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EDITOR'S NOTE

This is a summary volume of a four-volume repert on an
eighteen-month E&D contract from the United States Department
of Labor, Manpower Administration. The reacdar will find that H
: the entire report is cross-referenced according to subject
. matter when this seems advisable. The other volumes and
their subjects are listed below: '

Volume I, An Applied Model for Project Management,
sets forth the managerial parameters used in the
syctem management of the three-city upgrading pro-
gram., It also gives a detailed account of the
initiating activities and subsequent operaticns
organization and controls.

Volume II, Guidelines for Marketing and Sales,
records the marketing experience of the three city
projects and sets forth the philosophy, strategy,
and sales te.:hniques employed to initiate upgrading
training programs in the field.
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Tolume IXI, High Intensity Training Methodology, is
a volume in twoc parts. Part I, A Handbook for
Implementatlon, discusses in detail an ideal model
of HIT and includes a description and explanation
of the five phases of activities of this model.

: Part II, A Field Review of Selected Prcograms, is a
n discugsion of the findings of & sampling of actual
; training programs and an examination of the under-
; lying assumptions of HIT.

Volume IV, An Analvsis of the Short Range Impact

of High Intensity Training, is a discussion of the
findings of a panel study conducted by the Institute
and its field analytic task force.

An Annotated Ribliography listing the materjial published by
the Institute during its association with three phases of E&D,
upgrading activities appears at the end of this volume.




PREFACE

The four volumes of this report represent three years and
many man-hours of experience in upgrading underemployed
werkers in the work environment. This is the first time the
Institute has delivered products for implementing other
training and upgrading programs. Volumes T through III are
not intended to give ''turn-key' capability but have been
written merely to serve as a comprehensive set of guidelines
in managing, marketing and implementing training programs
for upgrading the wnderemployed worker. It is anticipated
that as this crganization obtains more experience in the
field it will expand and develop the concepts and models
discussed in these volumes.

For the first time we feel that the model has been d2veloped
systematically and with the idea of expanding easily and
rapidly to new markets. 7In the refinement of this concent
we have attempted to anticipate manpower needs in the 1970's.

This has been the most complex document we have ever submitted
and it reflects three years of E&D activities in upgrading
rather than just the period covered by the latest con:ract.

ithout the devotion, loyalty, and professional expertise of
Miss Caroline Pezzullo, the four volumes would not now be a
reality. 1In addition to responsibility for authorship of
Volume II, she coordinated the preparation of the entire
series.

I would especially like to recogpnize Mr. Edward Giblin, who
has extensive experience in rhe field setting and who has
incorporated this knowledge into a HIT handbook within the
guidelines of the original concepts of Norman Goeldberg.

Mr., Walter Morgan, who gathered information, reported on
actual HIT programs and offered fresh observations and evalu-
ations of HIT, also deserves our thanks. I =xtend my grati-
tude to Mr. Bernard Pittinsky, my co-author, for providing
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another touch of reality for Volume I, and to Frapk Castro

for providing the snalytical designs and implementation of
Volume IV,

To Mrs. Mary Farrasr, Editor for the Institute, who had the
major responsibiiity for putting this series into English,
we are extremely grateful. To the Institute's support staff
whose assistance in preparation of these documents has been
helpful, my .special note of thanks.

>

Although Norman Goldberg, former Director of Orerations, has
now moved on to new challenges, he was totally responsible
for the original concepts and methodology cf HIT. Many of
his ideas are woven throughout this ertire series of volumes.

During this eighteen-month period the Ingtitute has relied
upon the constant support and active interest of its Board
of Directors. I wish to extend my gratitude to each of the
members, and also to recognize similarly those people who

served as the Board of Directors for Skill Upgrading, Inc.
in Baltimore.

Each city project was linked to the Instivrute by a policy-
making group. To those who served on the Operations Commit-
tees for Baltimore and Glaveland and on the. Policy and Pro-
cedure Committee for Newark, my thanlks for many hours of

constructive and cenperative work well done.

Certainly the culmination of this series would not have been
possible without the full commitment of Mr. Melvin J. Rogow,
Project Officer, whose support over these many months, along
with that of Mr. Seymour Brandwein, Director, Office of

Special Manpower Programs, has sustained the Institute and
its objectives. '
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Introduction

Skill Achievement Institute has been associated with three
separate experimental and demonstration programs for training
and upgrading the underemployed worker. This summary is
taken from the several volumes of a report on the third pro-
gram, an eighteen-month period during which the Institute
~acted- as systems manager for a multi-city upgrading project.
The report in its entirety describes the activities of both
the Institute and the individual city projects during the
contract pericd. Three of the volumes are meant to serve as
. handbooks for the Institute's next phase of upgrading endeav-
ors and also as guides for cther manpower training programs.
This summary will only relate some of the highlights of the
multi-city upgrading program and the reader is referred to
the appropriate section of the report for in-depth explana-
tions and discussions of any particular point.

The two previous E&D upgrading programs were each develop-
mental steps leading to the three-city configuration. The
first was a feasibility study in the New York City area where-
in the willingness of industry to accept upgrading was tested
and the original training methodologies were initiated. The
second program developed the concepts tested in the first

step and also developed a one-city upgrading paradigm for the
three-city project. (See Figure 1; A Summary of Experimental
and Demonstration Activities.) g :

The Institute was then formed to act as a systems manager for
a three-city, in-plant upgrading program. The program employs
a technique known as High Intensity Training (HIT) for upgrad-
ing the underemployed worker and altering attitudes and be-
havior of supervisors and managers. ‘

HIT is a systematic means of offering low-wage employees
skill training and upgrading for specific jobs with a salary
increase, and at the same time providing them with human
relations skills and other means for self-development. HIT
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has proved to be a pragmatic solution to employers' needs

for skilled labor. It offers expeditious in-plant training
(usually forty hours spread over a period of five weeks)
which allows the employer to realize the benefits of the
trainees' new proficiencies more quickly than traditional
training methods would allow., HIT also demonstrates to the
employer that he possesses in his pool of low-wage workers
the human resources that can help solve his manpower problems.

As the Institute agreed in the contract, its responsibilities
as system manager involve four particular areas of guidance
and control:

® Expansion of the training and upgrading,
and analytic experiences of Phases I and II;

é ® Provision of total, integrated planning for
the entire system of upgrading programs;

; ® Provision of technical support in management,
i training, marketing and analytic studies;

] ® Coordination of the entire multi-city
W upgrading program.

% The specific objectives of this third phase were broader in
¢ scope than the reliability and validity testing purposes of
% the previous programs. Other objectives include:

® Determining whether a wariety of sponsoring
agencies could aid in implementing HIT;

@ Developing and conducting a study to determine
short term and long term effects of HIT on
the workers and on the employing organization;

® Overseeing the three-city operations to train
1,050 low-wage workers directly and 1,050
indirectly through trained cocmpany personnel;

® Providing overall planning, technical support
and coordination for each city project;

[ ] Refining HIT.upgrading and marketing tech-
‘niques;

Nirr@
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¢ Establishing a central information and

evaluation system.

The Institute began the three-city upgrading program by
establishing each local project under the auspices of a
state, city and nonprofit sponsoring agent.

0



‘ Initial Activities

r

! In crder to attain this expansion, seveial major initiating
activities were necessary. These included:

® Selection of geographic locations of
‘upgrading activities

j ® Selection or creation of implementing
organization

® Development of funding proposals

RSP SRR Sy g

® Staffing and equipping each organization
5 ® Initial staff training in:

Project management

HIT methodology
Marketing plan
Documentation .

Analytic activities
Reporting and evaluation

® Planning for ongoing training and technical
support '

® Design and implementation of an analytic
study to determine the short and long term
effects of upgrading

® Establishment of a sysfem'of program
evaluation '

e Establishment of a system of program control

® Implementation of HIT upgrading pfbgrams

o &’/7
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Implementing the Three-City Upgrading System

A generalized implementation plan had been developed as part
of the proposal which led to the establishment of the three-
city upgrading system. The objective now was to take this
generalized plan and develop and implement relatively de-
tailed plans of operations in each of the specified areas.
Several major activity areas were defined and a description
of each follows.

Analytic Design

The analytic program was designed to measure the short range
effects of HIT on workers who are trained, on workers who
are not trained, on supervisors and management, and on the
structure and operation of the organizations where training
takes place. '

Since the analytic emphasis was on the impact cf HIT, the
analytic design was developed as a panel study of the spe-
cific groups mentioned. Because of the exploratory nature of
the investigation and the need for in-depth imformation, a
small number of organizations employing HIiT were used as a
sample, for the study. Four organizations in each of the
three cities have been chosen. The Institute will analyze
the impact of HIT in two from each project.

Various analytic techniques have been employed to collect the
needed data, principally the structured interview instrument,
The set of instruments for the panel study includes a trainee
interview schedule, a non-trainee schedule, a supervisor
schedule, and a manager's schedule. '

Tn addition to information obtained from personal interviews, .
other important data were collected through the examination
of personnel and work performance records and by making svs-
tematic observations in the plant settings and the training
classes. The reader is referred to Volume IV of this report
for a thorough description of this amalytic study.
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Advance Operations

City Selection

In its contract, the Institute was charged with the responsi-
bility of selecting three target cities in which upgrading
programs would be established. The three target cities were
to be chosen from a U. S, Department of Labor preselected
list of seven cities. The cities on this preselected list
were Baltimore, Boston, Cleveland, Newark, Philadelphia,
Pittsburgh and Syracuse.

The criteria established for use in city selection were:

® A large non-White population with severe
employment problems;

® An upgrading potential as evidenced by the
rate of industrial growth, job vacancy
rates, and the level of support by business
and labor of programs designed to meet the
needs of the disadvantaged;

® The number of effective manpower programs
already in existence and the degree of
support and cooperation being extended by
business, labor and community;

® The relationships existing between govern-
ment and the target population (workers,
business, and labor). -

The data collected to ascertain which cities met the criteria
already established included demographic information about
wage scales, racial statistics, unemployment and underemploy-
ment rates, the amount of chifting in the population patterns,
and a general description of the area.

Industrial and labor data also helped to evaluate the cities
in terms of the criteria. Information was collected about
the location, the kinds of industries, the number of people
employed and the amount of job vacancies extant, and the
local salary ranges by job category in the area. A list of
major employers included information about the number of
employees, their racial make-up; and the union affiliations.




of companies which employed non-Whites. The training
activities of the employers on the 1list, both company and
union training, were also noted.

