decision is their own and that the worker is willing to accept
it whether or not he personally favored one particular alterna-
tive. (2) Secondly, it means the enrollees have a chance to
make their own choice. At first, it was the worker's decision,
but that kind of decision doesn't stick until the enrollee
makes it his own. Time also gives the enrollee a chanc2 to
check out the worker's arguments with others, and to test them
to see if they stand up. This way the enrollee comes to agree
with the worker because the arguments are good ones, not because

of the worker's personality and salesmanship.
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But if the enrollee can't afford to lose time before
starting to work, don't force him to delay his decisions
by giving him an appointment on another day. He might see
that as a put-off--a threat that if he doesn't agree right
away, he will be faced with a series of appointments, spaced
too far apart, before he is given another job referral.

2.3 SOME UNANSWERED QUESTIONS
A. Did the enrollee really “think for herself" or

did she just switch from accepting her mother's opinions to
accepting the coach's? Did the coach end up by coming between
the enrollee and her mother and interfering with their affectionate
relationship? We'l1l never know.

B. If the enrollee sticks it out on the job, does that
mean that the coach was right in getting him to accept the
referral? Maybe yes, maybe no. Suppose that for some reason
the enroilee took a job he didn't want or like. It sometimes
happens that he changes his attitudes toward the job because
of a psychological mechanism called "post-decision certainty"
(also explained as "dissonance reduction").

Post-decision certainty refers to the fact that after a
person has made up his mind, no matter how close the balance
of positive and negative elements, he tends to become more
sure that he was right in his decision. He forgets about the
negative elements and convinces himself that the positive
elements were right. And other things turn up on the job that
make it unexpectedly satisfying, such as a particularly good
supervisor or a friendship with a co-worker.

QA
€) &
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Dissonance reduction means that when people's attitudes
don't match their actions, they tend to change their attitudes.
So if someone does accept a job toward which he had negative
attitudes, he tends to change those attitudes into positive
ones so that they are consistent with the fact that he took
the job.

Both mechanisms operate most strongly when the enrollee
feels that it was his own decision, rather than one imposed on
him by others or by circumstances. The point is that an
enrollee who later says he likes the job is not always saying
that the worker was right in talking him into it. He might
have felt the same way about any job he had decided to take.

2.4 THE WORKER HAS TO ACT EVEN THOUGH HE DOESN'T HAVE ALL THE ANSWERS

With the present state of knowledge about jobs and human
behavior, it is impossible to get clear answers to questions
like these, but still the worker has to do something one way
or the other. One way to guide his decisions is to be clear
about the priorities among the agency's objectives--and the
enrollee's.

If the objective is to get an enrollee on a job, then as
far as this objective is concerned it doesn't matter whether
the job is the best one for the enrollee, or satisfying to him,
as long as he stays there (and many people do stick with jobs
that are not satisfying).

But if the objective includes giving the enrollee a
satisfying or career-oriented job, that is a di fferent story.
And if another objective of the agency is to get a reputation
in the community for meeting the needs of enrollees as they
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define them, that adds another consideration. The worker and
his team can make decisions and take actions once they are
clear with themselves and with their enrollees about how
important the various objectives are.

A periodic review of past cases could be used to analyze
the decisions that were made by the team and to look at
alternative decisions that might have been rade. This can
help keep the staff thinking about alternatives so that they
don't get in a rut. This doesn't have to be done with every
case, but cases that have something in common (for example, a
group of cases where the problem fits Problem #1 in this Manual)
could be discussed at one meeting, cases which fit Problem #2
at another, and so forth. The whole staff or team could explore
the alternatives, discuss whether different strategies might
have been more effective, raise embarrassing questions and
decide on prioritias among objectives and strategies.

Without reviews of objectives and strategies like these,
the coach is often put into an impossible position by his job:
he has to act in the absence of sufficient knowledge, he is
expected to be effective, and yet because it is assumed that
as a coach he can do things that others in the agency cannot
do because of their race, professionalism, or lack of connection
with the enrollees and their community, he and others in the
agency feel that there is little they can teach the coach that
will help him to be effective. The coach is aware that his
performance is being evaluated, but the criteria are unclear,
both to him and to his supervisors, because there has been no
explicit statement of objectives, and no consensus on strategies.
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Since answers to questions like those above are lacking,
the coach needs some consensus from his colleagues and supervisors
that tells him he is evaluating his effectiveness according to
the same criteria and the same objectives that they are.
Without this, there can be no adequate evaluation. And when there
is no evaluation, the coach cannot get the kind of feedback he
needs to grow and develop on the job. It is the enrollee
who suffers from that, in the long run.
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[ STRATEGY #3: PROVE SINCERITY AND COMMITMENT B

In the interview and by other special efforts, coaches
tried to prove their sincerity and make the enrollee believe
they had the enrollee's best interests in mind. This strategy
covers efforts to close the “"credibility gap" between the
agency and the enrollee. EXAMPLES :

(a) ...but it was evident that he had more congidence in the
othen cbients than 4in myseld. When I saw I couldn't
convince him 1 imediately called the manager and moved
the interview up a couple of days. This would give me
Zime to phove to my client that it is almosit impossible
2o §ind good or meaningful employment for an Andividual
his age. 1 gave him the complete job £ist and asked him
fo choose &ix positions that he might Like to occupy.
Aften the choices were made 7 immediately got on the
phone and. set up three of the interiews for the next day
and three fon the day agten. 1 knew that he would be
turned down on all six positions, but the point was %o
prove 2o him that 1 had done my very best to secure the
type 0§ position he preferred. When he was nefused
employment at all six dnterviews he began to realize that
1 had been completely honest with him. At this point he
decided to go on the orniginal interview. The result was
he was hired at the supermarket and is now wonking and
going to schook in the evenings.

(b) I knew that my client had to have sufficient clothing in
onden to go back and forth to work. So 1 decided o have
staff donate whatever clothing and money Zthey could for
my client and her family. 1 explained to my client she
Zad 2o accept the job because of what had happened to her

ome.

(c) We spent dome time talking about a variety of subjects
before she felt comforntable enough to discuss the figure
clenrk position.
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3.1 WHO IS OBLIGATED TO WHOM?
The purpose of this techrique is to close the credibility

gap. It is an effort to show that the agency really is
thinking of the enrollee s best interests. But a show of
commitment can also have the opposite effect. Some enrollees
may feel obligated to the coach or agency because of "all they
have done for him," and then take a job because they would feel
guilty rejecting it. In other words, showing commitment can be
a way of manipulating the enrollee psychologically so that he
does what the agency wants him to do.

In the Comments on Strategy #1, it was stressed that one
danger of this technique is that the enrollee might agree
with the worker and then fail to follow through on the referral.
Using gquilt works the same way. -~ ~

If using guilt works and it gets the enrollee a job (if that
is the main objective), then it is OK. But it might not work
or it might make the enrollee feel miserable, either because he
doesn't like the work he's doing or because he feels that he's
being ungrateful if he refuses the referral. Guilt, and the
feelings of worthlessness that go along with it can increase
the need to escape through alcohol, pills and smack.

LA ® |

CIJ
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[ STRATEGY #4: CHANGE THE REFERRAL |

In some cases, coaches changed the job referrals for the

enrollee. Sometimes this was done because the enrollee
convinced the coach that he had legitimate reasons for rejecting

the referral. EXAMPLE :

(@) In a one-to-one he et that it would be sfow upgrading
in a steel mill and he wanted to go to a company that
paid mone and had dealings in the can industry and faster
upghading. 1 neferred him to . Wonking on the
assembly Line then he would be up fon promotion depending
on attendance and productivity. 1In making my decision
on this 1 was thwing to get what he wanted--pay and
up%(naging. He is s2ilL employed for and 48 continuing
school.

Sometimes it was done because the coach wanted to give the
enrollee another chance after he turned down a job which was

therefore no longer available. EXAMPLE:

(b) T would take him on an interview and he would turn
everything down. He would accept a job but would not
take the physical. Agter talking and talking Zo tnis
client he still nefused to cooperate. 1 ginally gave
up on him but decided to try again. So I got him one
mone fob interview and Let him know this was the very
Last time. He sensed 1 was not kidding and 1 haven't
had another probLem with him.

Sometimes the coach got the enrollee other referrals to show
him that the one he wanted to reject was the best thing
available for him. EXAMPLE:
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(c)

1 gave him the complete job £ist and asked him to choose
six positions that he might Like to occupy...I knew that
he would be tuwed down on all six positions, but the
point was to prove to him that 1 had done my very best
2o secure the type of position he preferred...

And finally, the referral could be "changed" by getting

the employer to change the aspect of the job that the enrollee
didn't like, so that the enrollee weuld accept the referral.
!

EXAMPLE :

(d)

1 contacted Company D and 1 explained the feeling of

the client. He felt that he was not hired for that
particubar fob, and neally agraid that this would be a
permanent position forn him. (After having been hired as
an accounting clerk, the client had found that he was
being given just a series of odd jobs; the client had
complained to the coach and said that he wanted to
refuse the job). I afso expressed that 1 felt that this
individual would be an asset to the company. The client
did neturn to Company D, and has now been there for 5

months.
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[ COMMENTS: |

4.1 WORKERS NEED ACCESS TO J0B ORDERS
Obviously, this strategy depends on having other job

orders available. Manpower agencies usually do not control
their access to job orders, and they often are prohibited from
developing their own and making them available within the
agency. The tightness of control over orders has increased
with the computer-based job banks, which is the exact opposite
of what was intended. This scarcity of orders forces the
workers to try to make their clients accept the original
referral.

Manpower agencies also have no control over the state of
the local economy. When the economy is down, it tends to
hurt those who are at the end of the job line--the young,
the disadvantaged and the minorities. But there is a tendency
for agencies to use the state of the economy as an excuse
for ineffective efforts.

For example, when inner city unemployment went up by only
a few percentage points, some agencies explained a 90%
drop in their job orders as the fault of the economy, rather
than as a failure of job development or job finding efforts.

Nevertheless, manpower agencies are directly affected
by the local economy and measuring effectiveness by the number
of placements forces them to shoehorn their enrollees into
any available position.

Under such circumstances, it is important for agencies to
make it clear that the enrollee could be placed if there were
more jobs open. Agencies sometimes give the impression that
continued unemployment is the enrollee's fault because they
want to "motivate" the enrollee to take part in the agency's
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program, and because they are reluctant to admit they don't
have job orders. Since, historically, getting job orders
has been the main function of manpower agencies, few are
ready to admit it when they are not successful.

Also, today there is the growing belief that the drop in
job orders is a result of manpower agencies' efforts to
concentrate on services to the disadvantaged. Thus the agency's
inability to get orders is blamed on the enrollees! HWhen
employers avoid manpower agencies because the enrollees referred
to them are “disadvantaged," this can be the fault of the
ineffectiveness of the agency's work with its enrollees, as
well as a lack of effectiveness in job development.

If more on-the-job coaching were done, it is possible
that employers would be more willing to place job orders with
the agency. In other words, the agency should blame its own
efforts--in job development and in working with enrollees--
rather than blame the characteristics of the enrollee population.
The agency can do something about the former.

4.2 COORDINATE THE AGENCY'S MESSAGES TO THE ENROLLEE

One of the things that confuses enrollees is that they
sometimes get different messages from different sections of
the agency. When he is being recruited to the agency, or
getting talked into participating in the orientation or pre-
vocational training program, he is led to believe that if he
participates and cooperates, he will be rewarded with a job.
This implies that the agency has enough job orders.

But later, when he is sent to the placement department,
he is likely to be told that jobs are scarce, and there's not
much the agency can do except help him get a low-wage Job.

34
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When the enrollee gets these messages, he may decide that
both are right. That is, he may think the agency does have

access to jobs but that it will not refer him to good ones--
that the agency is holding out on him. This suspicion can
lead him to reject referrals because he thinks the agency
has better ones it is "saving" for more favored enrollees or
for staff's relatives.

Or, he thinks both are right--that there are decent jobs
but he can't get one of them--because he is a personal failure
and doesn't have what it takes. In that case, he blames himself
entirely for a failure that is at least partly a failure of the
economy; the agency has mystified the true situation.

It seems the best way to avoid these wrong impressions is
to be completely honest with the enrollee all along the way
about both the numbers and types of jobs the agency can refer
him to. However, since the staff in various sections of the
egency process have different needs and perspectives (job
developers whose main function is to get job orders are more
impressed with how difficult that is than are orientation
leaders who try to give incentives for active participation),
each member is still likely to give a different story to the
enrollee, even if he tries to be honest and realistic. To
prevent this, agency staffs of the various components should
meet together periodically so they can get their heads straight
and then give the enrollees a clear consistent picture.
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4.3 DON'T LET THE ENROLLEE BAIL OUT WITHOUT A RIP-CORD

If the agency sends the client on job interviews that
will reject him (just to prove to the enrollee that the original
referral was the best he could hope for), there is a danger
that these failures can be emotionally very damaging to the
enrollee, and can lead him to stop trying to find employment.
It can give the enrollee the impression that job hunting is a

waste of time, and cause him to become dependent on the agency.

One way to prevent this is to let him know in advance
that the original job referral is waiting for him, so that he
still has a chance for success after failing on all the jobs
that he picked. And then it is important to go over the
failures with him to help him select prospective jobs more
wisely and more appropriately in the future, so that he can
still do his own job hunting, if he has to.
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The strategies in this chapter fall heavily in the area
of counseling, which involves a great deal of interpersonal
sensitivity, judgment, and self-awareness combined with a
clear idea of what it is that is to be accomplished by the
counseling. Ordinarily, counseling is seen as a private
relationship and unrelated to organizational structure.
Nevertheless, as the discussions in this chapter suggest,
there are many organizational factors that infiuence what goes
on in counseling. Its objectives, the ability to sense what is
going on with the enrollee, and to act on that sensitivity are
all influenced by organizational factors, such as agency objectives,
status hierarchy, agency resources, distance between workers in
various sections of the agency, etc.

This chapter suggests five organizational resources
that can contribute to these counseling strategies. A system
for providing (1) feedback, supervision and appropriate evaluation
is one resource for helpning staff improve their judgments and

decisions. (2) Organizational consensus on both objectives and
on coordinatation of messages to enrollees is another resource.

Workers need (3) access to job orders in sufficient range and
variety so they are under less pressure to get enrollees to

accept the first job referral. Enrollees need (4) access to some
kind of grievance machinery which can impartially evaluate their
suspicions that they are not being referred to better jobs.
Finally, (5) the Status of minority coaches and other minority
staff can affect counseling-related decisions.
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[ RESOURCE #1: FEEDBACK, SUPERVISION, AND EVALUATION |

A system of regularly scheduled case reviews, bused on
follow-up information and records of decisions and strategies
used with enrollees having similar problems is a useful resource.
This can be a way of continuously monitoring the kinds of
decisions and judgments described in this chapter. Such
reviews can serve a number of purposes:

a. they can provide the staff with the support of their
colleagues and with consensus on strategies to be used.

b. they can agree on objectives and modifications of
priorities among objectives as time and circumstances
change. Then this will prevent inconsistencies
between strategies and objectives from developing to
such an extent that it takes a morale crisis to get
the agency to realign policies.

c. The staff can be made conscious of decisions they make
automatically =nd of the range of alternative techniques
that can be used.

d. Coaches can have a basis for evaluating their performance
in relation to the standards and ideas of others in
the agency.

e. Supervision which would help staff work better rather
than enforce rules and punish violations could be
provided by such periodic case reviews.

If simply the number of placements has been a criterion of
effectiveness, then a different way of evaluating effectiveness
needs to be developed because this pressures the worker to make
enrollees take any available jobs. One way of evaluating would
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be to match the evaluation criteria with the objectives of each
individual case. Effectiveness could be measured by noting how
often the worker achieved the particular objectives chaosen for
the various enrollees in his caseload.

If this method is used, the staff are free to use strategies
more appropriate to the enrollees' needs. It also reduces the
pressures of organizational constraints on how objectives are
established. 1In the long run that means more individualized
service to enrollees within a system which can monitor staff
performance.
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[ RESOURCE_#2:

ORGANTZATTONAL CONSENSUS |

There is no way agency rules can coordinate the messages
implicitly given by various staff members (scarcity vs. cbundance
of job orders; counseling will be helpful vs. you have to see
the counselor because that is the rule in the agency, etc.).
These rules would have to be so specific that the agency
might as well use tape recorders and give up trying to respond
to individual enrollee situations. If rules are insufficient
to achieve such coordiration, then the alternative is to get
it through face-to-face staff interaction around the issues
where coordination is needed.

Thus it would be helpful to have staff meetings in which
people working in different roles and divisions of the agency
get together to talk about areas of overlap and contact between
them. And if the various views of staff members are to be
publicly expressed so that conflicting perceptions and dis-
agreements can be resolved, then these meetings will have to
be informal and led by someone who can achieve consensus rather
than simply impose authority. Otherwise, conflicting views
will go underground and only be hinted at rather than resolved.

Such meetings are very likely to discuss the objectives
of the organization as a whole. This would give individual
staff members a chance to see whether the objectives they work
on with individual clients matches the objectives and priorities
of the total agency. This naturally leads to self-assessment
of the agency's effectiveness in achieving its objectives.
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[ RESOURCE #3:

ACCESS T0O JOB ORDERS |

Obviously, manpower agencies need to have job orders.
Less obviously, workers need access to those orders so they
can respond with an alternative when an enrollee rejects an
initial referral. There is a lot of conflicting opinion
(none of which has much factual basis other than isolated
examples) about the supposed "danger" of losing job orders
because of too many contacts between agency personnel and
the employer. Employers complain more about the slowness of
manpower agencies than they do about having too many people
referring enrollees for the same job. Other evidence shows if
there are more contacts between several different people in
the agency and the employer, the employer will be more Tikely
to use the agency to hire the disadvantaged. In addition, there
is a danger of damaging an enroilee by hoarding job orders or
restricting workers' access to potential placements.

Wheir Tess job placements are available because of a slow-
down in the economy, the agency could re-evaluate its placement
objectives. For example, the agency could change its objective
to unbiasing the employment in the community. That is, the
effectiveness of the manpower program in the community could be
measured not by the number of placements, but by the extent to
which the agency has been able to spread the existing unemploy-
ment more evenly between whites and minority groups or between

males and females.

100
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Thus the overall measure of effectiveness would be the
periodic statistics on the rate of unemployment by various
population subgroups: blacks, chicanos, orientals, Puerto
Ricans, youth, older workers, veterans, males, females, etc.
That would make it clear that the objective of manpower
service delivery systems is not employment per se, but equal
opportunity-to be empioyed. Total amount of employment is
really out of the hands of local service delivery agencies
anyway. It is much more a matter of economics at the regional,
state, and national levels and there is not much the agency
can do about that.

- -86-




RESOURCE #4:
[PROBLEM #2 | [OBJECTIVE | STRATEGY ] Grievance
“ : - [STRATERY ] © Machinery for
Enrollee Two types Four kinds Enrollees
rejects job
referral

[ RESOURCE #4: GRIEVANCE MACHINERY FOR ENROLLEES |

Although coaches have traditionally been seen as advocates
of enrollees, some of the examples indicate that coaches have
certain 1imits on the extent to which they will take the
enrollee's side. They are part of the agency system, and want
to be positively evaluated. They don't want to spend excessive
amounts of time with demanding enrollees or "problem cases"--
remember the example in which the coach wrote "He hasn't been
a problem to me since." In fact, they can often be a part of
the enrollee's problem--instead of the solution. This means
that if an enrollee is to be protected from being steamrolled
by a coach (or anyone in the agency), he needs to know there
is somewhere he can take his case.

Such a grievance procedure needs to be routine and not
like going before the Supreme Court. Local managers often
settle grievances, but that is not an adequate mechanism.
Enrollees see them as defenders of the agency (and they do tend
to defend the agency while also trying to get the enrollees off
their backs). Managers are seen as too important to deal with
small matters (and too unavailable without a lot of effort).
And enrollees are not informed that they have the right to use
the manager in grievance disputes.

Finally, having the top authority handle grievances makes
staff members scared. And when they are scared of their enrollees,
they become very conservative in what they do.
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It might therefore be more effective for the agency to
compose a grievance board of workers from various sections of
the agency with alternates so that no enrollee has to try to
prove his case to someone about whom he is complaining. The
credibility of the board would be increased if an effort were
made to round up one or two current enrollees to participate
in the discussion and decision-making. The board could make
periodic reports to the manager and the total staff about the
complaints which appear most often. To make sure the informa-
tion is confidential, the enrollee names or the names of staff
members complained about would not be reported. Then action
can be taken to reduce such problems across the board. Most
important, all enrollees should be told in advance that they
can make complaints to the grievance board.
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[ RESOURCE #5:

THE STATUS OF MINORITIES AND COACHES IN THE AGENCY |

In the section on "Evaluating the Objectives," the
coaches' views of their own positions in the agency (and of
the positions of other minorities in the status hierarchy)
and the role of "psychologizing” the enrollee to maintain
cultural stereotypes was described. It was pointed out that
indigenous coaches are often sensitive to the gap between the
difficulty of the tasks assigned to them and their Tow position
in the agency. This gap makes them especially sensitive to
signs that counseling and psychologizing the enrollee may be
cool-out mechanisms to keep minorities disadvantaged.

This attitude influences and confuses the judgments that
have to be made about whether to pursue Objective A or B. The
main point is that since such judgments are difficuit to make,
other factors (such as the position of minorities in the agency
hierarchy) can enter the picture and influence the decision.

These factors should not be affecting decisions. Decisions
about enrollee objectives should be made on the basis of the
enrollee's position, not the coach's. Therefore, attention has
to be paid to the way in which interpersonal and power factors
in the agency organization distort decision-making about enrollees.

Clearly, this problem can be avoided if the agency is
obviously not racist and makes sure that coaches have the status
and income appropriate to the complexity of their Jobs, and that
minority staff members are not concentrated in the Tow status-

low pay positions.
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CHAPTER 3
UNCOOPERATIVE OR RESISTANT EMPLOYER

The potential employer is uncooperative or resistant to
hiring disadvantaged enrollees.

EXAMPLES ........... 000 0000000 0000 s esdo0 00 e d00 00 00 00 00

Get the Company to hire and retain minority enrollees........

