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COMPANY INVOLVEMENT IN
MANPOWER DEVELOPMENT PROGRAMS

This is 4 manual about hiring an.l training hard-to-employ, disadvantaged workers. It
summarizes and distills the most mportant lessons learned from the experiences of a
great many employers invoived in the National Alliance of Businessmen (NAB) JOBS *
Program as well as in other, non-government-connected company programs to hire and
train disadvantaged persons. The objective is to make this information available to all
employers who want to hire and train disa.lvantaged workers as effectively as possible.

This manual includes discussions about:

Company involvement in manpower development programs
Planning for participation: a guide to key issues

Recruiting, screening and hiring

Entry-level job training

Orienting supervisors

Support services

Conducting upgrading programs

Forming a consortium
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While the principles and practices d:scribed herein were developed to deal with chalienges
posed by the employment of dis: dvantaged workers, companies have found manv of
these principles te be gencrally applicable to the entire work force.

WHO ARE THE DISADVANTAGED?

Many labels have been used to refer to the disadvantaged men and women for whom the
JOBS Program was created. They have also been designated the hard-core unemployed,

the hard-to-employ, the educationally or otherwise handicapped, and the culturzlly
deprived 'ethnic minorities.

‘The JOBS Program considers the following sort of person to be disadvantaged:

A person who is poor, ** unemployed or under-employed, and fits into at least
one of the following catego-ies: '

® School dropout

® Faced with barriers to employment, such as lack of skills, a history of
dependence on welfare. a record of arrest or im>risonment, or other barriers,
including minority grou- membership

e Underage 22 or overag: 45

e Physically, mentally, so-ially or emotionally handicapped

NAB provides an official, detailed definit.on (including the above characteristics) which
designates people who are eligible ‘or enrollment in the JOBS Program. Those who may
be described by the special definition, but who are already fully employable (and do not
need the extraordinary services p-ovided by a JOBS Program), should be treated as

normal hires. Available training slots should be reserved for those who require special
attention.

*Job Opportunities in the Business Sector, a piogram jointly sponsored by the National Allisnce of Businessmen and
the Department of Labor (DOL).

**As defined in the Office of Economic Opportur ity (OEO) Guidelines.




There are really many types of disads antaged people with vary ing needs. For example:

® Women who were abandoned and foreed to raise smalt clildren without the
help of a husband are « msidered disadvantaged.

® Men and women v . serivus reading difficultics are considered disadvant-
aged.

® American Indians are often considered d isadvantaged because of their cultural
difficultics when they try to adapt to urban sethmgs,

® People nised in rural arcas who now reside m urban arcas are considered
disadvantaged it their job skills are not marketable in their new surroundings.

Disadvantaged people may lack work skills and work experience: numy need only work
opportunity and special training to overcome such handicaps,

®  Others need a job and some counselng with regiard to their personal problems
and poor work habits.

®  Others need a job and medical or dental care,

® Others need a job and assistance in locating and paymg for child care facilities.

® Others need a job and help in boosting thewr morale.

ALL NEED A JOB.

That is where the JOBS Program comes in,

THE BENEFITS OF PARTICIPATION IN PROGRAMS TO
HIRE AND TRAIN DISADVANTAGED WORKERS

Programs to hire the disadvantaged initially had the main purpose of providing
opportunitics  to the many Americans trapped in the “culture of porerty™ and
traditionally excluded from employment, especially from guality jobs in the primary
labor market. The tight labor market of 1966-1969 convinced nimy employvers that it
was to their advantage to leam to draw from disadvantaged groups in the labor pool -
especially as they discovered that those worken could leam to perform at (or sometimes
even exceed) work standards set by the regular work force, Other employers subject to
government Equal Employment Opportunity (FEQ) regulations used these special
Manpower programs to achicve a record of compliance. And many companies, cspecially
those with minority markets, participated to improve company image.

%

Some companies wishing 10 make compliance with government equal
opportunity requirements as meaningful as possible use the JOBS Program
to prepare disadvantaged minority employees for skilled work. A Large
pharmaceutical company with severe needs for highly skilled labor and few
opportunities for unskilled workers was first led, by patticipation in the
JOBS Program, to re-analy~ze its job requirements and thus uncover many
slots for people it had formerly screened out. By engaging these new
employees in a training program, it not only was able to sansfy the
gurernment Equal Employment Opportunity requirement bul alsn 10
fulfill the desires of its chief executive officer for an improved record 10
hiring and upgrading minority group members.

’x}

NOTF- Hlustrations of company experiences have been drawn rom company stalenienis made m their published
reports or durmg the course of Humnan Interac tion Research bintitute's (RS site visits, Other llustrations are
drawn from published evaluation reporis or the tndings o research and demonstration projects. A bookler
published by Lockhed4-California Company, Ihe Vs Egr__o_l‘__Op_c_mliqp,_J_plgu__a;y‘l_,_l_')'l() 10 Jan, 31
1971, appears at the back of 1his manugl and deseribes the Broy sive and highly successtul operation of its

WattsWillowbrook Plant, which was ustablished for the purpose of conducting .o manpower program with a
disadvantaged, inner city, unskiled, minority work toree.
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A construction compeny reports that its participation in JOBS helped
attract high quality new mansgement personnel. The business school
gradustes it interviewed were interested in joining sn orgenization
concerned about social problems, snd weicomed proof of a high
commitment to equal opportunity.

L

As employers attempted to modify their employment and training practices for the sake
of disadvantaged hires, they found themselves developing improved internal capabilities,
namely, a strengthened personnel function, more realistic hiring and personnel policies,
training expertise, more skillful supervisors — in short, better utilization and development
of their regular work force.

Their discovery should not be surprising. Most problems found in the group designated
“disadvantaged’’ are not peculiar to them, but are shared by many in the general work
{orce. One need only to consider physica! and emotional problems, Monday moming
hangovers and three-martini lunches to recognize that many in the regular work force are
sometimes “disadvantaged.” Others, because of lack of education or skill or because of
language problems, may be disqualified for advancement, even though with training they
might leam better jobs — a form of “disadvantage” similar to that faced by a high school
dropout. Many of the differences between the “disadvantaged” and the regular work
force are differences of degree, not kind. Many are “disadvantaged” only in the sense that
they have been excluded from the regular work force (especially from good jobs) on the
basis of race, social class membership or age — attributes not necessarily related to job
performance or potential performance. In fact, many persons who qualify as
“disadvantaged’’ have histories of relatively sustained employment. In Boston, for
example, 75 percent of those qualifying had worked 20 weeks or more the previous
year.* Similarly, many full-time workers qualify because they have been paid wages
below the poverty level (in 1972, $1.60 per hour).

How are principles and practices developed in the course of these training programs
relevant to general efforts to improve manpower utilization?

Increasing Productivity

If work forces are trained to be more skilltul, to learn to use more efficient methods and
machines, and at the same time to become better motivated in relation to their work, unit
costs decrease because productivity increases. If productivity increases, it becomes
possible to pay higher wages, provide incieased incentives and attract a higher quality
work force, while maintaining or improving the company's competitive position.

Many training practices developed during manpower programs for the disadvantaged are
applicable to training employees in the regular work force. This manual provides
guidelines for helping companies develop th :ir capability to do:

SKILLS TRAINING
JOB-RELATED EDUCATION (JRI)

¥

A retail chain store in Northern California trained its disadvantaged
workers for two weeks in 8 mobile unit with simulated check-out stands.
When the trainees wer.t on the job, managers found thet in many respects
they knew more than experienced employses. As a resuit, the company
has moved toward a centralized training program for al! new hires, putting

'Eg;gnal .communication from Joseph C, Breiteneicher, Boston Director, National Altiance of Businessmen, February




them through similar simulated training. Regular employees are now
trained in one week instsad of two and now get the entire support and
counseling services provided JOBS trainees.