The Institute conducted a thorough examination of the man-
power Pprog.ams already active in each city. The data col-
lected from this activity included the following information
about each program: the funding source and level; the degree
of cooperaticn among existing programs; both official and
non-official assessments of each program; and an evaluation

of their respective involvements in business, government,
unions, and the community.

Socio-political data were also collected to halp the
Institute discover which cities most nearly met the estab-
1ished criteria. This information was a result of an exami-
nation of the existing public services, community and polit-
ical issues, and the actively operating community groups.
Included in these data, too, was an evaluation of the current
attitudes toward programs which served minority groups. The
jnformation sources and the effectiveness of local newspapers
were also noted for each city.

These data were collected through field visits and interviews
in each city and by searching existing sources such as the
city records, newspaper files, and public libraries. The
data were analyzed and rated on a seven point scale. A city
criteria rating matrix was developed and an overall rating of
the project potential was developed.

A detailed report entitled, "city Selections: Interim Report"
was published on April 1, 1968. The only major deviation from
thig plan was that field visits were not made to all the
cities. Based on this interim report, the U. S. Department

of Labor and the Institute decided that the three highest
ranked cities (Newark, Baltimore, Cleveland) would be selected.

Selection of Sponsoring Agency

One of the contractual requirements was to test the effect of
different organizational structures in implementing HIT. Some
of the possible structures were: ' :

® An existing nonprofit private organization

10 -
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®© An existing public agency

® A "special project" in either of the above

® A newly created nonprofit private organization
® A division of the Institute

® A profit-making company

The three organizations selected to implement HIT programs
were:

® Newark Upgrading Project (Industrial Train-
ing Services) — a special project of the
Employment Service, Department of Labor and
Industry, State of New Jersey. '

® Baltimore Upgrading Project (Skill Upgrading,
Inc.} — a private nonprofit corporation.

® Cleveland Upgrading Project (Skill Upgrading
in Cleveland) — a special project of the
Office of the Mayor, Cleveland, Ohio.

The operating objectives of the local entities were to conduct
an upgrading program and to conduct an analytic study. With
these objectives in mind, individual organizational structures
were created. (See Figures 2, 3, and 4.)

Two methods of funding were considered: a prime contract
with the Institute with a subcontract between the Institute
and the sponsoring agency; a prime contract between the U. S.
Department of Labor and sponsoring .agency. The latter method,
with some modification, was chosen. : ’

The Institute, in concert with tha Manpower'Administration,
decided to test the following models in these cities:

) Newark, where the project became a special
‘Project of an existing public agency;

11

A
o




s S S DR P

S

g TR ST SRR s i

NEWARK IN-PLANT TRAINING AND UPGRZDING PROJECT

Organizational Structure

U.S. Department of
Labor, Manpower
Administration

N.J.S. Department of
Labor and Industry
Employment Service

Skill Achievement

Policy and Procedure

Institute Committee
Newark In-Plant Training
and Upgrading Project
Project Director
|
Controller

Advisory
Committee

O0ffice Services Supervisor

Executive
Secretary

Consultant

Office Services Assistant
Secretary/Receptionist
Marketing Training Division Analytic Division
Director Director of Training Associate Analyst
L_ Executive Executive
Secretary Secretary
Senior Trainer Trainer | Trainer Assistant
R Analyst
. . . . Data
Assistant Trélper- Ass1stant Tra;pe; Collectors

12
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SKILL UPGRADING, INC.
Organizational Structure

U. S. Department of Labor
2 Manpower Administration

i Skill Achlevement Institute

: |
Operations
Committee
Institute/SUI Institute
-7 ] Field Advisor
Skill Upgrading, Inc.
11 Member

Board of Directors

N

Baltimore In-Plant Training and Upgrading Project

Project Director

Executive Secretary

L ! 1 ]

Management Marketing Training , Analytic
Support Division § Division Division
. . : Associate
Controller Director Director " Analyst
Secretar -] Executive Assistant
M Secretary - Analyst
l
Secretary/Receptionist] ' Secretary/Writer
| 1 | i
Office - Training|] |Training Training] |Training| |Training
Service Consult~ Consult- Consult- Consult- Consult-
Support ‘ ant . ant ~ant ant -1 ant
|
Office
Service ~ Secretary Secretary
Assistant] )
' - Figure 3-
. . I " 13
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® Baltimore, where the project was created as
a nonprofit organization;

® Cleveland, where the project was begun as a
special project of an existing public agency.

Sponsorihg Agencies' Differentials

There were no preset criteria for selecting an organization
to act as a project vehicle. The Institute hoped to discover
whether there would be any measurable difference which could
be attributed to the organizational structure of each of the
projects.

In the case of Cleveland, the Institute selected an existing
nonprofit organization with funding to be subcontracted with
the Institute. The U. S. Department of Labor overrode the
Institute's choice and decided that a prime contract would
be entered into between the U. S. Department of Labor and the
Office of the Mayor — Cleveland, Ohio. This decision elimi-
nated the possibility of measuring the effect of the
Institute's acting as a prime contractor and thus having a
strong degree of control. Another problem resulting from
this choice of funding for the Cleveland project was the in-
herent limitations it placed on the E&D features of organiza-
tional structure.

Two of the three cities were sponsored by a public agency.
Newark was sponsored by the New Jersey Department of Labor
and Industry, a state agency; and Cleveland was sponsored by
the Office of the Mayor, a city agency. .

Contract Activities

As the projects were similar in scope, the only significant
time spent on proposal writing and negotiation was for the
first project (Newark). This first project proposal formed
the model from which the contracts for the remaining cities
were negotiated. The prior experience in proposal writing
and contract negotiation of the Institute staff helped expe-
dite the procedure.

The negotiation of sufficient funds to accomplish objectives
has been a problem common to the Institute and the three

S
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cities. A negotiated reduction in the amount of funds re-
quested (which represents the elimination of fat) is not
only to be expected, but is desirable because it acts as a
discipline to management. Just as insufficient capital is a
prime reason for business failure in the private 'sector, so
can an insufficient level of funding contribute significantly
to the failure of a program to meet contractual objectives.
In many cases the negotiation of funding levels takes place
after the operational objectives have been agreed to. There
is a danger that funds may be reduced to 2 level which obvi-.
ates the successful implementation of =2 program. When this
occurs, operational objectives must be reduced to a point

‘where there iz a reasonable palance between these objectives

and the funds availablc.

Key Staff Recruitment

The Institute was directly involved in the recruitment of
each project's Project Director, Director of Training, Direc-
tor of Marketing, Controller, and Analytic Director.

In keeping with its managerial philesophy, the selection of
subordinate staff members was, for the most part, a responsi-
bility of the appropriate director. The exact qualities
needed for each position were extremely hard to define. Job
descriptions were developed, but these, at best, could only
serve as guides (see Appendix E, Volume I). Experience had
shown the Institute that good staff members often had unre-
lated formal backgrounds.

Logistics

The leasing of space and the purchase of equipment and initial
inventories of supplies was done by members of the Institute's
staff. By adopting this approach, project staff members were

- able to return to fully operational and equipped offices after

their in-service training. In all cases, sponsoring agencies
approved leases and major purchases. Both the Newark and
Cleveiend projects faced difficulty because the regulations

of the sponsoring agency delayed logistic activities. The
Cleveland project ran into an acute problem in the purchase

of furniture and equipment. The loan of furniture by dealers
who were bidding provided a temporary solution. The regula-
tions of the City of Cleveland no longer present these problems

i Q
T .
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because the project controller is fully aware of the regula-
tions and the lines of communications, and he is able to
expedite purchases when necessary, Eventually a manual on
logistics, which established guidelines, was issued by the
Institute.

Marketing

During this stage of advance operations, the Institute began
to lay the groundwork for future marketing activities. Some
of this groundwork vas accomplished in combination with the
activities of selected cities, sponsoring agencies, and Roard
members. Contacts were made with groups such as the local
Chamber of Commerce, National Alliance of Businessmen and
various other employer groups involved in development activ-
ities. At the same time, a detailed marketing plan was de-
veloped for the use of the marketing staff. As the marketing
of programs is an essential element of a successful program,
a separate volume describing the marketing process was au-
thored by the Institute's Director of Marketing and is in-
cluded in this final report. (See Volume II.) ‘

Completion of Institute Staff

At its creation, the Institute had a core staff of people who
had been involved in the development and implementation of
upgrading.

There were no experienced people readily available to fill
what was designed to be the most sensitive position in the
system, that of Field Advisor. A possible source of experi-
enced people would have been ex-staff members of the New York
City project. Unfortunately, most of them had been recruited
by private industry. And private industry was not a promising
reservoir of talent because the Institute could not offer
positions which were attractive enough in terms of salary,
fringe benefits and career security.

The Institute began a comprehensive recruitment campaign using
newspaper advertisements and extensive personal contacts., One
salient point was driven home during this recruitment campaign:
there is a great shortage of people who have had significant

i 17
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experience in the field of successful manpower programs.
Those people who have demonstrated success are in great
demand and are therefore not readily available.

A second major negative factor is the area of salary level,
which is lower in a federally funded manpower program than
in competitive private industry positions.

Government should be concerned with these personnel problems
for two reasons

1) the low, noncompetitive salary levels
in projects they fund, and

2) the time limitations of any particular
contract.

While difficult, these problems can be surmounted by the

proper presentation of the reputation, challenge and unique-
ness of the Institute's progrdm.

In-Service Training — City Staff

When the recruiting of staff for the three new projects and
the Institute was complete, a second personnel problem arose.
The projects were staffed by people to whom HIT was entirely
new. The objectives, then, were to train the staff of each
project in the concepts and methodologies of HIT and show
them how to implement the training in each area.

A two-phase in-service training program was‘developed. This
program, in its first phase, was done in two parts. Part 1
was a short program for key program staff, and Part 2 was a
more excensive program for ‘all staff members. Subject matter
included: :

L Project‘Director Management Development

® Staff Management D= =velopment

® Training Concepts and Methodology

- ¢ Evaluation Procedures

18
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® Analytic Activities

® Reporting and Documentation
e Marketing

® Financial Management

The second phase of the training program did consist of an
ongoing in-service training on a preprogrammed basis and on
an as-needed basis.

In addition to the Institute-sponsored in-service training
programs, each project could, in consultation with the field
advisor, develop any in-service programs considered necessary,
Extensive manuals which explained and illustrated the in-
service courses were developed for the implementation of the
in-service training. The curriculum outlines for the in-
service programs are in Appendix F, Volume I.