Four strategies were used by agency stéff members to
achieve the above objective.
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[[OBJECTIVE | “ ‘ STRATEGY | + RESQURCES

{ "PROBLEM #3: |

A company is resistant to hiring enrollees, or is not

trying very hard to retain the people it did hire. Sometimes
this seemed to be a matter of company policy. In other cases
it was because of the attitudes of a few cruci al people, such
as foremen or personnel interviewers. EXAMPLES:

(a)

(b)

{c)

(d)

A help wanted ad was placed .in a paper by a company that
had been approached §or job openings and supposedly
didn'%t have any.

At one of the gactories that participates with Jobs-Now
there was an intewdiewen who fekt that my position was
above his and he nesented that, so consequently he hired
none of the people 1 sent him.

X company placed one of their employees in a new personnel
position as an interviewern for atl Jobs-Now clients. This
new intewiewen had some idea as to what Jobs-Now was about
because he had been wonking along with the company 4in
nelating to Jobs-Now. Many of the clients we neferred to
the company were not being iired, the reasons being the
interviewer felt they didn't want fo work because 0§ the
Lack of internest, thein appearance, o4 thein attitudes
duning the interview.

1 was intewdewing two clients for positions as apprentices
for a building trade. 1L was on a Friday and a deadline.

1 nealized that the union involved did not wani 10 hire
Black people, but 1 wanted o get these Lwo clients in the
program because they had a great deal going forn them and
this was what they wanted. Because it was the weekend and
a deadline, the union officials assumed they could misplrce
the test scones, on someone in the office deliberately
misplaced them. And by doing this, the clients were nod
able to negister that week ana their names were crossed

0§ the List.
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(e)

Upon being notified by the clients of a very poor nelation-
ship between five clients and supervisons in a particular
company, 1 contacted the personnel manager. The personnel
manager informed me that he was aware of the existing
problem and hadn't contacted me because he was thying fo
Let the situation work itself out. 1 explained to him that
1 had been <invofved in these Adituations before and that
they usually got much wonse than betten. Then he admitted
1o me that he neally didn't know what action to take %o
conrnect the situation. He couldn't afford to Lose the
supervisons who had been with the company for yearns and

he didn't want to nelease the five clients.
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[ OBJECTIVE: GET THE COMPANY TO HIRE AND RETAIN MINORITY ENROLLEES |

The most immediate objective in these situations was to
resolve the specific impasse. For example, agency staff
tried to get the company to hire the particular enrollee the
agency referred, or to retain the particular enrollees already
hired. Most often, there was an effort to work it out in a way
that would prevent the probiem from coming up again with the
same employer.

But some strategies that work for the immediate objective
could work against a longer range solution. For example, in
one case the employer used a phony excuse to avoid hiring some
black applicants. When the worker discovered the phoniness
of the excuse and had evidence, the company had to hire the
particular applicants. But that strategy isn't likely to
make the company receptive to the agency in the future.

By and large, the problems in these cases had to do with
race and ethnicity of enrollees--not with their behavior. In
only 25% of the cases was there anything in the enrollees’
job behavior that employers could object tc (usually lateness
and stealing). That is why these problems are different from
those grouped into Chapter 4, where some of the strategies
involve getting employers to do some things differently so
that enrollees could keep their jobs. In that chapter,
employers fired (or wanted to fire) enrollees because of some
unacceptable behaviors of the enrollees (although prejudice
was sometimes involved in the employers' responses to the
enrollees' behaviors). The objective in Chapter 4 is to keep
the enrollee on the job; but in the cases here the obhjective
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is to get the company to hire and retain enrollees. That is,
in this chapter the focus is on employers rather than on
enrollees because the coaches defined the situations as
problems in the behavior of employers rather than in the
behavior of enrollees.

Because most of tne probtlems here had to do with prejudice
against enrollees, there wasn't much the agency could do to
change its enrollees so that they would be more acceptable to
the company. Therefore the cbjective involved getting the
company to change its feelings about the enrollees. And even
in the 25% of the cases where there were things in enrollees'
behavior that made problems for the employers, the attempt
was to get the employer to accept new or changed policies
that were more favorezble to t1e disadvantaged.

In going from the immediite objective to a flonger range
objective, workers subtly slid over from a specific case to a
general principle. They would get the employer to hire a
particular applicant (when the employer had never hired a
black before) or change a particular supervisor's attitudes,
and then follow that up to make it a permanent or general habit.
In other words, they used the "foot in the door" technique,
where getting the foot in was the immediate objective, and
getting all the way in was the longer range objective.

This meant that "frontal assaults" had to be avoided.
Instead of attacking an interviewer for his prejudice, situations
were arranded so that he'd get the idea that there were ways of
doing things that were differeat and better than the way he was
doing them. That is, conflict was usually avoided, and '"growth
experiences” for the employer were encouraged.
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{_STRATEGY #1:

GET THE COMPANY INVOLVED IN THE AGENCY'S PROGRAM |

In this strategy an attempt was made to get the problem
people in the company committed to the agency's program. Some
of the principles of sensitivity training were used to make
the company personnel more sympathetic. For example, the
company was helped to understand how the agency's enrollees
saw the problems that the company had been making. EXAMPLES:

(a) 1 asked the interviewen to visit Jobs-Now 80 he could see
us An action and talk to some of the clients 4n our program
in a group setting. During the tour 1 ook him fo visit
CT1 (Chicago Training Institute, a division of Jobs-Now
devoted to training manpower workers in Jobs=Now's techniques)
and explained to him aspects of human relations [e.g.,
how the guy in personnel identifies with his company and
therefone sometimes cannot nelate to the people he 48
intewiewing). 1 did this because 1 didn't want to atiack
the intenviewen because he would then become harder Lo
nelate to. 1 thought by him visiting the program and
talking with the clients he would understand that Lack of
intenest (80 he percedived) didn't mean the person wasn't
intenested in working. After the tour cqg the program the
intowiewer began to hire almost everyone he interviewed
from Jobs-Now, As a nesult of this some of the clients he
hirned who didn't seem Like they were interested in the job
wonked out fine and those who had poor appearance, agter
getting the job wene able to keep thein clothes clean and
appearance improved.
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(b)

I explained to him that 4in oun office we had a program to
deal with these kinds of problems in a company existing
between supervisons and clients. We conducted 4ensitivity
sessdions designed forn white supervisons who seemed to have
a great deal of difficulty dealing with oun clientele. The
personnel manager was very happy to hear this and agreed

to nefern supervisons having difficulty adfusting to the
new proghram in the company. He even agheed to attend the
sessdions himself. The arrangements were made and they
attended the sessions. Aften the sessions the supervisors
and personnel manager felt as though they had a much
broaden undenstanding of the black wonker and his feelings
and needs. They agneed that they had developed a dif ferent
attitude toward the bLack man in general and they felt
congident they could go back to the job and deal with the
sdtuations {n a much more effective way. The §inal outcome
was netention of all clients and a much smoothen nelation-
ship between the two conflicting elements .
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ENTS: 1.1 ON THE AGENCY'S TURF

There are some advantages in getting company personnel
to relate to the agency's objectives in the agency office:

a) The discomfort they experience in entering the ghetto
world increases willingness to help enrollees get out
of that world.

b) Agency personnel are more confident of themselves and
so impress company personnel with their own competence
when they are on their own turf. If the agency
personnel are the same race/ethnicity as the enrollees,
the more positive view will generalize to include
enrollees.

c) Seeing all the activity will impress company personne]l
with the agency's hard work and commitment.

d) The visit usually has some social elements to it (lunch
with agency staff, informal conversations with enrollees)
which can help the company see the agency and its
enrollees as human beings rather than just “salesmen"
or "employees."

e) Many people like to feel that they are connected with
"where the action is." There is a certain glamor and
excitement in oeing associated with organizations that
are part of The Movement. Company people will therefore
get some kicks out of getting familiar with the agency,
its staff, and clients and as @ result may try to keep
up the relationships (at a distance) by being more
cooperative.

However, there are also some dangers:

a) If the company personnei see only a mostly empty offic.,
signs that there is little use ever made of the office
space or a scattering of a few sleepy enrollees, they will
have their suspicions of "government boondoggle" confirmed.
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b) If the staff seems huge, but busy shuffling paper rather
than working directly with enrollees, company people
could come away with a poor impression of the agency.

A certain amount of office hubbub, with clients
actively involved, creates the best impression.

c) If agency staff or enrollees use the visit to release
some of their pent-up anger and resentment, so that
company personnel feel that they've been attacked,
they will defend themselves and justify their racist
behavior (at least to themselves) by emphasizing the
"deficiencies" of the agency's enrollees, and so become

even more resistant.

1.2 INSENSITIVE SENSITIVITY

Amateurish "sensitivity training" is almost always ineffective.
There is very little evidence that even very good sensitivity
training has much payoff in reaching the objectives described
in this chapter. In general it seems that if sensitivity sessions
are focussed more on a clear set of goals (e.g., how supervisors
can be more effective in relating to disadvantaged enrollees),
they will be more effective. If they are only motivated by vague
and general notions such as making the participants admit guilt
or become more loving people or emphasizing the spontaneous
warmth of the minority group against the coldness, defensiveness,
and Tonely isolated fearfulness of WASP culture, they will not

be as successful.




[PROBLEM #3 ]

Uncooperative
or resistant
employer

STRATEGY #1:

« [OBJECTIVE] < | Get comey | . [RESOURCES ]

involved in

Get company agency's
to hire & progran
retain

minority

enrollees EXAMPLES

Sensitivity training works against the objectives when
people feel forced (or embarrassed) into participating, and/or
when "sensitivity" is used to try to fool the participants into
accepting an objective of the sessions that they would not
accept if the objective were clearly jdentified. Sensitivity
does not grow in an atmosphere of distrust of participants or
of those sponsoring the sessions.

1.3 GET_COMPANY AND AGENCY PEOPLE PERSONNALY INVOLVED

T -re is a great advantage in providing opportunities for
company, enrollees, and agency personnel to interact with each
other informally about the agency's program. When a company
representative visits the agency, the manpower worker can Show
him around, engage him in conversation, and gradually invite
one or two others--staff and enrollees--to join the conversa-
tion, letting the small group shift in membership throughout
the visit. The main contact person can function as both host
and group leader and prevent bad scenes by heading off an
enrollee's or a staff member's efforts to use the conversation
to grind his own axe.

This kind of informal visit can be more effective than a
formal presentation of the agency program to groups of visitors.
They usually see formal presentations as government propaganda,
become suspicious at once, and take everything they hear with a
grain of salt. On the other hand, important points are easy to
forget or overlook in informal visits, and the agency may never
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notice that it didn't communicate some important idea to the

visitor. It would therefore be well for the host to make up a
list of points he wants to cover during the visit, and then o
check them off as they come up in the informal give and take.

1.4 WHO SHOULD SERVE AS HOST

Too often, visits to the agency by important people
(anyone who controls some resources that the agency needs, such
as money or job orders is an important person) are hosted and
dominated entirely by the agency manager. He is usually the
person in the agency with the least direct knowledge of the
agency's enrollees, and their problems and desires. He usually
has the least contact with enrollees and least knowledge of 1
what actually goes on between enrollees and staff, and between
enrollees and employers. He will try to impress the visitor
with things managers care about such as numbers of enrollees,
staff size, budget, efficiency, physical facilities, his need
for more staff, space, etc.

But these are not the things which will get the visitor
to hire and retain more disadvantaged enrollees. Of course, the
visitor should meet the manager and get some attention from him
(so he feels that his visit is important to the agency) but it
would be better if he spent most of his time with line workers
and enrollees. Then he can get interested and involved in the
agency's objectives, instead of being shown the agency's life
as a public institution or orgaization. The more time the
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visitor spends in the manager's office, the less likely the
objective will be achieved (unless things are so dead outside
the manager's office that it would be better that the visitor

not see what is going on).
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[ STRATEGY #2: ARRANGE A SUCCESSFUL EXPERTENCE FOR THE EMPLOYER |

he agency tries to make sure that once it has a foot in

the door, the employer will be receptive to further hiring and
retention programs. This is done either by carefully selecting
the first enrollee to be placed in a company, or by extra coaching
cttention to the enroliees placed there. EXAMPLES:

(a)  Most ¢f the clients when 40wt starting (nto this pastcculan
YA3 pregram wesce csualiv tardy o ddodn't shew up at all
that day 4o wetk because thew cvens€ept. Ay a result they
almest Lost theit jobs. 1 began te call the clients evely
monning sc¢ that they wewld get to wothk on time until they
had %eceived a check, se they ccubd purchase an alarwm clock.
This way thew wete cn tame {ox wetk and the company began ‘
to get ancthes impxessien o4 the cldients and didn't teami-
nate them {wom 2he jeb. The cLdents got to wotk on tame
and this wevled {o% the other grcups cf clients when §oust
stanting on the gob. A a tcsult the cempany velwiteered
to cald scme ci the clients (n the mcuung Leo.

(b) When intewdawing the clients fon this particular company
1 weubd exnfadn the different kinds cf merchandise people
normally stofe 4rom the company nd the many ways the
company’s secuwrdte depattment had tc catch them in the act
0of steating mexchandisc. 1 theught this might discourage
them §wom stealina. Faren of these clients stole any thing
after, and made the company willing to take a chance with
clients who ad pelice mecends fon stealing.

(c) A stnong appeal and patient waiting Kot an i{nterview for the
purpese of conveying te *he supenvison the particular abilities
of the qualified ciient 1 had applying for the pesition adven-
tised n the paper. Akter appeak was granted, the producing
of the chient was then necessary and accomplished, client was
internviawed, screened and tested. Aften passing all phases 04
the intewiew the client was teluctantly hired and wert on to
a cermendabfe jeb {ot the company, thereby paving the way for
e they hivee [(cedent) (n the someawhat hostile company.
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[COMMENTS : ] 2.1 OPENING THE DOOR WIDER

This strategy is a gool one for following up on the first
strategy of getting the potential employer involved in the
agency's program. If the first is a foot in the door, this is
getting the door opened wider. But it depends on getting the
first break--on getting the employer to agree to accept the
first enrollee. Then the agency can go all out to make that
first experience a success. Once a pattern of success has
been produced, tle agency can de-escalate its efforts gradually.

But getting the first break is still a problem. All we
know from the examples is that it takes persistence and patience.
There is probably a great deal more to be known about ways of
getting companies to take that first step. A project which
would focus on the techniques and strategies used by job
developers would be a worthwhile one, if it could produce sets
of strategies to get around employer resistances. Meanwhila,
job developers in the agency could construct their own Manual
of techniques based on their own experience and the successful
and unsuccess ful strategies they have used.

2.2 CREAMING
Manpower agencies are very sensitive about creaming, i.e.,

providing the best services to those who are least disadvantaged.
But this strategy only uses creaming to refer the best enrollee
to the first placement in a company. Once the employer is hooked
on the agency as a source of referrals, it is not creaming if
later the agency follows up a success with more typical disadvan-

taged enrollees. It's the follow-through that makes the difference.
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2.3 GET THE EMPLOYER TO TAKE OVER

Once the employer has gotten used to the agency and its
enrollees, he sometimes can be convinced to take responsibility
for some of the preventive coaching activities that helped make
the program successful. In one of the examples above, the
employer volunteered to call enyo! lees and wake them up, once

he found out that lateness and absence could be cut down that
way.

Similarly, other parts of the agency's post-placement
suppcrtive service program could be spun-off to emplcyers
(experience suggests that such activities are more effective
when done by the company than when done by agenci2s not connected
with the company). Employers could run their own orientation,
supportive services, follow-up coaching, and supervisory training
programs once their value and methods had been demonstrated by
the agency. And once the agency has spun-off these activities
it can direct its energies to other employers.

2.4 THE PIONEER'S BURDEN

Another reason for 'creaming' for the first placement in
a company is that being first olaces a large birden on the
enrcllee. If the agency has had little or ro previous experience
with the company, there is little it can do to coach this enroliee
about what to expect or look out faron the job. If he knows that
he is a test case, that the employer's eye is going to be on him,
and that his performance can determine whether more disadvantaged
workers will be hired, he must be able to bear this kind of burden
and strain. In one way, such a burden cn the enrollee is unfair.
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But it is also an opportunity for him to feel that he's making
an important contribution and may help him do his best.

But with all that, the agency should be reasonably sure that
he can support the burden, respond well to the opportunity and
get along without the preparation and forewarnings that later
enrollees can receive.

Again, follow-up is required so that the experiences of
the first enrollee in the company can be used with other
enrollees. Careful follow-up contacts with the pioneer can
be very useful in helping him cope with the extra burden, and
in getting his experience fed back to the agency for future use.
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There is a go-for-broke strategy available if it's impossible
to break through the resistance of company personnel. This
is to get a higher authority in the company to crack down.

EXAMPLE :

(a) Se 1 went tc the directer c4 pensonnel and tofd him about
the type of tesistance 1 was up against and how unjust 1
felt (t was tc the enwllees and to me and what T stood
{on. Welk, with constant pressure beira put on him he
was fotced Lo tesdgn.
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[ COMMENTS: ] 3.1 WHEN TO "GO FOR BROKE"

This is a dangerous strategy because if it doesr't work,
the agency will lose all possibility of working with the company
again. It is therefore a "last resort" strategy. Even then,
it is more likely to work when the resistant individual in the
company is low on the totem pole, does not have support from
co-workers, and higher-ups want their company to cooperate with

the agency.

3.2 GET COMMITMENT FROM TOP MANAGEMENT

If he wants to use this strategy, the agency worker must
know that higher-ups in the company are in support of the
agency's obiectives. This is what makes it important. to get
commi tment from the top. If such a cormitment had been passed
down the line, the interviewer who finally was forced to resign
might not have been so resistant in the first place.

3.3 IN CASE OF FAILURE

If this strategy fails, the manpower worker who tried it
loses his ability to work with the company. But that doesn't
mean that the company is lost to the agency. The company can
be reassigned to a different agency staff member, whose first
step might be to try to convince the company that the failed
strategy was "unofficial” ard was an error of the previous
worker. In other words, try to draw a distinction between
the worker who used the strategy and the agency, so that
another worker can try to save the situation.

- €
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But it should be clearly understood inside the agency that
this tactic is cailed for by the agency's objective, and is not
simply a back-biting competiticn among agency staff. This is
a high-risk strategy, expected to fail, and the staff member
who uses it shouldn't take it perscnally if another worker has
to criticize him (when he deals with the company) in order to

retrieve the situation.




[PROBLEM #3 |

Uncooperative
or resigtant

employer

STRATEGY #4:

BJECTIVE . Beoome « [RESOURCES ]

legalistic
Get company
to hire 4
retain COMMENTS
minority
enrollees

When all else has failed and the placement is important

enough to fight for, the agency can use the law to get a
company to offer a placement despite the company's racist
intent. In order to do this, the agency has to take care of
the legal evidence well enough so that the company cannot
weasel out. EXAMPLE :

(a)

Beccuse (t was a weekend and a deadline, the union officiala
assumed they could misplace the test scores, ox someone 4Ar
the office deliberately misplaced them... But T had

xeroxed the two applications with the date, and had talked
the test clenk into witnessing thein taking the test. So
the two were cble to netake the test, and passing it, they
wene negistened the §ollowing week. And now they are
Atéc&ubﬂu(ly in the (apprenticeship) program, doing very

well .
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4.1 THE LAST RESORT

This is clearly a last resort strategy, because the agency
worker is unlikely to ever have a decent working relationship
with an employer he's had to bludgeon with a threat of legal
action. And the company will probably grab the first opportuni ty
to bounce the enrollees placed there. So it will take constant
vigilance in follow-up as well as thick-skinned enrollces.
Nevertheless, if the pay-off can be the breaking down of barriers
in an entire industry, it is worth it. And because it is a last
resort doesn't mean that it should never be tried. There is a

great deal of illegal discrimination going on, and manpower
agencies do not use the law as often as thes could (and should,
if they are to be advocates for their enrollees).

4.2 MINIMIZE THE RISKS
Manpower agencies are in a delicate position because they

have two constiiuencies: emplovers and enrollees. They need
good will and acceptance from both in order to operate, yet
these two can also conflict with each other. If the agency
advocates too strongly for its enrollees, it gains credibility
in the client community, but loses its ability to get placements
for its enrollees. More frequently, agencies go too far in the
otner direction arnd rely heavily on their near monopoly of man-
power services to keep the enrollees coming. This happens even
when enrollees mistrust the agency because of its history of
doing more to protect emcloyers than serving disadvantaged enrollees.
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But bringing legal suit against an employer for illegal
discrimination can make employers very reluctant to expose
themselves to attack by having relationships with manpower
agencies. And even if a particular employer has not been
threatened with legal action, his knowledge that others have
been threatened may make him reluctant to let the agency have
contact with him. The word spreads through the business
community, and racism has been so much the rule in the past
that even the well-intentioned employer may feel vulnerable.

So a manpower agency usually wants to avoid legal action
and the worker is well-advised to avoid threats it the agency
is not going to back him up. An implied threat, however, is
less dangerous and may be effective enough. Just presenting
the employer with proof, as in the example, can be sufficient
to imply a threat of legal action.

There is the least risk of all if the agency can arrange
for someone else to take the legal action (e.g., a civil rights
greup, or an equal opportunity enforcement agency or even the
enrollee himself) with the agency's own role kept minimal or
at least not publicized in the employer community.

4.3 TURN THE THREAT TO GOOD ACCOUNT

If employers in the community are nervous about being
exposed to legal action for disc~imination in employment,
the agency could take the position that a high degree of
cooperation with the agency's program and objectives might be
an effective way for employers to be able to avoid legal action
and prove their lack of racism. This isn't blackmail; it's true.
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4.4 KNOW THE LAW
In order to use this strategy at appropriate times, the

agercy >taff will need to know just what the law is regarding
evidence of discriminaticn in employment. This law changes as
new court cises come up and new principles established. There
is also a deve'oping body of principles that state and local
enforcement agencies use in establishing evidence. Agency
staff will need to keep up on these things if they are going
to get the kind of evidence that will convince an employer
that there's a potential case against him if he continues to
he resistant. Keeping the staff up to date on the legal

issues is a task for in-service training.
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[ RESOURCES: | There are four kinds of "support systems" which agency

managers can develop to enable staff to use the strategies in
this chapter. If workers are going to try to get uncooperative
or resistant employers to develop greater enthusiasm for the
agency's objectives by getting them involved in the agency
program, there needs to be (1) planning for employer involvement

with staff and enrollees.

