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NOTE_T0 READERS

The Employer Service guidelines and key program components found
in this volume weren't developed intuitively, but have resulted from
nearly 20 months of intensive research and demonstration activity, in
a state Employment Service local office., The Demonstration was Jointly
conducted by the Michigan Employment Security Comnission and a private
firmm, Applied Behavioral Rasearch, Inc.

The Demonstration was, in general, quite successful. In a rela-
tively short time Job openings and placements in the experimental
office were vastly increased. Another final report contains the history
and results of the ProJect.* For the reader interested in the histori-
cal and statistical details of the Demonstration, this volume can be
obtained from the U. 8, Department of Labor, Manpower Administration,
Office of Research and Development,

Only the present volume, however, contains £he guidelines and key
program components developed and tested in the Demonstration. This
volume represents the closgest thing to an "o :rating manual® developed
by the Project. Experience has shown these guidelines and program
compcients to be both highly practical and flexible for local office
operations. These guidelines and program components have now been
successfully tested in ten Michigan local offices, with staff sizes
ranging from 16-60 employees, and also representing a variety of local
labor market structures and conditions. This leads us to believe these

guidelines and components will be of use to other state Employment Services.

Louis Levine
Edward J. Giblin
Lawrence W. Hawkins

Pebruary, 1973

* The Appendix in this volume contains the summary chapter of the other

final report, "Achieving Manpower Goals Through More Effective
Employer Services Programs, "
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GUIDELINES FOR INSTALLING AND MAINTAINING

AN EFFECTIVE £MPLOYER SERVICES PROGRAM LOCALLY

INTRODUCTION

The development of guidelines for the installation and main-
tenance of a local Employer Services Program which ‘mi‘g;:t be sex;erally
applicable to a given local area or labor market is a hazardous
undertaking. This is especially evident even on the basis of a
cursory review of the contents of other Project reports covering
the Demonstration experience and the results growing out of that
experience. Since the Demonstration Project was concentrated on
the end - ‘o~*ive of increasing the quantity and quality of job
openings ! with the Employment Service office in the test area,
its experience did not cover all facets of a local Employer Services
Program. Indeed, many important components of such a prcgram were
regarded as not sufficiently immediate to the Project goals to be
subjected to experimentation. As a consequence the guidelines
presented in this volume, because they are based on Demonstration
experience, are only partially inclusive of a total Employer Services

Program.

Another important limitation applicable to the guidelines discussed
in this volume is that they concern those program elements and actions
which have the highest priority in the iritial phases of shifting
employer services activities from a stage (Stage II) where they provide
inet.ective support for the plgcqnent function, (the situation in the
test city when the Project was initiated) to the early approaches of
another stage (Stage III) which if succeasfully reached would pro;ride
optimm support to the placement function.' In other words, these
guidelines deal with a local situation in which & formally organized

or coordinsted Employer Services Unit did not exist and where full
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ness of a local Employer Services Program, as well as the large

time staff assigned to employer relations responsibilities functioned
independently of cne another. The efforts to support placements werw
generally limited to the lower paying, lesser skiiled jobs and
employer acceptance was somewhat restricted, 1In determining whethsse
these guidelines have meaning and can be useful in any specific local
situation, it is necessa » that professional and supervisory Employ-
ment Service personrel make this kind of "hard nose," realistic and

objective assessment of their own local area situation.

It is obvious from a review of Chapter V in the preceding volume 2
that despite the successfui experimental undertakings in the test
city of the Project and the Employer Services Program gains which
have been realized, much remains to be done before the Employer
Services Program in the test city will be providing optimum support
to placement operations and results. This situation is undoubtedly
common to Employment Services offices in many lccal areas, In view

of the considerable variety of elements which determines the efrective-

number of c¢ci,onents which comprise tre program, many intervening
steps are found between Stages II end IIT, Individual local cffices
will differ with respect to the current status of their program

and the potentjal for bringing about improvements. The guidelines
vwhich have been selected for discussion in this volume should not

be viewed as a package, but should be examined individually for

their usefulness, In 1ocal offices, Employment Service personnel,
faniliar with program change and operations need not be reminded
that as the Bmployer Services Program is modified and additional
experience with improved operating practices is acquired, new
potentials and goals emerge., The guidelines used to install and

conduct a local Bmployer Services Program cannot be static.
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"Effective™ and “"static,” when applied to Employer Services, reflect
& contradiction in terms, Within the context of highly dynamic and
volatile labor market conditions, shifts in labor supply and demand
force changes both in unesployment and smployment opportunities and
precipitate shifts in hiring specifications and channels; the
Employer Services Program is under constant pressure to change
directions and priorities. A major dilemma which confronts the
progran is how to preserve structure, organization, and continuity
(all tendencies to rigidity) while at the same time assuring flexi-
bility so that adaptation to change will take place. In these
circumstances, guidelines can only show the way; they do not deter-

aine direction or pace.

e e
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PART I
GENERAL CONSIDERATIONS ATFECTING ThX NATURE

v .

OF AN EMPLOYER SERVICES PROGRAM LOCALLY

MAJOR DETERMINANTS OF PROGRAM EFFECTIVENESS

Although many diverse forcen ®m.r ahspe and inf aence the Baployer
Services Pregrai, iwo of them unqueationadbly have gredter i Dact than
all the others combined. Moat experts in the manpower field concerned
especially with manpower problems and servi-es relevant to employYers
would agree that the level of econ:ilc sctivity and the state of the
labor market represent the frame orx ws hin whish all Employment
Service operations need Lo be asseased and provide the index to
enployment office acceptance and perfc.-mance. Perhaps qually
significant, and at times overshadowing the socio-ezonomic environ-
ment so far as employment office activity is aonce -ed, are the
sanpower objectives and priorities. which control Employment Service

Programs that are intended to impiement them.

In a free labor macket, employers in & nrivate enterprise system
exercise many different options in their recruitmert sf labor,
staffing of their plants, and the utilization of manpower resourses.
This is true even in the context of exiating social and labor
legislation regulating esployer activity in the manpower field and
even with collective bargaining agreesents relating to labc;-
management relations and personuel practices. The pudblic Baplcyscnt
Service in these circamstances is only onv imstituti' 1 conzerned with
the structure and behavior of the labor market and in terme of hiring
channela and scurces of labor supply ranks at beat fo.xth or fifth
among aix or eight alternntivea, Thia overall generalized considers-
tion should be basic o any plamning or action taken to install and
conduct an Employer Services Progrem locslly. Vher che economie and




labor market conditions are taken into account in comjunction with

the menpower goals and priorities, it is possible to forecast with
considerable assurance as to the success or failure of any proposed
local EmploYer Services Program.

Despite the fundemental importance of these two general forces
for the local Employer Services Program, it does mot follow that
their impact will be equally great in all local labor markets and
local employment offices. The szny differences which exist among
local labor markets, not only as to size and coaplexity, but also
as to :u.mtd‘hxtional arrangements and behavioral patterns indicate
that aggregate measures such as volume or rate of unemployment,
nunber and kinds of job seekers, or mmber and kinds of employment
opportunities do not alone suffice to determine the kind of Baployer
Services Program required locally. By the same token, even though
national or state manpower goals and priorities may give more emphasis
to 50 called applicant rather than Employer Services, this program
situation will differ from one local area to another. With program
operations decentralization and increased local responsibility sor
manpower program management and administration, these differences
are likely to be accentuated,

Economic and Labor Market Forces

Not only the level of economic activity, but the direction and
rate of change greatly affect labor market behavior and significantly
determine the nature of the manpower problams and services needed in
local areas. When local labor mariets are tight and characterized
by many occupational shortages at various siill levels, a mumber of
interacting ramifications develop which have a direct bearing on

the content and chavacter of the ExploYer Services Program operated

by the local employment office. Among these are: (1) shrinkage of

ERIC 5
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qualified unemployed workers as job seekers, wh: more employed
workers who are qualified become Job seekers in search of "better”
Jobs (hours, pay, working ronditions, ete.). Baployed workers,
however represenf; less than 2 percent of the registrants in local
offices and so constitute a limited source for referral to employers.
This situation may change with the Job Bank if the potential of
computerized job openings 1istings for worker initiated job search
is effectively exploited; (2) the labor demand undergoes change,
both as to volume and character, so that the mumber of Job openings
rises, the duration of unfilled job openings is extended, and the
rigidities of hiring specifications, including those which have
little relationship to work performance, tend to be relaxed; (3)
employer use of hiring channels is broadened beyond the usual
informal and intra-plant ones, while sources and methods of recruit-
ment change in important ways. Increased reliance on formal hiring
channels for recruitment results in greater employer use of private
fee charging employment agencies and public employment offices.

This is reflected in increased umsolicited job openings received

in local offices; and (4) labor market instability and turnover is
accelerated so that when high level employment is achieved, even
though further increases in employment may be small, keeping the
same number of wori stations filled produces large scale recruitment

and placement activity,

During periods of high level economic activity and tight labor
markets, particularly when they are extended, local employment
offices are frequently inclined to slight their employer relations
and lessen their employer visits since new employer orders with
additional Job openings will further underscore the.r inability to

refer qualified job seekers on old orders already listed with them
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for quite some time. In many ways, this approach is escapist s.ince

it is designed to avoid employer irritation with local office non-
action on worker referrals or actions involving referrals of workers
with questionable qualifications. The net effect is to lower the
profile and visibility of the local office in the labor market at the
very time when the employer believes he most needs help to meet his
labor requirements. Employer acceptance of the local office is not
advanced then, if the office raises its visibility by sharply increas-
ing e;nployer relations at a time when labor market conditions are loose
and employers can easily recruit large numbers of unemployed Job

seekers without local office assistance.

It should be obvious both in the installation and the conduct
of an Employer Services Program that the local office must take
account of economic and labor market conditions and develop its program
accordingly. Initially, this requires a realistic assessment of the
capabilities and limitations of staff resources with respect to its
delivery of needed manpower services. Mere generalization about
the local labor market situation, without distinguishing specific
differences by industry, individual employer establishments, and
occupations, will not provide an adequate basis for scund identifi-
cation and diagnosis of employer manpower problems and, therefore
the services which may be most useful to them (this means that
employer information is critically important at all times). Once
the nature of the employer manpov;er problems, the manpower services
easential to their resolution, and local office resource capabili-
ties have been determined, a meaningful local BEmployer Services

Program can be designed, organized, staffed, and made operative.

Within the general context of the economic and labor market

situation in a particular area, a positive and constructive Employer
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Services Program requires a variety of strategies and services. Such

a program should give consideration to particular employing establish-
ments, taking account of industrial seasonal considerations, size of
firm and hiring practices, past experience in use of the local office,
and gimilar individualized factors. When recruitment and placement
service is the exclusive concern of the Pmployer Services Program
and its activities are concentrated entirely on job order solicita-
tion, flexibility in employer relations and services tends to be
greatly limited according to hiring prospects. BEmployers are
skeptical or reluctant to look to local offices for other services
such as labor market information or improved utilization of the

work force (through reduction of turmover as a result of job analysis
and modified hiring specifications). Such employer attitudes--even
when they are against their own economic self-interest--may be traced
more often to local office limitation in employer relations or
technical competences than to innate employer opposition. Only a
few local offices may currently be able to do more than attempt to
improve their placement support through employer services. Neverthe-
less, the economic and labor market forces which determine employer
survival in the market place indicate that m so far as resources
permit, a broadened range of employer services should be an ultimate
goal for certain local offices operating in the larger and more

complex local labor markets.

Manpower Program Developments

Labor market practitioners, particularly professional gtaff in
the local areas are inclined to explain the success or failure of a
local Employer Services Program on the economic labor market conditions.
Management and supervisory personnel, however, especially executive

staff responsible for budget administration, recognize that manpower
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program goals and priorities and the degree to which they receive
financial support through budget allocation may really dictate the
effectiveness of Employer Services Programs more than economic

considerations. Employment ‘ervice experience since 1960 clearly

demonstrates that through periods of tight as well as loose labor

markets, employer visits, job openings listed with local offices,

and placements were affected more by program developments than by

economic conditions, 3

Just as generalizations about the impact of the economy on
Employer Services Programs need to be qualified with respect to
specific industries, employing establishments and localities, so is
it necessary to proceed with some caution when generalizing about

manpower program impact on employment service operations in local

offices for different states and local areas. Nevertheless, taken
together in the aggregate over a period of almost ten years
(1962-1972), the de-emphasis on labor market services and placement
operations locally and the high priority placed on improvement of
employability services for the poor and .t.he disadvantaged spelled
not only a decline in employer services activities in most local
employment offices but the disentegration and virtual disappearance

of organized employer relations and services locally.h

The national manpower program emphasis and the revised order
of priorities for manpower services which prevailed for most of the
decade of the 60's required employment office staff resources
allocation to the marginal and disadvantaged Job seekers applying
at the offices; indeed, priorities dictated an outreach into the
poverty neighborhoods in search of the most alienated and least
labor market related sectors of the inner city population. This

client centered service was extremely costly and time consuming
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because it was highly individualized, Local office staff resources

were diverted or transferred from employer relations activities,

and placement operations were largely limited to individualized Job
development efforts, With this experience, Jjob openings suitable for
generally qualified individuals declined sharply; employers identified
local offices as sources of labor supply with little or no work
experience or qQualifications, This situation was further aggravated
by fragmentation of manpower programs and services and the splintering
of programs for ‘special client categories (racial, ethnic, source of
legislative appropriation, etc.). Resulting manpower program confusion,
cross purpose competition, and duplication was widespread in the
general public view. The impact on employers was especially
unfavorable,

Against this manpower program experience background, an effective
local Employer Services Program cannot be achieved by mere policy and
program decisions to invigorate and restore the program. Administrative
fiat will not suffice. Nor will the allocation of additional funds
in the immediate short run achieve the desired results. At the same
time, it is equally clear that existing personnei resources allocated
to Bmployer Services activities have neither adequate numbers nor
capabilities to erase the loss of employer support and acceptance.

The instailation of a constructive local Employer Services Program,
geared to current labor market conditions and employer needs, will
require considerable inputs of funds, improved staff, operating
techniques and procedures, and staff development, even if recruitment
and placement services are to be the entire objective. It is
significant that a national employers' committee studying the state
BEmployment Services made as its first recommendation for the improve-

ment of the Employment Service that there be “Clarification of

10
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Basic Employment Service Policy and Direction at the National

Level--the Federal-State Relationship." 5

Adaptation of local Employer Services Programs to the realities

of past manpower policies, programs, and priorities in order to make

them more effective also requires that cognizance be taken of
changing manpower program operating structures, techniques and
procedures as well as the utilization of more modern tec.hnology.
Within the past several years, several important innovations have
been introduced into the public Employment Service which have far
resching implications for local Employer Services Programs. These
innovative features concern such matters as program responsibility;
organizational stivciure; operating procedures and practices; and
applications of computerization to local office operations. Most
of these are still in the initial develormental stages and are being
replicated with variations or made a part of the on-going system

in different states and local offices. Each of these needs to be
viewed no‘ only for hsw the Employer Services Program may be
affected but also for its impact on other local office services and
activities. Such an examination will quickly disclose a high degree
of inter-relationship and inter-dependency affecting all local office

units and specialists.

The new importance being assigned to the local area for manpower
program operations is receiving added support with increasing concern
for delivery of manpower services and extension of efforts to
decentralize responsibilities for program management and supervision.
To the extent that program operations direction is decentralized
from the stave administrative level to local areas--both urban and
rural—there is hound to be greater recognition and acceptance of

a valid basis for local variations and deviations from uniform and

11
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generalized organizational structures, staffing patterns and

operating procedural manuals, handbooks, and guidelines. This is
not to suggest that the extreme of chaotic and anarchic lack of
structure or indifference to program experience and resulta
achieved in other areas will characterize local office operations,
activities, and services. It does point, however, to the greater
prospect that adaptation to local manpower situations, problems,
and needs will be more widespread. In these circumstances, it is
not unreasonable to expect that an Employer Services Program, whose
effectiveness is determined in a large measure oy factors and
conditions in the local labor market and the empleyver communi ty--
outside of the local office--needs to be especially sensitive to

local requirements,

Concentration on local delivery of manpower services has
resulted in several important program developments which directly
affect Buployer Services Programs. Local employment office operations
in a number of states have been restructured and innovative manpower
services delivery systems introduced--at first experimentally late in
1969, but now increasingly operational--in what has come to be known
as COMO (Comprehensive Model for the Employment Service as a Compre-
hensive Manpower Agency). COMO is the result of changed conceptions
of responsibilities toward clients and of the intermediary role of
the local office staff. Greater reliance was placed upon the
initiative of "job ready" job seekers, constituting the mainstream
of job applicants, to conduct their own Jot search. Rather than
depending on the efforts of the local office interviewer for
selection and referral to appropriate Job openings, this self
service approach does not constitute a diminution of service either
to the job seeker or the employer if certain safeguards are observed

and use is made of advanced information technology, computerized

12
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Job openings listings, and improved current, comprehensive Job

Search Information (JSI) is incorporated in a Job Information
Delivery System (JIDS).

With the introduction of JIS and Job Bank (the computerization of
Job orders; large scale production of printouts on a daily basis,
rapid distribution of bound books and microfiche to multiplé
viewing points) job seekers were given direct access to listings of
unfilled job openings and relevant inforwmation to assist them in
making their own job choices and engaging in their own job searches
(after appropriate clearance with a referral desk), Increased
exposure of openings directly to Jjob seekers, thereby bypassing
the local office interviewer and screening procedures, undoubtedly
introduces new considerations with respect to the recruitment,
interviewing, and hiring } -ocesses to which employers are expected
to adjust. With all the benetits of advanced technology flowing from
the application of electronic data processing, the Job Bank is still
only a tool in an Employer Services Program, The human performance
element in computer based manpovier operations continues to be
critically important and often may be more disruptive of effective
delivery of employer services than the technology. Adaptations of
employer services activities, including employer relations and order
taking, together with the need to exercise sound professional judg-
ment in the selection and referral of qualified workers to job

openings, become especially important with Job Bank operations,

Another manpower program development which has much potential
with extremely important implications for employment office
activities and delivery of services affecting both employers and
Job seekeir clientele is the concept of a JIDS. As viewed by the

national office of the USES, the Job Information Delivery System

13
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consists of four basic components.6 These are: (1) Job Information
Service (JIS), (2) Bmployer Service, (3) Labor Market Information
(1MI), and (%) Job Bank. To s very considerable extent, the JIS and
IMI components are dependent upon employer derived information which
extends far beyond that which is obtained as a part of the order
taking process for the Job Bank, In fact, unless care is exerciaed
to process and organize job order data obtained for the Job Bank to
meet more than the immediate short term pressurea incident to the
Job search, a great deal of the long term continuing value of the
data may be lost, Most local offices Presently are scarcely capable
of making the most effective use of Job order data to support
immediate placement operations, expansion of self initiated Job aearch
and employment absorption require that local offices recognize that
both the employer record card and the Job order record need to
contain requisite data which will provide the building blocks for

improved local oifice operations (see pagea 71-83),

Modern computer technology and electronic data processing now
make pogsible the creation of an Bmployer Information Bank (EIB)
which might well become one of the most important operating tools in
an Exployer Serviceu Program. The realization of this potential in
local office operations is some time away for most offices in the
public Employment Service system., Neveruneless, in the initiation
and introduction of what is currently feasible in the program, some
cognizance should be taken of t};e longer term potentials. With the
EIB system, the input of employer information is g:--eatly facilitated
both from local office operations and from sources outside tae
local office. Information storage problems are largely reducedq,
updating is easily maintained, and rapid retrieval is wholly feasible,

The EIB can become the prime resource in the planning and conduct
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of employer visits. It ser ws as the data base for the develoment
of a Plan of Service for each key employing establishment in the
area, Information feedback from the EIB to employers, covering both
the external and internal labor markets, can in time become a service
to eaployers equal in importance with recruitment and staffing

services.