Development of Field Support Design

The objective of the Institute was to make available to the
individual projects a full range of supportive expertise. To
accomplish this effectively, the Institute plammed to have a
field advisor assigned to each city project. This field ad-
visor was to act as the formal communications link to the
city, the technical advisor to the project, and to the overail
project evaluator. '

The establishment of the field advisor as the communications
link was designed to create a focal point through which all

data would flow to ensure the availability of information in
‘as ungarbled a state as possible and to eliminate the confu-
sion which would result if a series of commmication links

were created. o :

The role of field advisor as a technical advisor was designed
to create a central source of supportive expertise for the ,
city project to call upon. The field advisor's primary exper-
tise would be.in the area of training and he would lend direct
assistance there. In the arezas outside of his immediate ex-
pertise, he would be able to make available to the projects

19
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the expertise of Institute Directors. His role as overall
evaluator was designed to fill the gaps in the activities of
the evaluation division. The evaluation division would es-
sentially conduct in-depth evaluation of specific areas,
while the field advisor would provide an overall evaluation
of che project as it was in process of operatiom.

The role of the field advisor is indispensible to a systems
manager concept. The time and resources expended on the
solution of the problems which arose during the development
of this role were well spent. The field advisor is mow an
effective tool for supporting projects; this role has been
developed and tested and is ready for future use.

Development of Information System

Accurate information, meaningfully classified, available for
quick retrieval, and reported in a systematic manner for
decision making is inm all probability the lifeblood of an
organization. This becomes even more important when the
"organization' consists of four separate entities geographi-
cally dispersed.

The Institute planned a two-phase effort in the creation of
its information system. The initial phase was concerned
with determining the types of data, the forms to be used in
collecting data, the coding and classification system and
methods for storing and retrieving data, This task was com-
pleted and a manual entitled Information Flow System was
published which discussed the system in detail.

The seccend phase of activity was the development of.a report-
ing system. This system is called an Operations Control
Report. The full details of this system were published in a
manual called Operations Control Report. The Institute had
designed a complete information system. Theoretically, the .
system looked fine; practically, it broke down almost immedi-
ately. The burden of data collection lay with the cities and
no recognition was given to this fact in the staffing plans.:
Each project voiced strong objections to the amount of data
forms and their frequency of preparation. Objections were
raised that there was extensive duplication of requests from
the Institute for the same data on different forms.

20
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At the time of the development of the Operations Control
Report, a cursory review was made of the forms being used.
This review indicated that the criticisms of the projects
were well-founded. A decision was made to collect only
necessary data. In effect, the Institute had created an.
open-ended data bank based on a philosophy of collecting
every bit of information which could have potential use. As
an open-ended data bank, the design of the Institute informa-
tion system was excellent. In terms of budget reality it
could not be fully implemented by the city projects.

This poses a real problem. If the system is indeed E&D, it
takes great risks when it decides on what data is to be col-
lected and which is not. It cannot forecast the importance
of types of data. On the other hand, the sheer collection
of data cannot be allowed to hinder the operations of the
project. The Institute made an evpedient decision in this
case; however, that decisior cannct be considered a solution
to the problem. The entire information system will be re-
viewed in depth in the near future. The objective will be
to attempt a redesign of the information system so that a
realistic balance is struck between the comprehensiveness of
the data bank and the resources available for the collection
of data.

Development of Financial Management Systems

The use of resources to support activities designed to meet
organizational objectives is an extremely important aspect

of an organization's 1life. The intelligent use of resources
becomes cven more important when, as in the case of the three-
city system, the amount of funds is limited and there is no
opporiuniiy to receive more funds,

The key objective of this activity was the development of a
financial reporting system which would allow management to
allocate resources in a way which would maximize the project's
_ability to meet its objectives. An explanation of this re-
porting system was published in a document titled, '"Financial
Reporting Systems' TM 1200.8. Very little effort was ex-
pended in the area of formulating an overall accounting system.
This approach was not considered realistic since both the
Newark project and the Cleveland project adopted the account-
ing procedures of the State of New Jersey and the City of
Cleveland respectively. : -

21
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Evaluation Design

The objective of the Institute was to develop an ongoing,
in-depth evaluation desigp and program which would be able
to determine problem areas so that solutions could be imple-
mented without affecting design, time or cost in a negative
manner. ‘

A working paper was prepared which detailed the evaluation
design as it was perceived by the Institute's Evaluation
Division."

This design was never implemented nor in fact has there been
any in-depth evaluation performed by the division. The divi-
sion itself has been eliminated as a distinct entity and its
responsibility has been assigned to the various other divi-
sions of the Institute. (Part II of Volume TII of this
report was prepared by a specially selected Training Director
of one of the city projects. It is an impressionistic evalu-
ation based on his extensive experience.and communications
with the other projects.)

A few of these initiating and opavational planning activities
were peculiar to the Institute's position as a systems man-
ager. Most of these steps, however, would be necessary for
any manpower training program that features in-plant training
in private industry. The same staffing, marketing, and logis-
tics problems will await the manager of similar projects.

(See Figure 5, Project Management Building Block.) A detailed
discussion: of how the Institute established criteria and’
standards and then set about becoming operational can be
found in Volume I, Arn Applied Model for Project Management.
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Marketing Philosophy

Since the success of the upgrading program depended upon
being able to implement training programs in private industry,
marketing and selling HIT to business management became of
prime importance to each city project.

The growing proliferation of manpower services and programs
has made the task of selling training for upgrading programs
increasingly more complex. At the same time, management has
become increasingly more wary of a fragmented approach to
solving manpower problems.

‘Unlike institutional manpower training programs, in which

trainees are recruited to attend courses away from the job
setting, in-plant HIT programs can only be performed when &
company permiis entry into its system. Therefore, the :
Institute has developed a philosophy and approach to market-
ing and sales similar to that of the profit-oriented business
enterprise. The "product" (training and upgrading programs)
is sold on the basis of the benefits to be derived by the
""customer" (employer) and not as another government appeal

to businessmen to recognize their social responsibility
toward the underprivileged. :

We have learned that functioning on a businesslike hasis
increases the possibilities for a long term relationship with
the business community. One of the ‘essential tools for per-
forming this function, we have found, is the Marketing Plan.
Sales must be founded on a sound knowledge of the product and
.of the market, on a knowledge of competitors in the field,
and on a step-by-step strategy of approach to gsales, All of
these call for ongoing marketing research. = They also imply

a constant review, and when necessary, revision of the plan,

An awareness of employment trends, national policy, general.
business projections, and an understanding of the problems -
of the minority group workers, who remain the largest factor

» 285 Pl / 25
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in the unemployed and underemployed, are all part of the pre-
sales foundation.

The target industries identified by the three-city E&D pro-
jects were health and other service industries, light manu-
facturing, retail and wholesale merchandising, and puilic
agencies. These industries were chosen because they met

these criteria: employment of the largest numbers of Black
and other minority group workers earning $5,000 or less,
evidence of manpower shortages at the semi-skilled and skilled
levels, and evidence of general employment growth.

Prior to establishing the three city projects, Institute
staff members arranged meetings with representatives of
business, industry, labor, education, government, and the
community. This type of public relations, before the start
of marketing and training operations, helped prepare the way
for initial sales contacts by the city projects.

The three city Marketing Directors were given an In-Service
Training program comprised of general project management and
HIT conceptsg. (This In-Service Training is described in
Volume I of this series.) The In-Service Training also in-
cluded basic guidelines for developing each project's market-
ing and sales plans, training in sales techniques, preparation
of sales materials, and guidelines for marketing manageément.

Marketing Plan and Data Base

Each Marketing Director was required to prepare a Marketing
Plan containing the following:

® Statement of general objectives
® Market research
~® Sales strategy

® Sales materials

Market management
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Time pressures to meet certain contractual numerical commit-
ments were a reality which necessitated an immediate sales
effort simultaneous with preparation of the plan. Therefore,
it was not until the Projects were about one-third into their
contracts that the plan began to serve as the blueprint for
action.

The marketing data base was built by these steps:
® Comparative analysis of industry; |
® Growth rate in the area;
® Record of employment by industry;

® Record of employment ﬁattern by industry,
occupation, earnings and race;

® Skill shortage survey;
® Occupafional Projections;
® Labor turnover rates;

® Analysis of above data to determine those
industries meeting the established criteria;

® Preparation of profile on industries
selected;

® Background on companies within the indus-
trial categories identified above (see
Appendix B, Volume II, for sample form used
by one of the pProjects);

® Identification of those companies listed
that could be distinguished by one or more
of the following: high turnover amd job
vacancy rates, seasonal unemployment, par-

. ticipants in MA-5 programs or members of
NAB-JOBS;

® Preparation of a descriptive list (name,
address, telephone number, leadership,
training policies and practices) of labor
unions and trade and business associations

27
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that fall within the industry categories
selected;

® Identification of other manpower training
and upgrading programs in the market.

Reflecting both the goals of E&D and the constraints of time
and cost, program quotas were set by: '

e Type of industries — projected number of
HIT programs and analytic studies to be
‘ implemented in each;

e Type of programs within each industry —
priority listing by types of skills and
trainee quotas.

At this writing (May, 1969), HIT upgrading programs have
taken place in over forty private and public organizatioms

in three cities; e.g., in retail trade; insurance; housing;
health, food, and other services; printing; in manufacturing:
meat processing; plastics; electrical components; chemicals;
aircraft engines. By the end of the contractual period, each
city project ic committed to have trained and upgraded 350
underemployed workers directly and another 350 indirectly
(through trained company trainers) in approximately 35 organ-
jzations. The contracts are for eighteen months; at least
three of those months were spent training and tooling up for
full-scale operations. It can be seen, then, that each Mar-
keting Director would have to average a little mere than two
sales a month. This requires planning, tight scheduling,

and constant follow-up.

From the start, the temptation was to plunge immediately into
the direct sales phase of activities. In the rush '""to get
things off the ground" the Institute found that there was a
tendency to postpone planning indefinitely or to give it only
token attentiom.