Getting such involvement is part of a foot-in-the-door
strategy. It doesn't make sense unless there is (2) follow-up
in _developing the employer's program and participation. Thus,
a system for making sure that such follow-up is done by the
agency staff is needed.

These strategies are all based on at Teast some minimal

level of contact and cooperation from the potential employer.
He has to open the door at least enough to get a foot in.
Agency staff could be helped by having at hand a set of (3)
techniques for dealing with typical employer resistances that

come up during this early stage of employer relations. The
agency could get those staff who are in contact with employers
as part of their job to develop a set of strategies based on
their experiences, perhaps similar to this Manual.
Finally, agency staff can function more effectively as
client advocates if they know more about anti-discrimination
law, enforcement practices, and mechanisms for gaining compliance.
A continuous program of (4) in-service training in equal opportunity
' law is needed.
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N\
20

-113-




RESOURCE #1:
[PROBLEM #3]  « [ OBJECTIVE | « [ STRATEGY | - 232?2223 for
Uncooperative Get compary Four kinde Involvement
or resistant to hire &
employer retain
minority

enrollees

i RESOURCE #1: PLANNING FOR _EMPLOYER INVOLVEMENT |

In order to profit from the visit of an employer to the
agency (and to avoid the potential dangers) management should
see to it that the staff becomes familiar with the general
pattern and reasons for these visits. It would probably be
wise to experiment first with "safe" employers and get feedbacx
from them, before using this approach with an important
potential employer.

In addition to visits to the agency, there are other ways
in which employers can be co-opted into developing a commitment
to the agency program. One way is to follow up on an agency
visit by asking the employer to make some visits to other
potential employers. He can accompany a job developer on his
rounds. Later the employer could be asked to arrange contacts
for job development with other employers he knows.

Agencies sometimes invite employers to talk to enrollees
in orientation and assessment programs. This can be a valuable
experience for both enrollee and employer, but often the objec-
tives of such a visit conflict with those described in this
chapter. The employers an agency invites to visit in order to
get them involved are likely tc be those who have not been
cooperative. They are probably ignorant or naive about black
people, if not outright hostile. If such a visit is also used
as part of the orientation program in order to ki1l two birds
with one stone, the orientation program and the enrollees in it
could be damaged. It is unfair to enrollees to subject them to
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an employer who may do little more than arouse their antagonisms,
resentment, and feelings of despair about ever making it in
the world of employment. It also defeats the objectives of
orientation and assessment.

The agency should select the employers it wants to parti-
cipate in the orientation program in terms of the objectives
of such participation. The criteria for such selection are
likely to be quite different from those used in deciding to
invite an uncooperative employer to visit the agency for
informal contacts with staff and a few enrollees.
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[ RESOURCE #2:

EMPLOYER FOLLOW-UP |

Most agency follow-up is built around enrollee progress
after placement. But the strategies in this chapter are
directed at developing the employer's program from resistance
and racism toward cooperation in hiring and retaining the
disadvantaged. These strategies call for a graded series of
employer experiences going from foot-in-the-door to an agency
visit, to placement of a highly qualified "pioneer" enrollee,
to a de-escalation of services and enrollee preparation as
the employer takes over more and more of these functions.
Employer progress along this path should be charted, just as
enrollee progress is monitored. That means. employer follow-up,
case conferences about employer relations strategies, and a
system for being sure that timely next steps are put on the
calendar of the staff member responsible for carrying out the

strategy.
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[ RESOURCE #3: EMPLOYER RELATIONS AND JOB DEVELOPMENT STRATEGIES |

An excellent resource document on job development and
employer relations is Job Development for the Hard-to-Employ,
by Louis A. Ferman (available from the Manpower Administration).
This book, however, describes broad battle plans but doesn't
describe detailed strategies which could handle specific
employer resistances and problems.

Yet the experience on which to base a manual of techniques

and strategies‘does exist within manpower agencies. What is
needed is for manpower workers to organize and put together
their experiences with various strategies into a form like

this Manual. Then it could be used by new staff, the techniques
could be studied and their use could be more carefully planned.
Getting the agency staff to put together such a manual would
also serve as an excellent in-service training experience,
because it would Tead staff members to become more self-conscious
and critical about the things they do with employers.
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[ RESOURCE #4: TRAINING IN EQUAL OPPORTUNITY LAW |

The final resource which agency management can orgam'zé to
help staff use the strategies outlined in this chapter is a

training program on equal opportunity law.

Representatives of

watch-dog agencies and compliance enforcement groups could
periodically bring the staff up-to-date on where the teeth of
the law are, and the kinds of evidence used and accepted by
enforcement agencies. Such a training program should be
accompanied by the development of agency policy regarding the
extent and nature of its participation in activities designed
to achieve equal opprotunity for the disadvantaged and
minorities. Incidentally, calling on representatives of
enforcement agencies is a good way of developing the kinds of
links which would enable the manpower agency to contribute to
enforcement while keeping a Tow profile in the employer

community.
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CHAPTER 4

ENROLLEE HAS BEEN FIRED OR LAID OFF

An enrollee has been fired or laid off or the company
wants to fire the enrollee.

EXAMPLES OF THIS PROBLEM

Keep the enrollee on the job.

EVALUATING THE OBJECTIVE

There were four strategies coaches used to achieve the
above objective.

CHECK OUT NATURE OF PROBLEM

NEGOTIATE WITH THE COMPANY

NEGOTIATE WITH THE ENROLLEE

MAKE A PLAN AND CARRY IT OUT

Five resources would be useful in dealing with this
problem.

RACIAL/ETHNIC STAFF MIXTURE

FLEXIBLE ORIENTATION

ACCESS TO EMPLOYERS

ACCESS TO SUPPORTIVE SERVICES

ADEQUATE RECORDS
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EXAMPLES

[ PROBLEM 4: | An enrollee has been fired or laid off or the company "

wants to fire the client. Despite agreements to consult with
the agency before an enrollee is iet go, in 80% of the cases,
the enrollee had already been fired before the coach found out
there was trouble. However, in about half the cases, the coach
at least found out about the situation directly from the company
(especially if the enrollee was in a company training program
such as a NAB-JOBS program). EXAMPLES:

(a) This client was very talkative and playpul during the
haining part of the progham. The company was hesitant
about placing this client into permanent emplLoyment
because they felt he wouldn't work out on the job. They
also §elt most of his playing around in the program was
a nesult of him being veny young, and they were considering
not hining any mone young (17 year ofd) clients.

(b) Personnel at one of the ol companies Linvolved with Jobs-
Now felt that one of my clients was not interested in
wonking 4in thein company, because he was being very with-
drawn 4n the thaining sections of remedial classes, and
they wanted to terminate him. But 1 felt that they should
not terminate him for that reason.

(¢) T neceived a call §rom a deparntment supervisor concerning
this particulan client. The supervison complained that
the client was daydreaming on the job and 4§ I couldn'%
get the client to shape up they would have to Let the
client go. The supervison and 1 agreed that 1 should
talk with the client before he took any definite action
on neleasing the client.

(d) A supervisor wanted me to come in and see him. The client
was §ired because she dressed too §lashy and the men on
the job paid mone attention %o hen than their work.
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(e)

(§)

(g

Actually, this was a misunderstanding. The client, as are
50 many clients, was not gamiliar with the everyday code

0§ ethics by which the working class is governed., Due fo

a death in his family, client proceeded without hesitation
2o follow his own intuition by Leaving ZLown for the gunerak.
He had made no effont to inform myself ox the company at
which he worked of his departure. Welk, by the time T
Leawed of this, he had been firned. 1 couldn't do anything
zgntéﬁ he came back, because T wasn't sure Af he was coming
ack.

Company called to tell me that one of my clients had fell
out on the job. They thought he had epilepsy (and
terminated his employment) .

There was a question on the application about aurest neconds
and both cLients stated no previous serious awesi neconds.
The applications were checked, they were intewiewed and
hired. After three days of working 1 neceived a call grom
personnel. Annest neconds had been rnevealed on both clients.
One was a convicted murderer and the other a convicted
napist. Personnel in the meantime notified the clients that
they would be dismissed fon falsification 0f the application.

In only about one quarter of the cases did the coach find out
about the problem directly from the enrollee. EXAMPLES :

(h)

This client had baby-sitting probLems. She had used a
baby sitter at one time, but the sitten had problems.
Then she tried a day care centen without bus service, and
had dif §iculty faking the child. Hen Last nesont wab

(0f cowwse) nelatives, who are always more demanding.

ALL this was a prwblem with hen fob and her supervison
had threatened several times of hern dismissal. She was
temponarnily Raid off to thy and allevinte the problem.
She phoned me and had asked me to hekp.

g
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EXAMPLES

(L) Client called grom home and told me he had been fgired
because he and his fonreman had a misunderstanding.

He said the foreman wanted him to mop the §Loon around his
machine...he said he didn't want to do it because he
wasn't a janitor.

(§) The client was working. He Left fown, went back fo the
company foiz his job--he didn'#t have it. The client
called the coach to explain the case {later it turned out
to be a death in the family).

17
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on the job

EVALUAT ING THE OBJECTIVE

BJECTIVE:

EVALUATING

THE
(BJECTIVE

In all of these cases, including those where the enrollee
had already been fired, the coach's ultimate objective was to
ke2p the enrollee on the job. Often this involved shorter-term

objectives, such as finding out why the firing took place. Once
this was known, he then tried to eliminate the problem.

Coaches had varying views about who was to blame. In a
few cases, they saw the employer as being in the wrong. In
others, they blamed the enrollee. But in most cases, they
understood the logic of both positions. Despite this, the
coach took the role of enrollee advocate, no matter who was at
"fault." Even when the worker felt the enrollee was clearly
responsible for messing up on the job, he took the position
that the company was taking advantage of the situation:

This was neally no one's fault but the client’'s. This
§ellow had a fairly decent job but his griends just outweighed
his job. After work one day, the inevitable happened.
His fniends were busted, and he just happered to be with
them. Weklk, the rap wasn't too iteauy, but he had been on
the job just Long enough to bLow a good necond. He was
fined, of course. But...he got off shont (and) Lt gave
me a chance to taktk Lo him aﬁowt his job. This worked
out favorably. The next problem was to persuade his
employers to neconsdden him. Well, i had o start at the
top and work down. T1t's nough wonking with white folks
who at the Least incident will gladly dismiss a brothenr.

:-ﬁ
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EVALUATING THE OBJECTIVE

CAUSES OF FIRING

In half the cases, enroliees were fired because their
behavior on the job was considered inappropriate, uncooperative
or in some way objectionable. 1In only one case was the actual
qaulity of the enrollee's work at issue.

In 20% of the cases, the firing was a consequence of
legal problems. In one of these, the clients had not reported
previous convictions on their work applications. In the others,
the enrollees were arrested and jailed while employed (see also
Chapter 6). About 25% of the cases involved lateness and
absenteeism. One of these was a baby-sitting problem. Two
were situations in which the enrollees simply Teft town to
attend funerals of relatives without calling in to explain.

And in one case, the enrollee lived alone and often overlsept
without hearing the alarm clock.

In short, almost all the examples concern issues other
than 1nability to perform the work. Each situation is different,
so it's very difficult to expect that all, or even a significant
number of anrollees, will have similar problems. EXAMPLES:

(a] 1In one case, the client nefused to mop up around his
machine, interpreting the foneman's order as degrading.
1t twwed out that the foreman thought the o4l spill was
dangerously slippery §orn the worker, and that atl machine
operatons are supposed to clean up around their machines
as a safety measwre. The foneman also said that the client
had a "good understanding of the machines" and was therefone
a good wohken.
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(b) One client had what seemed to be an epileptic attack,
which fater tuwmed out to be a nesult of having taken
the wrong medication f§or a headache.

(¢) A thainee in a company progham seemed uninterested 4in
the nemediaf classes and bored, because he was Loo
bright {on the remediation.

(d) A young thainee played around dwiing thaining, and
didn't seem mature and serious enough to the company.

() A ~Lient's flashy dressing distracted men on the job.

(4] A §emale client made many mistakes Lin hen work, because
of anxiety over family problems and vision di § §Lculty
which she could not afford to connect with glasses.

(g) Money disappeared grom people's desks, and the client
was fined because of Auspicion, although there was no
evidence to suggest that she had stolen.

(h) A unionized company placed two clients 4in nated jobs
without having §inst posted them. The union complained,
and nequired that the two be fired.

({) Anothen client worked sfLowly, not turning out as much
wonk as expected, although the work he did was of good
quality. The company thought he was daydreaming. The
problem was that his wife and child were both 4L, and
he didn't have enough money %o pay fon medical care, as
he had not yet necedved his §inst pay grom the company.

1
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In dealing with this problem coaches always used more than
one strategy. Unlike earlier chapters, the strategies that
follow are listed both by how often they were uced and the order
in which they were used.

[ STRATEGY #1:

CHECK OUT THE NATURE OF THE PROBLEM |

when a coach heard about a firing, the first step was
to check it out to see what was going on. If the notification
came from the company, the coach most often checked it out with
the enrollee. EXAMPLES:

(a) T went to the cLient's house fo find out why he hadn'zt
been 2o work. He said that he had been arrested and he
didn't want to tell the people in personnel.

(b) Well, by the time 1 Learned of this, he had been f§ired.
1 couldn't do anything until he came back, because I
wasn't sune he was coming back. But he did. He also
apologized 2o me for not telling anyone, and said he
wanted to neturn to wornk but knew he had been gired.

() The supervison had explained to me that there was nothing
whong with the quality of his work, only the quantity, but
he agneed that 1 could talk with the client before any
deginite action was taken. 1 arranged for an appointment
with the client the veny same day. The client hnew nothing
of the existing possibility that he was probably going o
be neleased. 1 explained to the client that according o
the feedbach that 1 had neceived, everyone wal pleased
with the quality of his wonk but he just wasn't doing the
amount of work he should and that it seemed that he trhied
to skate by as much as possible. The client expkained to
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EXAMPLES

(d)

me that he had some family problems. He explainet that
his wife and child were very 2L and he hadn'zt been working
Long enough to receive his it check and didn't have the
money to send them £o the docton., He was 40 wornied about
the situation that he neally couldn't keep his mind on his
work. He didn't tell his supvison because he was a
white man and he thought he wouldn'z undens tand.

I made anrangements to visil the client on the job.
Duning my visit Ahe informed me why she was making
mistakes constantly and how she was afraid to nelate hen
personal family probLem to her white supervison., She
also informed me that Ahe was having difficulty with her
vision and that she needed glasses but was unable o

af fond the expense.

Sometimes when notified by the company, the coach checked his
own knowledge of the enrollee, and usually backed that up by
checking the agency's records. EXAMPLES:

(a)

(b)

So by my having compiled data on him involuing the amount
0§ frustration on various fob situations, T came back to
my office to get this information to prove 2o them that he
was capable of performing any work task that pesed a
challenge. (The company had complained that the client was

withdrawn and uninternested in the nemedial classes during
trhaining).

1 went to owr necords to check his medical forms; there
wene no indications of epilepsy. 1 went 2o his home %o
talh with him. Ho sald that he had taken some pills his
mother had given to him, Hs mothen tofd me the doctor
had presenibed them for her headache: . The pills were
too strong for him. This was the only way 1 could get
to the trwth.
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(¢) They called me and T immediately went out to talk with
personnel about the falsdfication of the arrest recornd
to thy and salvage the clients' jobs. Agten T discussed
thein neconds, the heport from thein probation officen
which was favorable, and thedin performance at Jobs-Now,
personnel Let the clients keep thein jobs on a trial
basis .

(dj They also felt most of his playing around Lin the proghan
was a result of him being very young and were contidering
not hiring any mone young (17 year okd) clients. 1 told
the company that yes, this client did talk and play oo
much, but talking was a part of his characten and that I
didn't think this would keep him §rom performing on the
fob.

In only one case, the coach didn't go further than checking
the complaint out with the company itself:

(e) T went over and talked to the personnel manager. 1
told him that since he had not seen the client take any
money 40 neally you are not supposed to firne someone on
suspicion. The outcome was that the client was rehired
and 48 s1i0L employed & that company.

When the coach was told by the enrollee, he sometimes checked
it out with the company before taking any steps to solve the
problem:

(§] 1 called the compary and talked to the foreman. The reason
1 went directly to the foreman instead of through personned
was to establish a workable nelationship with him because
he would have personal contact with the client every day.
He told me the neason why he asked the client to mop zhe
§loon was that it was very dangerous because of oil and
scnap metal. He said when he told the client, the client
said he didn't want to do it because he sald he wasn't a
janiton. 1 asked him if 1 could get the client Zo under-
stand this, would (t be 0K 4§ the client came back. He
said yes, because the client had a very good understanding
of machines. The onky thing wrong was that he needed a
change 4in attitude.
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However, in most cases like this, the coach checked up
with the company during the process of trying to get the
enrollee's job back. These negotiations are presented as
Strategy #2 (below).
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COMMENTS
COMMENTS: | 1.1 STICK TO THE OBJECTIVE

In some cases, the enrollees' employment difficulties were
affected by racial prejudice among the employers. The company
may not have been as quick to fire someone they suspected of
stealing--without any evidence--if he were white. A competent
enrollee may not have been automatically put into a remedial
program if he were white or didn't come from a program for the
"disadvantaged." A foreman may not have assumed that an
enrollee who was upset by family problems was lazy, if he thought
of the enrollee as a responsible family man with problems like
kis own. The enrollee who was ordered to mop up around his
machine might have been more cooperative if the order had been
given in u different tone--a tone that did not imply he "needed
a charge in attitude.”

These are some of the ways new workers in a company,
especially if they are black, continue to be the last hired and
the first fired. They are always "new men" ir the shop. As
such, they are usually treated with more suspicion and less
understanding than Tong-term employees. These are some of the
subtle ways in which the functions of employment situations
maintain poverty and disadvantagement among minority groups.

But the vignificant thing is that the coaches who deal: with
these situativns nevertheless stuck to the objective of keeping
the enrollee on the job. And that meant they either withheld
judgment about: employer racism, or chose to help the enrollee
keep the job instead of trying to change racist attitudes in
som: employers. The coaches reasoned that even if a narticular
employer had prejudicial attitudes, they might not prevert tne
enrollee frum getting his job back.
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COMMENTS

1.2 REDUCE RACE ANXIETIcS IN ENROLLEES

Another problem described in the incidents came from
racial anxieties in some enrollees. For example, there were
several cases in which enrollees said that they couldn't tell
their foremen about the personal problems that were bugging
them because they felt that the foremen, being white, would not
understand. As it turned out, the foremen were more understanding
of problems caused by personal worries than of those they felt
were due to laziness or stupidity. If the enrollee had felt
free to explain his special sensitivity about beina treated like
a janitor, the foreman wouldn't have been so quick to think of
him as having a bad attitude. Thus in some cases, the failure
of communication between worker and foreman resuited from false

expectations on both sides.

This kind of anxiety is fairly common. Psychological research

has shown that many minority group people become inhibited when
they deal with people they see as more powerful, having higher
statis or as potential enforcers of "keeping the niggers in their
place." Under such circumstances, many clam up. But they are
much more likely to clam up around topics that are personal.

This means that the worker can't assume that because an enrollee
raps well in the agency he will also be able to deal with a fore-
man about personal issues.

The worker can check out whether the client responds differ-
ent:1y to whites and blacks in the agency. For example, the coach
should notice whether the enrollee responds more easily to him
(because he is black) than to a white counselor or job developer.

T30
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If he does, that is a clue that he might be inhibited in dealing
with a foreman. And this can result in poor communication
which can endanger his job.

An alternative way to check it out is through role-playing
practice with the enrollees during orientation. The worker
can find out how they would respond to someorie in the role of
supervisor, and then help them handle these kinds of everyday
interactions. However, it would be a mistake to make all
enrollees go through this kind of training, because only a
minority are likely to have problems like this. It would be
a waste of time, a put down and boring for those who don't
need it.

Once the worker has determined that a particular enrollee
gets anxious when dealing with foremen, he can:

1. Place the enrollee in a job where his supervisor is
the same race or ethnicity as the enrollee.

2. Keep close tabs on the enrollee after placement so
that he can talk with the man for him, or at least
lend support if the enrollee has to talk about a
problem to his supervisor.

3. Give the enrollee practice in advance, through role-
playing and simulation.*
The least effective method is for the coach or agency to talk
to the enrollee about "attitudes." It is the enrollee's behavior
in crucial situations that is important. If the enrollee can
handle these situations, the attitudes will take care of
themselves.

*See references on page 12 for instructional materials on role-
playing and simulation.
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1.3 GET SUPERVISORS AND EMPLOYERS TO CHANGE
An enrollee's anxieties about talking to foremen come
from several sources. They come from the whole history of

minority groups vs. members of the dominant society. They

come from the individual's past experiences. And they come

from clues he picks up that lTead him to expect someone to act

in a racist way. In a sense, it's like "making the victim pay"
to put all the burden of change and adjustment on the enrollee,
especially when foremen are in a much better position to change.
The agency could try to heip supervisors respond to minority
employees so that adequate communication and accurate perceptions
of each other are possible. The same kinds of techniques used
with the enrollees--role-playing, sSimulation, rehearsals of
common situations--are applicable to supervisors as well. Coaches
might be involved in such a program, but it is more likely that
programs of this sort will be handled by other sections of the
agency. Some strategies for changing employers that coaches
might use are presented in Chapter 5, but that chapter does

not present a comprehensive set of employer relations techniques.
Nevertheless, although the center of the coaching role is to

deal with individual enrollees, such efforts are only half the
job of the agency.

-
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[ STRATEGY #2:

NEGOTIATE WITH THE COMPANY |

Once the coach had a sense of what was going on, his

next step was to negotiate with companies. These were of

two types. In the more common kind, the coach spoke (or

advocated) for the enrollee directly with the company.

(a)

(b)

(c)

EXAMPLES:

1 nelated this infomnmation (obtained from the client and
his mother to indicate that he did not have epilepsy, but
had simply taken the wrong pills) to the company and they
were willing to tuke him back.

So by my having compiled data on him involving the amount
0f frustration on various job situations (that he had been
able to handfe in the vast), they all agreed that he was
very comprehending of any work situation. And they decided
that he should be taken out of the remedial cfasses and
placed in a more challenging thaining section. As a result,
he ghaduated §rom the class and was placed on a meaninggul
job, where he 4s presently working.