Creation of an EIB, whether computerized or mamwulized, maximizes
data flows to support the delivery of manpower services to other
local office clientele in addition to employers. The information
contained in the EIB is critically important to the JIDS since it
provides the major elements of labor market information needed for
the job search and for arriving at occupatiopal choices in making
career decisions. Also important for employer relations and services
conducted by the local office are data inputs to the EIB resulting
from work in units concerned with selection and ,<ferral of registered
Job seekers for listed job c,penings. Viewed in these terms, the EIB
becomes & means for inter-relating activities of applicant services
and Bmployer Services Units, It also becomes evident that the current
excessive reliance on job order information in conjunction with
Job Bank operations may be too narrow a basis for optimizing local
office operations and services. Since the EIB is intended to yield
needed services to employers it should bring together pertinent
data from & wide variety of sourc:s which will improve recruitment
and placement of needed workers wh:le relevant labor market informa-
tion will assist employers in their froduction and marketing activities.
At the same time, the EIB should be a source of data which can be
drawn upon to improve JSI since greaitr reliance is placed on self
initiated job search--and thus bring cesirable workers to employers

attention.
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Modernization and revitalization of a local BEmployer Services
Progran requires thav sctions be taken within the context of goals
and priorities which have been established by the U, S. Manpower
Administration especially within the past two or three years, Some
of these are the result of Federal legislative enactment or
executive action taken by the President. 1In other instances, the
directives and guidelines reflect major shifts in basic substantive
m.power policies and programs, Although there is a growing
SwWareness of the detrimental effects of confusing and corflicting
manpower objectives and priorites upan 1ocal office operations,
including Employer Services activities, little has been done to
unify and consolidate the fragmentized and specialized directives,
Previously announced special claims on [anpower resources or
services are rarely withdram, dut are modified by implication

because neyw claims or priorities are issued,

Closely related to program directives which originate nationally
are guidelines, reporting institutions, and budget and prelated
administrative compunications whach shepe intra-agency working
relations, A1l of these, in differing degrees, are bound to have
an impact upon local office activities, including Bmployer Services
Programs, ‘Mhen budgets are being curtailed and staff resources
are reduced, the restoration of employer services activities and
the improvement of the quality of these services are confronted by

extremely difficult problems of implementation,

Revitalization of Bmployer Services Activities

Despite financial limitations and competing demands upon

already hard pressed staff resources, several factors combine to
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support a more fuvora™> s ¢r:tlook for the revitalization of Bmploycer

Services activities wiihin the public Bmployment JService systen.
This does not mean that local employment offices can achieve in the
near future the level of performance or the range of services in
their Employer Services Programs contemplated in the national
guidelines issued by thc U, S, Employment Service. levertheless,
some important strides in that direction can be taken. Bmployment
gains, somevhat lessened unemployment, and expanding job opemings
have improved many local labor market situations and so create
greater employer interest 1n local oi'fice services, At the same
time the increased importance aasigned to local office plscement
operstions and the program desire to achieve a higher penetration
rate in worker accession and hires, reverses previous dmmgrading

of Employer Services.

The major contridution to strengthened and more effective
local employer services activities turn3 on t..e support and leader-
ship provided by field supervision and management in the states
and the direction given by local office managers. Rank and file
staff, engaged in local office operations, takes its cue from
higher echelons of program authority in the states, Allocation of
staff on a full time basis to employer relat ons and services; the
re-creation of organizational units, specifically responsible for
such activities; the coordination of Bmployer Services Units, with
Job Bank and Placement Units; the introduction of updated operating
procedures and techniques; the installation of basic operating
records and collection and use of employer information; and an
organized continuing effort to assure on-the-job and supplemental
staff treining--are all essential elements in the revitalization of

the Baplover Services Program locally. None of these is likely
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to be ~3lized without active supesvisory and management involvement

and support,

Zmployer services activit'es, despite efforts to revitalize
them in local offices, are not likely to be eifective if they are
conducted independently of other loeal office activities or services,
Intra office coordination is a management recponsidbility. Similarly,
the role of employer services activities in the commmity and its
significance for other local human resources and manpover agencies are
also important to a more effective progran with which management mst
be concerned. A subsequent section of this part of the Report will
dea) specifically with the implementation of program zansgement of

emplorer services locally,

Mandatory pistings of Jov Openings

The public Pmployment Service in this country for many years held
to the view that operating in a free labor market and a »rivate enter-
prise system meant that it should not be assigned compliance or
POlieink reasponsibilities, and that it should not exercise compulsory
or mandatory suthority in the labor market. At the same time, the
public Bmployment Service has sought to enlarge iws placement role
and its penetration of local labor markets. To achieve this
objective 1t has been sensitive (some have said excessively so) to
eployer confidence and support. Local employment offices haye
agreed with individual employers to serve as exclusive sources ¢:
selection (interviewinz and Screening--including administering
occupstional testing) and referral of Jjob seekers, Reliance on
voluntary employer use of loenl offices has s-~metimes, it is eharged,
led to overly strict adherence to employer hiring spscifications
even to the disadvantage of the job seekes. In the minds of some

employers, local public Employment Offices are regarded as enforcemsent
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and compliance instruments of the Equal Employment Opportunities

Commission which is responsible for the enforcement of the employment

provisions of the Civil Rights Act of 1964.

Federal government requirements, (Executive Order 11598) issued

in 1971, specified that all government contracts contain provisions
which make it mandatory for all prime and immediate sub-contractors
to list their job openings with the state and local offices. Such
measures were regarded by many as a step forward in enlarging the
placement role of the public Employment Service. Some people have
failed to distinguish Letween . _.atory listings of Job openings
and exclusive hiring. Insufficient experience has yet developed to
fully assess the impact of these government requirements upon 1. 2al
office——employer relations and services. Employer surveys made in
test city of the Project (a medium size Mid-West city)7 indicate
that these requirements tend to te resented by employers and are

regarded as an intrusich of their freedom of action. Whether

suc’ a reaction will be detrimental to an effective Employer Services

P gram remains to be seen. Thus far, it appears that mandatory
listings of job openinzs, alone, does not lead to increased place-
ments. Unless an effective Employer Services Program is operating
and there is real follow up in selection, referral, and placement
efforts by iocal office staff, the mandatory listing may be only a

pro forma process.

It is important to,examinc individual employing establishments
regarding their previous relationships with the local office and the
extent to which the local office received job orders and made place-
ments--before mandatory job openings listing came into effect. Some
local offices may be inclined to ascribe limited placement success

to employer efforts to circumscribe or avoid use of the local office

19
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despite mandatory listing of job openings. Such a view may not be
only a poor alibi; more importantly, it fails to recognize a deep
underlying problem situation which calls for the best efforts of
the elnpioyer services staff. Often, intra-office coordination of
the activities of several units may hold the key to better realiza-
tion of the potential of mandatory listing of job openings. This

is especially true when the applicant intake in the local office
does not yield job seekers in the occupation for which the vacancies
exist, or referral is made of poorly qualified job seekers. Even
worse is the situation in which no local action follows after

mandatory listing of job openings.

Public Service Employment

Local office personnel have long been aware that employment
growth in the public service has been continuing at a rapid rate.
Employment and payrolls data indicate that this growth has been
largely concentrated in state and local government. Neve=theless,
most local employment offices have had little or no participation
in the recruitment process nor have they served as a significant
hiring channel for public service employment personnel, Much of
this exclusion is explained by the fact that govermment had
independent means for recruitment of needed workers (either through
civil service merit system examinations or patronage techniques)
but also because local offices were not regarded as a likely source
for the needed skills. Employer Services Programs in local offices

generally excluded public service employers.

The enactment of the Emergency Employment Act in 1971 required
that state and local governments, hiring unemployed for job openings
financed by provisions of that Act, recruit needed workers by listing

their job openings with state and local employment offices. This
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legislation made the pudblic Employment Service a link in the hiring
process for certain job openings in the public sector. While the
volume of activity was relatively small, it nevertheless served as

an entering wedge. The data thus far available does not indicate

that the local employment offices contributed significantly in filling
the job openings which were funded by this Act. It now appears that
this legislation may terminate by mid 1973. The employment service
experience indicates that public employment continues to be a field
of economic activity for which there is need for a more effective

employer service program.

vhat is true for public service employment is applicable to a
large number of quasi-public or non-profit activities in education,
health services, recreation and related fields. Local offices need
to incorporate in their employer services program plan provisior for
increasing their familiarity with the employment patterns, occupational
staffing characteristics, wages, working conditions and related
information in these fields. They then must develop strategies and
courses of action which will permit them to have a larger share of

the placement eopportunities,

Veterans Pmployment Assistance Priorities

The major force which brought about the mandatory listing of
Job openings and the public gervice employment legislation discussed
in the preceding sections and assigned added responsibility to the
Employment Service was the public interest and concern for employ-
ment prospects for veterans. Priority of service to veter:;ns has
been long established in the public Empleyment Service. It was
further fortified by statutory mandate in the Servicemen's
Readjustment Act of 1944, By lau, veterans are required to be

given a maximm of counseling and placement service by the local
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offices. The more recent executive and legislative actions are
designed to ?phasize the importance of providing employment assistance
to veterans. The assigrment was made more difficult for the employ-
ment offices when the labor market situation worsened while the

number of returning veterans from Vietnam increased markedly.

Veterans employment assistance requires that the Employer
Services Program take advantage of a number of supporting and
supplementary resources which are not available to non-veterans.
The contribution which the Veterans’ Employment Representative in
the local office can make to employer relations and services (whick
will open up employment opportunities for veterans) needs to be
made part of the Employer Services Unit activities. Not only does
the VER represent a supplement to the Employment Officer at each
veteran's organization post, this has a multiplier effect in the
commmity to expand employer relations in the interest of veterans,
Such an approach permits combininz regular on-going employer
relations activities with elements of job development so as to

increase hiring prospects for veterans.

ADJUSTMENTS OF PROGRAM LIMITS AND CONTENT
Implications of Staff Resources Limitations

The single greatest fuctor which sets 1imits and determines the
content of the Fmployer Services Program locally, is the number and
competence of the staff resources available to work with employers.
This consideration must be taken into account in defining the
geographic bounds of the area within which the Employer Services
Program will be operative, Location and density of employing
establishments, transportation and ease of access, topography and
terrain are only a few of the elements that need to be considered

in conjunction with staff resources. At the same time, area definition
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sccording to municipal govermment, according to county and SMSA,

according to Job Bank jurisdiction, etc. all must be agsessed with
the objective of optimizing employer services staff utilization,

If the local area has multiple local employment offices and also a
central ares or district administrative office, these features will

need to be considered regarding the use of Employer Services staff.

Within this geographic area, careful sssessment needs to be
made of the magnitude and character of the employer market. The
concentration or diversity of type of industrial activity, size of
firm, range of occupational staffing patterns, past experience and
potential of employer use of the local employment office must be
related to staff resources. These elements will determine feasi-
bility limits as to the employing establishments to be included in
the program, the basis for services, and the nature and frequency
contacts. The organization of the Employer Services Unit, the
assigment of work to staff members, and the allocation of territories

and employers accounts to them depend on this feasibility analysis.

Optimm utilization of employer services staff involves not only
maximm workload output per man, commensurate with quality performance,
but also unit costs within reasonable limits. The principal
elamente accounting for Fmployer Ssrvices Program costs are pro-
fessional staff labor costs and travel time costs. This means that
direct employer contacts--personal visits-—are high cost per
eamploying establishment and therefore should be limited to establish-
ments yielding most business for the local office. Thus the concept
of "key employing establishment"--high potential for job openings
which will lead to placements—-provides a basis for determining the
mmber and frequency of direct employer contacts. In this connection,

it is important to plan direct employer contacts, recognizing that
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Job Bank operations will have imperiance in maintaining some

semblance of "personalized” relations with employers, contacts
with employers who have ceased using the local offices, and promo-

tional contacts.

BEmployer services staff resources limitations will always
require that direct employer contacts be supplemented by less direct
means which will permit lower cost per employer contact. A good
deal of employer relations activity can ba carried on with a
considerable segment of the employer community through telephone
contacts. These are apt to be effective when supplemented by an
occasional personal visit or when employer response indicates a need
for such & visit. When telephone contacts are related to size of
firm and type of industrial activity characteristics of the employer,
they permit an individualized approach which could not otherwise be
accomplished. When Employer Services staff rotates responsibility of
the order taking desk in the Job Bank operation, the Employer
Services Representative not only contributes to better operations

but also helps to maintain employer relations.

Effective use of Employer Services staff requires that communi-
cations with individual employers through letters designed to acquaint
employers with local office services be used for moet employing
establishments (especially smaller size and thoee with relatively
small nuuber of job openings) in the local area. In addition,
various media and chamiels of cosmunication can do much to offset
limited staff resources; newspapere, radio, and television fall
in this category and should be treated as supplements to Bmployer

Services staff efforts.

Buployer Services staff performance, both in quantity and

quality of work output, is largely dete: nined by the degree to which

24




ERIC

Aruitoxt provided by Eic:

there is understanding, acceptance, and support of the manpower

policy and program goals and the role of Bmployer Services in
achieving them. Staff development and improvement in professional
competences constitute a continuing need in all program activities,
but the revitalization of Bmployer Services and improved performance

is espscially dependent upon staff training.

A working interdependence between Job Bank and Employer Services
activities with related applicant services, referrals and placement
operations requires intensive staff training. The introduction of
new operating procedures, tools, and techniques--including data
recording and uses--together with labor market and occupational
information-~cannot be absorbed and applied without an organized
continuing training activity. A large part of this training can best
be accomplished on the job with direct participation of supervisors.
Nevertheless, such training needs to be supplemented by institutional--
even classroom--training which will provide perspectives and knowvledge

not likely to be acquired through in-house training.

Adjusting Program Operations to
Changing Employment Service Features

Some reference has already been made to recent manpower program .
devslopments which have important implications for Bmployer Sesvices
Program goals and operations. within the Employment Service itself,
such developments require drastic renovation in local Bmployer
Services Programs, particularly thoee affecting structure and
organization of local offices; differentiation in techniques and
procedures for delivering manpower services according to degree
of Job readinese of job seekers; new concepts of the role and
activitiee of employment office staff specialists as intermediaries
to clientele; and the application of computerized processes to
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local office operations. Each of theee develomments has a high
potential for improved eervices locally and taken together can so
change the local employment offfce eo that it has little resemblance

to the past. There is a danger, however, that complacency with

these developments, espPecially advanced technology and the depersonali-
zation of professional services through reduced use of specialists
(whether they be selection and referral personnel or Employer

Services Representatives) can have a detrimental effect upon the

acceptance and use of local employment officee.

The recentness of most of these key changes in the Fmployment
Service, resulting in limited experience and evaluation, requires
that adaptations or adjustments in employer relations and services
undergo careful and objective assessment to assure that desired
program goals are being realized with reasonably efficient operating
performance. At this stage when many of these developments may still
be regarded as somewhat experimental and not fully operative,
emphasis needs to be placed on a flexible approach to Employer
Services. The avoidance of hard and fast rigid procedures ard
unyielding operating practices has particular applicability to
Employer Services activities, representing an important %ie to
almost all intra-office operations and to the outside influences
represented by employers and the commnity generally. This is best
illustrated by the interdependency of Rlacemsnt operations (covering
registration and applicant interviewing, seleciion and referral to
Job openings) with Job Bank (covering order taking, listing of
Job openings for direct use of clients and screened referral of
Job seekers engaged in their own job search) and of Employer Servicee
(covering employer relations, records and employer information,
order taking and assietance in worker recruitment and utilization).
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The need for flexibility in Employer Services has meaning in

another reepect, namely, adaptation to loeal lebor markets, industriel
and occupational characterietics, hiring chammels and prectices, and
locel socio-economic institutions whose ectivities influence the

structure and behavior of the iocal labor market. These consideretions,

quite epart from etaff resources adequacy and other Employment Service
constraints, get realistic and feasible limits to local Baployer
Services Program goals, types of servicee required and their emergen-
cles, and strategies best calculeted to achieve desired objectives.
Employer Servicee opereting experiences in other locel areas and
successful procedures and practices which have been tested elsewhere
can be useful and are easily ecceesible in handbooks and manuals.
They cannot, howsver, be e controlling determinant nor can they

substitute for or supersede local aree considerations,

Performance Criterie and Measures of Effectiveness

Program management requirements, including those pertaining to
budget administretion and program experience evaluation, necessitate
a thorough aseessment of a local Employer Servicee Prograa's
performance and effectiveness. This means that from the outset,

& well organized and comprehensive record keeping and information
eystem should be introduced which will measure the volume and kinds
of activities in which the program is engaged, workloads and trans-
actions, and also the servicee rendered, indicating the clientele

to whom the eervicee are provided. Such an information system suould
not be narrowly construed so as to yield only administrative account-
ing data. It ie even more important that the information system
focus on the substantive content of the Baployer Services Program

in terms of the manpower and labor market problems confronting
eaployers, the mmber and kind of servicee provided to employers by
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the local office, and the extent to which these services are relevant

and consistent with program goals and contribute to achieving them,

Agresment on the program goals, the criteria and standards for
measuring employer relations and services, as well as program
effectiveness should détermine the content of the information and
the detail and frequency with which reguisite data should be obtained,
processed, and analyzed. Since the considerations involved are
likely to affect assessment of the entire local cffice or at least
related operations, the determination of the evaluation criteria and
standards should not be limited to the 2nployer Services Unit alone,
Moreover, the elements vhich make up the measures of program
performance and effectiveness should be consistent with those used

by field supervisors and the State Administrative Office,

Since the listing of job openings with the local office is an
important step in Bmployer Service sctivities with potential for
leading to placements, it is obvious that this data element is an
important component for measuring perf.wmance and effectiveness.
Both the number and quality of job openings listed are important,
but these must be examined not only as of a given time, but over a
particular time span to assure that trends are detected, They must
also be anslyzed in the context of labor turnover experience in the
local labor market--with special reference to the mumber of Job
openings or vacancies as well as the types of occupations, wages,
hours of work and working conditions, At the same time, thoy must
be examined with respect to the placement potential for the local
office, taking account of the labor supply and the characteristics
of Job seekers and spplicants. In the final analysia, however,

Job openings per se represent only one activity which has significance
only as other sctivities and operations inwvolved in the placement

Process are reviewed,
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Local office Performance and effectiveness needs to be measured
in temms of what happens after Job openings are listed. Pailure to
vesposd 4o a JOb order 80 that no referrals are made to listed Jod
openings is one of the most certain ways in which to create employer
irritation, cut off future business, and cancel existing orders.
There is little justification for employer visits and an intensive
program of employer relations which subsequently indicates non-
response to Job orders given Ly an employer. Almost as bad is siow
response to such orders; therefore the need for managé@ent controls
to assure prompt response is evident. It does not follow that
referrals reflect ¢ffective operations and performance, even if
promptly serviced ind in reasonable numbers. On the contrary, a
high ratio of referrals to non-placement or few placements may be
the clue to poor selection or poor understanding regarding hiring
specifications and worker Qualifications. Nor can general referral
ratios be used. They need to take account of differences in various

skills, occupations, and hiring channels and practices.