While there was initial reluctance, the projects' managers
were eventually convinced that the preparation of a marketing
plan at the start of activities would provide greater assur-
ance of meeting contractual commitments. Furthermore, they
realized that a marketing plan, once executed, would permit a
more’ systematic review and lay the foundation for establishing
the project on firm ground beyond the eighteen-month government
contract. (See Figure 6, Marketing Process — Flow Network.)

e . 3%
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Ideally speaking, it would have been preferable for each
project to have taken the one required month to prepare the
marketing plan prior to the start of sales. Instead, both
activitizs were carried out simultaneously. As a conse-
quence, sales got off to a slow start, and the marketing plan
was not effectively used until a few months into the life of
each project. :

Sales Process

The major activities in the rales process are plotted out in
Figure 7, Sales Process — Flow Network. The time spans are
dependent, of course, on the customer's needs and interests,
and therefore no set periods have been designated on the
chart. From the first appointment with top management to

the signing of the Letter of Agreement, the time expended by
project sales staffs has been from 30 to 90 days. The number
of visits to an organization has ranged from two to ten.

During this sales process, it is important that the same
salesman follow through from beginning to end. In some cases,
the Project and Training Directors were also involved at spe-
cific points of the negotiations to fortify the relationship
between the project and the customer.

‘Every sales presentation meets with some resistance. The
following represents a sampling of the objections raised at
various sales presentations:

® Why create prima donnas by selecting trainees
and causing morale problems among peers?

® There are too many problems involved, e.g.,
seniority in union contract.

® Some workers are upgrading their skills on
their own initiative.

® Trainees should be asked to give their own
time since the company would lose 400 man-
hours. ‘ :

® What of the future of trainees?

(iBO
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® What skills are you training for? Do you
; have trainers who specialize in a particular
% skill?

® We already have skill programs. How does
yours differ?

® How do you '"unfreeze'" attitudes?
® We want to see samples of curriculum.

® How can training be done in a short period
of time?

® Whst are the standards for judging those to
be given new job titles and responsibilities?

® Why an eight to ten percent salary increase?

The salesman should be prepared to answer these and many
other questions which serve to point out the necessity for a
thorough knowledge and imaginative application of what the
product has to offer. (See Volume III of this report.)

B
i
i
H
k
i
i
&
4
5

A supply of promotional materials has been found to be in-
valuable for these sales presentations. Brochures, viewgraphs
and demonstration kits were developed by the Institute's mar-
keting staff and by the individual city projects. Figure 8,
Manpower Problem Indicators — Training and Upgrading, is an
example of one of these pieces of sales materials that was
used in a variety of presentations.

~

Signing the Letter of AgreementA

The final act of closure in the sales Process is, of course,
‘the negotiations that must be conducted to get the signature
on the Letter of Agreement. The responsibilities of the
company to their employees and to the personnel of the train-
ing project should come as no surprise at this point., The
salesman of a training program should have made these facets.
of the prcgram clear from the beginning. At this time his job.
.1s not to explain, but to make certain that the company's obli-
gations are agreed upon and clearly stated in the agreement.
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There were major weaknesses in some of the Letters of Agree-
ment signed by the three city projects and the organizations
with which they negotiated. For example, although salary
increases contracted for actually ranged from five to twenty
percent, in most instances the increases were less than eight
Percent, Also, until follow-up visits after training were
made, complete compliance with the terms of agreements has
not always been the case. Some cases indicate that the pro-
jirts had to prod and cajole in order to get the increases
aiid new positions for the trainees. :

It is strongly recommended that the new salary and job title

not be left open-ended. Whatever contingency is involved
should also be spelled out in the agreement.

Choosing the Marketing Staff

The people who carry out all the marketing and marketing man-
agement activities contribute to a major share of the succese
or failure of a training program. The marketing and sales
force usually makes the initial contacts with company manage-
ment. The impression they make at this time is, of course,

a crucial factor in whether or not a training program will
indeed be implemented. The choice of people who can assume
this responsibility, particularly the marketing directors,
becomes a decision that affects the vitality of the entire
pProject, :

Only one of the three city Marketing Directors had some sales
experience; one came from a governmental agency dealing with

manpower programs; and the third was a leader of a well-known
civil rights organization. Ea~h of the three had a different
combination of manpower specifications that manifested poten-
tial ability to perform the duties of Marketing Director.

All had the ability to communicate, possessed self-confidence
and exhibited resourcefulness — essential qualities in mar-

keting and sales. f

The job description for Marketing Director (originally desig-
nated as Program Developer and subsequently given the more
descriptive title) was prepared by the Institute. This cri-
terion was found to be useful not only in the selection of
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- capitalize on its own human res

candidates for the positions in the city projects, but also
as a guideline for their functions and duties.

In summary, during three years of experimental and demonstra-
tion activities to train and upgrade the underemployed worker
in the plant environment, HIT upgrading Programs have been
implemented in more than one hundred private and public. or-
ganizations. An important part of that experience has been

convincing top management in 2 wide variety of industries to
ources to satisfy semi-skilled

and skilledvlabor shortages.




{ High Intensity Training

: Included in the report is a Handbook for High Intensity
Training implementation. It does not relate field experi-
ences directly (except for isolated case studies). However,
: it is the result of the Institute's entire upgrading experi-
i ence and is set forth as a reference and a text upon which

: to base further developments of HIT.

The High Intensity Training process has proven to be omne
effective means of upgrading the underemployed worker. Thus,
a handbook on how.to implement the process should be of some

: practical use to professionals in the manpower development

P and training field. It is, admittedly, only one of the many
4 training concepts extant, and it is hoped that persons read-
ing and using the handbook will question each aspect. As a
dynamic concept, High Intensity Trainings is capable of growth
and development, improvisation and refinement. It is, there-
fore, our further desire to have the reader build upon, re-
place, and generally improve through practice the techniques q
and methodology herein described.

In actuality, a HIT program does attempt to accomplish organi-
zational and personal change among a large group of persons
in a very short period of time. At the same time it must
spend /considerable time on skill upgrading. However, the
true strength and success of the concept resides in its all-
inclusive nature. Other simpler training programs which
devote their attention to just upgrading the underemployed
worker's skill seldom even accomplish their single objective.
By ackrniowledging tlie existence and the effect of many organi-
zatlonal and personal variables on an upgrading program, HIT
is able to avoid the pitfalis of so many traditional training
programs. At the same time it is able to accomplish objec-
tives that go far beyond skill training. (These objectives
are discussed in the next section.)
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The Components of a HIT Program

; High Intensity Training programs offered to industry and to
! the underemployed worker include the following components:

i ® Analysis of Manpower Needs

: An analysis is made of existing job struc-
tures in order to determine the technical
skills for which training and upgrading ils
needed. Where necessary and feasible,
recommendations are made on methods of re- ;
structuring jobs to more fully satisfy the AR
production needs of the organization and
to provide new promotion opportunities for

the underemployed worker.

In-Plant Training by Industrial Trainers

A full-time trairer is assigned to each _
participating organization to design and =
implement the HIT program for the identi-
fied job skills. The trainer works with
trainees, supervisors and management in the
Plant setting until completion of the pro-
gram. Depending on the needs of the organi-
zation, more than one trainer may be
assigned.

Preparation of Training Materials _
Training materials developed for in-plant
instructors and for trainees are left with

trainees and the organizations for future
HIT programs.

e N A T MR R AN A

Training a Company Trainer v

An employee of the participating company is
trained to conduct future *raining programs
to piovide ongoing HIT programs within the
organization. 1In addition, other plant per-
: sonnel are called upon to instruct trainees
- during the program. This means that they,

toc, undergo instructor training.

Q@

% Advanced Seminars for Trainers -
i . Advanced training is given to selected in-
- pusnt trainers in mew HIT methodology for




training low-skilled workers and new entry-
level, minority group employees.

Development of Supervisory Skills

Wherever feasible, workers are taught the
skills necessary to move up to supervisory
positions. In all cases they are taught
human relations, communications and problem-
solving skills.

Basic Communication Skills

Basic communication skills are offered on a
selective btasis to workers who are unable to
move up the occupational ladder because of
basic English deficiencies. Motivation and
guidance for further available education is
provided as well.

Money Management Courses

The curriculum includes courses designed to
teach money managemeni, including avoidance
of liens, garnishments and highe» interest
rates. Budgeting of family income is an
important aspect of this part of the
curriculum, :

Self-Help Resource Services

Career guidance, continuation of schooling,
where to find help with legal, medical,
housing or other problems are included in the
resource information imparted to trainees.

Recruiting Services for Employer

The trainer sets up commumications with
referral agencies for emntry-level job open-
ings which will be created by upgrading the
trainees. The trainer esncourages the em-
ployer to recruit and train the unemployed
for new entry-level jobs.

Seminars for Supervisory Personnel

Formal and irnformal seminars for supervisors
whose subordinates are involved in HIT pre-
grams are held before, during and after
training concerning behavior and attitudes
toward low-skill, minority group workers.

39
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In addition, they are shown how to improve
their skills so as to train their own
workers more effectively.

Follow-Up Training Review Services

Return visits are made to organizations to
evaluate the results of training and to
assist in the implementation of second and
third cycles that are an outgrowth of the
original High Intensity Training program,

Summary of the Unique Features of High Intensity Training

40

® High Intensity Training programs reduce

traditionally overlong curricula into short,
high-impact courses.

High Intensity Training programs are based
on curriecuiiiy developed specifically for the
particulsax iol> and manpower needs of the
individuw=l ¢wganization.

High Intensity Training programs take into
consideration the low-skill worker and his
total work and home environment.

High ‘nlensity Training programs are cata-
lytic: by going into the plant setting,
trainers attempt to unfreeze negative atti-
tudes that management and supervisors may
have toward low-skill workers.

. /
High Intensity Training programs are/aesigned
to develop the technical skills and human
relations skills of the lov-skill worker.

High Intensity Training programs are designed
to build the self-estwun, confidence and
motivation necessarv Lo encourage the worker
to go beyond the j»i he is being trained for.

High Intensity Tra_uing programs atilize new
techniques in building woirk group cohesiveness
and motivate low-skill, lcw-wage, minority
group workers to assume greater work loads

and supervisory responsibilities.
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Five Phases of HIT

Figure 9 represents a High Intensity Training Program Flc
Network. The flow has been divided into five phases.

Phase 1 — Preliminary investigation of
the organization.

Phase 2 — Job Task Analysis.
f Phase 3 — Curriculum Development.
§ Phase 4 — Training.

Phase 5 — Follow-up.

The designation of these phases is somewhat arbitrary and is
mostly employed for purposes of exposition. In studying this
model and reading this section of the handbook, several
things should be kept in mind:

f ® It is a highly idealized model of a HIT
2 . program., It depicts wha% shoulid cccur under
perfect operational circumstances.

® The phases are not really as distinct as
pictured; often they overrun one another.
This is especially true of Phases 1 and 2,
2 and 3, and 3 and 4.