They called me and 1 immediately went out £o talk with .
pertonnel about the falsification of the arrest necond 2o
y to salvage the clients' jobs. Aftern I discussed thein
neconds and reports from theirn probation officer, which
was §avorable, and theirn performance at Jobs-Now, personnel
Let the clients keep their jobs on a triak basis. 1%
should be mentioned that it was pointed out to personnel
that the clients were not brought to the company as ex-
conviets but as conscientious workens. They successgully
passed the probation period, which was 30 days, and
developed into model employees. One man has now been
promoted and the othenr, ghom experience necedived at this
particulan company, changed to another company ai the same
task at a much highen pay Level. Both are satisfied
employees and doing welk.
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(d)

(e)

(4]

1 went over and talked to the personnel manager. 1
told him that since he had not seen the client Zake any
money, 50 heally you are noit supposed to fire someone
on suspicion. The outcome was that the client was
nehined and 44 s2ilL employed at that company.

A meeting by me, the union, and the personnel manager
brought back the two clients (who had been laid off because
they had been placed in jobs without posting, in violation
of the union contract) and they were placed as full union
members and thein time (in grade) was sELLL effective.

That's when T had to come out of my "high suppoit" bag
all the way to the Vice-President, because no one else
would Listen. He was rathen nice about the whole thing,
and wwote a Letter of referral to the manager of employ-
ment fon me. And thus the company gave both myself and
the client that ultimate second chance. Evenything turned
out pretity well. The §ellow is stikL working there (as
far as T know). And T haven't heand any screams from

the company yet.

In the second kind of negotiation, the coach set the stage
for the enrollee to communicate directly with the company.
Usually the coach was there as his ally. EXAMPLES:

(a)

(b

Client was employed but was teuminated because of
absentcoism. 1 visited the company and had a conference
with the Line foreman and personnel manager. The client
explained why he was absent so much: he Lived by himself,
there was no one there to wake him up in the morning, he
didn't hean the clock and overslept. The company gave
him another chance.

The client was working. He left town, and when he went
back to the company for his job, he didn'zt have . The
cliont called the coach to explain the case. Coach and
job developer went to the company with the client, and

13- 45U -




{PROBLEM #4 ]

Enrollee has
been fired or
latd off

STRATEGY #2:

[OBJECTIVE]  + IZZZOS-ZS:,;; ’;’“h « [ RESOURCES ]
Keep enrollee
on the job

EXAMPLES

(c)

(d)

had a confenence with the personnel manager and £ine
supervison. Aften the conference the client told the
personnel manager that he had a death in his §amily and
had #0 go out of town. After a waiting period, he was
neinstated.

He didn't tell his supervison because he was a white man
and he thought he couldn't undenstand. 1 explained 2o

the client that he was being unwreasonable about the whofe
thing. At this point 1 tog% him dinectly to the supervisor
and the three of us discussed the existing probLem. The
supervison undenstood night away, and ananged fon the
client to get an advance on his check and explained Zo the
oLient that he was very sowry about the whole Adtuation
and i§ he had only come to him eanlier the problem could
have been Long since eliminated. The client thanked us
both and agreed to accept the help offered and T saw what
was a very poor relationship develop into a very good one.
Since then the client has not failed to present his
problems to his supervisonr.

I went to the client's house to find out why he hadn't
been to wonk. He said that he had been arested and he
didn't want to tell the personnel people. So 1 told him
1o call and talk with his foreman and tell him why he
was off. He called and his fonreman fold him to come in
the next day.
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2.1 ENROLLEE ADVOCACY
Coaches act as advocates for their enrollees in these

negotiations even when they feel it is the enrollee's fault.
It is easier for the worker to go directly to the employer and
negotiate for the client. However, in the long run it is more
effective for the worker to set up the situation so that the
enrollee can advocate for himself. When the coach acted, the
crisis was avoided and that was the main objective of the
negotiations. However, it is important for the worker to
include the enrollee in the negotiations so that the objective
of getting the enrollee to negotiate on his own behalf can be
achieved.

Even if the enrollee is just there and does not participate,
the coach's handling of the situation can serve as a model for
the client. And the enrollee is more likely to accept the
worker as a relevant model for himself and confide in him if
the worker is of the same race or ethnic group.

2.2 WHO TO NEGOTIATE WITH

In the examples, coaches sometimes intervened by going to
the foreman, the personnel department and sometimes even higher
in the company. While there is no fim rule--a lot depends on

who the coach has had relationships with in the past--there are
some general rules that can apply:

a. Negotiate with the supervisor when the problem can be
solved by an administrative decision which the super-
visor is allowed to make.

etornmdant s
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i b. Go to a higher authority (usually personnel) if the
| solution involves a change in company policy (or at
least a temporary suspension of the policy).

c. Start at the lowest level and keep going to higher
levels until you get a positive response.

d. No matter how high up you have to escalate, keep
involving the enrollee's foreman, because he's the
one who has to deal with the situation once a
decision has been obtained.

e. In negotiating, start with a presentation of the facts.
(ften that is enough. If more is needed, use logical
argument. Save emotional appeal as a last resort and
don't use it too often or you'll wear out your welcome.
Emotional appeals make people feel guilty and it's
easier to avoid a coach who makes you feel guilty than
to reduce tne quilt by keeping the enrollee on the
job or taking him back after he's been fired.
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[STRATEGY #3: NEGOTIATE WITH THE ENROLLEE )

If the problem was caused by the behavior of the enrollee,

the coach had to negotiate with him and get him to change.
Often, it came down to making a deal. If the company agreed
to take the enrollee back or keep him, the enrollee agreed
to act differently. EXAMPLES:

(a) Client was fired because she dnessed too §Lashy and the
men on the job paid more attention to hen than their wonk.
She was off fon two weeks and both the client and myself
tafhed about the dress. Supervisor gave hen another
chanw%%. She has been wonrking well with no dress problems
at .

(b) 1 told the company that yes this client did tatkh and play
too much, but takking was part of his charactern and that
1 didn't think this would keep him grom performing on the
job with a Rittle counseling and that with counseling
pethaps he woubdn't play anound on the job. So 1 used
the counseling method on an adult-to-adult Level and we
takked about being too talkative and playful on the job.
This was done because 1 didn't want the client to Lose
his job on for the company £o stop hining young clients.
This client is still employed at this company and has
had two promotions and never any complaints that he
talks too much on plays around a-f£of.

() T went to the client's house to talk with him. 1 tokd
him that his foreman wasn't asking him to do anything
that he didn't ask of the other wonkens and that he was
onky thinking of his safety. 1 told him that he onty

had to mop a six foot area. He {inally gave in and
agneed. 1 told him %o nepont to wonk the next day.

Now fie has been with the company for 84ix months.
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[ COMMENTS: |

3.1 TAKING THE EMPLOYER'S SIDE

In each o€ these examples, the coach found himself
taking the side of the employer in getting one enrollee
not to dress sc flashy, getting another to do less playing
around and a thira to mop up around his machine. There is
a danger here that the enrollee will see the coach as being
on the employer's side. That danger is even greater it the

coach is white middle-class.

However, there are some things the coach can point out
to avoid giving the impression that he is siding with the
company :

a. He can point out that he has also negotiated with
the company and gotten them to do something for
the enrollee (i.e., keep him on the job), so he
shows that he is clearly on the enrollee's side.

b. He can point cut that he is dealing with a reality
situation and is telling the enrollee the least he
has to do to keep the job. He isn't making decisions
about right and wrong, or saying how an employee
should act towards his employers.

Besides these methods, many coaches can alsv use symbolic
actions to identify themselves with the enrollees--such as
ghetto slang, using the rhetoric of The Movement, special
in-group handshakes, etc.
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[ STRATEGY #4:

MAKE A PLAN AND CARRY IT OUT ]

In some cases, negotiation was not enough. Some kinds

of problem-solving actions had to be taken and the enrollee

couldn't take them alone. In these cases, the coach developed

some plan to solve the problem and sometimes was the person
who had to carry it out. EXAMPLES :

(a)

(b)

(c)

The client explained why he was absent s0 much: he Lived
by himself and no one was there to wake him up 4in the
moaning. He didn't hean the clock and overslept. The
company gave him anothen chance, 4if we could get him to
wonk fon two weeks. The coach was asked to call every
day and get him up.

Well 1 didn't know too much about such problLems (baby-
sitting fon the child of an employed client) and stilL
don't. But I tried to arrange the situation the only
way T could. 1 talked her employern into hiring a female
fniend of hens on another shift, who also had a child.
By them working two separate shifts Zhey knew each othen
well and could take care of each othern's chikd. 1%
worked beautifully for a whike, but her buddy began
having problems with the people on the second Ahift--
prejudice. So they both decided to quit and stay home
to take cane of thein children.

She also informed me that she was having difficulty

with her vision and that she needed glasses but was

unable to affond the expense...The supervisor and 1

avanged for hen to see an optometrdist and be fgitted
gon glasses.
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In order to carry out these strategies the worker must
be able to do certain things. He must be in close touch with
employers and enrollees so that he can deal with problems
before it's too late. He needs to be able to meet with employers
at all levels in the company and needs information about
enrollees to use as back-up in negotiations. He needs to be
someone enrollees feel free to confide in. He needs help in
getting appropriate supportive services for his clients. And
finally, his work would be easier if some of the common problems
discussed in this chapter could be prevented--or at least
anticipated. Agency staffing patterns and the design of the
agency's orientation and assessment program can help in
dealing with some anticipated problems. These needs are
described below as five kinds of resources: (1) racial/ethnic
staff mixture; (2) flexible orientation; (3) access to employers;
(4) access to supportive services; and (5) adequate records.

[ RESOURCE #1:

RACTAL/ETHNIC STAFF MIXTURE |

In several of the incidents, commnication got Tost between
white supervisors and black workers. The fact that the coach
was black enabled clients to tell him things they hadn't told
their supervisors. The fact that the coach officially represented
the agency enabled him to deal with the company directly. It's
clear that black enrollees who are likely to be inhibited in
talking to white supervisors need a black worker, and the same
is probably true of other racial/ethnic minority groups.

i
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But in order for the agency to be able to predict that an
enrollee may have difficulties with white authorities, it needs
to be able to observe the enrollee interacting with whites
before he is sent to a placement. This is especially true when
the rhetoric of "coping with Charley" makes enrollees put on a
front of self-confidence in their rapping with other blacks or
their black coaches. Thus, the agency needs to have some whites
on the staff and some situations in which the enrollees must
interact with them.

One problem with this should be mentioned. When whites
and blacks discuss their interactions with the same enrollee,
they should not feel as if they were competing to prove which
of them can "really"communicate or understand. The result of
such competition is likely to be a false impression of the
enrollee and his problems. The white staff members may try to
pretend that an enrollee doesn't have any problems relating to
them, when in Tact he does have difficulty saying personal
things to whites. This can lead to false expectations about the
problems the enrollee will have on the job. This means that
the white in this particular strategy, should be an example of
whites in general--not a white that a normally inhibited black
could deal with in the agency setting.

An absence of competition between staff blacks and whites
would require a structure in which differences in status were
not based on differences in race. In other words, the advan-
tages of having black coaches would be Tost if it meant that
all the whites in the organization had higher status than the
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coaches. The advantages can also be lost if the staff cannot
feel free to openly discuss such questions as the impact of
race on a particular client.
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[RESOURCE #2:

FLEXIBLE ORIENTATION |

Once the agency can anticipate a particular enrollee may
have difficulty in dealing with supervisors, it needs to be
in a position to do something about it. However, only a minority
of the enrollees will have such difficulties. It would be
wasteful and damaging to put all enrollees into the same bag
just because they are labelled "disadvantaged." It would also
be a mistake to put such problem enrollees in long-term work
adjustment or work-training programs simply because thvy might
have problems with their supervisors.

The problem can be handled more easily through such things
as practice role-playing or small group discussions where
enrollees can practice saying certain "sensitive" things to
whites in real situations. For example, an enrollee can try
to register a complaint with a white supervisor in a local
department store and then bring his experience back to the
group for discussion.

But the orientation and assessment program has to be
flexible enough so that all enrollees are net put into the
same lock-step program. Once the needs of the enrollees have
been identified, it should be possible to split them off into
special sets of activities (such as those suggested above) to
deal with the specific problems directly.
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[ RESOURCE #3: ACCESS TO EMPLOYERS |

Clearly, the coach must have the freedom to meet and
negotiate with employers. If the agency has rules which
prohibit or limit such contacts, the implementation of
these strategies becomes more difficult. This can happen
in agencies which require specific advance permission for
cach employer contact.

On the other hand, the coach who acts as a totally
free agent in dealing with employers is likely sooner or later
to step on the toes of job developers whose objectives include
maintaining good relationships with companies. Thus, there
needs to be coordination--and a shared basis of trust--between

coaches and job developers.

One mechanism for resolving disputes between coaches and
job developers could be an impartial arbitrator accepted by
both parties. Another could be a collegial team structure
with occasional joint activities in which each could learn
something of the other's problems and activities. Both of
these can help build a foundation of common objectives and
trust between the coaches and job developers.
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| _RESOURCE #4: ACCESS TO SUPPORTIVE SERVICES ]

The particular problems some enrollees experience on a
job are quite varied: there are family problems, money
problems, baby-sitting problems, legal, medical, optometric
and transportation problems. Many manpower agencies have
relations with groups in the community which can provide
help. But simply telling enrollees of the availability of
such help is usually not enough. Many enrollees don't think
they will need this kind of help, and don't pay attention to
lists of possible resources. Even those who do have such
problems may not admit it because they're afraid it would
hurt their chances for getting a job.

For example, if an agency has a policy of not accepting
applicants with court cases pending (a policy which functions
for the agency as a way of indicating the need to get legal
aid to the applicant at once), the applicant may conceal the
fact in order to get admitted to the agency's program.

Employed clients are in a difficult position. They
endanger their jobs and lose needed pay if they take the day
off to sit in the waiting room of some public institution or
the supportive services unit at the agency.

The coach is the person in the agency who is most likely
to notice a client's need for special help, especially if the
need arises after he has been placed on a job. But the needs
for supportive services require a great deal of expertise to
find effective solutions. This means that agencies should
have a staff specialist, because coaches have enough to do
and can't be expected to be experts on community resources.
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This specialist could serve as a resource to the coach
and as a facilitator of referrals and other arrangements
for the enrollees. In this arrangement, the supportive
service expert could specialize in "collecting" resources
and in making them available to coaches to use on a case-by-case
basis. The coach would take the responsibility for seeing
that this help got to the enrollee.
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[ RESOURCE #5: ADEQUATE RECORDS j

Manpower agencies are long on records but short on
useful information about enrollees. What would be useful
to know about an enrollee placed on a job is often not
recorded. Yet the examples show that knowledge about a
particular enrollee is quite useful to workers. It is
difficult to specify in advance just what item of infor-
mation--or what impression of the enrollee--will be needed
later. In most cases, there is no later need at all.
Therefore, it would not be wise to collect huge amounts of
personal information from every enrollee "just in case."

An agency can find some compromise between too much
and too little information by studying the post-placement
problems its enrollees have actually encountered. It
could then use its own experience to decide what to record
about its enrollees. For example, lateness to work and
absence because of health problems are fairly frequent post-
placement problems. Thus, it would be useful for the agency
to have a record of the enrollee's health status or his
attendance record in orientation or on his most recent job.
If the record is good, it can strengthen the agency's position
in negotiating with an employer if the problem does arise.
And if the record is a poor one, the agency can take special
care and try to prevent a repetition of the problem.

One reason why such records don't exist is that no
systematic effort is made to check matters that are not
required for official forms. If an enrollee mentions
something on his own, it may be included in a note in his
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folder. If he doesn't bring it up, the topic may not be
covered. Once an agency knows the type of information it
would need for later problem-solving, it needs to develop
a systematic way of making sure that the information is
obtained and recorded. A check-sheet summarizing the
categories of information recorded in the file could be one
way. However, it's not always good to try to get that kind
of information from enrollees before placement. They are
likely to think the questioning concerns their eligibility
for the agency's program or as bearing on the kind of job
they will be referred to.

Thus, many enrollees use two different strategies:
they make themselves look bad to the intake staff so they can
qaulify for service as "disadvantaged." Then, once in the
program, they try to make themselves Took good so they will
be referred to the better jobs or training programs.
Questioning the enrollee about some aspects of his past
performance on jobs (i.e., his record of lateness or absence)
is therefore likely to receive biased answers if done before
job referral.

This happens despite the interviewer's attempts to
convince the enrollee that the information is being collected
for his own good and will not be used against him. This kind
of information should therefore be obtained from the client
after he has gotten a job. This still leaves enough time to
warn the coach of potential post-placement problems.

In short, systematically get the kind of information that
is actually going to be used, but get it only at the point
where it will be used, and when it is least subject to bias.




CHAPTER &
ENROLLEE QUITTING THE JOB

"PROBLEM #2:| This chapter deals with enrollees who want to or have
already quit their jobs.

EXAMPLES OF THIS PROBLEM. «tvvevnencveens: sonsvesnsnnnnns 152

TOBJECTIVES:] Three objectives were seen to apply to this probiem.
The first was to get the enrollee to stay on his job.
If this did not work, he was placed on a different
job or sent back to school or placed in a training
program. If enrollees were placed as a group, the
third objective was to prevent others from following
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Enrollee
| quitting
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« [OBJECTIVE ! « [ STRATEGY } « [ 'RESOURCES |

EXAMPLES

[ PROBLEM #5: | An enrollee who has been placed wants to or has already
quit his job. In about one-third of the cases, the coach i
found out that the client was dissatisfied only after he
had already quit. EXAMPLES:

(a) Hene 44 a client that had good potential. She was
hirned at one of my companies and quit Aoon agierwards,
because she said she was interested in godng to school.
Onky 1 had doubts about £%.

) (b) Client called me up and told me she had quit her job.
She had wonked for six months and she had not received
a nwaise as she was told.

(c) Two clients called me and told me that they had quit '
thein job. They worked fon three months and had not
necelved the naise the clients had been told about.

Some enrollees would quit by being late or simply not
showing up for work. Here too, in about one-third of the
cases, the coach didn't find out the enrollee was dissatisfied
until the employer called and told him that the enrollee was
being late or not coming to work. EXAMPLES :

(d) 1 took a client on a fob that has a training progham that
paid very Low wages durning the training perniod, which
would expand over a period of 3 months. The client
agheed to accept the job but after a §inst paycheck
he became disgusted with the pay and the job, and being
dissatisfied, his attendance record became very bad.

He also showed up Late afmost daily. T was called by
his gonreman.
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EXAMPLES
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[OBJECTIVE | « [ STRATEGY } “ | RESOURCES |

(e} Company called and told me that my client had been
absent two days and hadn't called 4in.

(§) Client was hirned by one of my companies as a gigure.
clerk. The next day the personnel department cafled
me to say that the client had not neported to wonrk.
1 called the client that evening and she said she
was sick that day but would repont to work the next
day. The client nepornted to work the next day but
was Late. Two weehs Later 1T was called by the personnel
department who sald that the client had quit. 1 called
M at home and her mothen said she was at work. 1 then
Left a mersage for the client to call me. CLient
called me that evening and said that she had not quit
and was s10L wornking there. 1 had a Long talk with
the client to see why there was 50 much confusion.

(g) Aften being employed on a job forn about two months a
client began to have consistent absences and tardiness
which eventually Led to Lack of intenest gfon the fob.
Aften talking with the client 1 find that working
wasn't his thing--he wanted to go back to school.

Sometimes, the enrollee didn't take any action about
quitting his job, but told someone--a member of his family,
his employer or the coach--that he was dissatisfied with
his job. EXAMPLES:

(h) Client A was employed at one of my companies as an
entry-Level thainee. He had been employed about
elght months. Duning this time he had been aftern
me to get him another fob because he was not pleased
with the salary on the job. 1 kept telling him
to stay on the job because it was a nice jfob and
had chance gon promotions. CRient A didn't see
things my way and persisted Lin bugging me about a
different job.
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PROBLEM #5:

EXAMPLES

+ [OBJECTIVE | « [ STRATEGY ] « "RESOURCES ]

({) One of my clients had been on a fob with a company
fon eleven months without a naise. He then brought
his case to the lady that hined him. The personnel
Lady then contacted me because she could not communi-
cate with the client on this Lissue.

() T was called at my home by my client's aunt. She
informed me that he was thinking of quitting his job
for no neason at all. She was worried about this
because he is the type that will get into trouble
with the police if not employed.

(k) A client of mine was placed on a job and was doing
fine fon three weeks, but suddenly decided that he
could make money hustling on the street through
ilLegal means. 1 contacted his supervison and he
informed me that the client was a veny good worker
but he was agraid that they might Lose him because
they were unable to gdve him a haise in salary until
aften the st ninety days.

In a few cases, it was hard to tell whether the enrollee
was fired or quit--just as it is hard to tell sometimes
whether someone is a school drop-out or a 'push-out.'
EXAMPLES :

(£) 1 had a client who just would not keep a fob, and was
always coming back fon another. The problem was Lack
0§ nesponsibility. 1 continued to gind him fob agten
job because T knaw he was a good kid, but he dedn't
have anyone behind him. After visiting his home and
talking to his fanily, T knew why. His parents fust
dﬁ/@m)t cane. T also found out he war expecting a
child.
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EXAMPLES

(m) The client was involved in a gang. He had dropped
out of school and didn'Z have a job. I got him at
Least 3 diffenent jobs which he did not stay on.

“ERiC 1s5- 470
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OBJECTIVE:

gggiitives « [ STRATEGY - [ RESOURCES |

[ OBJECTIVE A: |

[ OBJECTIVE B: |

[ OBJECTIVE C: |

The most common objective coaches had for dealing with
this problem was to keep the enrollee on his job. This
objective applied when the enrollee had specific complaints

about the job and was threatening to (or already had) quit.
Coaches also worked toward this objective when the enrollee
was thought to be 'flighty' and irresponsible.

The second most common objective was to get the enrollee

a different placement or send him back to school. Most

often the enrollee was placed in school or a training program,
but sometimes he was placed on another job. This objective
was used mostly for enrollees who had simply stopped going

to work (although they didn't have specific complaints about
the job), or for those who seemed flighty or immature.