Placement ard hires of specific referrals made by the local
BEmploywent Office have a new importance when Bmployer Services
Programs and local office operations are evaluated in accordance
with the volume and trends in placements as well as the occupation,
wage, and other characteristics of the placements. Perhaps the
most realistic index to future employer use of the local office
is found in an analysis of the placement experience. Such an
analysis would concentrate on the occupations in which placements
have been made with individual employers as well as successful
local office actions on employer orders, providing useful informa-
tion concerning high turnover and prospective frequent job vacancies

for which the local office can participate in recruitment. The
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degree of concentration or the range of ocoupations in wbich place-
2ents have been made also provides useful labor market information
for counselors, selection interviewers, and job seekers.

Exployer reactions to specific referrale mado by local offices,
23 reflected by hires and non-hires, need to be carefully etudied,
eince evely employer survey indicates that employers are generally
unhappy with Bmployer Service selection and referral of job seekere.
The major criticism expreesed by employers to local employment
officee is that non-qualified Job seekers are referred to thea and
that the eelection procees ie not sufficiently responsive to their
hiring epecifications. Increased employer criticiem along theee
lines has coincided with an expansion of employsr contacts and Job
development activities as a result of a multiplicity of local non-
profit and epecialized offices undertaking Job market services
(community action agenciee, special client sinority groups oriented
organizations, CEP and WIN). Many emjloyers are inclined to lump
All these sctivities together with those of the local employment
offices, eince the latter also streeeed job development for dis-
advantaged and inexperienced or lees qualified minority group

Jou aukox‘.o.

Employer skepticism about office referrale of applicants has
been greatly enhanced by two funotions of Job Bank; order taking
procesees which are somewhat remote from employer relations through
personal contacts, and computerized lists of Job openings directly
accessible to job geskers. There is some concern that with a Jols
Information Service (self-service), Job seeke s will apply for jobs
that interest them without matching their qualifications to hiring
specificutrions--l Job previously performed by the employment office
selection interviewer. This situation is likely ¢o improve, however,
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with tightened record keeping procedures and referral contiols as
the essential elements in receiving "credit” for placesents. At
the same time, Job Bank underscores the interdspendency of order
taking and rererral as part of Job Bank operations and the work of
Employer Service Representatives in the Erployer Services Unit.

With greater recognition, both adzinistreative and budgetary,
being accorded to plecements, attention centers on both the
quantity and quality of the placements, Bfforts to avoid the operat~
ing artifioialities and Procedural eXscesses which sometimes result
from the drive to show the most favorable p)scement ueo-puo)n_onto
become import/nt in these circumstandes. The so-called “numbers
game” requires more care in both the definition of placements and
the sdherence %o the definition. When workload performance and
program effectivensss analyses take into escount the kinds of
placements msde (bectuse in part, different unit times Are assigned
to different categories), further complications are introduced in
the evaluation process. It is not surprising that this situation
leads to greater scrutiny of the statistical reporting systea.
Inevitably, Questions arise regarding the acoursacy or validity of
the placement data and then it becomes necessary to install an
sudit control. Care needs to be exercised that the placement
measures of performsnce and effectiveness do not become self

defeating.

Excellent local office perforsance in recruitmert, selection,
referral, and placement of job seekers 8s viewed by employers is
based not only "n the promntuess of the response to the job order,
but as has already been stated, the qualifications of the Jodb
sesker referral. Too often a local office 13 inclined to regard
a placement transaction as completed when it verifies with the

)
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employer that a hire has taken place. Satisfactory eaployer relations,
sound marketing practice, good emploYer acceptance and support all
require that Maployer Service Representatives d.c.-omtuu 8 cclinning
interest in the placements based on local office referrals. Most
employers are concerned about high labor cocts, reducsd productivity,
equipment breakage and product spoilage resulting 7 rom excessive

labor twrnover and frequent review of Jjudb vacancies. When the local
office, through sound selection and referral of Jjob aeekers, con-
tributes to hires of satisfactory workers, it is likely that reten-

tion >r the payroll and employment contimuity will rise

When the eaployment office extends its services and interests
0 euployers beyond the hiring process, it enters into situations
involving the utilization of the employed workforce. While a local
office may properly follow up on employer satisfaclion and experience
with orkers previously referred by it to the employing estahlish-
oent, geing into additional matters effe.ting the employsd workforce
generally can be dor2 only when employer relutions are excellent
and employer use and acceptance of the local office is well estallished,
One important contribution .hich the employment office can make to
better utilization of the employed wo.kforee wichout intervening in
internal plant personnel practices is to provide employers wich
relevant labor market and manpowar information. Properly organiied
and packaged labor market data for the local labor mariet may prove
to be extremely useful to employers showing caployment levels and
trends by industry; unemployment volume, rates, and cnara. .eristics,
labor supply and lsbor demand. Toc .ften, Bmployer Serv' “es
Representatives have relied exclusively on the s.utine distribution

of area lgbor market neusletters to meet this need.
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One measure of employer acceptance of the local employment
office is the extent to which it has established its expert
knowledge and autrority on the local labor market and through this
expertise is called upon by employers for assistance. Broadly
generalized and aggregated labor market information often will not
be adequate. BEmployer interest may be centered in specific occupa-
tions (job content, necessary preparation or training, wages, hours
of work, etc.) or in comparative analyses of labor turnover for his
establishment and other establishments in the same industry or sources
of nceced labor supply. Access to the specialized'knowledge of the
Labor Market Analyst or the Occupational Analyst, or the specialist
in occupational testing may assist the employer in resolving his
own manpower problems. When the employer can look tc the local
employment office not only for its own specialized services but
also as a knowledgeable center suggesting where the employer can
receive ass.istance on labor legislation or serv:ces from other
manpower related agencies, a local employment office must be credited
with having achieved an important facet of employer relations and

services.

PROGRAM MANAGEMENT OF LOCAL EMPLOYER SERVICES

The responsibility for manpower program management is highly

diffused and undergoing considerable change. In part, this can be

‘raced to the broad ranging content of manpower programs. Legisla-
tion enacted in this past decade as well as the supporting program
agencies expected to implement the manpower legislation added to
the program management problems. The multiplicity of manpower
agencies administering programs, the proliferation of financing and
spending authorities, and the splintering of jurisdiction and

authority smong the federal, state, and local govermments in the
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manpower field--all mean that progran management of employer

services is an extremely difficult undertaking, at the l7cal level.

This section of Part I will set aside the program management
implications for employer services so far as the national and
regional cffices of the manpower agencies are concerned. In doing
f0, it should be recognized that their contribution will be chiefly
supportive, performing clearinghouse functions for interchange of
ideas and experience with other parts of the country. The financial
role and the part they play in the budget process likewise has a
major influence on the content of this program management responsi-
bility for Employer Services activites at all levels. It should
also be clear that the national and regional manpower agencies
exert a very considerable influence on Employer Services Program
management by reason of the statistical reporting requirements and

the information systems to which the state and local offices must

conform.

The federal government will no doubt continue to have great
influence on all aspects of manpower program management and thus
upon Ewployer Services as one component of the program. Nevertheless,
as the "New Federalism® contirues to take shape and finds expression
in decentralization of program responsibility, the nature of the
leadership will surely undergo change. Manpower planning, program
adninistration, and manpower operations (the latter having always
been largely local in character) will increasingly become responsi-
bilities of state and local govermments. As revenue sharing takes
on greater proportions with larger shares coming to local goverrment
Jurisdiction (particularly the urban areas) for specific manpower
program services, program management will assume even greater local

importance. At the same time, it ie to be expected that more




attention will need t¢ be directed locally to the problems of

;-” coordination of local manpower services--to inter-agency relations
and to their interdependence. This section of Part I will concen-
trate entirely on the implementation of program management of local

F employer services, especially as this responsibility confronts the

local area director and local office manager.

It is important to distinguish vecween program management
responsibilities exercised at the local area level and those which
are appropriate to a local office manager or first line supervision.
This distinction is particularly meaningful if the local area in
which the Tmployer Services Program is carried on is a multi-office
area. Program management problems of administration, supervision,
coordination, and technical support are more difficult in such local
areas, partly because the labor markets are larger and more complex,
but even more because of division of suthority and responsibilities
at geveral levels, The district or area office is the site for
overall area manpower program direction and usually is responsible
for technical support services--such as labor market information,
occupational analysis, statistical reporting--in addition to
coordination of local office activities. Commonly, the district
or area office is responsible for Job Bank operations as well as
Employer Services activities (even when Employer Service Representa-
tives may be outstationed in local offices, tied in with geographical
assignment of employer accounts). Typically, however, responsibility
for applicant services is located in the local offices within the
area. Thus, the inter-office coordination needs, when added to
the intra-office coordination problems, give rise to many program
management difficulties. Employer Services activities, perhaps more
than most local office operations, are compelled to face up to this

challenge.
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Local program management of Employer Services activities depends

on how local staff resources are mobilized and allocated to engage
not onlyf in employer relations and employer services, but also in
the Job Bank Unit assignments and technical support units. If the
local area employment service organization structure has been
shaped tc conform to COMC concepts, this also will affect program
manarement. It 1s clear that no singie patter:: or tformula for
program manarement will be equally responsive and suited &« all
local situations. levertheless, certain common elements exist in
program management vhich are applicable in a)l local areas—-

even though adaptations and deviations are necessary tor specific

areas.

Before undertaling a review of each o! the specific program
management responsibilities tn which the local Employer Services
Prosram needs to be subjected, it misht be well to identify the
major components on whick the discuss:on will center. None of
these components 1s independent of the otler. In fact they are all
interlinked and frejuently what 1s being done about one simultaneously
a!lfects the others. For this reason there 1s no special logic or
preference as to sequence w:tnh wshich they are treated. Since,
however, the local area 1s the focus of attention and the primary
mission 2f the staff resources and facilities in the local area is
the delivery of service--in this case employer relations and employer
services--local program management might well begin with this

compohent.

Five major components may be said to comprise the program
management function. These are: (1) delivery of employer services,

(2) accountabilaty, (3) evaluation, (4) budget administration, and




(5) planning. At the area office level the program mansgement requires

8 broader perspective, a longer time span, and greater aggregation

T

than is needed by first-line supervision in the local office. Both
the recurring frequency and the detail with which employer services
is subjected to supervision and management are greate.r at the local
office than at the area office level. Although each level is con-
cerned with all the elements of the program management function,

evaluation, budget administration and planning all require greater

time inputs at the area office level.

Delivery of Employer Services

The core of employer service operations is found in the services
provided to the individual employer client or the employer community
as a whole. Allocation of staff resources and facilities to provide
such services are critically important to the program manageuent.
Employer Services activity data, reflecting the number and kinds of
services provided; the number a;ld characteristics of the employer
clientele; the nature of services requested by employers and the
local office response, are only some of the data components necessary
for program management in terms of delivery of employer services.
Such information needs to be related to the individual staff members
who are part of the Employer Services Unit. The workload carried by
each staff member and the disposition of his work assigiment needs
to be examined for st'aff supervision. The delivery of improved
employer services also includes extended effort in the management

S progran to develop staff competences and professional capabilities

for the kinds of employer services needed in the local area.

First line supervision of employer services activities is
especially bound up with the delivery of employer services. It

requires daily review of work assigmments, continuing individual
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staff member discussions and regular examination of operating records

to assure that there is prompt response in service delivery to
employers and that the services are specifically fitted to individual
employer needs. Management of services delivery calls for unit or
&roup starf meetings where there is an interchange of ideas and
experience, At times when the mature of an employer's manpower problem
warrants, the Unit Supervisor is required to lend his assistance to
supplement the efforts of the Employer Services Representative, In
situations where a multi-plant employer is involved or a headquarters
office of the firm is involved in a matter of employer relations,
assistance from the state or nationsl office of the Employment
Service may be useful. Management sensitivity to employer attitudes
and reactions toward the Employer Services staff activities is
important in the supervision of delivez:y of employer services. This
often calls for communications with individual employer clients

independent of Employer Services Representatives,

Since delivery of employer se.rviees requires time and staff
resource inputs from units of the local office other than the
Employer Services Unit, program management should avoid an excessively
narrow approach., For example, the Job Bank Unit; or the work incident
to JIS vhich in turn affects the numbers and kinds of Job seekers
coming to employers; or the transmittal of labor market information
which the employer requests; or the assistance from Job analysis--
all need to be taken into account as a part of the delivery of
employer services. No part of the Ewployer Services Program has
greater on-going significance than the daily operations involved
in the delivery of employer services. Clearly the administrative
and supervisory responsibility for this function extends beyond

the Unit Supervisor and irvevitatly involves the local office
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manager and even the local ares director. By the same token,
mansgement actions taken with respect to delivery of employer
servicee have ramifications that affect each of the other major

components of program management.

Accountability

Pressures giving rise to the need for accountability are a
direct outgrowth of the delivery of employer services. The major
Justification for allocating staff resources and facilities to various
types of employer services, differentiating in the urgencies and
priorities assigned to them, lies in the labor market and manpower
problems confronting employers and the extent to which such services
will be useful not only to smployers, but job seekers and the local
labor market generally. This means that a number of elements and
groups in the local area have an interest—-and even more, a stake in
the nature of the employer services which are provided by the local
office, With free labor markets and voluntary use of local
employment offices by employers and job seekers alike, public support
is critically important to the kind of image which the local office
has in the commnity and to the influence which it exerts in labor

market acti -ities.

Too often, pointing out the number and variety of activities of
& local office to the public generally and to the employer community
particularly is regarded as an exercise in public relations whose
chief purpose is ;eif acclaim and self-serving. Such an approach
is ineffective and in the long run is doomed to failure. The
ultimate test, and the base on which judgment is made with respect
to employer services delivery, is the relevancy and quality of the
service and the performance. A more meaningful, positive and

constructive discharge of the management function of accountability

.- 1



directed tc the employer community is to create a better inforwed

and respovsive clientels. It should not only bring about greater
acceptance of the Eaployer Services goals and priorities, but
should aiso stimulate and encourage employer participation snd
cooperaiion. Management use of the Employer Advisory Conmittee

can often service as an accountability instrument with the employer

commurity.

An equally important and more time consuming facet of the
accountability element in Employer Services Program management is
the intra agency administrative reporting of activities and work-
loads, identification of employer needs for local office services
and the extent to which they were met. This type of accountability
determines the content of the management information systea designed
for the use of the several levels of administration and supervision
beyond the local area. Administrative accountability for Employer
Services Program activities to higher echelons of program responsi-
bility is both a fumeement tool and a technique. Within the
Employment Service this type of accountability is very closely
related to two other components of progranm management--evaluation,
and easpecially budget administration. OQutside of the Employment
Servie at the local area level, accountability for employer
servi, es activities contributes to inter-agency manpower program
coordination for such possibilities as program planning, manpower
services delivery, and determination of budget requirement.

Although employer services is only one component of the entire
manpower program, ..ccounting for employer services activities to
government authorities--both state and lccal--as a part of manpower
policies and program needs %> be constantly borme in mind. Since

government itself is a major employer of manpower, what happens in
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the public sector of the economy with respect to public service

saployment should properly serve as a model to employers in the

private sector. This, however, is not likely to happen unless

Employer Services Program management is sensitive to its accounta-

bility responsibility. Manpower policy statements and progran
documents used to account to the govermment, may even be translated
into executive orders or legislation concerning the role of employers

in improving the functioning of hiring channels, and labor markets,
Evaluation

The employer services evaluation function is influenced by
each of the other management function components and it, in turn,
affects thc others. Comparisons of employer services activities
with predetermined goals establish the basis for evaluation of
services or staff time efforts. First, goals or targets must be
established, together with indicators of activities (usually trans-
actions or services, stated quantitatively); then criteria or
standards should be introduced which will serve for measures of
effectiveness of performance. These elements which make up the
evaluation design for employer services determine the data elements
which comprise an information system needed for evaluation. They
dictate the components of record keeping--their transmittal,
processing and organization, Evalustion should not be confused
with supervision or monitoring of employer services delivery
which is concerned only with on-going current experience even
though many of the data elements used are the same. Evaluation
compares results with predetermined outcomes and attempts to deter—

mine how well the Employer Services Program is working.