L

Chase Manhattan Bank trained disadvantaged hires for entry-leve! clerical
posts and office machine skills up to bank teller. Presently the bank is
setting up a vestibule training program for regular hires that will be
modeled after the training program for the disadvantaged, inciuding
remediation, orientation, job skills and other elements derived in content
from that training program.

#

A spokesman for one of tne major automobile manufacturers, in reviewing
what his company had {earned about employment practices for the JOBS
Program — screening, training, upgrading and supervisory procedures, as
well as manegement skills — reached the following conclusion: “What
seems to be emerging from our recent concentrated attention on the
hard-core is a realizstion that rather than devise special treatment for
them, we really need to be spplying the same enlightened practices to our
whole work force. This reslization may well be one of the greatest benefits
of our preoccupation with supposed employment problems of special
groups.”
®

improving Work Force Motivation

Low motivation may be expressed directly in low quality work performance and low
volume of output. Less directly, when workers “don’t give a damn,” their attitude is
reflected in high turnover, absenteeism, labor-management friction, theft and destruction
of company property. All of these symptoms can result in considerable losses to a
company.

Motivation problems, partici larly severe in recent years, are frequently attributed to the

attitudes of special groups:

However,

The young, who seem less committed to work values than their parents and
older siblings

The alienated, w0 are disillusioned about contemporary society and reject
working in ordinary work sett.ngs

The disadvantage 1, who have had little experience with or knowledge about
the expectations « f employers, especially in quality work settings

employers now ppear to be finding that cven their regular work forces
frequently seem to lack m. tivation and to have reduced tolerance for the monotony.

regimentation and drearines: that characterize many work scttings.

#

“Detroit knows a lot about building new cars, but there's a lot it doesn’t
know about the r :w young men building them. This failure to understand
the men who do 1 1e work has meant, increasingly, failure to get the work
done with maxiiwum efficiency. The problem is particularly ssrious
because the under .tanding gap, curiously reminiscent of the gaps between
parents and childien and between universities and students, faces off the




nation’s biggest industry ageinst a very substantial percentage of its
workers..... The central fact about the new workers is that they are young
and bring into the plants with them the new perspectives of American
youth.... The new attitudes cut across racial lines. Both voung blecks and S
young whites have higher expectatior.s of the jobs they till and the wages
they receive, and for the lives they will lesd. They are rest less, changesble,
mobile, demanding, all traits that make for impermanence — and for
difficult adjustment to an assembly line.... Absenteeism has risen
sharply....Tardiness has incressed....Compleints about quality are up
sharply....Some assembly-line workers are so turned off. . . that they just
walk away in mid-shift and don’t even come back to get their pay for time
they have worked (Gooding, 1970a).”

L

... all too many American workers — particularly young ones, who are
supposed tc be bubbling with energy and ambition — no longer give a
damn. . . the evidence is strong that the traditional work ethic of the U.S.
is showing si )ns of senility.

“This workir malsise hes resulted in absentesism rates as high as 20
percent on Frideys and Mondays in some sutomobile plants....Quality
suffers and costs s08r with inexperienced help — or due to outright
sabotage. Blue-collar workers are not the only ones affected.. ..

“...worker: all too often find that...work is a totally unsatisfying
experience....'In the old days, you used to start a job and you used to
finish it. Now things have become so diversified you can’t see your
product; you start something and it goes through 50 million other hands
before it's completed’.... Today's menagement doesn't have any
compassion for the person that's down the line (Too Many US.
Workers, . . . Newswesk, April 24, 1972).’ ~

&

Recently, a few employers have tried experimentally to increase worker interest and
motivation by reorganizing work and by reducing monotony through job enrichment and
participative management. Additionally, they have tried to increase motivation by
offering incentives for better performance: opportunities for advancement, increased
responsibility, higher pay, caree: development and upgrading in connection with skills
training.

&

"What's to be done? ‘I think the key is involvement in work,’ says Arnold
Judson, an organizational behavior specialist with Arthur D, Little, Inc.
‘This ranges from keeping the worker informed of what's going on to
actual participation in decision-making. It's a fot of crap to sey that
workers are slothful and indifferent today. It's just the opposite; they
want to do satisfying work,’

”...Ford Motor .. is experimenting with a ‘teem’ approach to building
some auto components with workers moving along the line and handling
the project from start to finish, Chrysier Corp, has a similar
job-enrichment program under way....Chicago’s McDonald Corp. has
sharply slashed its turnover rate (100% turnover every two years in office
force) since moving into its ultramodern new headquarters . . . which
features such fringe comforts as a ‘think tank’ {(for) harrassed execu-
tives. ...

"...’In terms of international competition,’ sums up US. Labor
Department manpower expert Neal Herrick, ‘we’ve ridden technology as




far as it will carry us. Now we need to apply some more human methods
of management if we are to improve our productivity {Too Many U.S.
Workers. . . . Newsweek, April 24, 1972)."

&

Recent experiences in manpower programs for disadvantaged workers have established
the existence of a particularly strong connection between the quality of supervision and
worker motivation and morale.

This manual discusses what has been learned about increasing worker motivation through:

SUPERVISORY TRAINING
UPGRADING
CAREER DEVELOPMENT OPPORTUNITIES

A leading bank in San Francisco is among many compaenies which 1eport
that the supervisor training conducted for their dissdventaged program
heiped develop supervisory sttitudes that are more people-oriented and

less task-oriented, and that such attitudes produce benefits for all meinbers
of the work force and for the company.

L

A large office equipment manufscturer and supplier placus only severely
disadvantaged people in its JOBS Program (people who have educational
levels as low as second grade, prison records, poor work histories, etc.).
This company provides an intensive 23-wesk vestibule training program,
with strong counseling and support services. The traine: entry wage is
slightly below the regular starting wage. Trainess know th:t they are being
trained for well-paying .obs in a company which orovides ample
opportunities for advancenent. The compeny reports (1971) that 8% of
graduates of JOBS training programs conducted since 196:3 are still on the

job.
&

Among the especially successful efforts were those of snother compsny
which had had a record of the lown:st retention rate in its industry, After
participating in the JOBS Program and finding @ much higher retention
rate among disadvantaged trainees ~ho had been offered special training,
the company changed its personne! and training policies to adept some of
what had been learned with the JOBS trainees to the entire work force —
and reported achievement of highest ietention rata in its industry,

#

Entering a JOBS Program presented fewer new problems to one large
metropolitan hospital than it might to other types of corporations, or even
to certain other hospitals, because this institution was alresdy accustomed
to hiring disadvantaged people for entry-level jobs. It was also accustomed
to training on many levels through highly developed training and
instructional programs. It ssw an opportunity, however, 1o beef up its
training programs for entry-level positions. Reimbursement for training
JOBS trainees led to a genersl upgrading of the treining staff. The
personnel department beceme more cspable of providing better traning
for all regulsr employees, includ ng improved orientation progiams,
on-the-job training (OJT), General Educstion Diploma (GED), licensed
nurse training and technical training.