® The time allotted to events is not fixed as
depicted. 1In fact, time is a highly variable
parameter.

® Under a given set of special circumstanccs,
following this ''canned'' model might prove
dysfunctional. Each HIT program must be
adapted to the needs of a given organization
at a moment in time.

/

/
/
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PHASE |; Preliminary Study of Organization
OBJECTIVES
1. Familiarization with overall organizational
goals and functions.
2. Gainsupport of supervision,

3. Gainsupport of union representatives.

APPROXIMATELY 1 WEEK

7 Begin
On-Going
“uteraction
with
Supervisors
& Union

Initial
Meeting
with

Initiel
Meeting
ith

wi .
Supetvision

End
Evaluation
of

h

Begin
Frogram
r

D
[ncumbent
Supervisors,

RESULTS

1. Ad 1

. q ledge of ion to
begin design of an HIT program.

2. Supervisors’ support.

3. .Union support.

Q
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PHASE |I; Job Task Analysis PHASE [1l: Curriculum Development

OBJECTIVES OBJECTIVES oed

1. Perform a job task analysis of target jeb. 1. Development of HIT cusriculum. 1. Conduct t-aining for underemp
2. Select trainee group(s). 2. Prepare trainees’ and trainers’ manuals. 2. Conduct training for supervisas
3. Select a company trainer. 3. Select skilled resource persons. 3. Conduct on-going evaluation o
4, Gain greater familiarity wii organization, 4. Orient skilled resource persons in training 4. Provide feedback to supervisor
L. ncreased commitment from techniques. 5, Provide feedback to managemas

supervision and union, )
6. Preparations for graduation.
APPROXIMATELY 2 WEEKS APPROXIMATELY 1 WEEK APPROX!E

Begin
Dang-Gn!nn
E:l’llltilln

P;upnrntinn
of
Manuak

0
Trainees

End
Curriculum
Development

Begin
Curviculum
Development

Task
Analysis

Begin

End
Preparriion

Bugin

of Company J¥;
Trainer

Q\rientation
for Skill
Trziners

ection
of Skill
Trainers

P of Company

for
Trainer Gradustion

Begin
Training
Company
Trainer

>
HESULTS RESULTS
1. Sufficiant information on target job(s} 1. Tfainea‘.and trainers’ manual complete 1. Upgraded and motivated v.e
to develop HIT cirriculum. with eurriculum and supplementary

_ audio-visual aids, 2. Improved supervisory force

2. Trainee croupls). 2 o cecsi be
dul to be cond d by 3. Extensive inv 3

3. Company Trainer. skitled resource persons, nst olvemant of a
4. Increased knowledge of organization. 3. Continued involvement o1 organization

personnel and union.
5. Increased commitment on part of
supervision and union, .

6. Awareness of program throughout
organizaticn. .

Figure 9

HIGH INTENSITY TRAINING PROGRAM - FLC




PHASE 11I: Curriculum Development PHASE IV: Training PHASE V: Follow-Up
'Q.BJECTIVES OB8JECTIVES OBJECTIVES

ke SR

1. Development of HIT curriculum. 1. Conduct training for underemployed workers, 1. Encourage and support management
with second program.

2. Prepare trainees’ and trainers’ manuals. 2. Conduct training for supervisors. k!
i . 2. Further the training of company 4
3. Select skilled resource persons. 3. Conduct on-going evaluation of all trainees. trainers. k|
4 82;:.1 sk;!ed resource persons ir training 4. Provide feedback to supervisors on progress of underemployed trainees. 3. Develop the leadership skiis of the
qui ) upyraded workers and stimulate their
5. Provide feedback to management on progress of supervisars. interest in the community.
6. Preparations for graduation,
BEGINS APPROXIMATELY
APPROXIMATELY 1 WEEK APPROXIMATELY 5 WEEKS 2 WEEKS AFTER GRADUATION

End
Interaction
with

o e e e et e ot

Supervisors
& Union

ﬂmE‘oing End .
Efvulultinn Er.h"m"
Trainees

0
Trainees

N
Latter to

Return

ogin - End

urriculum Cusriculum Graduation isit

evalopment Development for gs:n‘i:ug;:
Trainees

4

0, : P i
of Skill of Skill frapanation Preparation Sragantion O:le:i';a'inn
Trainers Trainers Graduation Elrraduni on Supervisars E:csl:mn

Advanced
Training .
iner{s}

minar
for Company;
Trainers

End
Program for
7\ Incumbent

Suprivisors

RESULTS RESULTS RESULTS
1. Trainees’ and trainers’ manual complete 1. U i
with curriculum and supplementary Roraded and motivated workers. 1. Second cycle program.
audio-visual aids, 2. Improved supervisory force, 2. lLeave orgznization with improved

2. Scheduied sessions to be conducted by training capacity.

3. E ive i " " .
skilled resource persons. xtensive involvement of all levels of arganlzation in upgrading training.
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Field Review of HIT

Part II of this volume contains a field review of six actual
in-plant training programs, two from each of the three city
Projects. Because the differences between these and the
idealized model of HIT in Part I are identified, the writer
offers some fresh observations an:l assumptions about training
concepts and methodologies. Thage may be considered to be
1dditions for the further study and development of HIT.

Additional Observations

Underempioyed Worker

® The underemployed worker has demonstrated
that he has the ability to learn new tasks
and assume new responsibilities in a very
short time. o

® The underemployed worker has sho%n that his
ego, self-esteer, and motivation can be
increased substantially within a very short
period of time. '

® The underemployed worker has shown that he
is able and willing to accept new occupa-
tional challenges when they are presented
to him in a weaningful and understanding way.

® The underemployed worker offers better promo-
tional material for higher skill jobs in the
organization than does a newly recruited
outsider. :
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Supervisors

Emplovers

Supervisors' attitudes toward underemployed
minority group workers appear to have sub-
stantially improved following HIT programs.

Some supervisors moved from initial antago-
nism toward the HIT progrum to attitudes
of full cooperation and enthusiasm.

A number of supervisors have reflected on
their own human relations and technical
abilities as a result of close proximity to
the trainees, and appear to have reevalu-
ated many negative perceptions.

Some supervisors passed through initial
stages of insecurity tc realize that better
trained subordinates served to improve
their own status.

Supervisors have shown a greater willingness,
as a result of the HIT program, to listen to
ideas and suggestions of low-wage, m1nor1ty
group workers,

Supervisors were willing to participate in
the HIT program as instructors, counselors,
and curriculum developers after a sound
indoctrination into the pcsitive aspects of
the 'IIT process.

(Organizations)

Employers who upgrade low-wage workers will

fill the resultant entry-level job vacancies
with unemployed workers or new entrants into
the labor force.

Traditional job hlerarcbles within organiza- .

tions can be restructured to provide
intermediary-level jobs for which low-zkill
workers can be trained and upgraded.




- Differences Between the HIT Model
T and Field Experience

The field experiences have shown some distinct variations
from the idealized HIT model in Figure 9. While all of the
pPrograms generally followed the flow of the model, differ-
ences in timing aud substance were encountered in each new
program. However, observations would suggest a closer look
at components and timing that seem to need continual adjust-
ment,

The Tetter of Agreement

Usually the Project, Marketing and/or Training Direccor is

Tpresent_at the meeting to make final negotiations for the
Letter of Agreement. The understanding reached at this meet-
ing will service, among other things, as a basis for evalu-
ating the accomplishments of the trainer. Ideally, the
trainer should be responsible for the agenda of the meeting
and make certain that management is asked to explain their
understanding of the Letter of Agreement., Any points of un-
certainty can be raised at this time, and any questions
answered by the parties. This will serve to forewarn the
trainer of possible future problems he may encounter during
the training itself.

Renegotiation of the Letter of Agreement

Usually the initial Letter of Agreement serves as a general
guideline as to what is to be dome during the program. How-
ever, management quite often agrees only to a minimum number
of trainees and a minimal wage commitment. Where the man-
power and job task analyses indicate that additional trainees
may be included for the mutual benrefit of all, the trainer
should have the knowledge and authority to renegotiate the
Letter of Agreement. -

Curriculum Requirements

The HIT model Prognam Flow Network indicates that training i
manuals should be completed prior to starting the training.
In no case was the trainer able to meet this requirement,
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and experience would indicate that the guideiine should be
changed.

The trainer should prepare what might be describe ! as a
training proposal which specifically states the activities
to be accomplished by him. The proposal serves as a plan
and a strategy for management's approval. This is a prelude
to the finalization of the curriculum. All objectives,
methodologies and components must be indicated.

Selection and Train” .g of Company Trainer

Management will usually designate the company trainer. An
excellent opportunity to involve the management and the super-
visory staff ig available at thig point. The Trainer must
make himself available to the selected company trainer(s) for
Preparing curriculum materials, outlines, visuals, and the
like. More time must be allowed for orienting and instructing
the trainer in HIT methodology and trainer techniques. This
lack of time has had a‘' detrimental effect on the "multiplier"
component of HIT. The trainer should also be informed of
future Praparatory programs planned for his benefit,




Analytic Studies

An analytic study was made as part of the contractual obli-
gations. It was concerned with the impact of High Intenzity
Training in the short run. It discusses many of the func-
tional as well as dysfunctional aspects of the methodology.
Thig action-oriented analysis was performed in three cities
and in five different plant settings. An attempt was made
to focus on the trainees, non-trainees, supervisors and
management, greatest emphasis being placed on the trainees
and non-trainees. it is oine of the first empirical studies
of the underemployed worker in the plant setting, and by no
means does it exhaust all of the variables for studying
training effectiveness. It is both attitudinal ani behavioral
in its approach.

The reader should keep in mind that one of the most difficult
aspects of action-oriented field research is controlling the
many variables which can contaminate results. Another serious
difficulty is doing research in a plant environment, an en-
vironment in which management and the worker tend to be some-
what suspicious of the objectives of the project staff. Con-
sequently, the sample population was drawn from those organi-
zations who were willing to participate in the analytic study.
The sample is not random and is representative only of com-
Panies who were willing to comply.

The Worker

The trainees in the study can be described by a profile of
the underemployed worker. The following statements were true
of tlie sample population.

They were predominantly Black — 84 percent; 55 psrcent of
these Black workers were female. They were approaching middle

49

S A

¥ I

[—




126 TN S e TV St s i e eyt oot e oo

age — 36.7 years mean age, and thecretically in their peak
income period; yet they had only a mean weekly income of
$87.00. Many of the trainees, and their families, existed
on the brink of economic subsistence; 50 percent of the
trainees were the principal waze earners.