The third objective was not used often--only when an
enrollee was placed as part of a group. Then the coach
tried to prevent others from following the dissatisfied
enrollee's lead.
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OBJECTIVE A:

[PROBLEM 75 | fieihgngggzee « [STRATEGY ] - { RESOURCES |
Enrollee
quitting
the job EVALUATING THE OBJECTIVE
EVALUATING
THE A. KEEP THE ENROLLEE ON THE JOB
OBJECTIVE

Most of the time, the complaints were about low
pay or the unfulfilled promise of a raise. Most enrollees
want a good paying job. Therefore, job turnover is a
large and important issue because they are continually
trying to get better salaries. The lower the pay, the higher
the rate of turnover will be. Since most of the placements
were on low-wage jobs, a major coaching task was to get
them to stay on them. This was practically the entire purpose
of follow-up.

Sometimes the worker was able to get jobs back even
after the enrollee had quit, because the employer would
rather take back a familiar employee than go to the trouble
of hiring someone he doesn't know as well. But some employers
may tell the worker they won't take the enrollee back. If the
worker tells the employer he knows what the problem is, has
talked it over with the enrollee, and that it can be solved
by the promise of a raise for good performance, the employer
may be willing to take another chance.

If the coach talks to the enrollee first, it helps
prove to him that the coach is willing to go to bat for him.
It therefore increases the enrollee's confidence in the
coach (even if the employer doesn't give in). But the coach
should not promise more than he can deliver. The best he
can do is promise to try.
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EVALUATING THE OBJECTIVE

B. GET THE ENROLLEE A DIFFERENT PLACEMENT

There were certain situations where the worker had to
place the client elsewhere, rather than counsel him to stay
at his present job.

GET HIM A DIFFERENT JOB

When it is clearly more than just a matter of money
and the employer won't make adjustments, or when the enrollee
raises his standards for satisfying work, the worker should
try to get him another placement.

Once an enrollee has a steady income, he can be more
particular about the kind of work he wants. This usually
happens with younger enrollees who have a need to develop
a work identity--a sense of status, worth and self-fulfillment--
through their jobs.

The coach might think he can prevent quitting by trying
to satisfy the enrollee's vocational interests in the first
place. But this doesn't usually work with disadvantaged
enrollees, who are broke and will take any kind of job.

As one enrollee put it, "I've chopped cotton, pulled stumps,
driven trucks, driven tractors, and worked in white folks'
houses. Now you tell me what kinds of jobs you got, and !
I'11 tell you what I'm interested in."

In other words, for most enrollees, the first place-
ment will be for bread. Often that means more cuaching will
be needed later to get the enrollee a job that can become
a career.
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EVALUATING THE OBJECTIVE

PUT HIM IN SCHOOL OR A TRAINING PROGRAM

When the enrollee's dissatisfaction was non-specific
and his behavior suggested he was "immature" or "irresponsible,
the coach tried to place him in school or a training program.

These enrollees often expressed their dissatisfaction
by lateness and unexplained absences from work. They tended
to be younger people who were not used to working regularly
and not ready to accept an adult role with work responsibilities.
But they have usually been burned by school and have also
enjoyed the independence of adulthood--and some cash in the
pocket--and find it difficult to be a student again.

In T1ight of this, the objective is only realistic when
there is a school in the community which can accommodate
the life-styles and desires of these young adults.

It is almost a reflex to recommend returning to school.
It is just as much a reflex for critics to reject school as
meaningless and irrelevant. Both groups don't take into
account another purpose of school. School can give people
time and experiences to find out where their heads are at.
It's a place where you can experiment and test yourself in
di fferent roles and situations. Later, these experiences
might help in finding a suitable work role.

Therefore, some people need to be out of the job market
for a while, not only to acquire more job skills, but to
help them develop an identity they can 1live and work with
for the rest of their lives.
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g;izzgtoﬁhe « [STRATEGY «  [CRESQURCES |
dissatisfaction

EVALUATING THE OBJECTIVE

C. PREVENT THE SPREAD OF DISSATISFACTION

This was used when a group of enrollees was placed
together. The importance of this objective depended on
how dissatisfied the client was, how obvious he was about it,
and on how nervous the coach was about the harm he might do
the others in the group. EXAMPLE :

A client, young and {rnesponsible, had just been hired

into a new program at one of the banks and he was among

the §inst ghoup of people going into this program. On
the verny {inst day he was absent., 1 was called by the

dinecton of training and asked what he should do. 1

neplied by telling him to tenminate the young man,

because 1 felt he was jeopardizing the outlook on the
whole group and futurne developments within that company.

He was terminated and as a nesult of his termination

the othens in the group realized that the program was

not to be abused.

In this example, the objective of preserving an opportunity
for a group of people had higher priority than keeping one
enrollee on the job. This is a painful choice for a coach
to make, and it can also work the wrong way. If the others
in the group found out the coach got a man fired, they might
avoid being honest with him about their problems and complaints.

On the other hand, both objectives can be achieved--
preserving the opportunity for the group and keeping the absent
client on a job--by other methods. For example, the worker
can call the group together and discuss absence and the need
to make the bank program a success. If necessary, the absent
enrollee can be terminated with the promise that the agency

will find him another job. Then he and the group will see the
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quitting
the job

EVALUATING THE OBJECTIVE

seriousness of the problem. The enrollee will be placed

and the worker won't be put into the position of a punishing
boss. Of course, doing all that takes time, and it might
not even be possible for the worker to meet with others as

a group. So workers still have to make difficult choices.
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STRATEGY #1:

[PROBLEM #5] +«  [OBJECTIVE] + ziigej’e‘””ee « [ RESOURCES ]
Enrollee Three kinds incentives
quitting
the job
EXAMPLES

T LA

[ STRATEGY #1: HELP ENROLLEE ACHIEVE INCENTIVES ]

When an enrollee was dissatisfied because he had not
received a raise that he was promised, the coach talked
with the supervisor or personnel (sometimes with the
enrollee present) to find out why the enrollee had not
gotten the raise. Then he made a deal with the enrollee to
shape up, and used the promise of a raise as the incentive.
EXAMPLES:

(a) T had her meet me at the company (after she had already
quit her job) and we talked with the supervison. He
said she did not obtain hen naise because of hen
attendance. CLient went back to wonk and she worked
fon the next Wwo months without being absent. She was
given hen naise. She has much bettern attendance and
no probfems around attendance.

(b) The personnel Lady told me that only until the client
proved 2o be efficient would she get a promotion or
a naise, and that a naise would most Likely come about
soon. The client was promoted to a betten paying fob
and everything's 0K now.

(¢) 1 contacted his supervison and he informed me that the
client was a very good worker but he was afraid they
might Lose him because they were unable to give him a
naise in salany until agter the ginst mlne/f:z days. The
supervison was hoping that 1 coubd change the client's
mind. 1 avanged for the client and myself Lo have a
meeting on his job. At this time the client told me
that he had atready given his notice uf nesignation.
At this point 1 really began to nap to him 4in the
Language he understood.
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achzeve
Three kinds inecentives

COMMENTS

[ COMMENTS: |

1.1 MAKE INCENTIVES CLEAR AND CONNECTED WITH THE ENROLLEE'S
PERFORMANCE

The problem often resulted from sloppiness in coaching
at the time the placement was made. It was not made clear
to the enrollee then what to expect as far as salary and
raises were concerned. Often coaches left it to the employer
to lay out the conditions of employment. But sometimes this
was in a language the enrollee couldn't understand. And
sometimes if the enrollee was nervous and uptight about
qetting the job, he couldn't keep everything that was said
in his head. This even happened when the coach explained
everything right after the interview. So after he has been
on the job for a few days and is less nervous, the coach
should go over the same information with him.

In all fairness, many employers don't make it clear
what the enrollee can expect because they don't have clear
ideas themselves of the criteria they use in giving raises.
Complete job coaching would include working with the employer
to help him clarify his own policies.

The most important thing, however, is to tell the
enrollee that the raise depends on his performance. Then
he knows that he can control whether or not he gets the raise.
Getting straight about this is particularly important for
minority enrollees who expect employers to be prejudiced.
Some of them use this prejudice as an excuse. One way to
avoid jumping to conclusions about prejudice is to clearly
state the conditions for raises and promotions when the
enrollee is hired.
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quitting
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COMMENTS

1.2 USING THE COACH'S POSITION

Often the employers said they hadn't given raises
because the enrollees didn't perform up to standard. You
can expect most employers to say that, even when they really
are just trying to hold off giving raises for as long as
possible. But sometimes, after the coach talked to the
employer, the employer gave the raise even when there wasn't

any change in the enrollee's performance. What it took was
the coach's interest in the case. It let the employer know
that others were looking out for the enrollee and cared about
what happened to him.

If the employer is concerned about his reputation, or
about his relationship with the coach and the agency, he will
agree to the raise. There is no reason to accuse the employer
of exploitation. The coach should accept the employer's
explanation, and then pay close attention to other enrollees
placed with the employer to be sure that the "oversight" is
not repeated. And he should make sure that his enrollees
don't think it was their fault that they hadn't gotten the
raise when it was clearly a case of attempted exploitation
rather than poor job performance.
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EXAMPLES

[ STRATEGY #2:

SHOW THE DISADVANTAGES OF QUITTING |

Even when the enrollee is dissatisfied with his pay,
he can be convinced to stay on his job if he gets a clear
picture of the alternatives. EXAMPLES :

(a) 1 told him that he and 1 both knew if he neturned to
his otd way of Life that he would end up night back in
the clink again, and at Least he would be able to stay
out of jail if he continued to work. He would have a
negulan salary coming 4in, he could get credit, ete. 1
tied to make him awarne of all the benefits he could
enjoy with negular empLoyment and 1 asked him Zo think
about that awful jail cell and to please neconsider the
whole thing. 1 think he had forgotten that there were
mone negative points than positive ones 4in the Eife he
had jusz Left. After he hearnd me nap about the dark
scene he neally began to think it over. Aften we sat
thene and nelived those dark days of the past Life
together, he Looked at me and said, "You know,baby, 1'd
be crazy to space back to that. 1 think T1'?L stick 42
out a Little Longer and maybe 1 might just adjust aften
all. 1 wonder if they'fl fonget my resignation?" 1
told him 1'm sure they wilf, Let me take care of that
forn you, now space on back to the gig.

(b) Client A did not see things my way and persisted in
bugging me about a difgerent job. 1 contacted one of
the job devefopers and told him of A's probfem and
asked him 4f he coubd talk to him about a training
program that he was active 4n. Later that week, the
job developen, myself and client A had Lunch together
to talk about possible entry in the thaining program.
The job developen explained the benefits of the program
and qualifications. 1 then tatked to client A to wedgh
the advantages as well as the disadvantages of Leaving
his present job. Client A weighed the advantages and
disadvantages. He {8 now wonrking at the same job without
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Three kinds of quitting

EXAMPLES

even once asking me about another jcb. Instead he 48
talking about asking for a promotion in his present
job. The outcome of this incident to me 44 that this
made the client take a good Look at his present fob
and tw . move up thene.

1 went out to the company to see the client. We had

a Long talk. The most effective way 1 found in dealing
with this client was to Lie to him, fon example, "Say
man, do you know that we are having a Lot of trouble
getting people jobs? You know what T think--Jobs-Now
i going out of business. 1've been ihinking about
getting a job hene myself., The Last cycle at Jobs-Now
veny few pecple got jobs. Things are really Looking
bad, Chnistmas 48 coming up soon, don't know what I'm
going to do. 1'2 probably Lose my woman--you know 1
won't have any bread to give her, don't think 1'€E be
able to buy a new vine (suit). So why don'z you just
quit? Give some othen cat a chance. Things are neally
tight out thene baby. What was the outcome? My Lying
2o the client helped. He thought about Christmas, money
and his ginl and the fact that he didn't want to give
his job to some other guy. The result--he is sl
wonking, showing up on time and not missing any days.
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COMMENTS

[ COMMENTS: ] 2.1 DRAMATIZE THE DISADVANTAGES

As discussed in Chapter 1, when someone is far from a
goal, the desirable aspects are stronger than the undesirable
ones. That principle also applies to this strategy. The
worker has to make the enrollee think about the unpleasant
things--things he usually doesn't want to think about. Since
he doesn't like to think about it, you must make it dramatic
and get him to relive his bad experiences. Then he will
see the unpleasant reality of the alternatives to his present
situation.

2.2 BUT DON'T OVERDO IT

However, this can increase the desire to stop thinking
about it as soon as the enrollee gets away from the situation.
If he is really upset, he may take a few drinks, or try to
avoid seeing the worker. When the situation is so unpleasant,
the worker becomes someone the client doesn't want to deal with.

It is better in the long run to emphasize the positive sides
of staying on the job, than to rub someone's nose in the bad
side of the alternatives. Because it is easier to think of the
positive things, the enrollee will think about them more often
and will be influenced by them longer. In short, when a worker
emphasizes the negative, he will have to keep close tabs on the
enrollee afterwards, to make sure that the rap "sticks."
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COMMENTS

2.3 SHOULD THE WORKER EXAGGERATE OR LIE TO THE ENROLLEE?

In one exampie, the coach said that he lied to the
enrollee. Actually, he only exaggerated--and not much at that.
Jobs-Now did go out of business and the coach did have to find
another job. Exaggeration can be used if the worker is really
doing it for the enrollee's benefit and not just trying to get
every enrollee to stay on his job. If the enrollee couldn't
do much better, then it is not iying for the worker to convince
him that the alternatives are bad. However, where there is a
chance that the enrcllee could be better off in a different
job, then the worker can use the next strategy.

!
jH
3
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EXAMPLES

[ STRATEGY #3: ENCOURAGE THE ENROLLEE TO HANG ON UNTIL HE HAS SOMETHING BETTER |

Sometimes, by trying to get the enrollee to keep his

job and encouraging him, the client stayed until something
better turned up. EXAMPLE:

(a)

T had a Long talk with the client to see why there was
80 much confusion. The client expressed to me that

she did not know what the confusion was, but she henself
was not pleased with the job. 1 tofd hen to thy and
stick it out, because she was a new empfoyee and
sometimes it is hand to adjust to new situations. 1
tokd hen if she would thy to stay on and things didn't
wonk out, we would discuss the matter again. Three days
Latern M called me and said she could not wonk at that
company because it was a prejudiced place. 1 told her
if the job affected hen that much T would talk 2o
personnel about some of its policies, ete. 1 talked to
personnel but they were not aware of what the client
had said was going on. The client called me that
evening and said she had been called for another job.

1 tofd hen to take it since she was unhappy wit. her
present placement. The client is still employed at the
company and {8 happy.
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COMMENTS

[ COMMENTS: |

3.1 SEQUENCE THE STRATEGIES

The last example shows a sequence of steps that the
coach took. First the coach tried to talk the enrollee
into staying on her job, probably thinking that the dis-
satisfaction was temporary, and that once she got the hang
of it, she would feel more comfortable. When that didn't
work, the coach then took the complaints seriously and
tried to do something about them at the company. When that
didn't work either, the enrollee found herself a new job
before she quit the one she was at. If she had not, the
coach would have had to take a next step: change the
objective and get the enrollee a different placement.
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with personal

Enrollee Three kinds problems
quitting
the job

EXAMPLES

[ STRATEGY #4: HELP HIM WITH HIS PERSONAL PROBLEMS ]

This strategy was used almost as much as Strategy #1
(Help Him Achieve Incentives). Strategy #1 was used when
the enrollee was dissatisfied with pay. This one was used
when he had many personal problems and had no one taking
any interest in him. Thesc enrollees had not actually quit,
but seemed to be in the process of dropping out by lateness
and absence. EXAMPLE. :

(a) Client was constantly being Late, absent, and nefused
to do the wonk assigned to him. I went in to talk to
him and his supervison, and the pertonnel officen.

Upon talking to these people T founa out that no one
tuied to know the client on his problems. After finding
out about his pnobfems, a Lot of neasons were cleared
up, and his job 4is no Longen a problem.

(b) We 44l down and neally talked, about fowr hourns. 1
found him anothen job, plus T explained to his employe
about his situation. After he tock the fob and his
girlfrniend had the baby, he began to settle down. Just
taking an intenest was all ithat was needed.

(c) We talked things over about his fob and also his personal
problems away §rnom his job. Some people just need mone
than just a phone call. Some clients need to be coached
on given mone attention than othens. By this, T mean go
a Little out 04 your way to help them, Like making a home
vis it on going to the Local pool hatl with him, gain his
congidence, give him the feeling that you are mone than
just fon business. 1 think this man would feel that he
weuld Let me down if he did not give his best on his job,
Let alone quit.
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STRATEGY #4:

- - Help enrollee -
[PROBLEM #5 | [OBJECTIVE | ot oraonal [RESOURCES |
Enrollee Three kinde problems
quitting
the job
COMMENTS
[ COMMENTS: | 4.1 THE PERSONAL SIDE OF COACHING

In these examples, the coach took an interest in the
personal lives of the enrollees--not as a routine procedure
"to assess the family situation'"--but out of a sense of
sympathy for the enrollees' problems. These were enrollees
whose erratic behavior showed there was something else
bothering them besides the job. These were problems in their
abilities to deal with dissatisfying situations, rather than
just difficult external situations.

In these cases, coaches were most importantly friends.
They spent time with the enrollee and in places associated with
friendship rather than business. They went to the enrollees'
homes and places of recreation.

In two of the examples, this friendship was an incentive.
For example, in the last case, the coach felt that the enrollee
wouldn't want to Tet him down, and therefore would try to do
well. But this kind of loyalty is not the best reason for an
enrollee to want to succeed at his job. It would be better if
it were a matter of not letting himself down, rather than not
letting the coach down. Therefore, if the coach used the
loyalty to get the immediate problem solved, and then helped
the enrollee to handle more things on his own, he would head
off future dependency.

However, mst enrollees don't want the coach to be a source
of friendship and emotional support. They have friends and
families, and confidence in their own abilities to deal with
situations. Therefore, this strategy is one which isn't likely
to be used often, even though enrollees' friendship can be very

heartwarming to a coach. —_

L. IS




STRATEGY #5:
PROBLEM #5 | . [OBJECTIVE . jofer P Liee| _  [RESOURCES]
Enrollee Three kind: Job
quitting
the job
EXAMPLESS

[ STRATEGY #5: REFER THE ENROLLEE TO A DIFFERENT JOB ]

In one of the examples already described, the coach
found the enrollee another job while he also helped him work
out his personal and family problems. And in another, the
enrollee found a new job before quitting the old one. All
the strategies described in Chapter 1 for dealing with
enrollees who need a placement are applicable here.

[ COMMENTS: | 5.1 WHEN TO REFER TO A DIFFERENT JOB
Following is a summary of points made in various places
in the Manual that apply to this strategy. Coaches referred
enrcilees who had quit cr wanted to qu:t to different jobs when:

a. the job cannot be retrieved.

b. the enrollee has developed new standerds for a good
job.

c. the enrollee is ready for job up-grading

d. the enrollee has been successfuyl ¢n an initial placement
and is easier to place on a better job.

e. the enrollee's present employer cannot or will not
resolve the enrollee's specific complaints about
promotions, raises, or working conditions.

f. getting a different job will help the coach work
on the enrollee's personal prablems.

g. the coach is sure the enrollee has not burned his
bridges by quitting the job before he has a new one.
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STRATEGY #6: |
TPROBLEM 5] -  [OBJECTIVE] - wae onrollze | . [RESOURCES
e Oy Chie {
Bapalloe Three kinds Job market ‘
i tiing |
the HF
COMMENTS
| STRATEGY #6: TAKE THE ENROLLEE OUT OF THE JOB MARKET ]

when the enrollee's job behavior was more a matter of
vouth and not being ready to settle down and spend all his
time on the kinds of iobs available, the coach tried to take
the enrollee out of the job market for a while by placing him
in school or a training program, EXAMPLES:

(a) 1 act him at {cast thuee difjcrent fcbs which he did
ned stay en. T get him enxelled in scheel at Central
plus a part-time job. He 4inished high school and
consequently did wnet have time te parnticipate in the
aang. Now he has gene cn to college, cut his precess
cif, and he {8 dcing 4{dinc.

(b) Cedient wetked at this cempanu fo1 three months and quit
because there was ne (ncrease (n Aalary. After counseling
the client and talking with his mothen and personnel
stai§, the client wctuwed te wonk thhee davs later.
Ceient setwwmed wd & permissicn 4rem the company Lo
we vk part-time and ge te Acheef. This had never been
dene at this patticulan ccmpany. CE€ient had difficulties
in attempting tc teturn back te day classes. After
{inding that he could net enter day classes, 1 counseled
him te stant wetking §ull-time again 80 he could work days
and attend evering classes. Tuung the process of
neturning to §lL-time employrent and his desire to attend
YMCA high schcol which required tuiticn, the client’'s needs
changed. He quit the jcb, with the %eason that he hadn'zt
neceived a salary increment aften thuee months. The
progham in which he ennotled and completed was a GED
pregham. He tecedved his diptoma and now s employed
making verw gocd salary.
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| PROBLEM #5 |

mroller
quitting
the job

STRATEGY #6:

Tave enrollec

[ OBJECTIVE | . s o ke + | RESOURCES ]
Three vinds JoF markoet I
J
COMMENTS

(c)

(d)

(e)

Cient was 17 years ofd and a female. She was placed
at one cf my assianed compandes that employed 17-yean
cbds. Tatked with the client and {ecund that she was
interested (n a thadnina pregram cf retuwdng back

te scheel. Client was v need cf seme meney Sc we
decided that she weuld wesk wit{l she cculd be placed
mte a (training) vicatam % setuwn &¢ tcheel. (Cliont
8 presentiu attending hes Cast ueas cf hiah scheel
and makina plans te ac feo celfcac.

She war haxed at cne & mu ccmmm’,c,s and quit scon
adteacasds, because she said she was (ntenes ted in
going fc scheel. Cnlx T had mu deubts abcut <t. Client
8 cnlu 17 veaws cld. She enxctled inte Centrnal Y
High and gct a patt-time jcb at a dwg stcne, $1.60

an heus, and 8 s attending.

After talking with the client 1 found that wonrking
wasn't his thang--he wanted te ge back to £choot.

Se T was able te get ham a schelarship at Central Y
(a high scheed pregram fct adults). He was quite
success{ul {n his studies and he was deing scmethang
he Cdiked.
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{ PROBLEM #5 |

el ilee
jaitting

e . felgl

L

r STRATEGY #6:
. Tiwe enrollce . SECRIOFEC
{ OBJECTIVE | | ut of the ( RESOURCES |
Three winda ‘ Job market
| ]
EXAMPLES

[ COMMENTS: |

6.1 PART-TIME WORK
As several of the examples indicate, many enrollees

need part-time jobs in order to return to school. These
jobs help the enrollee maintain his connection with the
world of work and give him a sense of independence. Even
when the income is not always needed, having a job helps
reduce the fear about returning to school.