Their spproach has also lifted the general level of career expectation
smong trainess and lower echelon employess to the point where meny
more than before are now seeking GED equivelency and enroliment in
community colleges for those already possemsing high schoot! diplomas.
GED Is provided on trainess’ and workars' own tire, four cays » week,
after reguisr working hours,

&

Ameliorciing Erratic and Impcliod Performance
Due to Speclal Problems of Individuais

Innumerable practical and personal problems can interfere with work performance
because workers lack the resources and the knowledge necessary to cope with them. In
some instances, workers have a life style that is incompatible with the expectations and
reauirements of work settings. But even workers with a traditional life style are
vulnerable to the distractions of pe-sonal and practical problems. These include:

Physical illness

Emotional, behavioral :.nd mental problems
Family problems

Alcoholism and drug atwuse

Practical problems (such as):

Needs for child day car:
Needs for transportation
L egal difficulties
Financial problems
Housing problems

Companies that have participated in the JOBS Program have learned that helping their
employees dcal with such probleris has a positive effect on employee reliability and a
generally salutory effect on morale. Helping, howevei, does not necessarily mean
providing direct services by company-hired personnel or sven by personnel engaged on a
contractual basis. Companies that wish to be active in this area might do no more than
provide information and counseling to help employees identify and gain access to relevant
community resources, if such resources are available.

This manual discusses a variety of v/ays in which companies can offer:

SUPPORT SERVICES
COUNSELING

&

When regular employees of a large cffice equipment manufacturer reactad
to the JOBS Program by asking, “What are you doing for yg?” the
company responded by developing a total training package in which every
employee would have an opportunity for education snd trsining leading to
advancement. The lowes: level employecs — sweepers and cleaners — may
now enter the JOBS Program and thereby become qualified for jobs as
materials handlers, opening up a whole line of upward progression which
did not exist in their previous jobs. English as 8 Second Language (ESL), »
ccurse developed for Puerto Ricen JOBS trainees, is now open to all
e1 ployees,
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In addition, a course leading to the GED is now availabie at the plant site,
open to all; a new training program to qualify for supervisor is offered, &
weh < special training programs for weifare mothers, Moreover, because
transportation was s problem for JOBS trainess, the company chartered a

bus to get them to its outlying plant. Chartered bus service is now avasilable
to all employees,

Counseling JOBS trainees on their personal problems proved so important
in improving attendance and job performance that the company now
provides counseling services which are gvailable to all employees. The
company has contracted with the local family ssrvice agency to provide a
full-time casaworker st the plant site, avallable to heip employees with
personal, financial, legal, medical and similar problems and provide referral
to community agencies.

In short, the company has found that the results from this total training
and support service package have helpec to develop more effective
operation of its business,

Modifying Recruitment and Hiring Practices

Being able to draw from a broad labor pool and to use realistic hiring standards becomes
especially important as the percentage of disadvantaged persons in the inner city
manpower pool increases. According to one estimate, 30 percent of the available
manpower pool will soon be comprised of disadvantaged persons, in many geographical
areas. Most are employable with assistance. Many can be trained to do work from which
they have traditionally been excluded.

Many companies can learn how to improve their ability to identify, hire and assimilate
workers with a greater variety of personal characteristics and problems than they are used
to dealing with.

This manual provides some principles, guidelines and suggestions about:
RECRUITING, SELECTING AND HIRING

ORIENTING NEW HIRES (TO FACILITATE ASSIMILATION INTO THE
COMPANY)

%




SUMMARY OF BENEFTS AND PROBLEMS

INVOLVED IN HIRING HARD-TO-EMPLOY PERSONS

BENEFITS

1. Society in general and the business
sector in perticular have much to gain
by trying to reduce feelings of alienas-
tion and concomitant hostility which
are nurtured by joblessness, by not
having a place or opportunity in the
mainstream,

2. The labor pool of the 70's will
consist of about 30 percent disadvant-
aged people. By learning how to assimi-
late them with reimbuniement from the
government for extra costs involved in
employing such persons, a company can
gain skills that will reduce its normal
hiring costs. Further, such learning (at
government expense} is likely to result
in improved supervisory skills which will
benefit all employees and the company.

3. Many companies have found that
their lsbor turnover, with all its attend-
ant costs and probiems, becomes signi-
ficantly reduced when they train low-
skilled psople, do not set up irrelevant
educational standerds, and provide up-
grading opportunities for all personnet.
Further, upgrading costs can be reduced
by taking advantage of an upgrading
contract with the Department of Lsbor,
which will pay for extra costs over and
sbove what is normally spent by the
company.

4. Compliance with federal Equal
Employment Opportunity Commission
{EEOC) regulations may be achieved by
participating in forceful commitment to
8 JOBS Program because of the offer of
higher-grade employment,

5. Participating in programs such as
JOBS can provide an effective Affirma-
tive Action plan, required in any opera-
tion scrutinized by the government.

When a company is interested in the question of whether to employ disadvantaged
persons, the following are some of the benefits and problems that ought to be considered.

PROBLEMS

1. Social conscience and concern for
people needs to be coupled with
responsibility to stockhoiders, cus-
tomers snd emplovess. If hiring
hard-to-employ persons cannot be
“good business,” the position of the
business in a competitive society
could be jeoperdized.

2. It requires more planning, skill
and support service effort to assimi-
fate hard-to-employ persons then to
train the “creem of the avsileble
lsbor crop” — if one can find end
hire that creem. Thers may be extra
hesdeches in trying to train people
who sre likely to have more than the
uss! learning and adjustment prob-
lems. Also, a compeny needs to be
careful thet the regular work force
doesn’t get jeslous of speciel efforts
to support the dissdvantaged,

3. Better educated, more “achieve
ment motivated’' people are likely to
pressnt higher potential for upgrad-
ing or leerning new jobs, thus giving
the company more flexidility in
moving piople e und. For that
resson, h 'wever, wuch people are
more likel to Quit (and thus increase _
turnover) f sdvencement is not soon
forthcomii g.

4. Participting in a JOBS Program
commits t i¢ compuny to hiring per-
sons with ¢ yme kincs of handicaps. It
therefore nust make special efforts
{albeit wo' thwhile} to learn how to
deal with s.ich handicaps.

5. Formal participation in an MA
contract with the US. Depsrrment
of Labor n-eans writing and edhering
to a plai;; analyzing community
makeup to determine hiring objec-
tives, and still avoid “quotas’’: also
achieving stated goals on time.
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6. As s company geins

and skill in dewveloping the kind of
climate, orientation and treining to
succenfully sssimilate specisl groups, it
is likely to expand thoes practioes to its
entire work force, with the net result
that productivity of ali workers i likely
to incresse snd lsbor costs mey well be
reduced,

7. Employees of companies invoived in
working with minority JOBS treiness
learn more sbout minorities, have the

6. It wkes sustsined commitment,
monitoring, patience end crestive
offort to get an orgenization and its
wpervigors 10 chenge their employ-
ment policies from deliberstely
screening out epplicents with apeciel
aroblemg, t0 recruiting them, screen-
ing them in end developing thet kind
of treinicg expertise.

7. Whether first-hand experience in
working clossly with minorities will
result in reducing prejudice will de-

opportunity to be helpful, and reduce pend upon the nature and perception
personal prejudices, of thet axperiance,
8, Participating in 8 JOBS Program is
likely to enhance s company’s public
imege in many communities.
ROW TO USE THIS MANUAL

This manual is a distillation of what has been learned to date from programs to hire
disadvantaged workers. It summaries the insights, principles and practices which have
made the more successful programs \vork well.

Part of the manual's intention is to .timulate examination of present manpower practices
in terms of principles and updated practices which have been tested and found effective.
The manual encourages thinking abut and planning the use of manpower programmat-
ically — that is, as a systematic effort which includes recruitment, assimilation into the
company, training, supervisory practices and upgrading.

The practices described are not meant to be prescriptions. A few might ¢ applied
directly. But many are not general y applicable to both large and small bv.. 1esses, to
diffcrent kinds of business, to ali kinds of organizations of work, to & scmpany
locations, or to all characteristics o * persons in the available manpower pool. ., the
practices cited are more likely to be : uitable for adaptation than adoption.