Ccoiteria and standards for measuring employer relations and

services performance and program effectiveness were discussed in

n
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some detail in the preceding section of this volume. PFrom that
discussion, it should be clcar that evaluation of smEployer service
activities alone cannot be meantingful if the evaluation is limited
only to the Bmployer Services Unit. Effective response to an
employer's needs, providing useful and prompt services to agsist
the employer in meeting his manpower problems, requires intra-
office coordination of various units and specialists. BEmployer
attitudes and reactions tend to relate to the local office as a
whole and, depending upon the frequency with which they deal with
particular staff members, to specific individuals, Employer
Services Representatives making personal visits to employers often
find that they are held accountable for the actions of other units
and individuals in the lccal office. Supervision of the Employer
Services Unit requires regular continuing evalustion of activities
and performance of the unit, and its staff members, but this
evaluation is not sufficiently comprehensive to cover the entire
Employer Services Program, since activities and functions not sssigned
to the unit are excluded,

Meaningful evaluation of employer services activities in the
local office needs the involvement of the local office manager who
should be able to assess both the activities of the individual units,
43 well as their interrelationships in the perforaance of employer
relations and services. As a minimum, these units are the Employer
Services Unit, the Job Bank Unit, and the unit responsible for
selection and referral of job seekers. Uninfluenced by self interest,
independent and objective judgment, as well as broader program
perspective, demand that evaluation of employer services activities
for the entire local office be undertaken by the field supervisor

and st times by representatives of the state adainistrative office.
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Unfortunately, Bmployer Services Program evaluatjons are almost
always conducted under the auspices of the agency responsible for
them. Too often they exclude clieatele participations--employers
and job seekers. Rarely is the evaluation responsibility allowed to
be exercised by an independent, outside research organization, It
is not surprising that these circumstances have frequently caused
some doubts and skepticism as to the validity of the findings and
the reliability of the evaluation results. Greater acceptance and
use of evaluation survey conclusion might be achieved if the
planning, conduct, and review of the evaluation activity were jointly
shared by local office operating personnel, supervisory personnel
from other levels of administration, and employer and Job seeker

representatives.

Budget Administration

Of all the program management functions for employer relations
and employer services, budget administration has had the highest
visibility and regretably, the most influence. It is still narrowly
conceived and usually limited to what is currently beconing an almost
obsolete concept of the budget process. In other words, it is too
often viewed as only an accounting and financial activity. Neverthe-
less, contemporary budget adminiztration in program management
combines planning, management, and control processes, including the
determination of objectives and evaluaticn of altemative courses of
action, Consequently, this accountabilivy and the evaluation
‘unctions of Pmployer Services Program management are interwoven with
budget administration. An essential element is a comparison of
projected activities and their costs with actual performance and
expenditures. Cost or expenditure accountability is not encugh;

it must be linked to program goals and objectives.
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In recent years, another budget administrative developsent

which has important implications for a local Bmployer Services
Frogram has come to receive wide acceptance. With cost-benefit or
cost-effectiveness analyses increasingly becoming a justification
base for proposed budgets and programs, employer services will 1liie-
F wise need to give more cz;nsiderluon to collecting and using da%a
elements in a regular, recurring information system which will
demonstrate that expected costs (both direct and indirect) will be
more than offset by improved program effectiveness or greater
benefits. This approach to budget request Justification, in the
case of employer services, requires that benefits are estimated to
include gains to the employer, wage gains to the Job seeker, and
advantages to the community; thus eaployer services needs to be
conceived as a program which has broad ramifications rather than one
narrowly centered on the employer alone. Similarly, costs incurred
% carz¥ out an Bumployer Services Program need to include operations
throughout the local offfice as well as techantcal support activities.
This type of budget administration creates an awareness in zanagement
of the interdependence and interlocking of various 1o¢al office

operations which together make effective employer services possidble.

At the same time that broadly gauged program considerations
with appropriste supporting data need to be consolidated with
estimated costs and expendjtures data (as they relate to employer
services), there continues to be a need for current and reliable cost
accounting of unit time inputs of steff resources as well as related
non-personal costs. This latter type of information is useful at the
local area level in the exercise of supervisory or aanagement
responsibilities invelving allocation of resources and racilities

and their relevancy to needed services and program goals. The decision
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to reallocate staff time away from employer persomal visits or to

assign employer accounts on & geographical rather than an industrisl
basis, may oftsn turn on the stern realities of cost constraints

and budget 1-mitation. Within the local office, this facet of dudget
control vhich is translated directly to staff services and their
capacity to handle the workload is so immediste and decisive as to

make progras budgeving seem unreal.

Even with decentralization of program management responsibilities
and with increased revenue sharing tc states and local areas, it will
still be necesssry tc demonstrate to other levels of administrative
authority that costs and expenditures have been pointed to economical
and efficient operaticns, and that the services rendered have been
pointad to overcoming important manpower and labor market problems
through assisting employers to utilize manpower more effectively.

Budget accounting based on past experience bas its problems, but

it is even more difficult to eswu) - g case by assembling
appropriste socio-economic, labe i data (all
specifically relevent to employer . ating them to

types of problems which the proposed employ . sei. .ces activities
are intended to minimize snd to suggest that prosram proposals are

not only feasible, dut likely to be achieved.

Planning

The planning function within the context of program mansgement
responsibility is concerred with projections over a span of time
into the future, yet it raust use past trends and current situations
as bench marks. Pundamental to the planning function as it is
spplied to employer services is the distinction between the immediate,
short-run anticipations, and the expected intermediate and longer

term developments. Each of these time spans is suited to different
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Program purposes and different levels and facets of prograa msanagement.
Accordingly, each draws VpLa different gources and requi: .3 different
data elemente as to frequency g dexail,

Every cxmponent of the Baployer Sui-rices Progras management
function is dependent upon information if it is to be effective,
Planning for the immediate situation and short-run antici{pationa,
which accounts fop @wost of the management Planning at the local area
level, can be carried on with data derived from on-going operations
and foom administrative recorda, Yet even thip limited type of
planning cannpt ignore broader socis-economic environmental dats
which help to determine the volume and character of the eamployer
sarvices operations, With respect to the intermediate ang longer
Tun time span, Bmpi.yer Services Progran plmning--includin( the
budgetary implications--even at the local area level must utilize
& great deal of labor market and sanpover information which cannot
be derived from Administrative 1ecords alone. Such information as
the level and rate of economic activity, the state of the labor
market, population trends and changes, employment trends and shifty-
industrially and occupationally~-an. ‘1eeded to supplement the
information contained i employer record cards ard Joh ordrr reccrds.
Special studies, one-time surveys, and reports froa agencies and
institutions outside of the Bmployment Service feed to be drawn

upon to meet thia need,

Intuational support for the Planning function is different
wheth .: the manpower planning is administrative, pros=» | ur
budgetary. The neede: information does nos automaticaliy Lecome
available because there is a demacd for it, or because one can assume
that on-going operaticas or statistical programs will yield it.

Sowe management effc t is required to become familiar with ancessible

46



-t

information and to arrange that it will be org.rized and processed
to £ill the different kinds of plamming needs. In this comnection,

knowledge of timing, scope, and limitations of data is important.

Administrative plamning of employer services calls for data
P related to time and geographic specifications. Relating current
employer services to needs involves logistic realities which require
fine detail in time schedules. Highly current, specific quantitative
data on workload, staff resources, etc. are needed to shift resources
in accordance with new program emphasis. Schedules for the week,
month, and perhaps quarter serve as a planning base for operating

administrative decisions.

Program planning centers on projecting changes in the labor
market and anticipating manpower problems which will confront
employers-~based upon expected changes in industries, occupations
and labor supply and demand. It must be based on analyses of the
types of labor market and manpower problesa confronting employers,
the needs ror services which employers have evidenced to iocal
offices, and types of employer services in which the local offices
has been engaged. Plamning documents and quantitative data which
support plans of proposed services to employers covers a much longer
time span than is adequate for administrative planning. Data sources
include the decennial population census and the census of manufacturers,
as well as emplovment and unemployment data over a period of years—
all of which must be related to the local labor market in which
this local office operates and where the employer services will be

provided.

Budgetary planning, as was indicated earlier, is closely tied
into program planning. Much of the same kinds of data are required

to justify the estimated budget requirements, as are used for
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planning employer services. The time span, however, is different.

Since preparation of budget estimates are made about 18-24 months
before funds are appropriated and allocated, and since the funds
are usually for one fiscal year, projections of needed employer
services based on changing labor market and manpower problems cover
an intermediate period of some 2 or 3 years at the most, 1In this
respect, the time span falls between the short range administrative

planning and the longer range employer gervices Planning.

Although each of the major components of Smployer Services Program
mana -ment have been ireated under geparate headings, it has not been
possable t7 discuss them separately because they are not independe.t.
Indeed, tje very interdependence of these components leads to the
inescapable conclusion that sound Employer Service Program management
must of necessity be a composite undertaking. This becomes all the
more evident when it 1s realized that the manpower program is far
more comprehensive and far reaching than Employer Services, The need
for a broad based management approach is further supported by the
fact that in every; local area there are many local human resource and
manpower related agencies whose activities greatly affect the extent
to vhich the 1local office can provide useful services to employers.
Among these agencies are the schools, vocational education and area
training or skill centers, social service agencies, vocational
rehabil:.ta:ion. and the health service agencies. All of these make
& contribution to the Quality of manpower which the labor market
and employer require, In that sense, the 1ocal Employment Office
oPerates as a centra] instrument and intermediary locally to agsist

employers in finding needed workers,
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PART IT

KEY COMPONENTS OF THE DEMONSTRATION

EMPLOYER SERVICES MODEL

INTRODUCTION

Part I of this Volume dealt witi, the general issues and problems
of developing and operating an Employer Services Program. Part II
of the Volume deals with the specific components or activities
performed in the Demonstration BEmployer Services Program. If Part I
of this Volume can be conceived as the "why" and "wherefores" of

BEmployer Services, Part II is the "how to" of Employer Services,

The actual Demonstration Employer Services Program was very
extensive and we could not hope to elaborate on every aspect of it.
One other final reportl presents additional information on the
Demonstration which supplements much of the descriptive material
in this Part (II) of the Volume. In Part IT of this Volume we will
review in some detail only those aspects of the Demonstration Model

that were of key importance to the successes of the Demonstration.

In reviewing Part II of the Volume the reader should bear in
mind that the Demonstration Model did not represent the ultimate in
Employer Services Programs. The test city local office, and most
local offices throughout the country, are in no position to implement
and maintain highly complex and extensive Employer Services Programs.
The components of the Demonstration Model presented in Part II should
be regarded as the basic building blocks required bty most local
offices if they are to eventually develop more sophisticated BEmployer
Services Programs capable of facilitating the achievement of the

public Employment Service's goals,




Eight components are considered, These are;

¢ Staff Training

* Employer Advisory Committees

. Public Relations Focused On The Employing Community
* Employer Information

* Key Employer Selection

¢ Bmployer Contact Schedules and Controls

* Job Development Information

* The Delivery of Employer Services

Of the eight components considered, the last is the most important.
The first seven components only exist to support the delivery of

services to employers,

LRIC
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STAFF TRAINING

Over the last few years, very little training was provided for
Employer Services staff in most local offices. The training ES ataffs
did receive usually was limited to the mechanical aspects of their
Jjobs, e.g., the proper method of completing contracts (0JT, NAB-JOBS,
etc,) and reviewing procedursl operating manuals. Also, much of this
training was sponsored by USES and thus, uas highly generalized for
purposes of regional training meetings and such meetings were tailored
neither to the unique needs of the indivaduals nor to problems within
their local areas. To fill this training vacuum, the Project itself
developed training programs tailored for both the ES staff and the

office staff as a whole.

The reader again must bear in mand that the training described
in this section is aeither new nor advanced. It merely represents the
very basic technical and interpersonal skills necessary to successfully
carry out a basic Employer Services effort. As such it represents
another building block on which to eventually construct a more

sophisticated BEmployer Services Program.

In reviewing this section, we would caution the reader on the
liamitations of training programs. Many persons at the federal and
state levels regard training as a panacea for all the problems facing
a local office. It isn't! In another Project final report2 considerable
discussion vas devoted to the failure of all levels of management to
consider the numan needs of the institution, wherein all efforts are
devoted to developing hew programs, hot to developing the public
Employment Services' staff capability to implement these programs.
In this kind of environment, even the most carefully designed and
professionally implemented training program will be of marginal

value.
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An_Approach To Training Programs

The essence of the approach used in training was that it was

designed to meet the specific needs of local staff, The USES Exployer

Services Training Resource) which is available to all State agencies,
is particularly saited to developing locally oriented training
programs. Our approach was similar to u;at recommended in the
Training Resource;

1, Identifying the training needs of the participants

2. Setting goals for each seasion

3.  Adapting and expanding materials in the Training Resource

4. Conducting small group (fewer than 12 persons) sessions
in which the audiince participated in role-playing, case
study, and group exercises

5. Reinforcing the training sessions immediately with
on-‘che-job experiences demonstrating the ideas and

techniques developed in the training sessions,

This last point is of considerable importance to a successful
training experience. Most training specialists have ccme to a
consensus that adult learning is best facilitated when the learner
hae a chance to use the new ideas or techniques in the work setting.
This immediate application of the learning tends to reinforce the
training experience; it has been related to improved performance
on the job. All too many training programs presented to Employment
Service gtaff have not been followed by immediate opportunities

for application on the job.

* Available from U. s, Department of Labor, Manpower Administration,
U. S. Employment Service.
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Overviéw 0f Subjects Covered

During The Demonstration

Unlike many Bmployer Services training programs, the Demonstra-
tion training effort included the entire local office staff. In
a re;)ort,3 we emphasized that delivering services to employers was a
total local office effort, not limited to the activities of the
Employer Services Unit. Of course, the training given to most
local office staff was not as extensive or technically oriented as
the training given to Employer Services staff. Nonetheless, it was
felt to be essential to a successful Employer Services Frogram.
1n outlining what was done, first, we'll cover the training given
Employer Services staff; then, briefly, we'll review training given

to all local office staff.

The Project offered three kinds of training related to Employer
Services. In the first, whach dealt with contacting employers and

conducting field visits, some of the subjects weres

1. Preparing for an employer contact

2. Jsing the telephone in making appointments
3. Public relations

y, Overcoming employer objections

5, Closing the sale
The second dealt with techmical training. Subjects covered were:

1. The collection and use of employer information

2. The identification of key employing establishments

3. The technical services available to the local uffice

4, The identification and analysis of employer's needs
for technical services

5, Training on Executive Order 11598
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6. Training in EEOC legislation concerning interviewing,

testing, and wages, ete,
The third area--organizational development-~covereds

1.  The role of the state agency and the local sffice

2. The role of Rmployer Services

3.  Setting work goals and objectives

4. The interdependence of different units in the local
office

5. Achigving cooperation and coordinatien for the delivery

of services

Much of the information used is available from the Training Resource

and from materials and experiences originating in the local office,

The firat area--contacting employers--yas based on the concept
of preparedness. The Employer Contact Representative must be prepared
to factually counter any valid objections that an empioyer raises,

For example, if the employer makes a statement about the general
quality of the applicants that would be sent from the office, the
Tepresentative must counter his statement with factual data on the
characteristics of the applicant file. oOnly by preparation and the
develomment of his informational base with relevant data can the

representative answer any valid objaction rajised by an employer,

The Project taught the Employer Contact staff how to prepare
for a visit: what information should be studied, where to find the
informetion in the office, and how to utilize the information,
The Project trainers discussed how to make appointments over the
telephone by using a system of flip cards keyed to the possible
e@xcuses that an employer may use to refuse an appointment. Very

little time was spent on puplic relations, but the rudimentary
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concepts were presented to the staff. Owerall, the goal of the
training was to show that if the staff was prepared and presented
its material in a professional menner, it could overcome many employer

objections.

The second kind of training given by tne Project dealt with
technical services and was based on two premises: first, that
certain information must be collected and used to build a complete
file on individual employers, thus leading to a more thorough service
to employers by the local office; and secondly, the Representatives
must have certain working knowledge of technical services availsble
and ways to bring those services into play when they are needed. This
technical inowledge must include an undersM of the EEOC regula-
tions and Executive Order 11598, both of which have a great influence

on the employer's enviromment.

The first section within this second kind of training dealt with
the importance of labor market information to which the local office
has access. The data was collected from the different reports and
the records of the office, the foundation for a successful employer
information model. The consumers of this information have to be fully
aware of its importance, how to bring it together, and how to inter-
pret it. Considerable emphasis was given to selecting "key employing
establishmerts" for personal contacts. The labor market information
wi Sh which the Employer Services Representatives became familiar
came from statistical reports on labor turnover by industry, employ-
ment changes reflected by U.I. claims, Job Bank reports concerning
the intersction of the office with employers, applicant file

surveys, and other sources from inside xnd outside the office.

The second section of this training dealt with the technical

serrces that could be offered to an employer from the local office.
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The Baployer Services Representative has to have a working knowledge

of the employer technical services which are available: he also must
know how to identify and analyze the employer's prodlem so that he
can recommend which particular services to resolve a given prodlenm.
Knowing EEOC regulations is an important aspect of this analysis; an
Employer Services Representative can perform an important service to
an employer if he can identify a possible violation of an EEOC
regulation and reccamend a correction before the employer is cited

for a violation,

The third and final kind of training dealt with the organizational
developmen: aspects of the local office operation. The roles of both
the state agency and the 1ocal office were highlighted, as well as the
role of the reconstituted Brployer Services Unit, The major emphasis
of this training was concerned with the interdepender.ce of the different
units in the office and how the operations and efforts of one affects
the others, The interrelationship bet;ieen the Job Bark operation,
order taking, and Employer Services received the greatest attention.
The gist of this training was on achieving coordination and coopera-
tion in the delivery of services to employers and applicants., Also
given attention was the sharing of information collected by the
Enployer Services Unit with the other units in the office, aiding
them in better performing their duties,

The training given to other local office staff (those not in
the Baployer Services Unit) was identical to the organizational
development phase of ESR training., Theme of tha sessions for this
staff was that éveryone in the local office has an employer services

responsibility and function; not only the Employer Services Unit,

Because of the limited resources of most loecal offices, the
training they can furnish Probably will be restricted. The training
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suggested here is not a comprehensive package covering all phases

of employer services and could be handled by larger local offices.