Their formal educationai level was low -— a mean of 9.7 years
as compared to the supervisory mean level of 12.6 years.
Although the trainees had a surprising record of job reten-
tion, a mean of 8.1 years with the same organiiation, none
had ever received any formal training. Any 'training" had
been on the job and rendered inforwmally by peers.

The trainees, and won-trainees, appeared to constitute a vast
reservoir of untapped potential manpower.

The primary purpose of studying the underemployed worker
(trainee) was to measure changes in this person's attitude
and behavior from Phase I to Phase II. The most clearly
identified changes to be discovered were in several areas.

The trainees' perception of the importance of their jobs was
surprising. 1In Phase I, 64 percent viewed their job as im-
portant, but in Phase II this figure dropped to 33 percent.
This change is a result of the trainees' increased self-.
awareness and self-esteem, as well as a broader, more objec-
tive view cof the real world. They apparently were made aware
of thée incongruities of their jobs and their abilities, and
this in turn engendered a state of cognitive dissonance.

The unanswered question is, '"Will this realization serve as
a motivator to improve their social and economic circum-
stances?"

A testimony to HIT's effect on the supervisor is the fact
that in Phase T fifty-five percent of the trainees perceived
tl.2 supervisor as considering their job important tc the
orga:ization. 1In Phase II this figure increased to a ste-
tistically significant 75 percent. This must be attributed
to increased communications and supportive behavior on tl.e
part of the supervisor. Also, many of the crainees’ negative
perceptions toward supervision had been unfrozen.

The trainees were considerably more interested in their new
jobs than in their previous jobs; 55 vercent before HIT and
71 percent after HIT indicated that this was true. This may
be a meaningless result. After eight years on a job almost
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any new job is bound to be more interesting, at least in the
short run.

The trainees were also generally satisfied with their in-
creased wages. In Phase I, 43 percent had perceived their
salary as adequate. In Phase II this increased to a signi-
ficant 67 percent. The small wage increase as an extrinsic
reward appears to be valuable to the ‘trainees and probably
triggers numerous intrinsic rewards.

An unexpected phenomenon was the attitudes of the trainees
toward their supervisors. In both phases 88 percent viewed
the supervisor as being competent. He was aiszo r=garded as
being open to suggestions. non-discriminatory on a racial
basis, clear in his communications and inconsisteat with the
stereotype of the racist, non-human relations oriented super-
visor. At face value, this data is difficult to interpret
and since it seems contradictory, needs further investigation.

As a result of their training, the trainees developed into a f
cohesive work group. However, in interaction with non- !
trainees, the trainees were more excluded from the general L
group than they were prior to training.- This change is con-
sistent with Argyris' and Harrison's* findings as a result of
the T-group experience. Apparently this is one of the dys-
functional aspents of any training program that changes atti-
tudes of a small group wituin an organization.

One of the more promising aspects of change among the trainees
was their viewpoint on advancement. Prior to training they
generally regarded opportumities for advancement as a direct
function of company policy. They seemed to hold the view

that one's life was determined by bigger forces, i.e., the
organization. After training, the trainees generally saw their
own ability as the key factor for advancement. This repre-
sents a significant step in the trainees’ personal development.
Following training, the trainees had a more positive perspec-
tive on opportunities for advancement. However;, this optimism
was limited to opportunities within the organization. The
trainees were still very apprehensive about attempting to trans-
fer their new skills and knowledge to a strenge environment,

* Chris Argyris, Interpersonal Competénce and Organizational
Effectiveness. Homewood, Ill.: The Dorsey Press, Inc.,
1962, pp. 131-137, '
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An area of some ambiguity is the trainees' educational aspi-
rations. 1In both phases the trainees expressed considerable
interest in furthering their formal educations. 'In all in-
stances this meant completing high school or the G.E.D.
However, a positive behavioral response was missing in both
instances. Perhaps the school systems in their respective
urban commmities did not provide a decent vehicle for fui-
filling their educational aspirations. Or perhaps while
they gave thought to education it became difficult to work
all day and attend classaes at night, an arduous schedule for
a head of a hcusehold.

Most of this section studies attitudinal change. However,
if we regard the changes we found, within the context of an
empirical model, such as Bennis' and Schein's,* we rmust con-
clude that we seldom change attitudes. Bennis and S5chein
view attitudinal change as -a three phase process; unfreezing
the old attitudes, developing new values, and refreezing the
new attitude. The standard HIT model, when successfully
applied, appears to move persons through the second phase.
However, the responses were often too weak and mixed, and
behavior too inconsistent to conclude that the new attitude
had firmly taken hold. Also, this study is on the short
range impact of HIT. Usually not more than two weeks had
elapsed between the end of a HIT program and the Phase II
interview. ‘

The Supervisor

The data showed that the general characteristics of the su-
pervisors are consistent with the Institute's expectations.

® They were an average 14 years older than
the trainees — a mean age of 48 years.

® They were predominantly White — 76 percent.
This figure would have been 100 percent were
it not for the inclusion of a Black-owned
firm in the sample.

* Bennis, Warren G., and Edgar H. Schein (eds.). Personal
and Organizational Change Through Group Methods. New York:
John Wiley, 1965.
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® They earned a substantially higher wage than
the trainees: a mean of $121.00 per week or
approximately $50.00 more.

® They had approximately the same job retention
as the trainees.

® Sixty-nine percent were male; all female
.supervisors were in the hospital area,

® Their formal education was considerably
greater than that of the trainees: 12.6
years, approximately three years more.

® In all instances they had "‘worked their way
up" and had received little or no formal
training in the process.

The panel study of supervisors, conducted to show change,
produced the data which reflects the short-range impact of
HIT. It will be discussed in light of the data from post-
HIT interviews.

A high proportion (83 percent) felt that workers could be
trained to become supervisors., However, a highly complex and
ambiguous finding occurred in the area of the supervisors'
perceptions of the need for a supervisory development pro-
gram. Only 35 percent responded positively, while 41 percent
had no response. It should be noted that this data is biased
by a severe supervisory problem in one of the hospitals of
the sample. Also a technical question of how %o interpret a
nonrasponse of 41 percent arises. This may be an indication
of job insecurity on the supervisors' part. Further, the
findings are inconsistent with management's perception of the
need for such a program, Sufficient data is mot available to
arrive at a firm conclusion, but we can assume the suggestion
of such a program was perceived as a threat by the supervisors.

In answer to how higher skilled jobs in the organization
should be filled, 95 percent responded that they should be

fiiled from within. However, they only felt that 35 percent

of the underemployed workers had the potential for upgrading.
The incongruity in these responses is apparent. In the Black-
owned firms the responses were much different; supervisors
felt that 90 percent of their underemployed workers could be
upgraded. The significance of this difference has a racial
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overtone. It is also inconsistent with the trainees' posi-
tive perception of the opportunity for advancement within
the organization. It will be of considerable interest to
witness how these trainees, in both the Black-owned company
and other organizations, progress over the next year within

the organization.

Closely related to the above findings, and probably a partial

determinant of them, is the supervisors' own record of promo-

tion. Only 56 percent had received a promotion since joining

the organization. Thus nearly half the group could reasonably
be expected to have a negative attitude toward promoting

o;hers.

An area of positive change in the supervisors' attitude was
the amount of skill required for the new job. Prior to the
program, 65 percent responded that "a great deal” of addi-
tional skill was required. After the program, only 41 per-
cent responded in this mammer. Participating with the trainer
in the HIT process caused the supervisors to take a more
realistic view of upgrading training and, more importantly,
of job requirements. While the supervisors' perception of
the need for extensive technical skill training was lessened,
their appreciation for the trainees' need for training in
interpersonal skills was enhanced. If the change is modest,
it is still a very positive step forward.

The effects of HIT on the supervisors' perception of absentee-
ism, lateness and productivity were all positive. However,
these conclusions are highly questionable. They do not rep-
resent analytically measured change in these variables, but
only the improvements perceived by the supervisor. They are
probably highly subject to a short term halo effect.

As expected, the HIT process had more effect on the attitudes
of the trainees than on those of supervisors. Referring back
to the Bennis/Schein model of attitudinal change, the super-
visors had advanced into the first phase of the process of
attitudinal "unfreezing' of past attitudes.

Reactions to the Effectiveness of HIT Programs

The intensity of reactions to the program appear to be a
function of how closely related the person was to the pro-
gram. The trainees were the only direct participants. Some



supervisors participated to varying degrees in the programs
in the areas of job selection, skill training, and evaluation
of trainees' progress. Non-trainees and managers had the
least direct participation in the programs. :

The following are the key results ascertained from trainee
responses.

An overwhelming majority of the trainees, 90 percent or more,
responded by saying that:

® They '"'liked the program very much."

e The program was useful in preparing them
for their new job.

® The program was very useful in teaching
them to deal with people on their new jobs.

® The program gave them a perspective as to
how their work fit into the overall activ-
ities of the organization.

® The program was useful to them outside of
the job.

In a more specific veiw, 41 percent of the trainees saw skill
training as the most useful tool learned for the job, 25 per-
cent felt it was how to deal with people and 16 percent
thought the most useful job tool was the improvement in their
own attitude. The three most important things learned for
use outside the job were: interpersonal relatioms skills,
money management, and personal mental health. “Also of im-
portance were family counseling and cultural exposure.

The trainees with previous training exposure rated the pro-
gram highly: 54 percent as excellent, 27 percent as good, anc
four percent as fair. A surprising percentage, 15 percent,
had no response. It may be assumed that most of these re-
sponses would be on the negative side.

The trainees' enthusiasm for the program is further evidenced
by the fact that not one thought it was too long. Fifty-
seven percent thought it "about right' and 36 percent too
short.
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Only 11.4 percent of the trainees felt they had "some" diffi-
culty with the program and only 13.6 percent reported ''very
little" difficulty. This helps explain the other favorable
responses. It was apparently a very positive educational

exXperience.

This quality of the Program is reflected by their perception
of the trainer; 77 percent saw him as ''very good" and 12 per-
cent as 'good.” Only two percent thought he was "'very poor."

Of course, these kinds of Tesponses are usually favorably
biased and should be accepted in that context.

In summary, the trainees, for the variety of reasons alluded
to, were overwhelmingly positive toward the program.

Non-Trainee Responses

The non-trainee Tesponses were, for the most part, based on
information gained from trainees. The following are the key
results ascertained from non-trainee responses.