Although the remainder of this manual is about employing disadvantaged workers, it has
the more general goal of helping devc lop and use the resources of all employees.




APPENDIY A -
TRAINING AND TECHNOLOGY {TAD"*

While TAT conducts training for the disadvantsged on a larger scale than most com: ... &5
would need, many of the findings and general principles generated by six years of
experience are relevant to most training programs.

“The original purpose of TAT was to demonstrate that industrial training capacity could
be applied directly to institutional training of the disadvantaged. This purpose has been
achieved and is manifest in the continuing program. As an Atomic Energy Commission
(AEC) Industrial Training Center, TAT is designed primarily to meet contractoc needs for
skilled manpower through entry-level training and upgrading services. . . TAT has also
demonstrated that it can contribute effectively to the realization of broader national
objectives for more effective utilization of human resources. This has been accomplished
in the continuing program through:

© Maintaining a ritio of 40 percent black and other minority trainees, as a step toward
improving the position of minority group members in the labor force and helping to
achieve oqual employment opportunity goals;

® Giving priority in trainee recruitment to residents of federally designated “redevelop-
ment” counties, thus providing for maximum interaction and mutual support between
the economic development of depremssd aress and the human-resource development
needed to stimulate and sustain that growth; and

® Training up to 200 retumning Vietnam veterans per year, under arrangements that
provide for them to soceive full GI educatiung! benefits during the period of their TAT
instruction.

“TAT training has been concentrated in skill and technical areas that evidence the
grestest employment demand. Program objectives, in addition to the continuing program
of entry-level preparation in these industrial occupations, have been to develop satellite
training arrangements with industries and agenciee vishing to use the TAT tnaining
facilities and services; to experiment with upgrading industrial employees in dead-end jobs
and to fill vacancies at higher skill and technical levels; and ic continue developmental
work that will increase effectiveness in all parts of the employment process.

“Through 1971-72, 2,000 previously underemployed or unemp'oyed and disadvantaged
persons have been trained by TAT and placed in high-skill industrial jobs. Studies show an
88 percent retention. . . through the training period. . . . The overall placement record is 95
percent of the graduates, and retention rates on the job approach that percentage.
Through the first five years of the program, trainee records show the following averages:

198680 1000 1970 Al

Employed st entry into TAT® 58.2% a1 2200 BN
Aversge wage before entry S212/yr | 9036lyr | $1081/r | $1483/yr

*l  Aversge sterting wege on
initiel job stier gradustion $6020/yr | 98302/vr | $0420/yr | 98540/yr
increase of post- TAT wege
over pre- TAT wege $3002/yr | 36308/yr | $8308/yr | $8087/ye
Employed in st lsest ong job
since gracustion 90.3% 97.4% f 96.3%

*Inciudes pert-time end temporery employment.

¢ n in 1966 as sa experimental and demonstration piogram conductes: 2t the U. S,
o] nu.ev.urmbyoam'/«muu-bu&'aumm::mumcm!mm
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“On the basis of (these) figures, the dollar investment in training is returned to the
government by the trainee through increased federzl tax payments. . .within four to five
years — not to mention other direct and indirect economic and social benefits to the
individual, to industry, and to the community.

“Benefits accrue to the trainee not only in increased eamning power but also in ways
related to the quality of life. These have been documented in a TAT study on The Effect
of a Manpower Tmining | on_the P ives of its G s (Oak Ridge
Associated Universities, November 1970), which shows a significantly increased interest
and participation in political, social, financial and religious activities.

“Benefits have also been reported by Union Carbide in terms of:

l. In-depth involvement of numerous industrial personnel in instructional and
supervisory positions in their skill areas;

2. Employment of persons who otherwise would have been screened out of normal
employment processes; and

3. Upgrading the general training capability and interdepartmental cooperation
within the plant.

“(The) president of the Nuclear Division states, ‘Many Nuclear Division employees have
participated in instructional and supervisory duties through planned rotation from their
regular jobs. These employees have returned to their regular jobs with a new awareness of
the problems of the disadvantaged. Their understanding and willingness to help have
contributed significantly to the ease with which TAT graduates have been accepted into
the plant’s work force.’

“He continues, ‘Improved working relationships have developed. . .the internal cooper-
ation of all the plant departments has served to upgrade and enrich the plant’s overall
training capability. Organized labor cooperates closely in recruiting, assisting in training,
evaluating course content, and providing representatives for the project’s advisory
committee. New working relationships have also been developed with local, state, and
federal government agencies, . .

* ‘Our experience with TAT has proved many things. . .by working together, industrial,
educational, and governmental training resources can constitute a potent force for human
tesource development. . .l feel it is a fundamental social responsibility of business and
industry to make a positive contribution to the plight of our disadvantaged citizens. It
also makes good economic sense (Oak Ridge Associated Universities. Irneining &
Technology: An Industry/Education Partnership. . . . 1972). '




Chapterli

PLANNING FOR PARTICIPATION:
A GUIDE TO KEY ISSUES

Ttris chupter discusses some of the main issues which should be confronted when a
company is deciding ‘vhether it is feas.ble to engage in a hiring and training program tor
disadvantaged worker:

Such a program has an impact throughout an organization from its inception. 1If
management’s motivation includes an honest desire to help the people and the business.
its investment in staff planning time and the assignment of program responsibility to one
of it most capable executives is likely to bring a sizable return. The assignment signals
that ' he organization is committed to the program at its highest levels.

A recent Conference Board study (Janger, 1972) of hundreds of JOBS training programs
concluded that there was a consistent relationship between trainee retention and the
degree to which programs were carefully planned and managed.

Althcugh past experience shows that larger companies in general have done better than
small :r ones, a company does not have to be large to have a successful training program.
The personal, supportive atmosphere of some small and medium-size companies,
espec ally those with good morale, can get constructive results even with relatively simnple
progrims. Such companies frequently have greater flexibility in personnel policies.
work ‘r assignment and job structuring, all of which contribute to program success.

ESTABLISHING COMPANY OBJECTIVES

No n atter how committed to a program top-level management may be, footdragging,
delay:. excuse-making and vacillation at middle-management levels and below can
sabot ige its implementation. Many companies have discovered that merely announcing
plans to participate in a manpower training program arouses anxiety, especially when the
objec ives are not made clear and when the proposed activities (in-house training) and
prosp:ctive hires (disadvantaged members of minority groups) are unfamiliar to regular
empluyees. Stating explicit objectives can clarify what might otherwise be an ambiguous,
psyct ologically disturbing prospect. Furthermore, companies which are accountable to
stockholders find it advantageous to list reasonable business objectives for a program to
hire ¢isadvantaged workers.

Explicit objectives also provide a means for making specific a company’s new

expedtations of its personnel, establishing a basis for accountability procedures and
performance incentives.

Establishing explicit program objectives should involve personnel from all levels and units
of the company who will be affected by the program and take part in its implementation.
Here is a simple outline for a statement of objectives:
1. What short-tenn benefits does the company want from the program?
These tend to be the direct benefits, related to current needs such as:
e Filling job openings
e Developing worker skills, quality and output

:

o Upgrading present employces

13




® Meeting Equal Employment Opportunity or Affirmative Action criteria

® Reducing turnover and absenteeism

® Increasing productivity

These goals apply primarily to disadvantaged hires and are amenable to
(relatively) objective performance measurements such as:

® Hiring and retention data
® Performance appraisal (production and quality)

® Absence and lateness data

Upgrading statistics und promotability evaluations

® Pay scales attained in specified time intervals

Measurement should be against the same standards as would be applied to the
regular work force.