It is training that cam be given by resourcesful mansgement by
drawang on & myriad of materials found in the USES Training Resource,
which is available at the state's sdainistrative office and materials
that can be found in the local office. The training can be given by
unit supervisors or specialists who may be assigned to the local
office on loan from the administrative office. This kind of training
is Jjust the first step in the development of an Employer Services
staff. On-going training of the staff hss to be considerad if the
staff is to keep updating its skills and information base. The
colleges in the area should be surveyed to see if they offer courses
that would enhance the staff's knowledge of manpower programs and
employer services and other technical subjects. If they do, the
staff members should be encouraged to take the courses that are

available,
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EMPLOYER ADVISORY COMMITTEE

Prior to the Demonstration, employer relations activicies in
the test city office were on an individual basis, e.g. limited to
those employers who either had, or showed an interest in, an OJT
training program, or offered a limited potential for job development.
The office had no experience nor was it familiar with a collective
approach to employers through an advisory committee. It had not
utilized the employer commmunity as an intermediary for reaching

individual employers,

The Project looked to an advisory commnittee comprised of local
office management and selected representztives from key industries,
businesses, and institutions in the community as an important element
in the reconstruction and restructuring of employer relations and
services. Such a committee can help establish individual employers'
acceptance of the local office; it can open channels of communication;
and it can act as a sounding board for new ideas and services to the
employing community. A committee of employers and local office
management aerves two major purposess first, it allows Zor the exchange
of information about the services offered and services that the
employers would like to see, and secondly, it allows for the cultiva-
tion of closer contacts and conduits into the businesa community by
the local office, thus creating a basis for favorable employer
response to employer services activities provided by the local office

by reflecting employer involvement and participation.

There are at least two methods for approaching er ployers with
regard to committee membership. une method is to use an intermediary
such a8 the local Chamber of Commerce, trade and employer associations,
or the NAB-JOBS metro director to stimulate interest in an Employer

Advisory Committee. In this way, the employers themselves tend to
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instiate the action that leads to the creation of the Coomittee,

1 Alternatively, the local office may co dire.tly to those employers
=10 were initially selected for committee membership and request their
participation. The Project decided on the latter course; it approached
F the employers about ~ommittee membersh:p without using a third party.

The primary purpose of an Employer Advisory Committee is to
develop a representative btody to which the local office's management
can objectively explain i1ts services and detail the limitations and
constraints placed upon it by the differer.t mandates, regulations,
and operational restrictions that affect its work. The local office
management can gain an invaluable insight into problems which confront
employers when they deal with the local office; the kinds of services
that would be of greater benelit to employers; and employers feelings
for making on-ioing operations more sensitive to their needs. From
the Committee's suggestions, the local office can analyze the needs
of employers on an informal basis and possibly develop ideas on how

the office's i1mage can be improved.

It 1s most amportant to note that the Comnittee was actively
involved in the affairs or the local office. Committee meetings were
Joint problem solving sessions. Many coomittee members regularly
visited the local office to keep abreast cf current activities.

Many members assisted local office staff in a variety of ways, includ-
ing making joint contacts to hard-to-reach employers; employers not

anxious to deal with the local office.

The Coomittee members can act as conduics to other coapanies
and institutions in the business community. Por instance, the company
representatives can be invaluable as resovrce people for the Bmployer
Services Unit, directing the Unit to a p~rticular spproach for a
certain company; opening doors to hostile companies by arranging the
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Aruitoxt provided by Eic:



approintment for the Employer Services Representative; and g.ving

the local office representatives direction in helping establish

greater cooperation with certain employers.

The Committee also can act as a promoting force for the activi-
ties of the local office: the name and prestige of the Committee
t.n be used in advertising; the Committee recommendations can be
used to demonstrate how the local office ia altering its operations
to enhance its receptivity to employers needs; and the Compittee, once

created, can sponsor the employer services operation »f the local

office.

As was true with most components of the Demonstration Employer
Services Program Model, the Pmployer Advisory Cosmittee only
represented 2 basic building block for the eventual expansion of
working relations with local employers and the community. While the
purposes of this Committee were somewhat limited during the Demonstra-
tion, future rians call for a much more extensive involvement of
employers with the local office, including & more formalized role

for the Committee, enlarging its membership to include a broader

based commmity representa‘ion.

The composs tion of th. Coomittee should be determined by the
obJectives to be obtained and the proposed members should have
prestige and status in the employing community. The Committee was
limited to an advisory capacity in the area of operational issues
that have caused difficulty between the local office and employing
establishments. Consequently, it was decided to select the Committee
members from persons who weuld be most sensitive to those issues,

i.e. the personnel managers and directors who have the hiring
authority for their fimms; however, other purposes for such a Committee

may necessitate involving different levels of management.

ERIC *
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Commnittee selection is based on a num. of factors intrinsic

to the local labor market and the local office:

1. . The kinds of industries that make up the labor market

2. The key companies in the different industrial classifications

3. The employee population of the coLyanies in the industrial
classification

4.  The local influence or prestige of the company

5. The frequency of use of the local o“fice by the company

The Committee should, as closely as possible, approximate the composi-
tion of industry in the area. The members should be selected from
Jifferent areas of the labor market (durable goods, non-durable

goods, institutions, service industries). The companies selected
should be the key ones for the industrial area, representative of

both large and small establishments. All the companies should have
influence and prestige in the business community. And the Committee
should bz balanced between companies who do and those who don't use
the local office for hiring needs. The Committee has to be kept to

8 small size--10-15 company representatives--to prevent its' becoming
unwieldy.

Once the Cosmittee's purposes and membership kave been agreed
upon, the local office needs to direct its attention toward methods
that will insure the Committee’s recognition as spokesman for the
enploying community. The most expeditious method is to use the
different news media available. By using these rescurces, the purpose

and composition of the committee can be transmitted to the iadividual

employers.

The loca e must decide on the life span of the Coami ttee,
the number of me: .gs to be held, and the agendas for the meetings.

The life span of the commttee should be short, determined by the
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topics to be covered and the goals sought. By setting a definable

period of time for the committee, the local office can evaluate the
effect of the group, and, if necessary, permanently adjourn it at
the end of the time period. Or, if it proves highly successful, the

Committee can be extended.

By having a pre-determined number of meetings, the local office
can control the direction of the I.neetings and prepare agendas based
on the progression of the meetings. The agendas should move from
general discussions to specific issues or problem areas. The first
meeting should deal with the services offered by the local office,
the different manpower programs that are offered through the office
and how they affect the office's operations, and a review of the
mandates; resources; and operations of the local office. Presentation
of this information at the first meeting will serve two general
purpogess first, it will give the Committee members a cursory
kmowledge of what is offered, how it is offered, and the limitations
that are placed on the office, and secondly, it lays the groundwork
for the suggestions that the Committee can make and reasonably expect
some action upon. After the introductory meeting, the meetin;s can
move to problems that confront the employer in dealing with the local
office and then on to problem solving meetings to study and work out

the problems identified.

If the Copmittee is to remain viable, the local office needs to
be constantly alert to maintaining contact with the Committee members
between meetings. A variety of techniques may te used to accomplish
this objective: an open house at the office for the Committee
meubers; an invitation to the members to observe the office on an
individual basis; employer clinics about special problems; television
or radio interviews for public service or news programs. The Committee
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members should be constantly kept informed about the status of their

recommendations between meetings to show that their suggestions are

being given the consideration that they warrant.

to be aware of certain dangers inherent in a Committee of this kind.

recommendations are given proper consideration by both itself and
by high levels of ES management; if not, the valuable time of all
parties will be wasted; creating a deleterious effect on the office’s

attempt to impress the employing commnity with its effort to improve

by the companies represented on the Committee should receive VIP
treatment; they have to be serviced promptly and efficiently. Failure

to do so would negate any attempt to utilize the name of the Committee

improving the services offered to the employers.

to an Bmployer Advisory Committee. The purpose of the Committee has
to be well thought out, the selection of Committee members must be
representative of area employers, and the meetings and agendas have
to be pre-planned to insure that their direction is controlled and

regulated to meet the purpose of the Committee. The Committee

Before the Committee is formed. the local office management has
first pitfall to watch for is the lack of thoughtful preparation
the meetings. Too many employers hold the Buployment Service in
esteem and if the local office is not adequately prepared, this

estimation may be reinforced and do further damage to its image.

local office management has to insure that all the Committee

services. And, above all, the job orders placed with the office

to demonstrate that the local office 18 truly concerned with

In summary, the local office must carefully plan its approach

members' recommendations have to be weighed and those that are

applicable must be instituted; those that need further consideration

by higher levels of management must be passed on to them. And the
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Committee members have to receive constant feedback on the status

of all their recommendations.

The local office management must never lose sight of the fact
that the Comittee is only a tool to umprove the communication
between itself and the employers; the Committee should never become
an end unto i1tself. The ultimate goal is to amprove the local
office's operations so that it is more receptive to employers' needs
and problems and, consequently, better able to attract more and
better jobs for the people who come to the office for employment.
The Committee can help the office and the business area so that both

parties can receive optional benefit from their interaction.

5
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PUBLIC RELATIONS FOCUSED ON THE EMPLOYING COMMUNITY

Until the Project intervened in the test city's local office
operations, there was no systematic program for making indirect
contacts, or developing a public relations prosram aimed 2t area
employers. The limited Employer Services staff devoted all of its
time to making personal visits or promotional telephone calls to a
very limated number of employers. It was thus unable to prepare an
indirect contact program for the local employing establishments.
Nor was any effort made elsewhere in the local office to communicate
inth the employing community generally. The decision to seleet and
concentrate all the direct contacts with "key employing establish-
ments” pointed up the fact that large sections of employers were
being neglected entirely. The problem of reaching the great bulk
of emplovers became pzrticularly acute, because of very limited staff
resources. The Project therefore under.>ok to design a campaign for
communicating with the majority of the employers through a variety
of med:a to offset the limitations on personal visits. In addition,
the Project prepared needed supporting materials and utilized out~
side sources to supplement its own limited staff. The public

relations program consisted of five components:

1. Mail distribution of brochures

2. Release of newspaper and magaziae articles and stories

3. Mailings of specially tailored letters

4, Reliance on business and trade 1sociations as "multipliers®

5. Use of radio and television
Bruchures

In order to highlight the local c¢€fice's new features and services
especially relevant to employers, the Project prepared two broctures.

One brochure dealt with the Job Bank System, which was new to the
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office. The other bruchure, more general in character, was aimed

" at informing employers of the services and programs offered by the

office. Both were specifically designed and adapted to the unique
characteristics of the test city employer market; they emphasized
the identification of the local office with the test city. Both

brochures were distributed to approxamacely 3,500 employers in the

local area.

The chief drawback in the use of brochures is the cost. Because
most local offices dou't have the requisite funds, an extensive
brochure program locally is usually prohibitive, The cost for the
general two unlor brocau'e (eight pages in length) was 28 cents per
copy. ﬁhen such a brochure vw~s priced for statewide distribution
however, the cost dropped to eight cents per copy_.7 In any case,
brochures would usually have to be developed and produced at the state

office level.

The gain to the local office in reaching vast numbers of employers
through the use of brochures, as compared to direct personal contacts,
may offset the printing and distributing costs. Both the brochures
were generally well accepted by the employing community. They helped
greatly in explaining the local office's services to those employers

who could not be réalily contacted directly by an office representative,

Newspaper and Magazine Articles

To maximize communication wit mployers generally. che Project

worked closely with the local newspaper (the test city is a one-

rewspaper city). Particular efforts were made to supply its labor

and business writers with a constant flow of material which usually
yielded favorable news articles. The press releases and news stories
centcred around the different services ““sred by the local office

and the activities of the Employer Advi Jommittee in aiding the
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office's attempts to reach the business commnivy, Staff in the

local office wrote two feature stories for the local Chamber of

Commerce magazine. One story dealt with the Employer Advisory

Conmittee; the other described the work of the Employer Services

Unit. These stories received favorable comments from the business

compunity.

Special Maili

The local office experimented with particular mailings to

employers. Specially designed letters were mailed which provided
information regarding certain services which would be of interest

to selected employers. Letters of congx;atulations were also sent

to newly-arrived or recently promoted personnel manazers or directors
to explain the services of the office to them, if they were, perchance,
unaware of them. In the main, the special mailings were successful
and well received by the local employers and provided an inexpensive
method of maintaining contact and explaining services to those

employers who would not be contacted on a personal basis.

Contacting [ocal Trade and Business Associations

The Employer Service Representatives devoted some of their time
to various employer and personnel management associati;ns. Such
contacts often had a multiplier effect, since through the group more
employers became aware of the local office services then would have
through individual vasits. Meetings with representatives of the
Chamber of Commer 2 and other business and employer associations
centered on explanations of the operations and services of the local
office; they also provided a means to obtain information on how these
groups could be better served. The results of the indirect contact
through the differont associations were difficult to assess because

they didn't generate job orders directly. It was felt however,
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that such meetings were a positive contribution to reaching a

diversif sd employer market.

The Use of Radio and Television

The local office's use of radio and television was intended
to reach the largest possible audience and was not focused exclusively
on the employer commmity. In both media, two distinect approaches
were used. One was limited to th. news and special public affairs
programs., The other was using commercials of six%y seconds or less.
In a medium-sized city such as the test city, the television stations
tend to use more feature stories than would be possible in a larger
city with more hard news of major proportions. Because of the

stations' need to £ill thoir recently expanded news programs—-an hour

in length--they were willing to film stories on thz different operations

of the office.

The Project prepared commercials for television broadcasting.
One had a bagic orientation toward employers. The other was directed
toward the applicant audience, The time for ooth was donated by the
stations as part of their public service o’ligations. Unfortunately,
the airing took place during poor viewing time, early morning and
late at nighi'., so the Project was compelled to purchase prime air time

at & nominal cost.

The impact of the television time on the employing community was
difficult to assess. Favorable comments were made to the Employer
Services staff during visitations of employing establishments, but
the number of new job openings listed with the office directly

attributed to television advertising could not be determined.

The local office used the radjo time primarily for spot announce-

ments. The announcements tended to be of two kindss a listing and
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description of jobs that were available through the local office and
for which no suitable applicant could be found; the other promoting
individuals for whom no jobs were available, with special emphasis
on recently discharged veterans., The radio time was donated by the
local stations in order to fill their public service broadcasting

requirements,

Problems Experienced In Commmication Approaches

The most serious problems experienced in attempting to reach
employers indirectly through cosmmmications devices occurred in the
brochure snd the television commercial preparation. The costs entailed
in the development of the two forms of commmication might well be
prohibitive for most local officea.u The initial cost of these two
media can be offset if they are prepared at the state level and .
distributed through the local office. No major problems arose in the
other forms of indirect contacts--newspapers, mailers, and contacting
trade and busivess associations. Once the initial contacts were
made and local office staff became familiar with the procedures,

there were no difficulties or complications.
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EMPLOYER INFORMATION

The design and implementation of a Key Employer Selection Model
which identifies those employers offering the greatest potential for
Job openings served as the basis for the Project's concentrating on
the information base to support employer servicea sctivities. At
first, the Project considered the updating of the Employer Record
Cards which were still in the files, although in varying stages of
disuse. However, the record cards were found wanting in two key
Areas: first, the cards did not have enough space or categories for
the information collected or for information to be added; and -
secondly, because the ro;:ord cards had not been maintained over the
years, there were gaps and errors in the information. Thus, updating

the cards presented a greater problem than taking a fresh approach.

The decision to establish a sound tt_aundation for an employer
information base required that attention be directed not only to the
inmediate, operating requirements of the Employer Services Unit
(specifically the Employer Services Representatives) but also more
fundamental considerztions of providing a technical support to the
entire local office and the whole range of its activities and
services. In this connection, there was awareness of the need for
Job Search Information (JSI) and an Employer Information Bank (EB),
all adding up to a total Job Information Delivery System (JIDS). At
the same time, there was recognition that the stern realities of
inadequate staff resources and competence, as well as budget limita-
tions, dictated an extremely restricted beginning for a current,
reliable, and comprehensive Employer Information System, It was
decided that at best the basie elements, constituting building blocks,
could be introduced.



Y

o

O

ERIC

Aruitoxt provided by Eic:

Two major actions were taken by the Project with respect to

enployer information, :‘;ich it 4s hoped will shape ite future develop-
ment so that all intereeted usere and clients requiring employer
information may benefit from the local office activities. An
Employer Information Syetem was devieed, consisting of apmopriate
records and filee. The eystem was deeigned not only as a means for
recording and etoring information but also for retrieving it and

for serving employers and all other clients of the local office,
including job seekers and the commmity. In this context, the Buployer
Information System is not simply a mechanical, procedural approach

to record design and haphazard record keeping. Furthermore, provision
was made for an Employer Information Clerk (records technician)
attached to the Employer Servicee Unit to serve as a technical support
to the Employer Services Representatives, The records technician had
particular responsibility for assuring that employer information and
records containing such infcrmation were maintained in an orderly
fashion, accessible for retrieval, and that appropriate information
was being obtained.

The basic tool designed for recordirg and maintaining employer
information was the BEmployer Information Jacket. This Jacket,
together with the information svailable from the order cards in the

Job Bank, constitute the key elements of an Employer Information
System.

Explover Information Jacket
The old employer record card inadequately prcvided for "internal
labor market" information which is critically important to an
employer service activity, In addition, data related to recent
mAnpower program develomnti having employer implications was

lacking, Material such as union-management contracts, newspaper
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and wagazine articles, and correspondence between the office and

the firm had to be maintained in another system. The consolidation
of all of this informmation about the employer required the use of

an Employer Information Jacket.

The Employer Informavion Jacket (EIJ) consisted of five forms

which were:

A. Employer identification and basic information, which
represents the front cover of the jacket (See p. 74,
Figure 1).

B. Occupational and turnover data, which represents the
back cover of the jacket (See p. 75, Figure 2).

C. BPEmployer contact record, an insert in the jacket
(See p. 76, Figure 3).

D. Employer services record, an insert in the jacket which
is printed back to back with the employer contact
record (See p. 77, Figure 4).

E. Employer plan of action, another insert in the jacket

(See p. 78, Figure 5).

The face of the Jacket contained information about the company
to aid the Bmployer Services Representatives in his or her relations
and work with the individual employer: identifying information such
a8 the name and address of the fimm; principal officers of both
management and labor; and the product or servicea offered with the
industry code, JYuformation about the company's employment practices
and policies '-ir included on the face, information which included the
work week and hours of work; the principal hiring sources; specifica-

tions; and the employee benefits.

On the reverse of the Jacket was occupetional data which would
assist job search activities, job developments, and other related

(4]
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activities since it included information about selected occupations
which offer placement potential for the office, as well as data
on accessions and separations; p' wnt population and fluctuations;

and office and fimm interaction measured by office placement.

Exmployer Service and Contact Record Card

This insert in the EIJ is a handy record of all visits made to
the employer by the Representative, and is designed to be coded with
the reasons for the visit, how the contact was made, information
obtained and suggested follow-up. The reverse side 1ecords the Job

Order activities for quick referral.