6.2 MIXED FEELINGS ABOUT SCHOOL
Enrollees often have confused feelings about school.

Despite popular opinion, disadvantaged drop-outs do value
education and enjoy many parts of the school experience.
On the other hand, they have often had very discouraging
and negative experiences in schools. And they doubt that
schooling can help them in a racist employment market.

There is another source of mixed feelings. School
has been such a political issue that a suggestion to return
may not be effective, even when an enrollee is interested
‘n the possibility. Many hear the suggestion as a signal
of the political and social beliefs of the person who gives
it--that he is a conservative or a radical. Some are turned
of f by the whole discussion, and feel the controversy is just
one more example of others using their lives for their own
political purposes. Others respond by taking one side or the
other. But when this happens, the enrollee is not helped to
decide about schooi in terms of his own desires, interests,
experience and anxiety. In other words, when returning to
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[PROBLEM 45 |

Mrollee
quitting
the Jjob

STRATEGY #6:

[OBJECTIVE] - fve enrollee | o RESOURCES |

out Of the
Job market

Three kinds

- —

EXAMPLES

school was discussed in abstract or political teras, and
when opinions were forced on enrollees, they didn't think
of school as a serious altermative.

This meant that the source of the suggestion is important
in determining how much the enrollee considers the idea. If
it is someone he trusts, and the worker clearly isn't using
him as part of his own socio-political program, the enrollee
is able to make his own decision instead of going along with
what others are saying. He is more likely to follow through

on his own decision than he is on the jive he uses to get along.

6.3 A REFERRAL TO SCHOOL TAKES WORK

It is not always easy for an enrollee to return to school.
The bureaucratic administrative procedures in some schools are
complicated and discouraging, even when the school itself is

welcoming and accommodating. Return to school needs to be
handled with as much care as a job referral. The coach should
help the client through the processes of being re-admitted to

school.
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" PROBLEM "%
Birsliee

quitting
the job

RESOURCE M :

- - "<TRATEC - Long=-tcrm
{ OBJECTIVE | STRATEGY ] Felationahipa
Three kindg Six kinds with Bmployers

[ RESOURCES: |

Six resources would be useful when dealing with this
problem: (1) a long-term relationship with employers; (2)
access to technical expertise in preparing job descriptions
and performance standards; (3) relationships with enrollees'’
families; (4) flexibility in working w:th enrollees; (5)
appropriate criteria for judging the success of coaching; and
(6) school programs suitable for adults and drop-outs.

[ RESOURCE #1:

LONG-TERM RELATIONSHIPS WITH EMPLOYERS |

Employers were more likely to take an enrollee back,
or make deals about wage increases and pr-wmotions if they had
a successful long-term association with the coach. An
employer will be influenced more by someone he knows keeps
his promises and delivers services.

Seeing the employer once a year is not enough to build
up such a relationship. Even when a coach doesn't have any
specific business, occasional visits to the employer to offer
services or review the results of past placements can be
useful. Coaches should keep a record of the dates they saw
each employer. Then they can look at the record periodically
and remember to renew the relationship (even if no enrollee
problems have been renorted for a long time).

This suggests that a coach should have his own "pool" of
employers, chosen by area or type of industry. An area basis
would cut down travel time (especially in big cities), but an
indus try basis would give the coach more of an opportunity to
know the specific needs, protlems and practices of his employers.
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| RESOURCE #2:

Teabnical Expoptio

——— -
[ PROBLEM #5 - - " OBJECTIVE | - [STRATEGY ] - Ltk e oepteg tos
PR A Y ST 2 tp b "
Fip - liee Three vinds Six winde | @d Porformaios :
putreing | Stmawds |
N I
tne ol |
#2: TECHNICAL EXPERTISE IN JOB DESCRIPTION | S

Large companies usually have experts to make job
descriptions and performance standards, so they don't need
the manpower agency for help. But small employers can't do
it themselves and usually rely on traditions in their irdustry
which are often very ineffective. When a conflict arises
about a raise or promotion, it can be resolved by cetting a
clear agreement about what good job performance is. But
special skill is required to write complete anc accurate job
descriptions, as well as criteria for effective performance.

Thus, it would help if the coach could call on a division
in his agency which had such expertise, and which could send
someone to work with him and the employer to write the job
description based on a gcod job analysis.

Experience in business does not automaticallv qualify
someone to write a job description. This is really a compli-
cated science and overlaps other fields such as industrial
enjineering, industrial psychology, systems development and
technical writing. Usually, empioyment workers are just not
qualified in all these areas and should not attempt to write
jobtr descriptions. It would be worse to of“er poor services
to the employer than none at all. Poor services would dis-
credit the agency and make the employers less willing to take
future referrals.
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[ RESOURCE #3: RELATIONSHIPS WITH ENROLLEES" FAMILIES |

As some of the examples indicate, enrollees' families
are sometimes more a part of the problem than a resource
for help. Because of the widespread belief that the families
of disadvantaged people are problematical, many coaches
ignore the families, or don't use them as sources of help.
This belief is false. Most families are nct messed up.

What might look that way to a middle-class worker is not
necessarily bad as a potential source of help. Fo~ example,
in one of the cases described, .it was the enrollee's aunt who
told the coach about her nephew's job problems.

Therefore, if a coach suspects that a particular enrollee
may have problems on the job after he has been placed, he
should try to develop some contact with menbers of his family.
Some enrollees don't want this because it means that the coach
dcesn't trust him, expects problems and complicates his relation-
ships with his family.

One way to handle this would be to start a relationship
with the family by making a home vis-t to the enrollee, as
part of follow-up, during which the coach could take the
opportunity to meet other members of the family. He can later
leave his telephone number and offer to help if they need him
for anything. In most situations, it's better to have the
enrollee there when you meet his family, especially if you
are making suggestions about things the family could do to

help the enrcllee adjust to work.




[FROBLEM #5 ]
mrcllec
quitting
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-

RESOURCE #3:
[OBJECTIVE] - STRATEGY - | Aclatiouships

: with twrollecs!
Thrce kinis Stxr &inds Fanilics

It's a little dangerous for an outsider to g:t mixed
un in “amily problems and feuds. So a coach has to be
careful about taking sides. The best thing would be for
the agency to deal only with the part of family events that
directly involves the enrollee's work. The agency could
then try to get a family service worker to help with the

other parts.
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RESOURCE #4:

[_"D__._S'". . = - - Flexibility in

PROBLEM #5 | [OBJECTIVE | [STRATEGY ] vorking with
Mrollee Three kinds Stx kinds Enrollees
quitting
the Job

(RESOURCE #4: FLEXIBILITY IN WORKING WITH ENROLLEES ]
Earlier, examples were presented in which the coach

met with enrollees for lunch, at their homes or at neighborhood
recreation centers. Coaches often received calls at night

or made home visits in the evening when the enrollees' family
could be contacted. Obviously such strategies require a lot

of flexibility in time scheduling by coaches.

But this is often made difficult by local offices and
management. They often require justification for any activities
out of the ordinary, or want detailed accountings for such
items as mileage on the agency car, requests for lunch money

reimbursements, etc.
Yet, the coach's performance has to be judged by some
standards. When supervision is done through formal rules
about such things as working hours, time spent in the office,
etc., the worker's job performance will be judged in terms of
them, rather than in terms of the way he deals with enrollees.
When th*s happens, workers think these are the only things
that matter to supervisors or administrators. Actually, it's
because these supervisors have little technical advice to offer
and therefore are not in a position to judge the performance
of the worker. Few supervisors have been coaches or counselors.
These kinds of developments are the result of the parti-
cular pattern of agency organization, rather than conscious
biases among administrators. They need to develop a more
informal agency structure in which interest in the content and
quality of services to enrollees is developed between both
workers and supervisors. Then supervisors will be seen as people
who can help and as sources of advice.
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RESOURCE #5:
A . [———E——J . . Criteria for
[PRUBLEM #5 | OBJECTIVE ‘STI_’I|EGYﬁ] Judging Success
Enrollee Three kinds Six kinds of Coaching
quitting
the job

[ RESOURCE #5: CRITERIA FOR JUDGING THE SUCCESS OF COACHING |

But a less formal structure is not likely to emerge
until criteria for good job performance are developed. If
this is lacking or when outcome criteria such as the number
of placements, retention rate, and the like cannot be applied
(because they are affected by local economic conditions),
agencies tend to rely on "process" criteria. That is, they
rate the effectiveness of workers by how much they conform
to standardized ways of doing things. The result is that
there is more concern about how something is done than there
is for the outcome. But until there is some way of evaluating
the outcome, the "process" criteria are all the agency has
for evaluating its services.

In order for outcome criteria to be useful, they must
match the objectives. For example, rate of job retention
is a valid criterion when the objective is to get the enrollee
to keep his job. But this criterion interferes with changing
the objective and getting the enrollee a different job or
putting him into school. The rate of job retention could not
measure a worker's effectiveness in achieving either of these
objectives.

Therefore, the use of appropriate strategies would be
helped if the worker stated the specific objective he was
using for each ccse. Then his supervisor could evaluate
his effectiveness by the number of times he achieved case
objectives. How the worker achieved the objective is useful
to help workers do better, expan! their knowledge of
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[PROBLEM #5 |

Enrollee
quitting
the job

RESOURCE #5:
" Criteria fer
[0BJECTIVE | + m * Judging Success

Three kinds Six kinds of Coaching

techniques, and know what kinds of resources and arrangements
are needed. But it is not useful information for evaluation
if the supervisor can keep tabs on the outcomes of efforts
on an enrollee-by-enrollee basis.

This is a rather different role for supervisors than that
of rule-enforcer. Administrators who are held responsible for
the enforcement of rules cannot then also act as consulting
experts to their operational staff. In short, flexibility
in coaching would be helped by fairly large-scale changes in
the organizational structure of the manpower agency system.
This would allow administrators to be less concerned with
rules about how things are to be done, and more concerned
about what gets accomplished.
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Enrollee _ Three kinds Six kinds and Adults ,
quitting
the Job

[ RESOURCE #6: SUITABLE SCHOOLS FOR DROP-QUTS AND ADULTS |

A return to school would be helped if there were a
community school program suitable for those who have outgrown
and no longer will tolerate the roles that pupils are put
into in public schools. The more that the school program
for adults is run like a pronram for children, the more
likely it will fail. Communities should try to develop
special school programs, and manpower agencies in the
community should help.

However, if such a program is known as a place only
for drop-outs, dummies and trouble-makers, it will not
attract enroliees considering a return to school. It would
be better if the school were not run only for the disadvan-
taged (unless enough pride and prestige in the disadvantaged
community can be developed for the schocl to counteract a
negative image; and this kind of pride doesn't usually occur
in programs run by bureaucratic agencies).

As an alternative, the school could be kept open to
all adults in the community--not only for the poor, the
disadvantaged or the uneducated. Then it would serve the
community at-large and help the vocational and recreational
needs of the entire adult population.
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CHAPTER 6

ENROLLEE IN TROUBLE WITH THE LAW

[ PROBLEM #6:| Some enrollees are scheduled for court hearings while
they're in the agency program, or .get into legal
trouble after they're placed on a job.

EXAMPLES OF THIS PROBLEM......c.cccveeannns crererecsnnaas 187

"OBJECTIVES:] Objective #1 was to free the enrollee. Objective #2
was to save the enrollee's Jjob. : o

EVALUATING THE OBJECTIVE..... Ceesesesescneas teereses e 190
[ STRATEGY] Seven strategies were used by agency staff to achieve
these objectives.

1. ADVOCATE FOR THE ENROLLEE...veccesss Cecetesccssscans 191

2. GIVE EVIDENCE FOR THE ENROLLEE.......... Ceeesessnnnse 195

3. GET LEGAL RESOURCES....ceccceessaaacss tetresenannnas 197

4. GET THE CHARGES DROPPED...:¢eceveccecraseossnccsccns 200

5. GIVE EMOTIONAL SUPPORT TO THE ENROLLEE AND :
HIS FAMILY........... Ceeseescertesesssastasasensanas 202

6. ADVOCATE TO THE EMPLOYER..cceceeeeancaceracssscannns 204

7. LINE UP A JOB FOR AFTER JAIL...ccceun.. Cessessssaens 206

"RESOURCES ;] Three kinds of resources are discussed in relation to
this problem:

1.
2.
3.

IN-SERVICE TRAINING OF AGENCY PERSONNEL...... ceeeves 208
A SPECIALIZED COURT UNIT.cvevevannansn teteecesescnne 209
LINKAGES TO SOURCES OF LEGAL AID.....ccievivevenanns 210




PROBLEM #6:

Enrollee in
trouble with
the law

EXAMPLES

+ [OBJECTIVE ] - STRATEGY - RESOURCES ]

[ PROBLEM #6:]

Some enrollees are scheduled for court hearings while
they are in the agency's program. Others get into legal trouble
after they've been placed and thus get into trcuble with their
employers. Both of these kinds of problems are covered in this
chapter. (Past police records that enrollees already have
when they come to the agency, and which cause difficulties in
finding job placements, are dealt with in Chapter 1.)
EXAMPLES:
(a) Client was enrolled An the onientation cycle. During
the time this person got into troublfe with police.

It seemed that during the houwrs he was supposed to be
in class he was involved in a crime.,

{b) Client was in an ordlentation cyele, and had a court

case pending, in which he neceived a 60 day jail sentence.
1 talked to his mothenr, and visited him at the county
- jadk.

(¢] A young man of 17 came to Jobs-Now for employment,
although he stated that he wanted to neturn fo school
(evenings) but he did need money to maintain his keep
because he had a court date pending.

(d) To keep him from neturning to hustling 1 hefeired
him to another fob. He was expected but on the day
that he was due to Atarnt work he did not neport.
Dwring my one-to-one with him 1 Leatned that he had
gotten himself into a gheat deal of trouble and had
a count date pending. 1 know that it was important
fon him to have a fob when going to court....

(e) Client was hired at the bank but prion to his being
hirned there he had been picked up and put in fjail
forn a misdemeanon which was a civil and federal
offense. He did not know how to explain this case
to the bank.
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PROBLEM #6:

Brrollee o « [OBJECTIVE] <«  [STRATEGY | «  [RESOURCES ]
the law
EXAMPLES

(4] 1 was called by the personnel manager one weekend

about one of my clients who had stwck a passengen
on the EL and then sent to jail. 1 tofd her that I
would take care of the incident on that following
Monday .

(g) PoLice called Personnel--they had picked up my client.
Personnel called the coach and informed him client
was picked up §orn shoplifting and contributing Zo
the delinquency of a minon. Personnel wanted client
to be terminated from thein employ (bank).
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OBJECTIVE:
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the enrollee

. . #2: save
trouhle with enrollee's
the Law job
{ OBJECTIVES :} A: FREE THE ENROLLEE

The first objective for both kinds of legal problems
was to get the enrollee off, the sentence reduced or at least
the judgment arranged so that it does the least damage to
the enrollee's employment possibilities.

B: SAVE THE ENROLLEE'S JOB

For those enrollees who were placed and then got into
trouble, a second objective was to save the placement. Of
course, getting the enrollee off was the best way to do this,
so anything that works for Objective A also works for B.
However, there are other things that can be done to achieve
Objective B that don't have anything to do with getting the
enrollee off.

-189- ?“4




[PROBLEM #6 ]

Imrollee in

OBJECTIVE

#1: free
the enrollee

- STRATEGY « RESOURC

trouble with #a: gavf
the law gnrol ee’s
Jjob
EVALUATING THE OBJECTIVE
EVALUATING
THE Whether the agency worker thought the enrollee was
OBJECTIVE guilty or innocent didn't influence his efforts. The important

thing was to get the enrollee on the track of working for
a living and keep him on it. Agency staff acted on the assumption
that matters of justice were the business of the court and not
theirs to decide.

The two objective above can be used in various combinations,
depending on the enrollee's situation. For example, getting
the enrollee off (Objective A) sometimes required getting
Tegal help and bail money. If the enrollee was employed,
agency staff members sometimes tried to get the employer to
provide such resources (banks and insurance companies usually
have lawyers on their staffs). That way the agency worker got
the company committed to keep the enrollee if their lawyer
was successful (Objective B).
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[PROBLEM #6 | .

Enrollee in
trouble with
the law

STRATEGY #1:

[OBJECTIVE] * Advocate for «  [RESOURCES ]

the enrollee

Two kinds

EXAMPLES

[STRATEGY #1: ADVOCATE FOR THE ENROLLEE }

The most frequent strategy was for the agency worker

to go to court and speak for the client either in the pre-
triai hearing, in court or privately to the judge in his
chambers. EXAMPLES:

(a]

(b)

1 had a client going to count for strhong-arum robbery
against a soldien. 1 though all avenues had nof been
foLlowed by the defense attorney because there was
conflicting evidence. The judge called a nrecess and

T went info his chambers along with the two Lawyerns.
The judge asked me my opinion and what should he do
behind the evidence already in. 1 told him it might be
just as advantageous for my client to stay on the
street natien than become possibly handened by doing

a bit. The judge Let my client go and put him on pro-
bation as a nesult of my intervention.

1 had a client who was going to court on a strong-aum
nobbery beef. He said he was innocent. He had aoitten
severnal continuances already. Tt was my §si Lime
having to go to trnial with anyone s0 1 was trying to
get someone to go with me since it was night around
the comner. Nobody would go with me but everyone had

'$1000 wonth of advice as to what to do once I got o

cowrt. T eventually got angry agter about 4 orn 5
nefusals to go s0 1 told the client Let's go and we would
do the best we could by ourselves. We went to court and
T stood up with my client and told the judge that the
defendent was sont of under my wing and 1 had been giving
special attention and was at the time thying to secure
him a meaningful job. He subsequently was twined Loose
and he told me that he felt bettern going up there in
front of the judge with me nathen than the two people

he had been dealing with previousfy. He said that they
were acting Like this was just a job with them whereas

T seemed more involved since T had gotten neally hot
under the collan in his behalf.
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Enrollee in
trouble with
the law

 STRATEGY #1:

[OBJECTIVE] :i‘;"ggﬁjzg: «  [RESOURCES ]
Two kinds

EXAMPLES

(c)

T immediately called the client's mother to see when
the count date was set. 1 met the client in court on
the date specified. The client was charged with a

$200 {ine on one yean 4in jaik. 1 talked with the judge
about Jobs-Now and the client in question. The judge
neduced the f§ine to $100 that had to be paid the next
month. He was neleased and immdiate counseling took
place. On every payday the client gave me $25 toward
his §ine. A month Later we went back to the court and
presented the judge with the gine.
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trouble with
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STRATEGY #1:
[OBJECTIVE] « Advocate for « [ RESOURCES |

the enrollee
Two kinds

COMMENTS

COMMENTS :

‘1.1 KNOW COURT PROCEDURES

Courts can be very intimidating to those who are not
familiar with them. Thus, new agency workers would feel more
confident if they were taught about court procedures and rules
and watched some hearings and trials. Also, a more experienced
staff worker could accompany a new one on his first visits
to court on behalf of enroilees.

1.2 ESTABLISH CREDIBILITY WITH THE COURT

The agency staff member can try to build a good reputation
with a judge by making sure he keeps his promises on time
(see Example C above). Such a demonstration of reliability
can make a judge more willing to go along in the future.

A specialized unit for dealing with the courts could be
set up in manpower agencies. The unit could build the agency's
reputation with the courts so that in the long run, advo-
cating for the enrollees would take less time and be less
disruptive of the staff schedules.

However, one danger in having a specialized unit is that
it might not have credibility with the enrollee because after
a while it would tend to treat court cases as more or less
routine, and the enrollee would not have gotten to know and
trust the people in the court unit beforehand. An attitude of
routineness might help reduce some of the enrollee's fears and
be reassuring, but it might also lead him to think that he can
always get off easily.

-193-
208



[ PROBLEM #6 |

Enrollee in
trouble with
the law

[OBJECTIVE ]

Two kinds

P

STRATEGY #1:

Advocate for
the enrollee

COMMENTS

+ | RESOURCES |

The best approach would be to have a court unit familiar
with court procedures and having credibility with the judge,
but closely linked with the enrollee's coach or counselor.

The enrollee's advocate and a member of this court unit could
work together with the enrollee when he has a court date.

This kind of arrangement has both the advantages of specialized
expertise and of familia ity with the enrollee.

4
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PROBLEM 46 |

Enrollee in
trouble with
the law

“

STRATEGY #2:
[OBJECTIVE ) « Jﬁ;‘r’f ti‘;’:de"” +  [RESOURCES |
Two kinds enrollee
EXAMPLES

g gy

[ STRATEGY #2:

GIVE EVIDENCE FOR THE ENROLLEE |

In Strategy #1, the agency worker spoke for the enrollee
in general terms. He stressed efforts to get the enrollee
onto a job, the agency's support for the enrollee, his willing-
ness to take responsibility for the enrollee's welfare, the
benefits to the enrollee of not going to jail, and so forth.
Less frequently, it was possible for the staff member to give
specific evidence in the enrollee's defense or to get others
to serve as character witnesses for the enrollee.

EXAMPLES :

(a) The client was enwolled in the onientation cycle at
Jobs-Now. The time he was in our cycle he was working
parnt time and got in trouble with the police. I
attended the trnial the §oLLowing week. T presented the
attendance sheet which stated the client was in our
classnoom at the time. The client was reLeased and
clearned of all charges.

(b) 1t seemed that duning the houns he was supposed 1o be in
class he was involved in a crime. The counselor and
myself attended the trnial which was the folLowing day.
We presented the attendance book which stated that the
client was marked present at that paticlar time that
the crime was comitted. We went to court because the
olient was in class at that time. The outcome was that
the client was eleased and cleared in the thial and
nesumed his stay at Jobs-Now.

(c) The client did ‘0t know how to explain this case to the
bank (his employer). Therefonre 1 talked to the vice-
president and the personnel manager and akso the job

developen ard asked them to be character witnesses at this

Lient's trial. The client was relLeased and found not
quilty. Therefore he neturned to the job the same day.