2. What long-range benefits does the company hope for?

Companies exp:rienced with manpower programs to train disadvantaged
workers have discovered that they also generate broader organizational
benefits, some of which relate to the entire work force and which occur
frequently enough to be included as long-range objectives. Among them are:

N Improving company image

® Updating personnel practices and policies  for all employees
® Strengthening personnel functions

® Acquiring intzrnal training capabilities

® Develosing company ability for systematic self-assessment

These go:Is are somewhat less amenable to quantified measurement. However,
progress oward them can be assessed by a company team charged with
program and company evaluation.

It is important that a :ompany evaluate its success in reaching its agreed-upon objectives.
On the one hand, evaluation identifies the internal company workings which impede and
facilitate successful implementation, providing a basis for remedial action. On the other,
gettin, feedback in relation to goals — knowing how they are doing in relation to
agreed-upon objectives — can stimulate personnel to more determined efforts to make a
program succeed.

&

The Bank of America in Los Angeles believed it essential to lot all other
workers kiow at the very start why the company was undertaking a
program with the disadvantsged, how it would affect them snd why the

disadvanta.ed would get specis! services. The bank sought to accomplish
this througn:




o Meetings with ail bank managers, discussing the program in full, then
requesting managers to hold similar meetings with their full staff.

o Specisl publications and videotapes for all employess and for
supervisors, using true stories of successes and failures of dissdvantaged
trainees.

e Group discussions for :mployees. Here, the bank learned by exper-
imenting. Originally, dis :ussions were conducted for management only,
by outsic'e consultants. ~ he bank now hes set up an in-house program to
get its m :ssage out to management, staff and supervisory employees by
ssversl means. Masterial for publication has been assembied for
distribution. Also, weekly staff mestings are heid throughout the bank
to discuss the pros and cons of the program. Awareness seminars have
been initiated to focus attention on black-white relationships and how
to integrate new worker ; into the company.

#

Prudential Life Insurance Company in Los Angeles believed many
employees and supervisor: would not be in favor of its JOBS Program and
wantad to avoid arousing unnecessary antagonism. The company
developed seminars to orient management people to the program but
didn't insist on attendance for those who did not care to come. When
some complaints and rumors circulated about the program, the company
decided to stop providing any further information, hoping to stem further
employee reaction.

The result was just the opposite: rumors, misinformation and resentment
increased.

" Prudential concluded that it had to give employees at all levels specific
information. What they wanted to know was:

o How is this going to affect me?

e What kinds of special services and benefits are these new peopie getting?
e Why aren’t we getting them too?

Once the company did provide factual information, resentment diminished

greatly. And, as trainees got into jobs and employees had favorable work
experience with them, the problems were largely resolved.

&
DETERMINING FEASIBILTY

Not all companies have the resources or capability required for effective participation in
program to train disadvantaged workers. Many factors need to be explored and some
changes may need to be made to make participation feasible in a particular compuny
setting. The more affirmative answers you have to the following questions, the easier it
will be to conduct a successful program. If your answers are not now in the affirmative.
making the changes implied will increase the likelihood of program success.

Need Are we interested in identifying new sources of labor, new
techniques for developing human capital?

Opportunity Can we offer meaningful jobs at a livable wage?

Do they provide opportunity for advancement?
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Labor Pool Is there a sufficiently large pool of disadvantaged persons available
in the community?

Personnel Practices Are our hiring and recruiting practices and our personnel policies
flexible enough to accommodate people with limited work
experience and different life styles?

Organization Are we interested in learning and testing new approaches to
manpower development and training?

Is this a flexible organization, willing to redesign jobs when
feasible and upgrade people to make room for the disadvantaged?

Is our management flexible, willing to experiment und try new
ways to train and motivate our people?

Are we prepared to assign a top person to oversee our program?

Acceptability Will minority people feel accepted by the rest of the work force?
Are we willing to make educational efforts to reduce prejudiced
attitudes?

Training Capacity Do we have training resources?

Are we willing to develop such resources?

Can our existing training programs be modified to meet the needs
of the disadvantaged, or will new ones need to be designed?

Union Relations Are our relations with the unions free enough of conflict to permit
exploratory discussion with union representatives?

Resources Are there resources available to help us mount a program — such
as State Employment Service (SES) offices; the National Alliance
of Businessmen; the Concentrated Employment Program (CEP):
the Work Incentive Program (WIN); skill centers; adult schools?

The following disc.ssion of some of the foregoing issues represents a consensus of
hundreds of emplo ‘ers who are today successfully employing heretofore disadvantaged

people.

Program Personr el

Successful programs are run by people who believe in them and who are determined to
make them work. A coalition of committed professional training personnel, minority
group members from community organizations and managers can be an important
reservoir of strength. Experience indicates that program managers should be tough-
minded, flexible, interested in experimenting with manpower training methods, and open
to making changes in trad:tional practices and policies. The best managers understand
both training and production realities and are able to maintain good working relationships
and credibility with production personnel and unions.

Sometimes personnel departments can provide the kind of leadership needed. On the
other hand, programs like J- DBS should not be delegated to a personnel department which
resists change and treats cxisting policies as too sacrosanct for re-examination, which
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practices overt or covert discrimination against minorities, or which regards as defeats
changes made to accommodate unions’ or employees’ wishes.

The best program staff frequently are industrial training types, drawn (if possible) from a
company’s own supervisors and workers, who have a serious interest in teaching skills and
developing employability, who are capable of being direct and fair with members of
minority groups, and who have a sense of independence from traditional practices.

Some companies have chosen to learn how to train by hiring or contracting with
knowledgeable consultants and trainers, Others have taught themseives the “state of the
art” by researching the literature, by asking questions, and by performing a kind of
market analysis. “Find out who’s training similar people and how they are doing it,”
became the executive order. For those organizations which already had a training
capability, the programs, curricula and trainers had to be carefully studied to determine
their “goodness of fit.”’ The result of such inquiry produced a general upgrading of
management awareness about the latest in personnel practices and training methods.

Hiring Practices

Changes in hiring practices to permit doors to swing open to the disadvantaged have
included eliminating the necessity for a high school diploma as a prerequisite to
employment; modification of policies concerning arrest and conviction records;
discarding unvalidated non-performance testing as a means to determine job aptitude and
work attitudes for entry-level jobs; and eliminating irrelevant sex and racial biases.

In most other ways, employers have kept their customary standards with respect to
physical fitness and management prerogatives to hire and fire.

For what kinds of jobs can you train disadvantaged people? How many can you train and
place successfully? A great majority of the jobs for which disadvantaged people have been
trained have been regular entry positions, many in manufacturing and other blue-collar
ficlds. However, disadvantaged people have also been successfully trained, with
appropriate support programs, as machinists, secretaries, bank tellers, electronic
technicians, auto mechanics, hospital workers, scientific technicians and equipment
repairmen, among other higher skill jobs.

Recruiting Procedure

Aimost all companies have had to modify their recruiting methods to some extent. The
more seriously hard-to-employ persons, having long felt excluded from good oppor-
tunities, seldom venture into a company’s employment office or inquire at a
receptionist’s desk about employment possibilities. Some employers who have inquired
about the ways in which their organizations deal with job applicants have been surprised
and disappointed to learn that unskilled, urtrained, undereducated job seekers are often
arbitrarily rebuffed by insensitive receptionists, security guards, employment clerks and
by other workers. Employers agree that it is necessary to reach beyond their own
employment doors if they are to reach employable candidates in disadvantaged groups.