Buployar Plan of Action Card

The Employer Plan of Action Card is designed to be used as a
tool for developing a semi-annual review of the services offered to
employers and the subscquent selection among them. The Employer
Services Representative can develop an appropriate plan of action
for each "kKey company” which is tailored to the specific needs of
that company, by drawing on the resources that have been collected
since the last review. In many ways the Employer Plan of Action Card
is the most important item in the system. It becomes the focal
point of the Employer Services Representative program for the
individual firm. It details the actions which should be taken to
insure that the employer and the qualified job seeker are br.ought
together for the benefit of both., It becomes the operational
directive from that individual company to -the local office for the

services which the company needs.

Employer Complaint Form

Another form used to supplement the F1J was the Employer

Complaint Form. The first priority of ‘he Employer Services Unit
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was to handle the complaints that were woiced by employers. But

there was no organized method c“ insuring taat the complaints reached
the appropriate staff members or that the resolution of the complaint
we communicated back to the staff members (in Order Taking or
Placement) who first identified the complaint, This posed two
hindrances to resolution of employer complaints: first, the lack

of a mechanisa prevented the identified complaint from reaching the
proper person and second, prevented news of the resolution’s reaching

the identifier of the complaint.

7> develop a proper system of complaint handling, the Project
developed a funr e-=bon cooy form for the routing and resolution of
exployer's objections. A facsimile is on page 81. It has spacz for
all pertinent Jetails such as the company, the complaint, the origin
of the crmolaint, and the documents collected concerning the complaint.
In the body of the form are spaces explaining how the complaint was

resolved and what additional follow-uUp is neaded.

The copies were routed to the BEmployer Information Jacket, the
office manager for review, the company representative, and the
staff member who originated the complaint.

Employer Information Technical Services
(Employer Information Clerk)

Prior to the Demonstration no one maintained the employer
information on a regular basis, because it was not a required report-
ing function. The records were maintained in a looss mamer, with :
limited effort spent on their maintenance. The Employer Services
Representatives spent the. greater portion of their time or developing
support and maintairing a liason with the employers, not on maintain-
ing proper records. Consenuently, the needed infoxmation base was

lacking.
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EMPLOYER COMPLAINT FORM

e

Order # covung 1

Address

Person makine

Noture of Compl.

Pertnene satenal to be collected

A. Copres of t . Order (MESC 2514)
C. Copwes of 2511 for all refersals

~ B EmployerRecord Card (2363)
D Other

Person teting C
ACTION TAKEN
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In order to offset this troublesome situat: n, the Project

T

staffed an Employer Infonmation Technician pos.tion (Bmployer
Information Clerk) to support the operatious of the Employer Services
Unit. The duties called for the collection, collation, 2nd main-

F tenance of the employer information for use by the Employer Services
Unit and the rest of the office in its Job Informaction Delivery
System (JIDS). The data used by the Technician was drawn from the
multip®: sources found within the office and from outside sources
that aided in the completion of the above schedules and culminated

in th- Employer Plan of Action Card,

By having one person detailed to the maintenance of all pertinent
information about the employers of the locality, the proper keeping
of the .information base was guaranteed and the Employer Services
Representatives were freed from record keeping tasks so that they
could devot( their time to dealing with the employers. Yet they
atill had the nezded operating information with which to carefully

plan their approaches to the employers.

The importance of collecting and maintaining employer information
cannot be overstressed. Tie information developed over & period of
time can become the building block for improving services to both

. the applicant and the emplcyer. The information can be both the
product and the tool of an Puployer Services Unit, which can collect
and refine the data from the employer. The Unit can use tlie data
to serve the employer by insuring that he is contacted Just prior to
his peack hiring periods, that he is contacted when applicants who

possess the skills that he is looking for enter into the system, etc.

The major problems with the employer information are collecting
and using the information and maintaining the information. ™or any

data to be o: value, the staff members who use it should be completely

ERIC
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trained in its use and its collection. The data exists for the
staff members to make interpretations and decisicns baseé-on the
available information. Without a complete knowledge of how to
interpret the data, it would serve 1littl> purpose. Also, the system
must be maintain ° and updated as the information comes in. Informa-

tion that is obsolete serves no purpose and prevents accurate

decisions from being made.

83

rges

o P Do b

s
L3

sx

Pl

s

-

‘\Mﬁb‘{"‘ﬂ;‘. &

.




ERIC

Aruitoxt provided by Eic:

KEY EMPLOYER SELECTION

Within a local Employer Services Program, available staff and

resource constraints dictate local offices' optimization of their

meal B g e winta

capabilities for maintaining relations with "key" en{ployers. "Key
employers, or employing establishments" are those which have the
highest potential for listing with the local office the greatest
number of job opemings which will lead to placements. Tdentification
and selection of t{xese "key" employing establishments is important
to the success of a local Euployer Service Program. The MESC-AER
Project rejected a "major/minor" market model for identification and
selection of key employers, because the size of firm criterion was
not deemed to be an adequate index to openings’placement potential
and, moreover, other criteria often were more significant for achiev-
ing objectives with limited rewources. Instead, the Project developed
a "key employment establishment" model which considered a number of
salient features reflecting attributes of a particular firm and its
industry, the degree of acceptance of the local office by the
particilar firm, and the characteristics of the labor market as well
as the job seekers. Seven criteria used to identify and select the

key rims were:

1. Esployers covered by Executive Order 11598

2, Size of fim -~

3. Recurring employment fluctuations, seasonality

4,  Labor turnover

5. Occupational characteristics of the industry and the
establishment

6. Local office acceptance and use by the firm

7. Occupational potential for job seekers
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Employers Covered By Executive Order 11598

A very logical first criteria for determining which employers
to contact is whether or not they are covered by Executive
Order 11598; the mandatory listings order. Employers covered by

this order are required to 1list most of their Jjob openings with the
public Employment Service.

The fact that these employers must 1list their openings is a
perfectly valid and useful reason for an employer visit. The
purpose of the initial visit is ‘o explain the order to the employer

and to demonstrate how the local office can assist in their hiring

needs.

Most state offices now periodically provide their local offices
with updated lists of employers covered “y the order. Such employers
should receive priority visits, regardless af their potential based
on the other six criteria. However, if the local office has limited

contact staff, the othies six criteria can be used to rank order the

mandatory employers for visits.

While this first ciiteria for selecting key employers to contact
is very compelling, conts-ts, wherever possible, should not te limited

to just these employers. Six addi.ional criteria are available for

détermining other employers %o contact.
Size of Fim
Job openings in a particular establishment usually reflect i
instability or vacancies in existing jobs, either of which necessi-
tates replacements, rather than increases in the level of employment.
Hence, size of firm cannot be regarded as the main determinant of the

potential for placements. Nevertheless, given ccmparables in job

stability, the larger the firm the greater the prospect for job

RS W AT 2T
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openings which will lead to placements. There are, of course, large

firms which offer excellent wage and benefit packages and good
working conditions, all of which promote a stabilized work force
and, consequently, little placement potential for the local office.
Hovever, their offerings are more related to the industry of which

these fiims are a part, than to the size of the firms themselves.

The selection criteria for identifying establishments which
offer the greatest potential for both volume and quality ot job

openings may start with size of work force, but should always take

into account other criteria. Frequently, the size of his fimm is

a primary factor in the employer's decision to use the local office's

services; in other cases his decision is dictated by Executive
Order 11598.

Special problems are imposed by the size of the firm. A large

establishment will tend to be highly structured, with the hiring
wuthority and channels to employment centralized in a personnel

department, or dis ersed among the different divisions and levels of

authority. Union-management consideration will play an important

part in the hiring and promotional practices and may act to pre “nde

the local office's penetration of the firm. Thus, the internal

labor market of the establishment becomes significant if the loecal

office seeks to expand its use by the firm.

Information on firm size was derived from the quarverly report

for the State Unemployment Law (ES-202 Report). This report gives

by month the payroll and employment of firms classified by four-

digit SIC code. The firms were classified by size of employment

by industry. Despite variations in establismment size in di’ferent

industries, for the area as a whole size categories were as established -

as followss 300+ workers; 100-299 workers; and less than 100 workers.
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The informetion was transcribed from reports on sumpary sheets

(figure 7, page 88) for each organization.

Recurring Employment Fluctuations

Certain industries are characterized by seasonal fluctuations
in production or marketing--industries such as construction which
is dependent on weather conditions; food processing which is geared
to the lowest demands; and retail trades with its peak periods
clustered around certein holidays. Xnowledge of these highs and
lows in employment activity ».lows the local office to pian in
advance for anticipated changes and attempt to capitalize on the
industries' projected employment needs for i\hat period. In addition
to instability of employment in secsonal industries, other criteria
may preclude a given establishment's beir; classified as a "key
employing establishment.” However, these establiahments can supply
a large number of suitable job oMs during their peakx periods.
In other words, "key establishment® is not & fixed and rigid identifi-

cation for all months in the year.

The information about seasonal fluctuations was collected from
the same source as the firm size, the quarterly report for the
Unemployment Insurance Law. The information was collected for the
last four years in which inforwation was complete and was arranged
so that the rasing and peak periods of empioyment could be identifijed

by two-digit industry groups. (See figure 8, page 89.)

Labor Turgover

Labor turnover in a particular establishment is perhaps the most
important source of openings for the local office. On rare occasions
Job openings may be gex;erated by new industry entering the area or

a major expansion of existing facilities, but, in the main, as has
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been indicated, job openings come from employment irstability.

Labor
turnover can come from three key sources:

woluntary worker separa-

tion; involuntary separation; and promotion. Voluntary separations

such as quits and retirements Yield openings which can be fillei by
the local office, diructly by filling the openings or indirectly by
f£illing the openings resulting from promotions made to £ill the
initial Job openings. Involuntary separations such as layoffs have
little potential for the local office; in fact they are detrimental
because they increase the size of the surplus iabor force and reduce
the mmber of possible job openings in the commmity. Another form
of involuntary separation, the discharge of unsatisfactory employees,
offers the local office potential job openirgs within a company. The

local office has an opportunity to either iill the vacated position or
an entry position opened up by a promotion.

Accessions to a company payroll come from one of two sourcess
the recall of workers laid off and new hires. The former offers no

Job order potential for the office; the latter does.

Unfortunately, data on labor turnover is scarce and non-existent

in many localities, This creates a major roadblock in the local

office's effori to identify and select employers which offer the
greatest potential for placements (it also indicates the importance

of developing such information on the Employer Record Cards).
While information is available from industry aggregates, these may

have limited uses, and the real wind-fall lies in disaggregate

information for individual firms. <Yet, even this limited amount of

information concerning accessions and separations by industry can

supply a clue for the local office in its selection of "key employing

establishments." The quantitative data needs to be augmented by

qualatative information about the employer's intermal labor market,

which can be acquired only over a considerable period of time,
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In order to utilize what information was available, the Project
sabulated the employment by months in two-digit industry groupings,
against which new hires, total separations and total accessions were
compared. Although the experience of a particular establishment nay
differ greatly from the experienc. of the industry as a whole, the
information extracted proved to be of value in making broad conclusions

about turnover and placement potential. (See Figure 9, page 92).

Occupational Characteristics of Industry by Establishment

In order to make valid decisions about which establishment should
be classified as a "key employer,” the local office has to obtain
information on the occupational structure--the number, the range and
complexity for the industry and the particular fimm. Those industries
that have families or clusters of occupations that open channels of
occupation and growth and advancement for the individual are, obviously,
the best industries for the local office to cultivate. However, such
clusters promote employment continuity which often excludes the local
office. Because such situations become well known in the locality,
plant recruitment and self-iniiiated Job search tends to limit local
office participation in staffing these plants. There are also
industries, and firms in those industries, where the occupational
structure produces employment instability. If that instability is
not caused by detrimental work characteristics--low pay, low Jjob
rights, lack of advancement _potential, or seasonality--the local
office staff would do well to seek out tho.;e( companies which can

offer the greatest possible placement opportunity,

The occupational characteristics of an industry and establish-
ments within it can also give the local office insight into the
hiring channels that would exclude or compete againgt the local

office, For example, vocations which call for licensing by a

91
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governmental agency, such as medicine, aviation, or public safety

can be excluded from solicitation by the local office. Again, where
specific hiring is controlled through union-management contracts, the
establishments employing persons in those occupations would not twrn

to the local employment office for emi:loyees.

Nevertheless, care has to be taken in excluding industries and
companies from the "key employing establishments" list. Although the
more prestigious and pecuniary occupations may be closed, the fim
still may offer a wealth of openings that are not excluded from the

local office's job order lists.

The method of determining the occupational structure used is too
lengthy and technical for discussion in this segment of the report;

to find the methodolcs, refer to Technical Note I, in the MESC-ABR

Project Report "Key Employing Establishments for Job Openings

Listings,” by louis Levine, January, 1971.

Local Office Acceptance And Use

Although this criterion is non-economic and tends to be a
marketing research element based on experience, it is of major
importance for the local office. It provides the means for identify-

ing and selecting employing establishments to be singled out for

special effort. After 2ll, the purpose of the complex model 18 to
pick those firms which will yield the greatest number of job openings
that the office can fill. If the degree of employer acceptance is
not considered an important facet, then the organization of a "key
employment establishment"” mode! may well be an academic exercise.
Regardless of the potential openings a firm has, if its acceptance - |
of the local office as a recruitment source is low#, those openings

will not be realized by the office. Much effort is directed by the

ERIC »
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local office to attracting "new" employers when the job order

experience will show that local offices have neglected employers

who have already indicated their desire to use the local office.

A "key employing establishment” model is Just the first step
in developing a marketing program directed at the employers in the
comm ity. The next step is recognizing that there are levels of
acceptance, or degrees of relationships, that have developed over
time. The information organized around the first four criteria have
to be further clustered in categories based on the acceptance of
the local office. Those firms that arve clustered together by their
size, their turnover and their occupstional structure have to be
reshuffled into fewer groupings b.sed on their use, and lack of use,
of the local office. Grouping based on the five criteria then allows
the local office to plan a marketing campaign directed to each

particular segment.

Once the objective data had been collected by the MESC-ARR
Project, staff studied the order activity of the key fimms chosen
to determine their relationship with the local office. The fims
were classified three wayss effective relations, seldom uses or
stopped using, and never uses the office, Also, information on
different programs that promoted the interaction between the local
office and employers was studied to sce what kind of relationship

was developed from those programs.

The five criteris, four rooted in the characteristics of the
particular industry and the fifth based on the interaction with
the office, v.;ere used to pick those firms which would give the
local office the greatest number of job openings that could be
filled by the office, In turn, that data was arranged so that

certain categories of firms could be approached, via a marketing

4 -




campaign, in the most propitious method to get those jub openings.

(See PFigure 10, page 96).

Occupational Potential for Job Seekers

It was suggested in other Project reports that obtaining an
increase in number of job openings in the local office is not an end
in itself, it is obvious that grester attention must be given to the end
objectives of placements, In this way both employers and job geekers
are served. Placements can only be achieve;i by selection or refe:.-al
of Job seekers who have qualifications to meet the employers' hiring
specificationa.* This means that based on the numbers and characteris-
tics of applicants registered with the local office~--particularly
with respect to occupations--employing establishment relations may
be shifted at certain times to reassign Employer Services Represen-
tatives., This is in contrast to job development, which is usually
regarded as searching out job opportunities for Job seekers on an
individual basis, In our suggested operation, a group approach is :
taken, relating employer gervices activities to those establishments
which employ personnel in occupaticns repcesented by significant

categories ot registered applicants,

* Of course, it will often prove necessary to modify unrealistic
hiring specifications,
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EMPLOYER CONTACT SCHEDULES AND CONTROLS

In order to develop a system for controlling and evaluating

contacts with employers, the local office used three tools:

1. The Employer Contact Plan of Action
2. The Employer Contact Schedule and Control Board

3. The Employer Contact Evaluation Form

Employer Contact Plan of Action

The Employer Contact Plan of Action (See figure 11, p. 98) was
designed %o achieve three major purposes: first, to categorize the
employers into distinct groupings based on certain charactcristics
in order to develod >t marketing strategies for each group;
secondly, to provide aployer Services with a master plan for
contacting all key employers over a specified period of time (six
to twelve months) and thirdly, to establish a set of objectives to

be reached for each key employer.

The plan provided for variations in the numbers of employer
contacts to be made and it distingzuished the type of contact according
to the size of the firm and the quality of the firm's existing

relations with the local office.
Firm Size

1. 300+ emplovees
2. 100-299 employees

3. 50-99 employees

Existing Relations "ith the Local Office

1, Lffective relations - uses services selectively
2. Relations need work - used services but stopped, or

uses them infrequently
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3. Relations need extensive work - never has uged the

local office
For each category the plan depictss

8. The nuaber of visits to be made to the employer

b. The nmumber of visits to be made by the employer

¢. The number of promotional talephone calls to be made

d. The mumber of indirect contscts to be made to the
employers, that is, the contacts made by persons from
outside the local office

e, The number of general or specific mailings to be made

to the employers

The marketing plan called for s separate strategy for each of
the classifications ruulti;:c from the combination of considerstions.
Esch strategY calied for s contact mix of personsl visits to the
smployer, visits to the office from the employer, pronotiomll
telephone calls, and general and specific mailings. The strategy
developed for those emplorers categoriced as having “effective
relations” was aimed at strengthening the existing bonds b¢tween the
local office and the employer; capturing s greater share of the
openings for which he has to go outside his firm to £ill; and
improving the quality of the job openings that the employsr is
placing. The sirategies designed for those employers listed under
“relations need work" and "relations need -<tensive work" consisted
of problem identification and solving, with the BEmployer Services
Unit staff giving personalized attention to the employer's needs,
The difference between "relations need work" and "relations need
extensive work" is cne of degree and comnitment. If an employer in

the latter category showsd promise and the potential for placements
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was great, then the Tnit concentrated its offort; if mot, the Unit
moved on to a more promising employer.

The Cont.zct Plan of Action estadlished the basis for the overall
sanagement of the objectives of the Baployer Service Prograa. By
developing a tentative schedule of the kinde of contacts to be made
with employers, the Employer Service Unit has & document from whicr
it can plan, control, and coordinate contacts. Because each employer
has & minimum number of different contacts to be made, the Unit can
measure snd determine if the employing estaLlishment has been
contscted the appropriate number of times; if not, it can plan

accordingly.