® A very high percentage of non-trainees saw
the program as good and thought that others
saw the program as good. Over 90 percent
of the non-trainees were very interested or
interested in taking a future program.

® The non-trainees recognized both the

intrinsic and extrinsic rewards of HIT ‘ f
programs. i

Supervisors' Responses

The supervisors' responses were based partially on experience
and partially on information received from others. For the
most part, supervisors felt that the pregram had lived up to
their expectations and in 94 percent of the responses the
program was considered as very useful or useful in teaching
the trainees what they needed to know for the job. The

effect on the cost factors of turnover rate, quantity and
quality of work, attendance, lateness and morale. The overall
positive response of the supervisors appears to be lower than




the trainees', raising the question of the effects, if any,
of the precision of response categories and the degree of
direct involvement of the subject responding.

Management's Response

Management was the furthest removed in terms of direct in-
volvement in the program. The reaction of a manager is of
prime importance in that he is the one who needs to be sold
on introducing the program and continuing it in the organi-
zation. Managers felt that the program was effective and
indicated that they would endorse the program to others. In
their view, the major gain from the program was an immediate
increase in worker morale with the corollary positive effects
on absenteeism, lateness, and manpower turnover.

Implications

This volume serves as a methodological guide to a future
study which will probe the longitudinal impact of HiIT. From
this short term study the following jmplications emerge for

the future:

e The HIT concept tends to be an effective
first step for upgrading the underemployed
worker. It is necessary to become even
more innovative in the field of manpower
development. From the employees' and
employers' standpoint, .new, reliable and
valid techniques in remediation, job re-
structuring, in-plant counseling and the
1ik%e need to be developed.

® Between now and the year 2000, employing
organizations will have to become more in-
volved in training and education. In order
to meet future manpower needs the organiza-
tion may, in fact, become partially a
commumity college or university.

® The underemployed represent a vast manpcwer
pool and it is most important for management
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to recognize this and to begin developing
action-oriented prograias. This study should
provide the reader with a clearer under-
standing of the underemployed worker in the
plant setting. It does make the following
points and contains some implications for
future program development.

Training can be obtained in reasonably short
periods of time. In the future, the concept
should be introduced into other institutional
settings.

The concept, while still modest, can serve
as one of the major techniques for upgrading
all levels within the work environment.

The study does point out some of the dys-
functional aspects of MIT. During the next
phase the concept will take on added dimen-
sions in order to meet the manpower needs

in the decade to come. The past 18 months
have provided us with a systematic data base
which should help ws develop an arsenal of
innovative tools.

The study points up the need for criteria
for evaluating program and technique effec-
tivenessz. We tend to be in the "judgmental
state of the art." Qualitative and quanti-
tative indices must be developed.

The study iz an attempt at under<tanding

the impact of HIT. It is by no wmeans all-
encompassing. It has the limitation of only
being concerned with the short term effects,
It does, however, have impiications for

- future action-oriented longitudinal analyses.
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ANNOTATED BIBLIOGRAPHY

Project Advance: Breaking the Barriers of Occupational
Isolation: A Report on Upgrading Low-Skill, Low-Wage
Workers. 1966.

A report on an upgrading feasibility study in the New
York Cicy area. It describes in detail the possibilities
for introducing programs designed for upgrading the umder- ;
employed workers in five industries (hospitals, plastics, {
restauvrants, electrical components, and retail groceries). §
The workers, their working environment, and specific :
training programs are discussed. This comprehensive work

also includes s High Intensity Training wodel, field ex-
periences and research findings. An accowpanying summary
velume, An Overview, relates the highlights of the

rroject.

Project Advance: A Proposal for Upgrading Low-=Wage, Low- ;
Skill Emplovees in Small Organizations. 1966. §

This volume discusses the roots of the problem of the
underemployed worker, the objectives of the proposed
program and its research study. A Jdetailed account of
selection of industries and of the training methods to be
used in upgrading the underemployed are also included.

Phase II Project Extension: A Proposal for Upgrading Low-
Skill, Low-Wage Employees. 1967.

This proposal describes the planned second year of opera-
tions of training low-skill workers for better jobs. It
includes plans for English language proficiency training,
for training company trainers to conduct upgrading pro-
grams and for in-service training of the project's per-
sonnel. Also included is a detailed description of the
developing concepts of High Intensity Training.
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Upgrading the Low-Wage Worker: An Ergonomic Approach. 1967.

On Septembexr 1, 1966, Skill Advancement Incorporated
contracted with the Office of Manpower Policy, Evaluaticn
and Research, United Staies Department of Labor, to de-
velop and demcnstrate innovative methods for training and
upgrading low-skill, low-wage workers. This publication
is a four-volume description of the project.

Volume I of this series contains an overview of training i
and research activities during the past year and a man- %
agement report on project administration.

Volume II reports one year of developing and testing :
innovative training techniques; of unfreezing management
and union attitudes; of opening up new opportunities and
creating new hope for disadvantaged workers in the New
York City area. It reports a program which achieved its
training objectives through the full involvement of em- i
Ployers in thke upgrading of underutilized manpower -—
seventy-five percent of whom were minority group members.
Volume ITI discusses the research design and preliminary ;
findings of the Employee Research Study and examines the
work attitudes, behavior and motivations of the low-skill
worker.

Volume IV identifies six potentially receptive industries
for the introduction of upgrading programs in Phase II,
and traces the development of a conceptual model to
identify relevant industries.

Managing a Three-City Upgrading Configuration: A Coordinated
Approach. 1968 A ;

A detailed plan of an eighteen-month E&D project managed

by Skill Achievement Institute and operational in Newark,
Baltimore, and Cleveland. This publication describes the
function of the Institute as the systems manager for the

project, the upgrading model used in each city, the ana-

lytic program conducted within each project. The volume

includes also a detailed discussion of upgrading through

High Intensity Training.




Cross-City, Cross-Plant Comparative Analyses of the Effects
of Training and Upgrading Low-Skill, Low-Wage Workers
Through High Intensity Training. 1968.

et 5"‘{{2«‘%{%

This volume describes the analytic design carried out by
the separate analytic divisions of each of the city pro-
jects in the three-city upgrading program. A fourth
aspect of the design, undertaken by the Institute is also
included. There are outlined specific responsibilities
of each analytic division, the critical components of the
anaiytic programs, and the analytic concerns, questionms,

materials and methods to be used.
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EDITOR'S NOTE

This is Volume I of a four-volume report on an eighteen-month
E&D contract from the U. S. Department of Labor, Manpower
Administration. The reader will find that the entire report
is cross-referenced according to subject mattexr when this
seemed advisable. The other volumes and their subiects are
listed below:

Volume II, Guidelines for Marketing and Sales,
records the marketing experience of the three city
projects and sets forth the philosophy, strategy
and sales techniques employed to initiate upgrading
training programs in the field.

Volume III, High Intensity Training Methodology, is
a volume in two parts. Part I, A Handbook for
Implementation, discusses in detail an ideal model
of HIT and includes a description and explanation
of the five phases of activities of this model.
Part II, A Field Review of Selected Programs, is a
discussion of the findings of a sampling of actual
training programs and an examination of the under-
lying assumptions of HIT. :

Volume IV, An Analysis of the Short Range Impact of
High Intensity Training, is a discussion of the
findings of a panel study conducted by the Institute
and its field analytic task force.

Summary Volume, Upgrading the Underemployed in the
Work Environment: A Summary of the 4-Volume Report.

Footnotes are listed according to the chapter in which they
agnear in the last section of the volume. A glossary of
Operational Definitions has been included for the reader's
convenience and also appears near the end of the volume.

The Annotated Bibliography lists the material published by
the Institute during its association with three phases of E&D

upgrading activities.




PREFALCE

The four volumes of this report represent three years and
many man-hours of experience in upgrading underemployed
workers in the work environmment. This is the first time
The Institute has delivered products for implementing
other training and upgrading programs. Volumes I through
III are not intended to give ''turn-key'" capability but
have been written merely to serve as a comprehensive set
of guidelines in managing, marketing and implementing
training programs for upgrading the underemployed worker.
It is anticipated that as this organization obtains more
experience in the field it will expand and develop the
concepts and models discussed in these volumes.

For the first time we feel that the model has been developed
systematically and with the idea of expanding easily and
rapidly to new markets. 1In the refinement of this concept
we have attempted to anticipate manpower needs in the 1970's.

This has been the most complex document we have ever sub-
mitted and it reflects three years of E&D activities in up-
grading rather than just the period covered by the latest
contract. Without the devotion, loyalty, and professional
expertise of Miss Caroline Pezzullo, the four volumes would
not now be a reality. In addition to responsibility for
authorship of Volume II, she coordinated the preparation of
the entire series. .

Without the assistance of our devoted staff, especially
Mrs. Elinor Weldorn and Miss Jean Sanguiliano, the four
volumes could never have been prepared within the time
constraints. '

I would especially like to recognize Mr. Edward Giblin who
has extensive experience in the field setting and who has
incorporated this knowledge into a HIT handbook within the
guidelines of the original concepts of Norman Goldberg.




Mr. Walter Morgan, who gathered information, reported on
actual HIT programs and offered fresh observations and
evaluations of HIT, also deserves our thanks. I extend my
gratitude to Mr. Bermard Pittinsky, my co-author, for pro-
viding another touch of reality for Volume I, and to Frank
Castro, for providing the analytical designs and implemen-
tation of Volume IV.

To Mrs. Mary Farrar, Editor for The Institute, who had
the major responsibility for putting this series into
English, we are extremely grateful. To the Institute's
support staff, whose assistance in preparation of these
documents has been helpful, my special note of thanks.

Although Ncrman Goldberg, former Director of Operations,
has now moved on to new challenges, he was totally respon-
sible for the original concepts and methodology of HIT.
Many of his ideas are woven throughout this entire series

of volumes.

Certainly the culmination of this series would not have

been possible without the full commitment of Mr. Melvin J.
Rogow, Project Officer, whose support over these many months,
along with that of Mr. Seymour Brandwein, Director, Office
of Special Manpower Programs, has sustained The Institute
and its objectives.

S. B. M.




ABSTRACT — AN APPLIED MODEL FOR PROJECT MANAGEMENT

Skill Achievement Institute was founded to act as a system

manager for a multi-city program of upgrading the underem-

ployed worker in the plant setting. Seven cities were con-
sidered as locales and criteria were established for making
the final choices of three of these — Newark, Baltimore,

and Cleveland.