Opportunity

Employers should establish early in their planning the wage rates they will pay. These
rates should be the same as those paid other employees doing similar work or enrolling in
similar pre-employment training. Wages which cannot compete with welfare benefits and
other subsidies and which will not permit employees to survive at a minimally decent
standard of living will neither attract nor retain recruits. Certain support services can be a
supplementary attraction.
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In & few cases, employers have paid disadvantaged trainees higher wages
than other beginning employees receive, without ill consequences. A
Western market chain got permission from the union to start JOBS
trainees at a higher pay rate than apprentices. in the San Francisco Bay
Area (in 1971) trainess start at $2.50 per hour, compared to the
appre-tice rate of $2.21. After one yesr's work, wages for both trainess
and asprentices go up to $2.54. The company feels that the initially higher
trainee rate is necessary to provide a sufficient inosntive over weifare
income, and becsuse it believes that most of its trainees have more
deperidents than the usual youthful apprentice.

&

Empioyers have found that by redesigning sone jobs, such as separating out the routine,
repetitive and less technically demanding tasks from the job duties of office, scientific and
engineering personnel, new careers have Leen opened to the disadvantaged who are
trained to do these jobs. As a result, greater productivity and improved status have been
enjoyed by professional employees, who are then able to use their professional skills more
consistently.

Some companies have found it to their advantage to upgrade the skills of longtime
employees by training them for unfilled higher level positions. Rather than going outside
for such applicants, workers at one level of responsibility and skill development are given
the opportunity through after-hours training programs to try their hand at something
new. Training on computers, business machines, scientific instruments and manufacturing
equipment which are not in use during those hours has permitted workers to learn new
skills on their own time. Such programs have seemed significant to both employers and
employees and also, through the promotion process, have made room for the
disadvantaged in the vacated, lower-level positions.

Acceptance of Minorities

No organization has been certain that there wouldn’t be some resistance on the part of
the regular workers to having members of minority groups hired, especially if few
minority people had been previously employed. However, such fears have often turned
out to be exaggerated. It is naive to assume that racial prejudice does not exist, but it is
self-defeating to believe that it exists to a larger degree than it does. By asking questions
of organizations such as NAB, SES, CEP, NAACP (National Association for the
Advancement of Colored People), CORE (Congress of Racial Equality), OIC (Oppor-
tunities Industrialization Center) and many others, employers have been better able to
anticipate the problems realistically.

While it is helpful to inform company personnel about the behavioral characteristics of
persons who come from different subcultures and to explain the need to provide special
training, acceptance is enhanced if similarities rather than differences are stressed.
Differences seem relatively unimportant when a single standard is used for judging job
performance. &

A Northern California branch of 8 major industris! firm states that when it
started its first company-financed training program for dissdvantaged
minorities in 1967, it identified a limited number of job skills for which
recruits would be trained, becsuse it did not want to overtax the training
capacity of its staff (even though this compsny had more training staff,
expertise and experience than many others). it identified the sheet metal
and electrical areas for training.

Projecting 435 entry-level openings in these areas, it decided to hire in o
ratio of one trainee to four regular hires, to avoid “ghettoizing’ the entry -
jobs in these departments.




Union Cooperation

Companies that have unions must confer with union officials while considering the
question of feasibility. Unions are more likely to agres to change their own procedures
and give approval when they participate in initial discussions of the program, and when
they can agree with its needs and objectives. Unions may want to participate in the
program planning and can play an important part in explaining the training program to
rank and file employees to elicit their cooperation.

&

International Harvester consuited the United Auto Workers (UAW) while
planning its first program to train the disadvantaged. The union agreed to
view the four weesks of pre-job training in a special vestibule setting as
pre-probationary, not affected by usual union requirements. The program
has no formal relationship with the union but the union is involved in
several ways.

¢ Before the first trainees started, the UAW International Union wrote to
local union officers saying it supported the program and asking them to
heip the program and bring any questions to their internations! office.

¢ Two instructors are union shop stewards.
o The union and its functions are dis::ussed as part of the training process.

o The company has found union support important in squeiching rumors
and getting acceptance of the program and trainees by rank and file
workers, some of whom tended to view the new trainess and the
program as a form of reverse discrimination. '

*

Another example of how good handling of union relations heiped svert
potential problems is the TAT Industrial Training Center. As of July 1972
this project had successfully trained 2,000 underemployed snd unem-
ployed persons for very skilled jobs.

At first the Atomic Trades and Labor Courncil fesred that the program
would interfere with established spprentice training programs, involving
trainees who would not be covered by the union contract,

These rcncerns have disappeared because of the cooperative design of the
program and the fact that TAT trainees are not invoived in plant
production activities. The union is now an sctive participant in the training
program. Based on its own experience, the TAT project recommends to
employers starting special programs:

e Consult with local union leaders, giving them full and accurate
information as soon as 8 program is contemplated. Solicit their support
and participation.

¢ Seek support of the international unions involved.

e Spell out the functions which labor reoresentatives have agreed to
perform.

e Be sure unions are allowed to and encoursged to perform these
functions.

e Provide union representztives with official reports and any special
materials to keep them up to date.
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e Include labor repressntatives in appraisal or review of the program.

e Give labor representatives opportunity to participate in project advisory
committees, plus any scheduied conferences,

&
Deciding How Much of the Training the Company Should Do itselt

While some medum- and large-size companies may aiready have some capability to train,
others — especia'ly small companies — have often had little training experience and may
not have any truining staff. Such companies may want to try their first program with
recruits who have already received some training elsewhere.

A range of possibilities exist, providing alternatives to total in-i1ouse training. There are
a number of external training resources from which companies may recruit a group of
disadvantaged trainees. Resources producing such candidates are vocational schools, skiil
centers, CEPs and a variety of other training institutions.* Most of these programs are
funded by the federal government; detailed information about them is available from
public employment service offices.

These resources offer candidates for hire who have been given (some or all of)
job-related educution, a general orientation to the expectations and requirements of’
work settings, basic skills training, counseling and other support services (medical,
dental, optometric, etc.). Graduates of these programs are at least partly prepared for
assimilation into work settings. The company hiring them may need to provide specific
orientation to the company and support services during a transition period, in addition
to on-the-job training. For the hiring program to be successful, a company should make
a genuine effort to provide whatever program components are needed in addition to
OJT.

The company it:elf will benefit from such efforts: In the future, it will be able to do
more training its own way, to suit its own needs — and will gradually develop improved
internal capabilities to train manpower effectively.

A number of successful company programs have placed the top official responsible for
all company training in charge of the JOBS Program. This official is already
training-oriented and has the authority and ability to develop necessary training at every
level of management. However, it is important that program staff also have sufficient
authority to ensure cooperation of operating divisions.

Companies that can conduct complete training programs on their own benefit from the
sophistication they gain from the experience. The trainees and the program benefit from
good coordination of training components, from the continuity of relationships, from
the increased familiarity with trainees’ capacities, needs and potentials and from the
stnoothness of trainees’ transition from one training component to another.

Financing Programs

Some companies with superior programs have chosen to bear all additional costs of
training disadvantaged hires themselves, but most good programs are run with
government financial help.

The 1972 Conference Board study revealed that companies that provided employment
opportunities only, without providing special training or support, had a median
six-month retenton of 44 percent. Many companies entered into JOBS contracts and

*NAB JOBS consortia ils0 perform this training function, especially for small compenies. See Chapter VIII for 2
discussion of consortia.




became able, in addition, to add special training and support service components to their
programs. These companies retsined approximately 60 percent of their trainees for at
least six months. While retention did not appear related to the existence or lack of any
particular component, the programs with the greatest variety of components tended to
have the highest retention rates.

Information about current government financing programs can be obtained at local NAB
Metros and public employment service offices.