Eeplover Coptact Sobedule and Control fiaapd
The Project designed and installed in the local office a 3 x 5'
oagnetic board which Gesignated each stalt member's visits for s two-
week period. The board also had a section for data that could be
used as & rcugh measurement of the changes that have taken place
since the Employer Services Uuit begar full-fledged operations. The

aress for which the data was recorded and displayed were:

1. The nusber ol new applicants

2, The number of new orders for the monih

3+ The number of new spenings generated by the new orders

4, The number of open orders that were in Job sank on the

last day of the month

5. The number of orders that were closed during the month
(minus those orders cancelled)

6. The number o’ cancelled orders

7. The nwber of placements made during the month

8. The Placement to opening ratio

9, The number of referrals made during the month
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10. The referral to placement ratio
11. The average hourly rate

12. The average occupational level
13. The casual labor placements

14, The unewployment rate

Prominently displayed in a high traffic area within the office,
the board became a focal point for both the Pmployer Service Unit

and the rest of the office. At a glance, every staff membe: could

tell where the Bmployer Services Representative would be on a given
day. Each staff member felt some degre: of involvement since the
data reflected the volume of activities and certain aggregated

meagurements of job orders listed with the office during the pre-
ceeding months,

The Employer Services Unit Supervisor was able to maintain
control over the visits made, by reviewing entries on the board to
insure that there was no conflict in their schedules. At the same
time, the staff members could check the visiting activities of their
colleigues to see if their planned schedules conflicted, The board
proved to be an excellent tool for coordinating visits and preventing
more than one BEmployer Services Representative from calling on the

same employer during a two-weex period.

Emrlover Contact Evaluation Porm

The third instrument developed by the Project was the Bmployer
Contact Evaluation Porm (See Pigure 12, p. 102), Desi\gned for the
staff members to complete after making a visit to an employer, it
has check boxes for the mode of contact, purpose of contact, and
results of the contact, The back of the form was used to report,

in narrative fashion, the main theme of the contact and information
ccllected during the contact,
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After the schedule was turned over to the Supervisor for review
and corrections, it was then given to the Employer Information Clerk
for the posting of the new infomation.and tﬁé filing of the form
in the Employer Jacket. The schedule insures that the Employer
Services Representative records the results of the contact as soon

as the contact is completed, while the events are fresh in his

mind.

The Employer Contact Evaluation form was a particularly valuable
tool in that it served a dual purpose: it assured the collection
and recording of employer information; and, it was an evaluation

form for the Employer S«;Qvices Representative and his Supervisor to

review the results of_aaﬁfn vasit.
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JOB DEVELOPMENT

No organized, systematic job development system existed in the
test caty. What was considered "job development" was sporadic place-
ment attempts when there were no suitable openings listed with the
office for long-term unemployment registranta. The more experienced
and aggr:ssive interviewers; e. g. job developers <or the WIN and
veteran groups, and counselors who had developed some degree of
industry knowledge and rapport with a few employers, would, on
occasions, attempt to place an individual on a job without a Job
order. In order to stimulate more job development, the Project
developed a system for collecting, organizing, and disseminating job

development leads in the local office.

The job development system was designed to promote job openings
for persons presently unemployed who possessed certain occupational
characteristies which companies are seeking. The system was not
designed to provide socio-economic or worker group profiles for
industries which may be planning to locate in the area. In other
words, the system was to find job openings for the existing surplus

supply of w.rkers and not to help create a demand for certain worker

groups.

The method designed by the Project was simple in its organization
and implementation. Members of the local office staff, primarily the
Employer Services Unit, would inquire of employing establishments if
there were certain jobs or occupations which the company had difficulty
f11ling, either because of the complexity or the demands of the Jobs,
If the establtshment. had such occupations, then the office repre-
sentative ascertained whether the personnel manager desired to be

contacted if the office located a person who possessed the needed
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credentials, 1f he did, the ESR made out a Job Development Lead

Card (Figure 13, p.106).

The card is a form, containing all the pertinent information
about a pucential opening to allow the job developer, usually an
interviewer or a counselor, to select a suitable candidate. The

information garnered from the employer includes:

N
1. The duties to be performed
« The proficiency needed
The specialized knowledge needed

The machines to be opérated

wn £ n
.

« The remuneration for the position

The collected information is organized in a file by the occupa-
tional title and D.0.T. code. All similar occupations and codes are
grouped together into occupational categories. One sheet or lead
card is made for each jub development lead received from a firm, with

each lead card placed in its relevent category.

A second file, also centrally located and easily accessible
contains data on possible applicants for the position described in
the lead card. This second file is called the "active" or applicant v
file. As an interviewer uses it, he records the name, social security
number and the D,0.T, code for the candidate, and wher an appoint-
ment between employer and job candidate is scheduled. It becomes the
Job developer's responsibility to follow up and contact the employer
within an appropriate time afterwzrd. The success or failure of the

attempt is then recorded on the lead sheet.

By constantly adding information and updating the lead cards,
the Bmployer Services Unit can keep track of what occupations and

companies are receiving the most job development contacts from the

SER

)
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office, The Unit can also maintain a record of successful or
unsuccessful attempts and use them as a basis for further employer

contacts,

The prizury source for job development leads comes from visits
by the Employer Services Unit, but there are many secondary sources,
the key one being the closed order file, Those orders, cancelled
because of a lack of suitable candidates, can direct the Employer
Services staff to a company which might wish to interview anyone
who meets the specifications of the job. However, care has to be
taken in screening the orders to insure that the lack of applicants )
results from the complexity and skill level of the Jjob, rather than

the inherent instability in an undesirable job or position,

Wholesale Job development was studied to judge the feasibility
of instituting that kind of job development program. But, unfortunately,
the necessary information base was not extant at the time. For
example, the procedures for developing demographic profiles of worker
groups were prepared as part of selecting key employing establishments,
but due to time constraints, were not implemented. The procedures

*
involved are outlined in an earlier Project report.

As the staff in the local office increases its technical prt;-
ficiency in data collection and as there is reasonable assurance
that the Job development attempts directed %o the surplus supply of
workers are successful, then the Employer Services Unit will direct
its attention to preparing an information bank for large-scale Job

development.

* See Project Report, Key Bmploying Establishments for Job Openings

Listings, by Louis Levine.

.
T

107

-




bl

. There sre potential problems to be avoided in a Job development
program, The first problem is getting an adequate mix of both
occupations and firms. Unless care is taken to solicit a wide
variety of occupations and firms, the file will become overloaded
with a few clerical and higher-skilled positions and dominated by
a few firms, This will lead to the second major problem: oversolicita-~
tion of the companies tnat are listed in the Jjob development file.

If an employer is contacted too frequently, he will soon request

his company's hame be remcved from the file.

The file must remain dynamic. As new sources are promoted, they
have to be recorded and when the demands for a particular company

are filled that company's sheet must be expurgated.

Above all, the interviewers and counselors who do job develop-
ments have to be encouraged to us: and sugment the system; if not,

then the purprse of the system will be negated.

O
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THE DELIVERY OF EMPLOYER SERVICES

Seven key components of the Demonstration anloye—r Services
Program have been reviewed: staff training; the Ewployer Advisory
Comittee; public relations; employer information; "key employer"
selection; employer contact schedules and control; and, job develop-
ment information. The rcader should recall that only the key elements
are being covered and the actual program included many more activi-
ties. While each of these components or activities is important to
a successful Employer Services Program, not one of them is an end in
itself. Each of these elements only exasts to support the delivery
of services to employers and applicants ana should never be allowed

to become an end in itself.

In discussing the delivary of services to employers wa shall
make a distinction between two basic kinds or levels of service. The
most important service provided to employers is the recruitment,
screening, and referral of job applicants--the placement service. The
second level of service is assisting employers with their manpower
related internal problems, referred to as employer services, :mployer
technical services, or in-plant services. We shall use the employer
services nomenclature for purposes of this exposition, Each of these
levels or kinds of services will be discussed separately, although

they can be, but seldom are interwoven.

Before proceeding to the discussion we must again mention that
the delivery of services in the Demonstration was quite basic and
does not represent the ultimate Buployer Services Delivary System.
It does, however, help gusrantee ismmediate improvement in job
listings and placements, while also serving as & basic building

block for developing more elaborate future programs.
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Employer Cervices And The
Relivery of placement Services

The purpose of this section is to explore the role o¢ the
Bmployer Services Unit in the placement process. The role of the 3
Unit must dbe circumscribed so as not to overlap the dutiec ard
responsibilities of placement staff, otherwise, conflict would Le
inevitable, 1In .tms capacity the Rmployer Zervices Representat.ve'.
(ESR) role can be seen as that of an internal contultant, concerned

with improving services t.» h:s customers or accounss,

The concept of an internal consultant is imPortant, because t:.e
ESR does not, usually, heve any autiority over plucement sta.f. Thue,
the ESR must depend on professiona. and personal influence to ohtain
kis or her objectives, not positional influence, 1In other words,
he must rely or competence and not ran to cain hic ends, unlilre u.e
situstion :n most bureaucraciec, .nere positicnal :influcnce ic tre
only formally recurnized means of exerting pressure on staff, The
ESR must be extremely sensit:ve to the reulities of the situation and
tiie organizaticnally detenmned limitations on his role in internal

operations,

The ffirst and most important internal role of the "IR in assuring
services to employers is to follew up on aged orders. Procedusral
discussions will be avoided as these would vary cons-deratly from
state to state. Hather, only tne essential steps to assuring serviec

¥1l1 be outlined:

1. The =t Unit mu.t set realistic eriteria as to what
represent” an aged order in the local office.
2. On » éaily bars:s. the azed orders must be 3.ted and

£i1ven to the EUR for follow up. Ideally, an =3R shou'd




be given those orders relating to his customers or
accounts, where such & system is employed.

3. The FSR should contact the placement operation to
ascertain its problems in rilling the job order.

%, If the problem lies in the employers' specirfications,
the ESR should contact the employer regarding a modifi-
cation of these specifications.

8., If the probiem is :nternal, i.e. the specifications on
the order are reasonable, the FSR s'iould review the
sctive file for c]:irible candidates.

5. If no candidates are readily available the employer
shi>uld be immediately cont..act.ed to ascertain if he weuld
alacs a newspaper ad asking intereated jcb seekers to
apply at the local office and/or modify his job specifi-

catioke,

4 seccnd interna. role fur the Eia it to serve 23 a bridge
Letwean the eaployer community ana the local office, Th.s role is
especially important where an Bmpleyer .dvisory Committee i3 rot
in exastence. The R3R can mrovide lomal office starf, and' particularly
the Placement (nit, with first hand feedback on employer satisfaztion
ap drssatisfaction with tie speed and quality of the services being

raceived.

This in an especially delicate role for the 23R and 1t should le
carefsil, approached and executed., The TUR srould not adont tue
role of local office critic, narshly relating employer criticisme
of tre office. Rather the approacn should be tu enco.ragc rlacement
staff % opgage in joint protlem sclving activities with the Pmployer
“owvices Unit to alleviate the exist:ng problems. The local office
manager mus? always be consulted concernini; employer complaints and,
whenever possible, brought into the problem-solving sessions.

ERIC
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e Delivery o oyer

{Internal Manpowver) Services

The second level of services is that of enployer services directed
torard assisting with the firms' manpo.r problems. The eaphasis is
largely on the mployers*' internal zanpo.ier problems, especially as

these relate to the labor maviet transactions.

Before proceeding with this scction we must again remind the
reader that our Nemonstration Program did not reprssent the ultimate
Emplover Zervices Program. It was especially limited in delivering
internal manpoicer or in-plant services, such as jub anzlysis studies,
-evelomsnt of job specifications, analysis of personal systems, ete.
Th.s lum' tation on th.e !ode. tulted from s need to concentrate
resources on inereasing job listings ang improving placement services,
#1s0, 3taff resources were fcarce and those persons available were
sesthier trained nor experienced in delivering in-plant services. The
Nemonstration ticdel acain served a3 a basic building block for
ettablishing an employer services activity, Given time, additions!
resources, and ass:stance., these sctivities conceivably could be

expanded to inelude tne fu'l rifuce ol in-plant services,

The range of snployer services delivered, umle, iimdled, did
represent an importasc aspect of the total faployer rervices Progranm.
The <ervices included wope those deemed most essent.al to supporting
the 2Verail emvloye . rrogran,  These actual services pProvided uere
covered 1n nome detail in VYo_ume < 27 thic reports
Responcing to emplove- :omplaints or re-uests for
assizlance
Providing emplover~ .oty furdanze and assistance on
mandatory listines, W02, anc othes sPecial pregrams

anc reguialioge
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d Providing employers with wage and other labor market

information
¢ Analyzing employer needs and making provisions for the
delivery of services aimed at improving internal labor

market conditions

As each of these services has been described in Reportss and
does not contain any new or innovative spproach, we will no%
elaborate further on them. Rather, a consideradly neglected area

will be explored, that of the approach to delivering (\ease services,

To De

6
Explover (In-Plant Services)

This section does not purport to deal with the technical or
procedural aspects of working with employers on internal msanpower
problems. Bmployer technical services is s subject in itself, As
we did not generally engsge in providing such services to employers,
it is impossible to present an experientizlly based model. Rather,
attention will be given to the process of achieving change in an
organization, a subject only cursorily covered in federsl guidelines

and manuals.

Visiting an employer to solicit his Job openings does not
materially change his organization, However, periorming job
restructuring; upgrading programs; and, alterins personnel policies
and procedures represent social or organizational changes, often
of considerable consequence. Over the last few years a considerable
field of theory and practice has developed which is concerned with

social and organizat:onal change. It is beyond the scope and purpose

g




of this welume to thoroughly discuss thig field. However, as some of

the knowledge and pr.ctice of this field is directly relevant to

TN

certain agpects cf the ESR's role, it will be placed in perspective,

The essence of the organizational development sTproach iz that

F for social change to succded, it must be planned, In terms of < -0
subject matter, the ESR camnot Appear in an employer's plant, suggest
that the employer has certain manpower problems, proceed to conduct
an independent study, and implement the study recommendations. The
fact that 30 little guidance on aaking organizational change is
prescated in existing manuals and Suidelines may partially explain
the present sad state of smployer technicsl services,

In approaching an aztover with the intention of making changes
in that employer’'s organization, the ESR should view the process of
naking change as consisting of several pheses;

1. Developmunt of a need for change

2. Establishment of a change relaticrnship

3.  Working toward change

4,  Generalization and stabilization of change

The dovelomnt of & need for change, This can come about aa

one of several ways, but underlying it all, the employer m:st be

wade aware that he has an internal DaAnpowar p:oblem, Any of

the following may occur; first, the ESR m:y discover a problom in
studying the!eaployers‘ record card, or through some other means,
and directly offer to help with the problem; secondly, a third
party may engender t.e employer's recognition of & need for change,
for example, an EEQC suit against an employer may lead him to seek
the local office's help in improving his hiring practices; and

o thirdly, the employer may be sware of his own difficul.; and seek

E MC | 114
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out the help of the local o:fice, The latter is probably tae most

common course of development.

The establishment of a change relationship. This is a vitally

important aspect of the chenge process. First impressions dc have an
influence on the future of any human relationship. The empiorer 111l
be seeking assurance that the ESR (and local office) has tre expert
mowlecge and skills to solve h:s problem. Aluc, that the ES% 1s

tnoroughly understandable and approachable.

The ESR must make the employer not only aware of the nature of
the pretlem but also of the magnitude of CcOoof ‘on and effort that
w1ll be necessary to solve it. The ESR pust make the employer aware of
the difficulties involved in a change, such as an upgrading program or

a program aimed at reducing turnover.

Jorking toward change. This aspect :nvolves at lcast three

steps: diagnosis or clarificat:on of the problem; exam:nition of
a:ternative routes and goalss and, the tranzformation of intentions
i1nto actual cnange :fforts. The key to the ESRs' suczess -n this

effort is that 1t nust be a collaborative activiiy. The employer

and IS8 must work through each step of the process as a team, other-
11se, the emdioyer 15 nct likely to take the actions necessary to

enzenccr the necessary changes.

The most wnmportant step 15 the collaboration bet:: »n the
employer and the 3SR 1n di1a/TosSing *:e internal manpo, 2r difficulties,
As data (quantitative and qualitaiive) 1s collected an. analyzed
the problem uhich at first seemed s:imple often appears to become
more complicated. Often, vested interests, 1.e. the union; super-
visors; lons-term employers; etc., try to diccourage any changes.

The ESR must proceed very slouly and involve thc employer in cvery
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3o of the d. :rnosis 1S he hepes to overcome tanese roaibloc”s

e coanse.,

Once the problem(s) 15 understood and reasonably accepted by
w e employer, alternative solutions must be developed and evaluatec,
or inotance, tae problem of high turnover is very comulex and there
are ¢onc2ivab’¥ ro omany as a dozen basic approaches to dealing wiin
it. .hen t e approach is selected, 1% must be translated an a plan
el rotion fur U e emplaver, with a series o! goals to be accomplished

2. ezin 3% in .re chanZe proeess. Once again this process mast be

of 2oilnbeoration betueen the employer and the Z5R. The £3R
snowin net s it alon? onl then try to sell 1t to the cmployer;

Sdd., AN 2EPFOG~a LS selaocm trell received by minet emplovers,

nen tie Soals are developed and clearlv steved, an intention
o action rmst be ~aven o all the emplorees 1o may be affected,
ire2t’n oor niurectl , 1 tae organization. The employer must
me' e 1t olear fna. the EST 15 operating wiler his instructions and
the activities tae E60R w2ll be undertaking are for the benefit of
the i an? all 1.7 employees. [Finally, and agzain in cooperation
».%0 the employer an nis emp oyees, the ESR must continually seek
*o jrawn commziment for tne change. e (or she) must proviae constant
feedbrcXx to all concerned over tie progress of cnange efforts., If
tie change 15 to succeed 1t must be openr -nd based on trust, not

on secrecy or coerszion.,

The generalization and stabilization 0. change. The ESR's job

does not end when he completes the imitial change effort, such as
developing a career ladder for a department in the orgamzation. A
considerable amount of time 1s required for this type of change

activaty ana, if 1t 15 to really pay off in amproving internal

labor market functioming, it must be stabilized and generalized through-

out the organization.

11



Stabilization involves permanently establishing the new activity
or program, e.g. if the ESR assisted the organization in developing
better hiring policies, he must also continue to work with it until
these new policies become youtine practices. At that point he can
assume the change has been stabilized in a new ard improved level

of organizational functioning.

Generalization of the change is the key to success in improving
internal labor market functioning, An upgrading program, a job
analysis, or a restructuring study usually occur on a small scale,
within a department or some small unit of the organization., The
ESR's job is then to try to extend the change throughout the
orgawnization, e.g. to make upgrading programs a regular activity
within the organization and not merely a one-time experience, If
the initial change effort was successful, the ESR should be in a
good position to encourage the continuance and extension of the

new activities throughout the organization.

17
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Footnotes

Giblin and Levine, "Achieving Manpower Goals...," Op. Cit.
Ibid., Chapter VI.
Ibid.