A training prcject was set up by the Institute in each of
these three cities. The problems of finding and deciding upon
appropriate sponsoring agencies, the specific managerial struc-
ture to guide each project and the role of the Institute as
supporting manager and advisor are discussed at length. The
initiating activities mnecessary to make each training project
operational are common to many single manpower projects. The
Institute had to cope with these in three separate geographic
locaticns and in conjunction with three separate sponsorship
situations. How each project was staffed and how that staff
was trained by the Institute make up an important part of the
volume. Other initiating activities such as establishing
offices, surveying local industries for their acceptance of
training programs, and developing a sound communication system
with the Institute were multiplied by the number of projects.

Concurrently, the role of the Institute itself as a system
manager was being formalized. staffing for a unique and
imaginative program proved to be a challenging experience, as
did the establishment of a techmical assistance capacity that
could function as needed by each city project. The technical
assistance, after the projects were under way, was necessary
in the areas of management, marketing, and training methodol-
ogies and materials. The Institute also served the projects
with a continuous in-service training program and devised an
efficient operations control capacity.
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CHAPTER 1

PROJECT MANAGEMENT THEORY

"A top management that believes its job is to sit
in judgment will inevitably veto the new idea. |
It is always 'impractical.' Only a top manage-

ment that sees its central function as trying to

convert into purposeful action the half-baked

idea for something new will actually make its
organization--whether company, university, labo-

ratory, or hospital--capable of genuine immova-

tion and self-renewal.”

"One risk an immovative organization cammot afford
is the risk of aiming too low. It takes as much
ingenuity and work to do what we already do a
little better, as it takes to do something en-
tirely different. It takes as much work and
effort to create one addition to the product
line as it does to create a nmew business. In
genuine immovation one cannot afford to come out
with just another product. The work needed for
it is too great for the possible results--and
the risk is exactly the same as that of aiming
for a new business or perhaps even for a new
industry. What distinguishes the truly pro-
ductive scientist from the merely competent one
is rarely knowledge or effort, let alone talent.
The men who are truly productive--leaving out the
few towering geniuses such as the Newtons or the
Faradays--are men who focus their knowledge,
their intelligence, and their efforts on a big,
a truly worthwhile goal, men who set out to
create somc*> ~ new." ‘
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Separate experimental and demonstration Programs for up-
grading the underemployed worker. The several volumes of
this report describe the third of these Programs in which
The Institute acted as a System manager of a multi-city up-
grading project. The Institute staff faced the challenges
of designing and implementing an Institute and three up-

The major objectives of Volume I are as  follows:

® To present a conceptﬁal managerial model
which was applied to the multi-city up-
grading project; .

® To discuss the organizational design
which was used to facilitate the achieve-
ment of organizational objectives;

® To describe the implementation of the
multi-city Project, including both the
functional aspects and the dysfunctional
aspects of these operations.

Historical Perspective

Since Skill Achievement Institute has been associated with

‘the problems of upgrading, it has experienced three distinct

chronological~phases thatvwillvbe described‘in this chapter,
each'new-phaSE’foundedvuponrthe'knowledge%and;expertise

gained from the Previous programs. =~ . |

The Institute preSeht1y~serves aS’évsysteﬁfménager for a
three-city in-plant;upgrading Project in Newark, Baltimore
and Cleveland, ’
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HIT is a systematic means of offering iow-wage employees
skill training and upgrading for specific jobs with a
salary increase, and, at the same time, providing them
with human relations skills and other means for self-
development. HIT has proved to be a pragmatic solution to
employers' needs for skilled labor. It offers expeditious
in-plant training (usually forty hours spread over a period
of five weeks) which allows the employer to realize the
benefits of the trainees' new proficiencies more quickly
than traditional training methods would allow. HIT also
demonstrates to the employer that he possesses in his pool
of low-wage workers the human resources that can help solve
his manpower problems. (HIT Methodology is described fully
in Volume III of this series.)

Phase I - Feasibility Study (New York City)

The first step in this progression of upgrading programs,
Phase I, was a feasibility study of the need for upgrading
programs in the New York City area.2 Funded by a grant
from the City of New York in 1966, the research was con-
ducted by interviewing managers and personnel and/or
training staffs in 150 organizations in the private and
public sectors. The study showed thar some employers
realized the need for training their workers, but did not
have the time or personnel or expertise to conduct a train-
ing program. Other employers showed evidence of prejudice
toward their low-wage workers, and needed to be convinced
of the abilities and interest level of the members of this

labor pool.

The last aspect of this study was a pilot upgrading project
in a major New York City Medical Center. The project's
staff conducted a HIT program and thereby created an in-
plant training paradigm, which was followed in the second
developmental phase of the upgrading experience.

Phase II - One-City Model (New York City)

Phase II, a logical progression of the feasibility study,
was an experimental and demonstration program to test and

to develop the ip-plant training paradigm into a one-city
upgrading model. This phase was funded by a contract with
the Office of Manpower Policy Evaluation and Research
(OMPER}, United States Department of Labor, from September,
1966, to November, 1968.% The objectives of this phase were
to test the training and upgrading methodology of the HIT
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package in a number of organizations in the New York area,
and to conduct two analytic studies. These studies were to
examine the readiness of workers to be trained and upgraded
and to also determine where a job-vacancy criterion could
be used to select industries for upgrading.

While the program of Phase II accomplished most of its ob-
jectives, it also set forth several challenging implications
for immediate use or for further study. One of these was
that HIT should be marketed as a product the employer needs,
and not as an appeal to his social conscience. Also, Phase
IT determined that HIT should include formal clinics for
first-line supervisors who may feel threatened by their
subordinates' new training and who need to be convinced of
the valuve of HIT to their immediate staffs.

Phase II also demonstrated that HIT could be implemented in
a variety of industries because it is flexibie enough to be
custom-designed for each plant situation. The one-city
project of upgrading the underemployed worker also provided
an organizational model that could be applied to a much
brcader geographical area.

Phase III - Three-City_Mbdél (Baltimore, Cleveland and Newark)

The third and most recent experimental and demonstration
Phase was a logical progression and extension of the previous
phases. Phase III was funded by the United States Department
of Labor, Manpower Administration, with a contract for repli-
: cating the one-city training and upgrading paradigm in three
. cities. The contract covers the period from February, 1968, :
to July, 1969. The Institute was formed to act as system f
manager for this multi-city program. As The Institute agreed f
in the contract, its responsibilities as system manager in-
volve four particular areas of guidance and control:

: e Expansion of the training and upgrading
: and analytic experiences of Phases I and II;

@ Provision of total, integrated pianmning for §
the entire system of upgrading programs;:

® Provision of technical support in manage-
ment, training, marketing and analytic
studies;

“ §8
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Coordination of the entire multi-city
upgradi—g program.

The specific objectives of this third phase were broader in
scope than the reliability and validity testing purposes of

the previous programs.

¢

Otker objectives include:

Determining whether a variety of sponsoring
agencies could aid in implementing HIT;

Developing and conducting a study to deter-
mine short-term and long-term effects of
HIT on the workers and on the employing

organization;

Overseeing the three-city operations to
train 1050 low-wage workers directly and
1050 indirectly through trained company

personnel;

Providing overall planning, technical
cach ~it+

support and coordination for each ¢
project;

Refining HIT upgrading and marketing tech-
niques;

Establishing a central information and
evaluation system.

The Institute began the three-city upgrading program by
establishing each local project under the auspices of a

state, city and non-profit sponsoring agent.

soring

The spon-
organizations are:

- The Commissioner of the New
Jersey State Department of
Labor and Industry in con-
cert with the State Employ-
ment Service.

In Newark

In Cleveland- The Mayor's Department of
Human Resources and Eco-

nomic Development.

In Baltimore- A private, non-profit organi-
zation.
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The Institute performed the technical services of recruit-
ing and training staffs for each city project, providing
the necessary logistics, and establishing the base for
marketing the HIT package to local industry. For the dura-
tion of the program, the Institute continued to provide
each city project support services by conducting in-service
training for the training staffs, assisting the marketing
of the HIT package, and helping to solve general manage-
ment and administrative problems as they arose in each city.
(See Appendix A for Operations Control Report as of May 31,

1969.)

The Institute was responsible for the analytic design and a
system for evaluating the progress of each project. The
analytic program assessed the short-range impact of HIT on
the workers trained, their peers and supervisors, and the
organizational structure; the evaluation process addressed
itself to the training methodology and techniques.

The Institute designed and implemented a central informa-

. tion system to facilitate management of the entire program.
The information system, while still in the developmental
stage, is concerned with quantitative and qualitative
analyses of program progress. To date the system provides
an empirical basis for identifying and solving problems.

Other refinements of the upgrading process derived from
this three-city program include:

® The efficacy of HIT in a wider variety of
industries than in the single city pProgram,
demonstrating that this training program
can be administered to meet particuiar needs;

® The substantiation that HIT marketing tech-
niques (the development of marketing plans
and sales techniques for use in each city)
were effective; the employers who have
cooperated with the upgrading projects were
sold on the basis of HIT helping to fill
their manpower needs;

® The addition of new features to HIT which
lay the foundation for linking the trained
employees with programs of further training
and study such as community colleges, skill
centers and vocational schools.
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Phase III, then, demonstrated not only that the one-city
upgrading model of Phase II could be replicated under three
different sponsoring agencies in a variety of geographical
settings, but also that the total HIT package was capable

of development and expansion in several directions. Figure 1.1
Presents a summary account of the activities in each of

the three past phases of development. This volume will
develop further Phase III management activities.

An Applied Managerial Model

As the Institute's staff became more and more involved in
the training and analytic methodologies of this three-city
program, the necessity for them to have an awareness and
understanding of several facets of the managerial functions
became apparent. The following represent some of these:

® Methods of coorjinating activities;

® Methods of communicating information
and ideas;

e Methods of monitoring and evaluating
whether the project was meeting its

objectives;

® Methods of effective and efficient
Planning, organizing,. and administering.

5 . . R R
Dale E. Zand™ views a managerial structure which is composed
of these elements as a "knowledge organization." He states
that as a system there are four basic processes that managers

should be concerned with:-

e Collecting and disseminating knowledge
that already exists in the organizations;

® Acquiring and creating new knowledge;

e Converting knowledge to profi:table pro-
ducts and services;

® Managing people who work with knowledge.

These processes, combined with and over lapping those identi-
fied by the Institute, present the underlying assumptions on

which this managerial model is based.
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While the training and upgrading concepts seemed to be
sound, the multi-city project could not have been imple-
mented without a sound