COMMITMENT AND ACCOUNTABILITY

Businesses that have been successful in mounting effective programs for hiring and
training disadvantaged workers are unanimous in their conviction: that commitment is
the most important requisite to get the job done.

The experience of many companies has demonstrated, however, that even when there
has been clear, strong and unequivocal commitment by top management, programs have
not necessarily been implemented effectively down the line. Often, lack of support can
be attributed to insufficient efforts to involve middle management in planning, to keep
them informed and to monitor theirr performance. For example, in many large
organizations, administration of the program has been assigned to .1 vice president, who
has usually delegated its operation to .. middle-management person; in smaller firms,
program operation has been delegated t» an assistant to the chief administrative officer
or to a foreman, usually as an extra assizcnment, not as a primary or full-time job. Under
such circumstances, it is not surprising if implementation becomes half-hearted.

Even if a person is assigned the super ision and implementation of the program as a
primary part of his job, how can he kn w if the program is, in fact, being implemented
down through middle-management and first-line supervisor levels? \ record-keeping and
internal assessment system providing a 1 ehicle for accountability procedures can supply
that kind of information and should be adopted by any company participating in a
program to train disadvantaged hires. The records kept will also substantially asaist the
company in demonstrating compliance with government equal opportunity 1equire-
ments, where that is necessary.

Establishing a system for keeping track of implementation a! lower levels on a
continuing basis is not enough. The man at the top must exercise Icadership in order to
overcome barriers to implementation throughout the organization. (While the following
suggestions are directly relevant to large companies, the principles implied are equally
relevant to small companies.)

Visible Commitment

The top executive should express himself unequivocally about company policy, his
expectations that it will b implemented throughout the organization at all levels, and his
confidence that the policy will succeed and benefit everyone in th: company. He should
make the company’s comnitment known continuous!v. through m.any channels, such as
speeches, articles in company publications, discussions at meetings, ind by giving personal
feedback in response to rcports on the program's progress, indic iting approval, raising
questions and circulating the reports and his comments throughout the company.

#

Top management in a complex industrial corporation found an excellent
way to demonstrate and implement its commitment to the JOBS Program.
The JOBS Program steff issued periodic newsletters concerning the
progress of the program, including difficulties encountered. The newsletter
was sent to management personnel, including the president, general




manager, industrial relations manager, division manarers and all depert.
ment heeds — more than 100 persons in all. Both the industrial relations
manager and the general manager reviewsc the “ewsletters cerefully and
discussed them at their statf mesetings. The genersl mansger frequently
made marginal notes on the newsletters and sant them to appropriete
division managers, where immediate sttention was given the notes, and
necessary action taken. In one instance, 8 traines reported to the JOBS
manager what she felt to be racial discrimination being practiced sgeinst
her. Her experience was reported in the newsletter, snd the genera!
manager asked the division manager to look into the problem. A mesting
was held with the division industrial relations menager, the department
heed, the assistant department heed, the JOBS Program maneger and the
trainee’s counselor. They determined that the girl's complaint wes
justified, and the senior female employee responsible wes reprimanded snd
transferred.

Through use of this newsletter, both for information and to implement
action, continuing top-level support was given to the JOBS Program statf.

#

!

information and Discussion

The executive should, at the outset, provide specific information and explanation
stressing the practical business aspects to minimize misconceptions, fears and hostility
among regular workers. He should also provide opportunities for discussion so that
feelings and anxieties may be aired. This kind of change can stimulate considerable
apprehension about job security, assignments, seniority, promotions, etc,

Accountabliity

The responsible executive should make it clear that there will be a system of
accountability, recognition for those who do a good job of hiring, training and retaining
disadvantaged persons, and penalties for those who do not support the program. The
company should know that he reviews the program’s progress regularly.

&

Lucky Stores, a Dublin, California headquartered retail food chain with
many stores in three geographic regions, conducts a one-day orientstion
for all store managers on its program to hire the disadventaged. The basic
message at this session: Lucky Is success-oriented; the president expects
each manager to make this, like sny other program, o success. It's up to
you to make it work, There is straight talk and discussion sbout racial
sttitudes, but top mansgement makes clesr that whatever the store
meniger’s personal attitudes, it expects positive behavior on the job. Not
all managers succeed, but overall, the compeny feels this spprosch works.
Where managers can’t handle the sssignment, they may be shifted. In a
survey asking supervisors which things they were proudest of in their
company, the NAB program was at the head of the list.

#

incentives

He should provile incentives for personnei throughout the organization to make the
program succeed. Middle management must know that remuneration, promotions,
bonuses will dep:nd on success in carrying out this company program as much as on
achieving other performance objectives, Once this is clear, they will see that foremen and
other supervisors make the program work.




First-line supervisors are a key to the success of programs to hire disadvantaged workers.
Resolving the real conflict between their traditional, basic responsibility for greater
efficiency and productivity and the special problems involved in assimilating new,
disadvantaged workers requires both special training with regard to their new employees
and incentives to make special efforts to train and assimilate them.® Having a new,
underproducing disadvantaged wotker on his crew should be recognized as a potential
liability to the supervisor, and provision should be made for it in the form of variations
from usual production procedures and expectations.

Personnel Participation

He should enlist the active participation of personnel who will be involved in
implementation from the very beginning of planning. A program works better if the
people who carry it out have some role in its planning and implementation, and leeway to
adapt it to their own context. Planning activities should include representatives from all
management functions, supervisors at all levels, union representatives, line personnel
(especially those who will be invoived in OJT), community resource agencies, consultants
with manpower and training expertise, representatives of affected disadvantaged groups,
etc.

Regular training program reviews should be scheduled between members of the training
and counseling staff, first-and second-line supervisors, and between all other contiguous
management levels.

Periodic participation in the training program can contribute to renewed involvement in
the company's commitment. Supervisors can be scheduled to orient new trainees and
make other contributions to the vestibule phase of training.

&

A national manufacturing firm hesdquartered on the Esst Cos:t found a
method for promoting constructive employes discussion of its JOBS
Program that fit into existing practices in the compeny. The company had
& history of advanced human relations programs in management. it started
i JOBS Program with a letter from its president to all employess, ssking
their participstion in plenning:

., . .| fesl vary strongly that each one of you

should be involved in the plenning for taking

this responsibility. | should like esch depart-

ment to hold discussions and come up with

its own idess of how your depertment

should work together in making new jobs for

the black population....In spite of our

progress. . .we have not besn impressive in

this field.”
Through this and subsequent communicstions, mansgement made its
commitment felt and made it clesr that it would monitor and reward (or
punish) those who aided (or hampered) the effort.

The company already had regulerly scheduled human relations discussion
groups for supervisors, middie management and upper management. It was
easy to inject discussions of specisl problems related to hiring the
disadventaged into ongoing training programs. At one point the company
found supervisors of new dissdventaged employees complaining that they
were not Detting necesssry support from their superiors in middle
management on issues such s retsining 8 worker who was not yet fully
productive. The compeny found that the supervieors would try to make
the program work, once top management made it a priority, but the real
treakdown was identified in the middie-management aree.

*Sce Chapter V fcr a discussion of supervisor orientation.
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ing and support, namely, & series of inter-cultursl weskend workshops.
Employess from all levels of the compeny, from hourly omployess to
corporate ofi'cers, black and white, met togather in groups of 24 once a
month in a remote setting. Many kinds of compeny problems were
discuseed in a besic Tgroup formst. Discussions opened up important
communication and resulted i usful suggestions for meny compeny
changes. Such opportunities 10 consider posible change in the compeny,
management now feels, ere the best wey to insure success of the program
for dissdventaged workers,
&

Delegated Authority

The responsible executive should delegate enough authority to operating staff to make it
effective in the company context. Staff operating the program must have authority. clout
and ability to properly affect recruiting, screening, hiring, placement and follow-up of
new workers, and get needed cooperation from operating personnel. This requires proper
locaticn in the organizational hierarchy and proper personal qualifications.