Ibid., Chapter III,

Giblin and Levine, “Achieving Manpower Goals...," Op. Cit. ’
Chapter III, and "BEmployer Services Activities...," Op. Cit.,

Appendix.

This approach is heavily based on the concepts developed by
Ronald Lippitt, Jeanne Watson, and Bruce Westley, The Dynamics

of Planned Change (Harcourt, Brace, Jovanovich, 1958).
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APPENDIX

The following Appendix is a summary chapter from

the other Project Final Report.

119




CHAPTER VII

BASIC INSIGHTS FOR PROGRAM EFFECTIVENESS

This chapter will present a distillation of the most important
learnings (achievements or experiences) based on nearly 18 months
of Project activity and observation of forces influencing the
local operational setting. We have chosen to refer to it as "basic
insights for program effectiveness” rather than the usual "summary
and recommendations.” Our choice of this title was deliberate,
For several reasons, it was not possible, in good conscience, to

produce a number of recommendations.

The first ¢ fficulty results from the actual experiences of
the Demonstration. The original Project goal was to find techniques
for increasing job listings. For the most part the necessary
techniques were available; they merely required some refinement.

These techniques are discussed in earlier Chapters II and 111,

and in even more detail in the other Project final report, Thus,
there is ample material presented for the person who is interested
in a detailed discussion of how we increased job listings, It
will be evident to the reader that increasing Job listings was
neither the most difficult nor the most important achievement. In
other words the achievements go beyond the original narrow goals
of the Research and Demonstration Project. As a matter of fact,

they raise questions about the value of the Project goal itgelf,

4 second problem in making recommendations is the impossible .
task of simplifying and condensing Project experiences to produce
"one liners" on how to solve some of the key problems of the public
Employment Service, While many studies take this approach, i.e.
Y one line answers, and it is often commended by so-called policy

officers, it tends to be misleading and can do great harmm. The
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experience of this Project indicates that We do not have any simple

and neat solutions to what we perceive to be the complex and very

extensive problems which face the public Emj;loyment Service.

Finally, much of the goal related learning would suggest major
changes in the direction of the public Employment Service. However,
with widaspread uncertainty as to current program goals it is under-
standably difficult to suggest "new directicns." Unless current
goals and priorities of the public Employment Service are clear,
vhich they do not now seem to be, there is little foundation on

which to formulate viable recosmendations.

Our basic insights are nevertheless a synthesis of our key

findings. And, the following discussion of our insights contains

the conceptual material for developing many useful recommendations
for change. For instance, if the change really desired is to optimize
Job listings and Placements, then one major step would be not to
refer marginally or unqualified applicants to employers. Perhaps
this one brief example may help clarify why it is necessary to dis-
cuss the things learned and not place them in the context of direect

policy and program recommendations.

PROGRAM INSIGHT 1

IT IS WIOLLY FEASIBLE FOR MOST LOCAL OFFICES TO ACHIEVE
SIGNIFICANT SHORT RUN (UP TO ONE YEAR) INCREASRS IN THEIR
VOLUME OF JOB LISTINGS, USING AN APPROACH SIMILAR TO THAT
EMPLOYED IN THE DEMONSTRATION.

ERIC
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PROGRAM INSX3HT 2

IN MOST OFFICES WHICH EXPERIENCE SIGNIFICANT SHORT RUN
INCREASES IN JOB OPENINGS, IT IS HIGHLY PROBABLR THAT

THE INCREASE IN PLACEMENTS WILL NOT BE NEARLY FROPORTIONAL
TO THE INCREASE IN OPENINGS.,

It will help place our experiences in proper perspective if
we discuss Program Insights . and 2 together. Earlier in
Chapter IV we documented tre significant improvement in job list-
ings which appears to have resulted from the Demonstration. We
stress that this improvement occux.'red despite the fact that no

attempt was made to optimize the volume of job listings. In fact,

the Employer Services Unit devoted about 40 percent of its time
and effort to helping fill existing job openings. At certain
times, this Unit spent up to 60 percent of its time on this activity
and only 40 percent on outside work with employers. This strategy
was taken because the local office could not effectively cope with
the dramatie short run increase' in job openings. While place-
ments increased far heyond national averages, they lagged behind
the increase in openings. It was felt that to engender a con-
siderable volume of openings and then fail to service a large
portion of them, would, in time, result in a worsening of relations
with employers. These conclusions are the basis for the next

several insights.

* The interested reader should carefully read Chapter IV, if he
hasn't already done so.

122




FROGRAM INSIGHT 3
SEEKING TO ATTAIN DRAMATIC INCREASES IN JOB LISTINGS, IN
AND OF ITSELF, IS NOT A WORTHWHILE OR EVEN RATIONAL GOAL
POR MOST EMPLOYMENT SERVICE LOCAL OFFICES. IT MAY EVEN
BE SELI-DEFEATING!

This insight will probably strike many readers as tantamount
to subversion of the public Pmployment Service. Officials of
the Manpower Administration which has experienced a long period
of decline in employer listings of job openings will be inclined
to resist this conclusion. Houever, the fact remains that increas-
ing Job listings is only a bureaucratic goal and becomes a service
to employers, applicants, and the general community only when the

local office can effectively service these additional openings.

Before attempting to achieve goals set up at the federal or
state level for increasing openings and placements, the local office
manager and his key staff must realistically assess what volume of
openings can be effectively serviced by existing staff and facilities,
If existing staff and facilities are not adequate it will be necessary

to revise these goals downward or request additional resources.

4 major increase in job listings has many ramifications for
the entire local office. It wili lead to increased needs for order
takers, Job Bank verifiers, central referral control staff, inter-
viewers, more telephone lines, more record keepings. If, in time,
this increase in orders brings more job applicants to the local
office, existing staff and facilities may rapidly become even more
inadequate, all of which brings us to the next basic insight for

program ex'fectiveness.
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PROGRAM INSIGHT 4

CHANGES IN POLICY AND PRCGRAM DIRECTION3 IN ONE PROGRAM
OR OPERATION (SUCH AS EMPLOYER SERVICES) MUST UTILIZE A
SYSTEMS APFRCACH: OTHER PROGRAMS AND CPERATIONS MUST
REFLECT THIS CHANGE iN DIRECTION.

Recently the primary goal of the public Bmployment Service
has become an increase in opemings and placements. However,
the organizational structure and philosophy of most local offices
durin/. tie last eight years has not been consistent with this neu
direction, Over th:e years, staff increases have been for special
client service programs and employability development of the non-
competitive applicant who often was not even seeking employment.
The philosophy was to develop job opportunities for the least

Gualified applicant, at the expense of catering to employers, if
need be,

In the vast majority of offices, no additional Placement or
Employer Services staff was made available to accomplish the new
goals. No guidelinea were given tnat would accomplish a redirection
of staff from WIN, Bmployability Development Units, etc. toward
Buployer Services activities, e.g. increasing openings and place-
ments. No change in policy was aniounced which would permit less
emphasis on HRD activities and more on traditional placement
oriented activity., Neither was a rationale given to the rank and
file for the change in goals nor the reasons for maintaining the
organizAdtion as is, rather than changing it to cope with the new

goals.
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In general it was implied that the Job Bank and JIDS would
resolve staf{ resource limitations ir reaching the new program
goals. Experiences to date tend to indicate that these technological
innovations may only exacerbate t'.he situation. This leads us to the

next insight.

PROGRAM INSIGHT S

PROGRAY CHAYNGES I THE PUBLIC EMPLOYIENT 3SERVICE WILL NOT
3E EFFECTIVE, HOVEVER 3SOPHISTICATED THE GUIDELINES AND
TUC!MOLOGIES, IF THEY ARE NOT SUPPORTED BY MAJOR ORGANIZA-

TIONiL AWD STAsF DLVELOFYENT EFFORTS.

The findings which led to this Program Insight were thoroughly
discussed in Chapter VI. Organizational and staff development does
not mean a training program on Bmployer Services' techniques or
other operationally oriented training. It requires a process of
planned social change within the institution. This process calls
for a careful diagnosis of the organization's problem and a planned
program of change in the structure and functioning of the organiza-
tion. This may involve a change in the locus of decision-making
within th.e organization; the enrichment of many jobs; the improve-
ment of the technical and interpersonal skills of staff at all
levels; and, changes in the more onerous aspects of the state Civil
Service system; all of which are only examples of the far-reaching

changes that are necessary in most state agencies.

This insight holds the key to Project performance. The Project
began with a program oriented approach to change. The Bmployer
Services Model was developed to help increase job listings. Gradually

in time, it became obvious that the main job was not to create exotic

125




T

O

ERIC

Aruitoxt provided by Eic:

models, but rather to assure program implementation. The concern
shifted from program content to the process by which programs are

implemented, Project experience indicates that almost any reasonable

Employer Services effort will increase job 1istings, if the local

office is both capable of and motivated to properly implementing the

rogram

Decision makers at the federal, regional and state level, in
setting directions, cannot make the tacit assumption that the staff
at the local level have either the resources and skills or desire
Lo implement new programs. Occasionally local office staff do, but
more cften we suspect they are neither fully capable nor willing to
adjust to and implement a new program., This should not be inter-
preted as an attack upon local level operating persons in the public
Employment Service. It is, however, a criticism of decision makers
at all levels who fail to take into consideration the husan needs of

this system,

PROGRAM INSIGHT 6

IN THE SHORT RUN, THE INCREASE IN THE VOLUME OF JOB
LISTINGS IS NOT LIKELY TO BE ACCOMPANIED BY AN IMPROVE-
MENT IN THE QUALITY OF THE JOBS LISTED.

ihile the volume of job listings increased drmticaily in
the Demonstration, the quality of the jobs 1isted improved only
very slightly (See Chapter Iv.) This is not surprising in
light of the findings on the behavior of employers (See
Chapter V), Although employers were willing to place more job
openings with the local office in the short run, their coafidence

in the local office did not show any real improvement and in the

126




O

ERIC

Aruitoxt provided by Eic:

post test questionnaire most employers were clearly not willing

to place their better job listings with the local office.

Based on the findings about employer behavior toward the
Employment Service it is reasonable to assume that if a local
office maintained a high quality of referrals for a continued
period of time, it would result in a greater willingness on the
part of employers to place better job openings with the office.

At the same time, however, this would necessitate the local office's

enhan2ing the quality of applicants registering with it.

Given the present resource limitations of the public Ex:ployment
3evier and the absence of clear and consistent goals, it is unlikely
that most local offices can maintain a high Quality of referrals
and even less likely that they can attract a large supply of well-

qualified job applicants.

PROGRAM INSIGHT 7

DMPRCVING RELATIONS WITH EMPLOYERS WILL REQUIRE MUCH MORE
TDE THAN IT TAKES 70 JNCREASE JOB OPENINGS.

A dramatic short run increase in job listings does not
necessarily cvidence a solid improvement in relations with
employers. A pattern of employer behavior toward a local office
was presented at the ~lore of Chapter %, 1In this design, an
employer's rating of his relations with the office is largely
determined by his attitudes toward the office. And, his decision
to place a large percentage of his job open.ngs there is determined
not solely by these attitudes, but slso by more tangible factors,
such as the number of times he is visited by local office repre-

sentatives and the quality of applicants referred to him., In
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brief, a change in behavior toward the local office, resulting

in increased placement of job openings is lik:ly to presage a

i3

change in eaployer acceptance and support of the local office.

This situation has some potentially dangerous implications,
particularly in those instances when a state undertakes to
stimulate a vast increase in openings with the hope that in time
Placements will keep pace. If the design of employer behavior
is at all valid, the failure to service openings in the short
run will quickly lesd to & reversal in the volume of openings.
'"en the average employer starts to use or expands his use of the
local office it is usually on a trial basis. Local office
failure to make pPromp‘, appropriate referrals on an emplcyer's
Job openings will quickiy lead to his refussl to use the lccal
office.

PROGRAM INSIGHT 8

AN EMPLOYER'S RATING OF THE QUALITY OF A°PLICANTS ReFERRED
TO HIM IS THP SINGLE GREATEST PREDICTOR OP HIS BEHAVIOR
TOXARD AND RELATIONS WITH A LOCAL OFFICE.

This finding is corroborated by «ihew precent x-epox'?'s.I
concerning employers and the Bmployment Seiwv:ce, Employers want

Qualified applicants referred to them and basicall; that is che

only kind of applicant they want to hire. Cliches such as "ye')]

send them qualified applicants and every so often we can get them
to hire a few who aren't qualified” are not ~ralistic. The
Employment Service must refer qualified apolicants if it 73 to
maintain a viable labor exchange function, The najor challenge

confronting the Employment Service is to find the proper

ERIC
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accommodation between interest in employability development and

optimizing job openings and placements, While tnese goals are
not mutually exclusive, they easily can become so., This insight
is not based solely on our Project experience but also un careful

study of the public Employment Service’s experience over the last

decade.2

Host local offices are in no position to undertake the type
of research on employer relations that took place in the Demonstra-
tion. However, a local office may discover the true state of its
relations with its employers if it selected a stratified random
sample of employers who use it (See Chapter I, Chart 1.1) and
has these employers rate the c iality of applicants referred to
them. This measurement would provide a good indicatica of how

employers regard the local office.

PROGRAM INSIGHT 9

IF THE FMPLOYER SERVICES PROGRAM IS TO SUCCEED IN IMPROV-
ING RELATIONS WITH EMPLOYERS AND INCREASING JOB LISTINGS
IT MUST HAVE A PORMALLY ORGANIZFD UNIT TO DMPLEMENT ITS
PROPOSALS,

Our Demonstration experience clearly showed the value of

having a formally organized Employer Services Program consisting

of’:

1. An organized umit under a working supervisor

2, Formally established goals for the program

3.  Accountability and control of Employer Services activities
L, office-wide coordination of Employer Services oriented

activ. ties
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If tne Employer Services Program 1s to achieve continuing
acceptance by er>loyers it cannot .e a mere residual operation
in the office.; The time and efforts devoted to Employer Services
cannot be limited to such time as remains after all other local
office functions are accomplished. Chapters II and III and the other
final report oprovide sufficient material on this subject that

1t will not be pursued in this swmmary section.

PROGRAM INSIGHT 10

THE ACTIVITIES OF THE EMPLOYER SERVICES UNIT MUST BE
INTEGRALLY RELATED TO THE JOB BANK AND PLACEMENT

OPERATIONS.

USES guidelines correctly suggest that Job Bank be a part
of the Employer Services Umit, These guidelines also suggest
that Emp.loyer Services be delivered by an area umit as opposed
to a local office unit. However, no provision 1s made for
structural or organizational modifications according to local
si1tuations or adaptations to better achieve program objectives.
In most local office operations, the Employer Services and Place-
ment operations must work in unison. In our Demonstration, the
Employer Services Umt spent up to 40 percent of its time assurang
that employer job orders were promptly and properly serviced.
This called for close and continuous communications with the

Placement operation.

The justification for locating Employer Services in an area
unit exists only in those local areas vwhich have several sub-offices.
Such location also would bring Employer Services into close

proximity with the Job Bank, a highly desirable move. This move
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can be accomplished by assigning Employer Service leadership,

coordination, and technical support functions to an area unit,
and to the central order taking function as well. At the same
time, Employer Service Representatives, assigned or a geographic
basis, should be outstationed in local offices. In this way,
Employer Services and Placement operations' coordination could

be maintained at the point where the need is greatest.

In our Demonstration, although the multi office situation
did not exist, we experimented with several kinds of interfaces
between Placement and Bmployer Services (See earlier Chapter
III and VIII). None of the alternatives was particularly
successful. As of this time, it is not clear what constitutes the
best orgm.izational linkage between the Placement and Employer

Services operations within a local office. However, there is no

question in our mind that the relationship must be a close one.

PROGRAM INSIGHT 11

LOCAL LABOR MARKET INFORMATION CAN BE AN INVALUABLE TOOL

FOR EFFECTIVELY OPERATING AN EMPLOYER SERVICES PROGRAM.

The BEmployer Services Unit made extensive use of local labor
market information in all aspects of the Demonstration Employer
Services Program (See Chapter III and the other final report for
details). Local LMI was used in identifying "key employers" to
contact; planning the contacts; developing plans of service for
"key employers;" and, local LMI was provided to employers as a
servace of the local office. It was alsn used as a bench mark for

assessment of program accomplishments.
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The use of local LMI improved the management of the Employer
Services Unit, by helping the supervisor to optimize the Unit's
limited resources; only high potential employers were contacted and
the well planned contacts were quite effective. Also, many

employers rated the provision of IMI as a valuabie service.

PROGRAM INSIGHT 12

THE VOLUME OF EMPLOYER VISITS AND OTHER CONTACTS ARE
HIGHLY CORRELATED WITH RELATIONS WITH EMPLOYERS AND THE
PERCENTAGE OF JOB OPENINGS THEY PLACE WITH THE LOCAL
OFFICE.

Employer visits, PICs and mailings can have positive influences
on employers, The Demonstration experiences also indicate the need
for carefully planned and executed employer visits (See earlier
Chapter III for details)., Merely making a large number of employer
visits, 18 not that effective a means of increasing job listings,
unless the visits are well-planned and executed. It should be
noted that in the test eity wvhere visits were carefully planned
and selectively made, there was a high correlation between the
volume of visits and the percent of jobs listed by a firm. In the
control city where visits were loosely planned there was almost no
correlation with jobs listed. However, a large volume of visits,
even casual ones, appears to be highly correlated with relations
with employers; the more vasits, the better the relations (See

Chapter V),

The preceding discussion of basic program insights which need
to be taken into account as requisites to program effectiveness

cannot be regarded as all inclusive. Limitations inherent in the
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Demonstration preclude this, Nevertheless, together they

constitute a rather formidable array which might well serve as
guideports to any attempt to brink about a more effective local

Employer 3ervices program. Some of these insights are dealt with

in other sections of this final report.

Although the Project was of value in developing innovative
approaches to Employer Services activaities and bringing into focus
program considerations which hitherto have been scattered, its
scope was limited and many unanswered questions remain., The

concluding chapter deals with these unanswered questions.
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1.

2.

Footnotes

Greenleigh Associates, First Year Report, July, 1972, prepared
for the U, S, Department of Labor, Manpower Administration,
Office of Research and Demonstration, Washington, D, C.;

and Report Of Tha National Employers’ Committee For Improve-
ment of The State Employment Services, July, 1972, prepared
for the U, S. Department of Labor, Manpower Administration,
Washington, D. €. 20210.

Giblin and Levine, Op. Cit,, Chapter I,
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