1% 910




! STRATEGY #2:

Give evidence

[ PRUBLEM #6 | IOBJECTIVE | + for the + | RESOURCES ]
Enrollee in Two kinds enrollee
trouble with
the law
COMMENTS
COMMENTS: 2.1 AGENCY ATTENDANCE RECORDS

Although staff used agency attendance records as evidence
(Examples (a) and (b) above), experience in manpower agencies
shows that these records are highly unreliable.

Attendance

is not always taken, enrollees are permitted to sign in for
others, etc. If an unreliable record were given as evidence
and then later found to be wrong, the agency would lose its

credibility with the court.
is going to use its records in court, it has to make sure they

are accurate.

2.2 THE EMPLOYER AS WITNESS

The point is clear:

if the agency

The employer is a more influential witness for the
enrollee than the agency worker, who is sometimes seen as a

"bleeding heart do-gooder."

However, it is likely to be diffi-

cult for the enrollee to ask his boss to appear in court
for him. The agency worker can ask the employer to testify

and ki1l two birds with one stone.
off and also have the employer develop a more intense commit-
The theory of "dissonance reduction"
(described in Chapter 2) shows that when an employer says positive
things about an enrollee, espacially in public, he is likely to

He becomes more positive

ment to that enrollee.

make his behavior match his statements.
toward an enrollee as a result of testifying for him.

He can get the enrollee




STRATEGY #3:

1 Get legal

[ PROBLEM #6 | +« [ OBJECTIVE | « resourges «  [RESQURCES |
nrollec in Two kinds ]

trouble with

the law COMMENTS

[ STRATEGY #3: GET LEGAL RESOURCES |

If an enrollee is charged with a felony, the court
is required to provide him with an attorney if he cannot
afford one. But if the charge is a misdemeanor, the
enrollee is no* always provided with help in his defense.
But even a misdemeanor can cost him his job. It can cost
more money than he can afford to pay and give him a record
that makes future employment more difficult to get. ‘The
agency can help by getting legal aid for him, inc]udf;ng
bail bond. EXAMPLE :

(@) Personnel wanted the client to be tenminated fiom
thein empoy (bank). The coach's position was that
the client had not been proven guilty of any charge,
and until these charges were proven or disproved
the client's job status should nemain the same.

The olient was bailed out after bail had been
Lowered. Jobs-Now Atood nesponsible fon this
olient. Because the coach was aware of the FICA
nuling and the §inm commitment of Jobs-Now behind
this client, the bank extended Legal services
towand his defense. The client was gound not quilty
of said crime, and his job was kept intact, because
Zit was permitted to continue working until the think

e.
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STRATEGY #3:

e Get legal
"PROBLEM #6 | «  [OBJECIIVE | . oI aes «  [[RESOURCES |
Enrollee in Two kinds
trouble with
the law EXAMPLES
[ COMMENTS: | 3.1 THE IMPORTANCE OF BAIL

Getting bail for an enrollee or placing him in
the custody of his parents, the agency or on his own
recognizance, can preserve the enrollee's job. If -
after finally getting a job, the enroliee lust it
because of an arrest (even before his guilt could be
judged) the tendency to ascribe job success or failure
to "luck" or "the breaks" instead of to one's own efforts
would be further strengthened. In fact, most people
who come to trial are found not guilty. And most of
those found guilty don't actually go to jail. So the
enrollee who has been arrested has an excellent chance
of being able to stay free to work until the trial, and

after.

4
3.2 LcGAL AID

it may seem outlandish to ask an employer to
provide legal aid to an enrollee working for him, but
an increasing number of employers (especially large
companies) in fact do provide counsel. There is no harm
in asking and much to be gained for the enrollee. If
the company can help, it is to the enrollee's immediate
benefit. And if the company does not provide such help,
the request might help the employer become aware of the
need, and might stimulate him to develop plans for
providing legal assistance.
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[ PROBLEM #6 |

Enrollee in
trouble with
the law

+

STRATEGY #3:

[OBJECTIVE | . fggof;ggg «  [RESOURCES ]
Two kinds
EXAMPLES

Of course, it is necessary to distinguish between a
serious request and a demand, and to use whichever tactic
is more likely to be effective in the particular circum-
stances. As a matter of policy, official agencies cannot
make such a demand on an employer and agency staff need to
be clear on this limitation if they are not to be embroiled
in needless hassles. But staff members can make the employer
aware of the possible consequences of his decisions. They
can show how it might hurt the company's reputation in
the community. However, staff must remain aware of the
possible consequences for their future effectiveness if
they violate the employer's confidentiality.
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STRATEGY #4:

- : - Get the -
[PROBLEM #6 | [OBJECTIVE | charges dropped [RESOURCES ]

Enrollee in Two kinds
trouble with
the law EXAMPLES

[ STRATEGY #4: GET THE CHARGES DROPPED |

For relatively minor offenses, it is sometimes
possible to get the complainant to drop the charges. In
the following example, the person bringing charges against
the enrollee was not personally harmed by the crime. He
was charging the client for an offense committed against a
company . However., it may also be possible to get an
individual complainant not to press charges if he is
generous and the staff member is persuasive. EXAMPLE:

(a) One of my participants that was employed at a bank,
was picked up for shoplifting. Her mothen called
me and told me what the situation was, she also said
she had catled the bank and told personned that her
daughter was sick and could not come in. She was
agraid that if she had told the truth her daughten
might Lose her fob. But Lt just 50 happened that the
young Lady was already on probation and her probation
0f§icen had come to see Lf she was al wonk because
she had hen name off of some of the repornts but she
didn't know if 4t was the same girl.

1 proceeded to call the bank and talk to my contact
person. 1 told him what the mothen's heason was fon
tebling the Lie. 1 asked him to take into cons Ldera-
tion that these ane the people we are trying to help.
He totd me he would think about it and call me back
in a day on two. fe called me back the next day and
asked me if he could arrange to have the matter over-
Rooked, could T help hen get out of truble and have
her back on the job within a few days. T tokd him 1 ‘
would siy. 1 went 2o the store and takked to the |
security officen and told him what the s{tuation was, |
he didn't want hen to Lose hen job but he didn'#t know
what he could do. 1 asked him to give her a break, 1
would even pay fon the ganment that they said she had
stolen. He 5. .d your thying to help the young Lady 40

4

3.
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PROBLEM #6 |

Enrollee in
trouble with
the law

+

STRATEGY #4:

Get the
| OBJECTIVE | + charges dropped + ESQURCT
Two kinds
EXAMPLES

much T won't press changes. But T want you 20 call
me. and Lot me know what she's doing. 1 want to know
if T made the night decision. By Letting people know
that they can be helpful to someone, motivates them
to become helpful.

The changes were dropped and the young Lady netwined
2o work and is doing very well, she's had fwo promo-
tions. The secuwnity officer at the store was very
happy about his decis.on.




[[PROBLEM #6 |

nrollee in
trouble with
the law

STRATEGY #5:
Give emotional
+ IGBJECTIVE I * support to + [ RESOURCES |
Two kinds enrollee
EXAMPLES

[ STRATEGY #5:

GIVE EMOTIONAL SUPPORT T0 THE ENRO'.LEE AND HIS FAMILY |

An arrest and a trial--to say nothing of a conviction--
are major emotional crises. Agency personnel frequently
responded to such crises by providing emotional support to
both the enrollee and his family. EXAMPLES:

(a) ...he neceived a 60 day jail sentence. 1T talked %o
his mother, and visited him at the county fail. 1
worked with some of the job developers to hetain a
job fon him after the 60 day jail sentence was
served. When he came out, he was sLoited the next
day at $2.59/hour.

(b) ...the outcome of his court appearance--sentenced Lo
one month in the House 0§ Correction. Takked with
his parents as well as personnel in Company A and it
was decided that the client would remain with b .

company.




STRATEGY #5:
(PROBLEM #6]  + BJECTIVE « gi’;;oj’gozml «  [RESOURCES |
Enrollee in Two kinds enrollee
trouble with
the law
COMMENTS
[ COMMENTS: | 5.1 TIME AND ATTENTION ARE SUPPORTIVE

When an enrollee is arrested, he and his family feel
as if the official world of government has turned against
tnem. That is made even more frightening by the feeling
that the official world has a long memory--that once it is
against you, it never forgets or forgives. Thus, the
entire future seems at stake. When the staff member as an
official representative of the agency gives sympathetic
attention to the enrollee and continues to work on his
behalf, he is reducing such fears by showing that not all
of government's representatives are against him.

The trust which may develop in response to the staff
member's demonstration of interest and commitment may be
invaluable to the enrollee. And through him, the agency's
reputation in the disadvantaged commurity can be greatly
helped.
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[PROBLEM #6 |

Enrollee in
trouble with
the law

<

STRATEGY #6:

[OBJECTIVE]  « ‘Zi’;”i;‘,;?ojip . | RESOURCES |

Two kinds

COMMENTS

[ STRATEGY #6:

ADVOCATE TO THE EMPLOYER |

[ COMENTS: |

Even when an enrollee had to serve a sentence, coaches
convinced some employers to take the enrollee back. Some
examples of this have already been presented.

6.1 WHEN WILL IT WORK?
Although not much is known about the type of employer
most 1ikely to take the enrollee back, the following clues

seem reasonable:

a. If the sentence is short, the employer will be
more likely to rehire the enrollee.

b. Larger companies are more 1ikely to agree to rehire
the enrollee since they can hire someone else in
the meantime and still be pretty sure that they
will have a slot open when the enrollee gets out.

c. Companies that employ people with prison records
are more likely to agree.

d. If the enrcllee was employed for a long time before
the conviction, the company will be more 1ikely
to agree.

6.2 GET IT IN WRITING

If the company doesn't make some kind of public commit-
ment, it would be easy for it to back out later. This could
be a profound blow to an enrollee who has been counting on
having a job when he is released from jail. It would there-
fore help if the agency worker could get the company to make

a written promise.




[ PROBLEM #6 |

Enrollee in
trouble with
the law

-

STRATEGY #6:

[OBJECTIVE ] . iﬁgogjgio;zr . [ RESOURCES ]

Two kinds

COMMENTS

But no company will write a legally binding guarantee
of re-employment.- Therefore, the agency worker should at
least try to get something in writing that leaves the company
with an out. This could be a Tetter which states that unless
there are unforeseen circumstances, the company hopes and
intends to rehire the enrollee. This doesn't bind the company,
but it does make it awkward for the company to back out.

One way to get a written statement from the company is
to first get a verbal promise. Then the agency worker can
Write to the company summarizing the "promise" (with the
escape clause suggested above). This letter might appear
to be a "thank you" note which describes the "promise®
made by the company. The end of the letter could then ask
the company to send a letter confirming the correctness of
the "promise" described--for the agency records. The letter
the company sends in response can then be used as a non-

binding record of the company's promise to rehive the enrollee.

6.3 SHORTEN THE ENROLLEE'S TERM

The agency worker might use this letter from the coinpany
for another purpose. He could show it to the court to help
the enrollee gei an early parole or early release.

990
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STRATEGY #7:
[PROBLEM #] « [OBJECTIVE] gggef'gf, a « [RESOURCES |
Enrollee in Two kinds after jail
trouble with
the low
EXAMPLES

[ STRATEGY #7: LINE UP A JOB FOR AFTER JAIL ]

If an enrollee wasn't employed when he went to court
or jail, or if the employer would not agree to retain him,
then the agency worker tried to line up a new placement
for the enrollee. EXAMPLES:

(a) T knew that it was important for him to have a fob
when going to court...l explained to him zthe importance
0§ his getting a fob and maintaining Lt. Instead of
a fob he was placed into a (training) program. We
appeared in cownt with him. His case was suspended
and he {8 cuwwvently working satisgactonily.

(b) 1 wonked with some of the job developens 4in order to
netain a job fon him after the 60 day fail sentence
was senved. When he came out, he was AsLotted the next
day at $2.59/hounr. A
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[ PROBLEM #6 |

Enrollee in
trouble with
the law

STRATEGY #7:
[OBJECTIVE] gﬁgg fgf, a « [RESOURCES ]
Two kinds after jatl

COMMENTS

[ COMMENTS: |

7.1 A J0OB OR TRAINING

A job is better than training because it is more
persuzsive to the court and the parole board and usually
more desirable for the enrollee. The hitch is that the
agency has little control over the job market and can't
always be successful in lining up a Jjob.

But it does have control over training programs. It
can hold a slot in a program which is scheduled to begin
about the time the enrollee is supposed to leave jail.
This is the reasonable thing for the agency to do if it
can't get the enrollee a job placement.

7.2 MAINTAIN THE EMPLOYER'S COMMITMENT
It's fairly easy for an employer to make a vague
promise to consider the enrollee for employment when he

gets out. The enrollee may exaggerate this promise in his
mind so much that his disappointment (and bitterness) is
great if the job does not come through.

So the agency worker shouldn't make any firmer promises
to the enrollee than he can keep. But there are some things
the agency worker can do to strengthen the promise:

1. he can get the employer to write his promise (with a
suitable escape clause) in a letter and send a
carbon copy to the enrollee; and

2. he can maintain the employer's interest and commit-
ment by giving him occasional messages about how ,
the enrollee is getting along, how well h2 is doing }
in prison activities, etc. Such messages will remind
the employer of his promise and help keep up his
interest in the enrollee's welfare. .

e v s Pomt e T e o A
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RESOURCE #1:
= In-service
(PROBLEM #6] <«  [(OBJECTIVE]  ° “ Training of

Enrollee in Two kinds Seven kinds Agency Personnel
trouble with
the law

[ RESOURCES: | This chapter describes two important steps that manpower

agencies can take to increase their effectiveness in responding
to enrollee legal problems: (1) in-service training of agency
staff; and (2) a specialized unit for dealing with law
enforcement and criminal justice officials. A third resource
would also be useful: (3) linkages with sources of legal aid
that would be available to enrollees, such as free neighborhood
legal aid centers.

[ RESOURCE #1: IN-SERVICE TRAINING OF AGENCY PERSONNEL §

It was pointed out that agency staff are sometimes
called upon to advocate for enrollees with the police and
with courts, either informally or as witnesses on the stand.
However, agency staff from the same community as the enrollee
might be just as intimidated by the court, and just as
unfamiliar with court ritual and etiquette. Yet it is impor-
tant to know this ritual and to use it to gain the court's
confidence. It would therefore be very helpful if agencies
provided new staff members with in-service training in how
to deal with the legal system, and some early exposure to
actual courtroom situations. In their first few dealings
with court, they should be accompanied and helped by a
more experienced staff member who can teach them the ropes.
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RESOURCE #2:
A ;alized
[PROBLEM #6 | «  [OBJECTIVE | « « cgiﬁic}}f;izze

Fnrollee in Two kinds Seven kinds
trouble with
the law

[ RESOURCE #2: A SPECTALIZED COURT UNIT |

Obviously a specialized court unit can build up more
experience and expertise and a more persuasive relationship
to legal authorities and courts, than can agency staff as
individuals. Such a unit doesn't have to be highly special-
jzed. In some agencies, the court units could be small
groups of manpower workers who have been assigned to handle
legal matters and learn what they can from available resources.
Such a unit could serve two particular purposes: (1) it
could help enrollees locate effective legal aid when they
need it; and (2) it could advocate for the enrollees to
court officials. Of course, such a unit cannot practice
law and cannot offer legal advice to enrollees.

Because a specialized unit is not as likely to
personally know the individual enrollees who need their
services, (and aren't likely to be as passionately commi tted
o the enrollee as the agency worker) it would be wise to
include the enrollee's coach as a member of the unit when-
ever the unit is working with or for the coach's enrollee.

2724
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RESOURCE #3:
[ PROBLEM #6 | + [OBJECTIVE | « STRATEGY - Linkages to

Sources of
Enrollee in Two kinds Seven kinds Legal Aid
trouble with

the law

S E #3: L GES TO SOURCES LEGAL AID

There are increasing numbers of legal resources both
inside and outside the Establishment which can be helpful
in particular cases. Civil rights, civil liberties and ethnic
organizations can provide legal aid, as can women's liberaticn,
gay liberation groups, neighborhood legal aid centers,
consumer protection societies, welfare rights organizations,
etc. Any of these could be effective in particular cases
(effectiveness is the important element, not how "radical"
the group is). But individual staff members can hardly be
expected to have knowledge of or access to all the resources
available. This is another argument in favor of a specialized

legal unit. The unit would make it its business to know
about all these resources, and develop at least informal
relations with them so that they would respond when an
enrollee was referred to them.

Q. -210- .
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CHAPTER 7
ENROLLEE'S PERSONAL WELFARE IN DANGER

The enrollee has personal problems which do not
require legal advice or aid.

EXAMPLES OF THIS PROBLEM. ..cceteecescsssanssasannsassscns 212
The objective here is to protect, restore or increase
the enrollee's health and welfare.
EVALUATING THE OBJECTIVE. . .ccveuarecssscsssnssccccsscnnss 214
There were three strategies used to achieve this
objective.
1. ADVISE THE ENROLLEE.....ccvesasecscccasaacsancssssans 219
2. CHANGE THE ENROLLEE'S EXPERIENCE.....ccccececces 223
3, ACT FOR THE ENROLLEE. . ccceseeccrsrsacasnacccaasssans 226
Two resources are suggested in order to deal with
this problem.
1. MENTAL HEALTH CONSULTATION....... teeeesesessana cesene 229
2. ACCESS TO DRUG TREATMENT PROGRAMS....ccsesscccccccnss 231
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PROBLEM #7:

Personal
problems of
enrollees

«  [OBJECTIVE ] + + [RESOURCES |

EXAMPLES

[ PROBLEM #7:

ENROLLEE'S PERSONAL WELFARE IN DANGER |

B o

The smallest significant category of problems that
coaches dealt with were those in which the enrollee was in
some kind of personal trouble (other than legal). Most of
these were health-related and family problems. In some of
the cases, the enrollee told the worker about his troubles.
EXAMPLES:

(a) After client had completed (orientation) cycle he was
assigned to me. At this time he didn'zt accept the
jobs we offered him due o his addiction to nancotics.
He had withheld this information from the counselon
fon he felt funny helating this to a woman. (But
he told the male coach).

(b) Female client stated that she was having trouble with
hern husband due to her working at night. Husband wanted
her to wonk days. She Liked the job and wanted to work
nights.

(c) Client called me about his job. He was beaten up and
his eyes werne all swollen. He could only see out 0f
one eye and the othen one was swollen.

In other cases, it was the agency worker rather than the
enrollee who defined the situation as a problem.  EXAMPLES:

(d) Client assigned to coach to be placed in employment.
Discovered during interview with client she had a
sernious problem aside from not being employed. She
was Living with a group of prostitutes. CLient
informed me she had not yet become involved in
prostituting on using dope.




PROBLEM #7:

Personal
problems of
enrollees

EXAMPLES

[OBJECTIVE | « « [ RESOURCES ]

(e)

(4)

{g)

I was doing follow-up on a client and she told me

dhe was contemplating getting maried. She was 17
and the fellow was 18, She said he wonked but she
didn't know where. He was supposedly working downtown
making over $3.00 an houn.

This young Lady seemed to think that no one Liked hen
beecause of her physical appearance. So she just wanted
Lo go through the progham but did not want to go on a job.

A young Lady was pregnant...She told me she wanted the
baby but by not having any money she was going o get
nd of 4t her way.

-213-
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OBJECTIVE:

[PROBLEM #7 | « | protect or « [STRATEGY ] «  [RESOURCES ]

Personal enrollee's

problems of health or

enrollees welfare
EVALUATING THE OBJECTIVE

[ OBJECTIVE: ] The primary objective in these cases was to protect,

restore or increase the enrollee's health and welfare. In
these situations, saving the enrollee's job or getting him
placed took a back seat to this main objective.

EVALUATING

THE
OBJECTIVE Chapter 1 also deals with personal problems of enrollees,

but in those cases the agency staff put placement first. In
this chapter employment is a second consideration, even
though most of the problems came to the coach's attention
because they interfered with employment. Interference with
employment is the big difference between the problems in
Chapter 1 and those here.

Generally coaches were conservative in setting this
objective. That is, the tendency was to treat most enrollees
as Problem #1 cases, and to try to get them placed--the health
and welfare problems came first only in a small number of cases.
There seemed to be three factors staff considered when deciding
to choose this latter objective over the Problem #l objective:

a) if the problem clearly made placement or job retention
impossible, this objective might be used.

b) if the worker felt strongly that prospects for satis-
factory placement would be dim if something weren't
done to solve the problem at once, he might have this
objective.

¢) if the enrollee requested help on the problem, this
objective could be used.

218959




[ PROBLEM #7 |

Personal
problems ojf
enrollees

OBJECTIVE:
. protect or « [ STRATEGY + [ RESOURCES |

increase
enrollee's
health or
welfare

EVALUATING THZ OBJECTIVE

SOME REQUESTS ARE DISGUISED

Enrollees don't always directly ask for help on a problem.
Sometimes they are embarrassed to admit they need help, even
when they know they are floundering and would accept assistance
if it came their way. Sometimes they don't ask because--
surprisingly--they think that their personal problems are not
what employment counselors want or are willing to deal with.

And some don't ask because they think they are supposed to
take whatever the worker gives them, answer his questions, and
do only what the staff member tells him. They think that it
is the employment worker who is supposed to decide what is
important to talk about, so if the worker doesn't raise the
issue, the enrollee is not supposed to. Such passivity is
quite common among disadvantaged people when they are involved
in bureaucratic agencies. In school they've gotten the message
that they're best off keeping in "their place" and not letting
their individuality come to the attention of people in
official positions. .

However, enrollees sometimes ask for help in indirect ways.
They'11 "mention" a situation in passing, say during an interview
or informal conversation, and hope that the coach or counselor
will pick up on it. Or they'll mention it and wait to see the
coach's reaction so they can tell whether it's safe tc say more.
Or they'1l talk about it to another enrollee, especially one
who might tell the employment worker about it.

-215-
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Personal
problems of
enrollees

OBJECTIVE:

- gzgﬁzgze”’ «  [STRATEGY «  [RESOURCES ]
enrollee's
health or
welfare

EVALUAT ING THE OBJECTIVE

These enrollees might even make a weak denial that the
situation they "mentioned" is a serious or bothersome one.
They are still testing the worker to see if it's safe to say
more. But a little encouragement from the worker can make
the enrollee reveal that he is concerned and upset and would
welcome help.

MAKE IT EASY FOR ENROLLEES TO DEAL WITH PERSONAL PROBLEMS
Sympathetic listening and encouragement to talk about
the situation is often all that is needed for the enrollee
to blurt everything out. If, after some minor hesitation,
there is a flood of details, words, and tension, you know
that the enrollee really was indirectly asking for help.
But if the story comes out in a matter-of-fact way, or the
enrollee continues to not want to deal with it, it may not
be as much a problem as the worker thinks, or the enrollee
may quite sincerely feel that it's none of the agency's
business and that he'1l handle it himself, scmehow or other.
He has that right; no one has to talk about his private life
in order to get service from a public agency. The worker can
check it out simply be telling the enrollee that he's more
than willing to work with the enrollee on the problem if the
enrollee wants to work on it now. If not, he can tell the
enrol lee that they can work on it another time if the enrollee
ever changes his mind. But don't be too soupy about it.
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EVALUATING THE OBJECTIVE

There is another thing the agency can do to assist
enrollees who don't ask but really want help. Since many
don't know that it's OK--it's part of the client role--to ask
for help, there are ways the agency can show the enrollee
what he can (and should) do in his role as an enrollee, and
what the worker does in his role. Several experiments demonstrate
that if you show new enrollees a film or videotape of other
enrollees being counseled, the new enrollees make better use
of their time with the worker. This has been demonstrated for
both group and individual programs. One manpower agency even
made its own 15 minute videotape to show to new enrollees.
This was done by inviting former enrollees back for a group
session to tell employment workers what their experiences in
counseling had been. This session was videotaped and then
edited down.

If you don't have a suitable film or can't find a film
clip from any of the training films that are available to the
agency and can't make a videotape, then an employment worker
(for example, the interviewer) can tell new enrollees that it
is OK to bring up personal problems. But agency workers are
often not as effective as the audio-visual presentation because
many disadvantaged enrollees readily interpret those kinds of
messages from staff members as sales propaganda.
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EVALUATING THE OBJECTIVE

BUT DON'T OVERDO IT

Don't get too insistent that enrollees talk about their
personal problems. Some will resent the notion that they
are so messed up that they need to get help from an agency.
Others will get the idea that the best way to keep the staff
happy and interested is to make up a bunch of "problems" or
some gory adventure stories. You'll get many more "problems"
than there really are, and it may be hard to tell the real
ones from the jive. See Chapter 2 for a more extended
discussion of "psychologizing" the enrollee. The important
thing is to get the right message across: that the agency
wants to help on personal problems, but that it aiso recognizes
that for most enrollees help in employment is what tr2y came
for, and they don't have to have hang-ups in order to get good,

personal attention and help in getting a job.
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EXAMPLES

[ STRATEGY #1: ADVISE THE ENROLLEE ]

The basic strategy coaches used--especially if they

defined the situation as a problem (instead of the enrollee
asking for help)--was to counsel the enrollee. This counse-
Ting consisted of exploring the enrollee's feelings, advising
and urging him. EXAMPLES :

(a)

(b)

T advised hen to think about this move a Little Longen
because Ahe had told me hen intended's charactern was

a bit §Laky. She mostly wanted to get away from hen
home conditions, which wene very bad and not conducive
to bringing up a healthy, normal young Lady. She
subsequently gave the mattern some further thought aften
we had had considerable one-Zo-one Lype convernsations.
She got henself a job and found out Later hern gella
wasn't wornking at all because he was thying to get money
from her. She's doing much better now and has monre of
an insdight on the types of young fellows out there who
are basically thying to use othens.

I told hen nepeatedly that she should not harm henself
and to have the baby--and put Lt in an onphanage until
she 48 about to support henself. With reluctance she
had the baby--soon after a member of her family said
they' L heep the baby until she's abfe to have the

hesponsLbility.
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STRATEGY #1:

[PROBLEW #7]  « [OBJECTIVE]  « | Advice the «  [RESOURCES )
Personal Protect enrollees’
problems of health & welfare
enrollees COMMENTS

[ COMMENTS:] 1.1 THE PROS AND CONS OF GIVING ADVICE

Professional counselors usually do not favor giving
advice for good veason. There are many examples of "good
advice" going wrong. Enrollees come to the agency expecting
to get advice, and assume that anyone employed by the agency
knows what he's talking about. And if the advice turns into
urging, the enrollee is pressured to feel that he must obey
in order to get a job. The enrollee is the one whu pays the
price if the advice is bad, even though the responsibility
for the advice Ties with the worker. Once more the disadvan-
taged are messed over by having others tell them how to run
their Tlives. But there is another side. Advice can be helpful.
No one knows how many people have been helped by good advice,
compared to the number who have been hurt by poor advice, so
there's no way of estimating the benefits compared to the costs.

It is known that disadvantaged people are more likely to
expect advice than are middle class clients because they believe
that's the purpose of having counselors, interviewers, coaches,
etc. There is a great deal of psychological research which
shows that people do better when situations match their expecta-
tions. If you can't change the enrollees' expectations (i.e.,
by showing a film of people being counseled) then it's better

to try to live up to their expectations. Otherwise, many enrollees

will think that you are not interested enough in them to want
to help (as they define help), that you don't want to do what they
want, and only want to do what you want. They may interpret Tong
explanations about nondirective counseling and the importance of
not giving advice as a snow job, because if you can't give advice,
they can't imagine what you can do that would be of any real help.
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235




STRATEGY #1:
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Personal Protect enrollees’

problems of health & welfare

enrollees CCMMENTS

Many enrollees don't have the patience or practice in
exploring their feelings and they want something to do about
the situation. Many people (especially poor people) see
their problems as external rather than as being caused by
themselves. Of course, they are often quite right about that,
so they see no sense in just exploring their feelings without
getting advice on what actions to take.

Research and experience show that when the agency worker's
behavior comes closer to what the enrollee expects, the enrollee
gets more out of it. If that means giving suggestions, then
give them. And it can even mean urging the enrollee to take
advice because some enrollees really want this kind of emotional
support. This will help enrollees feel more confortable about
doing something they want to do but which they feel inhibited
about doing on their own without someone else backing them up.

To summarize the pro and con:

a. Pro

1. many people expect advice and do better when
workers match their expectations.

2. many enrollees need advice and want it.

1. advice can turn out bad and can land the enrollee
in worse trouble.

2. following the advice may be seen by the enrollee
as a requirement for continued service and a job
referral.

270
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COMMENTS

1.2 ADVICE ON ADVICE

Here are some suggestions to help resolve the question
of advice:

Give reasonable alternative suggestions, and let
the enrollee choose what seems best for him.

Follow-up closely.

Let the enrollee know that you will back him in
switching to a different alternative if his first
choice doesn't work out after a fair trial.

After giving a suggestion, ask the enrollee if it
seems reasonable to him, and if he wants to do it.
Ask him to outline the pros and cons of the alterna-
tives, so that you and he know that he has made his
own choice instead of blindly following what he
thinks you prefer.

Honesty demands that you state your preference, if
the enrollee cares enough to ask your opinion. But
respect for the enrollee demands that you let him
know that your preference may not fit him as well
as some other alternative, so he must decide.




STRATEGY #2:
TPROBLEM #71 <«  [OBJECTIVE] « Change “the «  [RESOURCES ]

enrollee's

Personal Protect enrollees’ experience
problems of health & welfare
enrollees

EXAMPLES

[ STRATEGY #2: CHANGE THE ENROLLEE'S EXPERIENCE |

When advice and verbal support aren't enough, coaches
tried to give enrollees some experiences that would change
their attitudes or feelings. This strategy was particularly
appropriate when the problem appeared to be a result of the
enrollee's feelings and attitudes (rather than an external
situation). EXAMPLE:

(a) T explained to this young Lady that beauty 4is only skin
deep and that ugliness 45 Zo the bone. 1 even went 40

L far as to escont hern to several places where they were

' eating wiile in the (orientation) cycle. After she met

some of the people 1 knew and they treated hern Like any

othen human being hen mind began o change. She found

out that the people who were talking about her appearance

were stupid and selfish. She realized that all people

arnen't that way. So her mood changed, she got her job,

and 45 doing well.
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[PROBLEM #7] <«  [OBJECTIVE ] « gzjzgiezﬁz «  [RESOURCES |
Personal Protect onrollecs! OLPeTTICE
problems of heal th & wel ffare
enrollees
COMMENTS
[ COMMENTS: | 2.1 PRECAUTIONS

A successful experience can help a person develop a
more hopeful outlook. But experience alone is usually not
enough. The young woman in the example probably had many
experiences with people who didn't reject her because of
her physical appearance, but she probably didn't even notice
they were accepting her because her expectation of being
rejected was so strong. So it needed someone (the coach in
this case) to point out to her that the experience was success-
ful and that the people at lunch did not reject her.

But only a few experiences like this are usually not
enough to make a complete change of attitude and expectation.
It takes many new experiences to add up to all the damaging
past ones. Manpower workers don't have the time or resources
to carefully plan a long series of corrective experiences.
More importantly, there are dangers involved.

A long series of corrective experiences which go close
to the heart of a person's fears and emotions about himself
usually leads him to develop very intense feelings about the
person he shares those experiences with. When people go
through thick and thin together, they often develop a close
emotional bond. The result is that the enrollee can become
very emotional about the coach and dependent on him. The
coach's position can't support such a relationship and sooner
or later the enrollee is going to be disappointed, hurt and
right back where he started from {or even worse).
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Another danger is that a very anxious person can be thrown
into an emotional panic if he's forced into an experience
he can't handle and which arouses intense fears about himself.
With enrollees like this, some mild experiences that
are not very threatening can be helpful in the short run.
They can be enough to push the enrollee over the line into
taking some step, like accepting a job, that will lead to
better experiences in the future. But if the enrollee is
really anxious and if it would take some heavy experience
to break across the line, he should be referred to expert
psychological help.
It is sometimes difficult to know where to draw the
line between heavy coaching or counseling and psychological
treatment. It would help if the agency had a mental health
consultant available who would make recommendations in the
gray areas where judgment is difficult.
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EXAMPLES

| STRATEGY #3: ACT FOR

THE ENROLLEE |

over
that

(a)

(b)

(c)

There are several examples of cases in which coaches took
for enrollees and acted for them when the enrollee felt
going it alone wasn't possible. EXAMPLES:

1 Learned 04 one aunt Living in Chicago duning zthe
interview. T felt that the most imporntant step was
to nemove client from her present environment. And
secondly to place her in meaningful employment. Client
felt aunt would neject the idea of hen staying with
her, because she had no job. Client agreed to Let me
speak to hen aunt. 1 contacted aunt, made her aware
0f the existing problem, Aunt agreed to Let client
stay with hen providing she had a job. T assured
aunt client would be placed in employment. Next day
client moved in with her aunt.

1 neferied him to the drug abuse progham. 1 took him

oven therne personally where he and 1T and the head 04
the program sat down and talked about his problLems.
This was done fon the client's own good because he had
expressed the need forn hedp. The outcome was that
the client, aftern ewrofling in the drug abuse program,
overcame his feans of nancotics. He 48 now working
and doing fdine.

T went to my client's fob and talked to his supervisor
about him getting trheated. They had a eye clinic. We
saw the doctorn and found out that he could only see out
0f one eye before his accident. He had only worked at
the company fon two months and he did not have insurance. !
We made anrangements with the doctons to operate on his f
eye aften his Lnsurance became in effect. CLient was
operated on successfully at the hospital. He is sELL
well Liked by patients as well as doctors and nwises.

His wife was expecting a baby and the nurses on the gLoon
gave hern a shower. She also had hen baby at the same
place where her husband worked.

241
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STRATEGY #3:

[PROBLEM #7]  * [OBJECTIVE]  * Aot for the «  [RESOURCES ]
Personal Protect enrollees'
problems of health & welfare
enrollees COMMENTS
{ COMMENTS ;| 3.1 THE IMPORTANCE OF AN ALLY

The impressive thing about these examples is the supportive
warmth provided by the coaches by just being there when the
enrollees had to deal with the cutside world (a drug abuse
program, a hospital employer). Of course, the things that
the worker did were also important beyond just being there,
especially when the enrollee felt he couldn't handle the
situation alone.

3.2 ENROLLEE DEPENDENCE
These were all examples in which the enrollee asked the
coach (directly or indirectly) to be an ally and to act for

the enrollee. Each example was a crisis; and was not the time
to counsel the enrollee to be independent and to feel that he
could handle his own affairs. Since most people don't have
such crises very often in their lifetimes, there is no reason
to feel that helping them deal with these crises would make
them dependent for the rest of their lives. It is probably
safe to assume that once over these crises, enrollees could
and would handle their own affairs with reasonable self-
confidence--and with the feeling that if they did need

outside help again, they could get it.

3.3 NOT ALL ENROLLEES WANT HELP |
The coach did not force himself on the enrollees in !
these examples and didn't act for them without their
permission. That is important because most enrollees say
they don't want workers to interfere in their personal Tives

— Y Y-
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* { RESOURCES |

or handle things they can take care of themselves. It is OK
for a worker to offer to help--and he should do it without
making it seem that the enrollee would be considered an

immature kid if he needs and accepts such help. But it is
up to the enrollee to decide if he wants the worker to
step in and do things for him.
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[ RESOURCES: |

This chapter suggests two resources which many manpower
agencies are finding useful: (1) mental health consultation;
and (2) access to drug treatment programs.

RESOURCE #1: MENTAL HEALTH SULTATION

As manpower agencies become more and more comprehensive
in their services, there is a greater need for consultation
with experts who can help agency workers draw the line
between coaching/counseling and psychological treatment. A
mental health professional can help do this. Consultations,
coordinated with in-service staff training and/or case
conferences could probably be arranged with public clinics
(such as mental hygiene clinics or psychiatric out-patient
hospital clinics).

However, the agency must be careful since many professional
experts have a tendency to define all situations as ones which
require professional handling. This tendency seems to be
especially strong among mental health professionals. It
results in excessive psychologizing of what are really social
and economic problems (see Chapter 2 for a disucssion of
psychologizing the enrollee). Further, the experience and
techniques of professional mental health workers are usually
centered on middle class patients and do not always apply to
the disadvantaged.

It is therefore important that the manpower agency select
its consultant carefully. Ideally, it would be best if the
consultant came from a community-based center which specialized
in working with the disadvantaged. Further, it would be helpful
to distinguish between an expert and an authority. An expert J

[ WAWE N
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offers his judgments and his reasons, which the agency can
integrate with its own specialized expertise. An authority ic
someone who must be obeyed. Manpower workers do have a
specialized knowledge of the unemployed and of the world of
work, The recommendations and judgments of a menta]y health
consul tant should be evaluated in the light of the agency's
knowledge and judgment. In short, a mental health consul-
tant is a resource, not a supervisor.




RESOURCE #2:
e Access to
[PROBLEM #7] + [TOBJECTIVE ] « STRATEGY * Drug Treatment

Pergonal Protect enrollees’ Three kinds Programs
problems of health & welfare
enrollees

[ RESOURCE #2: ACCESS TO DRUG TREATMENT PROGRAMS ] 1

Tn the past, many public agencies tried to ignore drug
addiction. They avoided providing services to addicts and
tried to "overlook" drug usage among their clients. Many
workers are afraid of drugs. and feel that people with drug
problems are too "heavy" to handle. Drug usage becomes like
a dirty secret that no one wants to nention.

But ignoring the problem and not providing services to
drug users did not make the problem go away. Instead, it has
gotten worse. Since manpower agencies inevitably deal with
people who use drugs, it would be well to know the differences
between marijuana, pills, and hard drugs and between use and
addiction. This way they can make appropriate responses to
very different kinds of enrollee situations.

More important, services to enrollees would be improved
and would be more realistic if agency workers were willing and
able to accept drug usage as a fact. Then it would be possible
for enrollees to deal openly and frankly with drug situations
that constitute powerful influences on their 1lives and work
careers.

Finally, manpower agencies need iinks with drug treatment
programs so that enrollees may be appropriately referred. Staff
? of local drug programs can be used by the agency for in-service
training of manpower workers to familiarize them with the drug
scene. Through joint participation in such in-service training,
i working relationships between the manpower and the drug treat-

ment agencies could be strenathened.
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CHAPTER 8:

SUMMARY
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advice, 219-222

advocacy for clients, 110, 113, 118, 123,
134-138, 140, 157, 164, 191-194, 204-
205, 208

ally, (coach as), 227; see also advocacy;
educational support; friend (coach as

anger, 5, 9, 98, 115

anxiety, see fear

arrest records, 25, 28-29, 35. 102, 121,
128. See also legal problems

atmosphere of agency, 52-53, 182

attitude (change), 8, 70, 94, 95, 130,
132, 223-225

authors, vii

baby-sitting, 121, 141
bail, 190, 197-198

CAMPS, 42

case conferences, 71, 82-83, 116

confidence (lack of), 2, 16

confidentiality, 28, 199

consensus , organization, See coordination

coordination, 79, 81, 82, 84, 146

counseling, 54-55, 56,58, 61, 62-72, 81,
84, 89, 139, 212-231.

court, 191-194, 195, 208

court unit, 193, 209-210

creaming, 103, 104

credibility, 73-74, 79, 110-111

criteria, See evaluation.

critical incident, i-ii

dependence, 80, 227

diagram, See summarizing diagram
discrimination, see sexism; racism
dissonance reduction, 69-70, 196
drinking, 2, 31

drugs, 25, 28-29, 212, 226,231.

effectiveness, See evaluation
emotional disturbance, 2, 31, 225
emotional support, 172, 202-203, 221, 227.
employer intelligence system, 41
employer relations, 178; See also job
development; follow-up; involvement
of employers.

enforcement, 110-111, 113, 118

epilepsy, 121, 125, 134

evaluation (of staff performance), 81, 82-
83, 182-184

evidence, 195-196

expectancies, 217-218, 220-221, 224

exploitation by employers, 163-164

expunging records, 30

falsification, 25, 28-30, 36, 121, 124,
128, 134, 166, 168. See also honesty
family problems, 126-127, 130, 180-181,
212-230
family visits, 180-181, 182, 203
fear, 5, 6,7, 8, 9, 11, 48, 51, 193,
203, 224-225. Racial anxieties, 131-
133, 136.
feedback to enrollees, 11, 13; to staff,
81, 82-83, 105
flexibility, 145, 182. See also orientation.
"flighty" enrollees, 156, 159, 160,
174-175.
follow-up with enrollees, 17-18, 21-23,
33, 39, 59, 105, 110, 132, 157, 167,
180, 202, 222; with employers, 94,
103, 113, 116, 178, 207.
foremen, See supervisors
format explained, viii-xi
friend (coach as), 172.
emotional support

See also

grievance machinery, 81, 87-88
guilt (psychological), 64-65, 74, 98,
138

hair, 20

health problems, 212-231

honesty, 33, 35, 79; See also falsification.
hustling, 5, 154

identity (work), 159

incentives, 6-7, 13, 162-164

information bank, 42

interests (vocational), 158

interview (employment), 13, 15, 24, 63, 163

involvement of employer, 95-101, 113,
114-115, 207.
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job description, 179

job developers, 9, 30, 45, 79, 103,
114, 146

job development strategies, 103, 113,
117

job orders, 77-78, 81, 84, 85-86

job matching (in Jobs-Now), iii-iv

Jobs-Now (description), ii, 41

job search skills, 39, 44

jobs, temporary.or part-time, 11,
12, 176

lateness, 2, 6-7, 60, 93, 102, 112,
124, 149, 152-153, 159, 171

legal action, See legal rights;
enforcement

legal problems, 2, 15, 16, 124, 126,
136, 147, 186-211

legal rights of enrollees, 30, 43,
113, 118

legal expertise, 43, 112, 190, 197-
199, 208-210

manager (of agency), 87, 100-101

Manpower Science Service, 12, 26

medical problems, 32, 44, 211-231

mental health consultation, 225, 229-
230

Minneapolis Vocational Rehabilitation
Center, 44

modeling, See role modeling

motivation (and lack of), 4-8, 9, 13,
57-€8, 77, 91, 95, 125

mystification, 55-56, 59,79

obesity, See overweight

objectives of agency, 70-71, 81, 82,
84, 85-86, 183

orientation programs, 114-115, 132, 145

outcome (process criteria), 183-184

overweight (example), 2, 19

performance standards, 179

personal problems, 171-172, 173;
See also family problems

planning for employer involvement,
113, 114-115

post-dec.sion certainty, 69

practice, 12, 26-27

principles (psychological), 7

-235-

process(vs. outcome criteria), 183-184

prison record, See arrest record;
legal problems

problem-solving, ix, 141

program hopping, 5, 20

program pimps, 5

psychological reasons for refusal,
51-60

psychological (see principles)

psychologizing , 55-61, 64, 74, 89,
128, 229

quitting the job, 6, 22, 152-185

race/ethnicity (of staff), 55, 81, 89,
97, 137, 140, 142-144; of enrollees
12, 93, 96, 114, 123, 130-133, 137
142-144, 163

racism, 44, 55-56, 58, 85-86, 89, 93-
94, 98, 109-112, 114, 123, 130-133,
169

raises, See salary

records, 23, 116, 127, 149-150, 178,
195-196; See also follow-up.

replacing the enrollee, 12, 13-14, 21-
23, 156, 158-159, 173

role modeling, 12, 137

role playing, 12, 25, 132, 133, 145

salary, 152, 154, 157, 162-164, 179

San Francisco Adult Opportunity Center,
44

school placement, 159, 174-177, 185

sensitivity training, 95, 96, 98-99

sexism, 54, 85-86

simulation, 12, 133

slot-filling, iv

social stereotypes, 55

status (of coaches), 55,-56, 81, 89, 143-
144; (of jobs) 60, 158

stealing, 102, 112, 125, 128, 130, 135

summarizing diagram, x-xi

supervision (of manpower workers), iii,
81, 82, 83, 182, 183, 184

supervisors (of enrollees), 12, 92, 94,
95, 198, 120-122, 124-125, 128, 130,
131, 133, 134-36, 137-138

supportive services, 147-418, 197-199,
209-210, 229-231.
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teams, iii, 10, 45-46, 146

termination, 37-40

testimony, 191-196, 208-209

tests(employment and aptitude), 15,
20, 24, 26-27, 109

training, in-service, 112, 117, 118,
208, 231; See also case conferences

transportation, 44

withdrawn enrollee, 120
work try-out, 27, 31, 34, 134

YM-YWCA (Chicago), ii