&

In summary. the good intentions of top management are not enovgh to insure compliance
and implementation throughout a company. In terms of its own characteristics,
manag:ment styles and traditions, a company must plan systematically to identify
barriers to implementation, to develop strategies to overcome them, and to install a
system of accountability so that top management can know how well the organization is
doing at all levels to implement the policy.

&

Levi Strauss & Co., in Sen Francieco, has moved eftectively to insure
implementstion of s JOBS Program at 33 locstions throughout the
company. The compeny sireedy hed sn equsl opportunity policy,
constantly reiterated by communication from manegement. Between 1968
and 1972, Levi Strausm trained and empioyed 700 persons who would not
have qualified for reguler kiring. Thet program wes funded entirely by the
company, without government sid.

In 1969, the company received the Business Week swerd for performance
inm“ofmmmmws.momy
president wrote oll menagement officiels urging new, additions! efforts in
mbﬂowmdm*mnchumapﬂmhhkitmminwmd
promoting minority and dissdventsged workers would be considersd,
slong with other company objectives, in evelusting esch manager's
performance.

The company has provided a manual outlining specific responsibilities and
procedures for implementing the JOBS Program. Some key elements:

1. A full-time corporate program coordinator reports to the president et
compeny headquarters, and is r: sponsible for providing guidence, staff
assistance and direction. This m n is sn experienced personnel officie!.

2. Each locsl facility manager is assigned besic reaponsibility for the
program. He sppoints a locsl program coordinstor — & management or
supervisory employae — selected on the besis of specis! attributes such
as leadership, sensitivity and support for the program.

3. Personnel managers of the three regions in which plants are locsted
mimmmom.mmmmw:mmlrviﬁu




to the plants, review monthly progress reports and provide guidence to
plant managers to improve performance.

4. Local program coordinators prepare monthly reports showing numbers
of hard-core hired and terminated, their progress and production
records, and ressons for termination. These reports ars sent to the
program coordinator and regularly reviewed by top management.

&

CHECK-LIST SUMMARY

. Establish short-term and long-range objectives for the company with regard to its
involvement in the program, inviting input from personnel from all levels who will be
affected by the program.

. Determine feasibility of program in terms of: need, opportunity, labor pool, personnel
practices, organizational capacity, acceptability to rest of wotk force, training
capacity, union relations and community back-up resources.

. Make determinatin~ concerning use of in-house vs. outside training resources.

. Establish policy with regard to financing of program.

. Obtain firm commitment to program, not only from top management, but from all
levels responsible for implementation.

. Institute systemn of incentives and procedures for accountability to reinforce
commitment.
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APPENDIX B
TRAINING AND TECHNOLOGY

The following material illustrates in more detail some of the elements to be congidered in
planning for participation in a special manpower program,

“TAT has attracted thousands of applicants in areas where few were expected. This has
been accomplished by working cooperatively with state employment services, communi-
cations media, community groups, unions, area employces, and schools. It has been
possible to reduce cntrance requirements from 8 high schoo! diploma to a six-grade
function ! academic level at the same time that average training time was reduced from
one year to six months. A variety of testing and other selection and placement techniques
have been tried, are now used, or are under development. For the most part, trainees have
been rec uited from the surrounding rural and urban aress, although special recruitment
efforts | ave extended to the Chicago inne: city and the Appalschian moe'ntains of
Kentuck /, Virginia, and West Virginia.

“Procedures for appointments, transportation, and other factors related to getting the
recruit into training are well developed. Identification of remedial training needs, paronal
problems, and program orientation are part of the placement process.

“The_training environment. Use of the industrial plant setting for training places the
trainee in a work environment with the same rules, regulations, and attitudes that govern
the conduct of plant employees. Trainees identify with particular job titles and
occupational groups. In this way, the time clock, safety procedures, attendance
expectations, and other industrial disciplines are automatically made part of the trainee’s
experience. TAT has published a trainee handbook, organized a trainee coungil, and
supported trainee social and recreational activities that parallel general Y-12 Plant
practices in these areas.

“Technical training. Class schedules and curriculum content have been developed for each
training area anﬁ%blished in documents covering instructional methods, the relation of
technical instruction to trade-related mathematics and science, and the ratio of shop and
laborator to classroom instruction. Syllabi, course outlines, and lesson plans are also
available.

“Skill and technical training is defined as broadly as possible to avoid the limitations
inherent in providing too narrow a preparation within any single skill training arca. Thus,
trainees are able to perform a variety of individual industrial operations, maintenance or
technical functions.

“Trainees receive individual attention and proceeC at their own rate until they are
certified as job-ready by their Union Carbide training supervisors. The majority of
trainees move in and out of the program in six-month cycles.

“Trade-related instruction. Classes in mathematics, communications, and trade science are
coordinated with shop and laboratory instruction to supplement skill and technical
training. Instruction is given at various levels depending on the training area and the

individual tutoring where necded. Full-tinie instructors are employed for these classes and
a professicnal remedial reading teacher is on the staff. Community volunteers assist in
tutoring and remedial work.

“Support services. From recruitment and training through placement and follow-up the

project is nrepared to respond to a wide range of individual trainee needs and situations,
A regular vuidance and counscling program provides for early identification of needs and
continuou- feedback on training, and gives indjvidual and group counseling assistance. In
addition, scrvices are provided, or arranged through referral, to deal with housing, health,
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legal, financial, welfare, and other problems. Arrangements for insurance, transportation,
recreation, and social opportunities all receive attention as needed from the support
services staff. Most of these services are highly individual and underscore the importance
the project places on each trainee (Oak Ridge Associated Universities. Training and
Technology: An Industry/Education Partnership . . .. 1972)." "

WORKER TRAINING CURRICULUM PLAN
While the TAT program is carried out on a larger scale than most companies require, the
careful training plan outlined in the following diagram illustrates the usefulness of
systematic planning.

< 1ST QUARTER-3 MONTHS >
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THE INDUSTRIAL EMPLOYMENT PROCESS —

SEQUENCE OF MAJOR ACTVIIIES®
RECRUITMENT SELECTION
Identification of Potential Trainees Anglysis of Test Dats
-Stata Employment Security Offices Personal Evalustion
-Program Sponsors Priority snd Goal Determination

Testing** : . j
—Adult Basic Learning Examination (ABLE)-
~General Aptitude Test Battery (GAT8) ORIENTATION/PLACEMENT IN TRAINING

Prevocational Training

Tours/Visits/Interviews Testing—Level of Related Courses
Choice of Training Area g:ihd:na“ ocadures Review
—

SKILL AND TECHNICAL TRAINING JOB PLACEMENT
Classroom, Shop and Laboratory Instruction Resume, Record Preparation
Trade-Related Mathematics and Science JOCI b '"."M""J“"

Supportive Services s an

Supportive Services—Moving, Housing, etc.

e e — - —

financial, family problems, recrestion

= -+

~Legsl, heslth, housing, transportation, I

Guidance and Counseling FOLLOWUP
—Group L
—Individual Initisl Job, Wage, Location Data
—Im.:lusu'ill thtvior Six Month Foliowup, Rating, Incressss
Remedial Education One Yeer Follow:p, Rating, Promotions
—Reeding, GED Tutoring Replacement Assistance

*The Job Placement and F-ollowup modules are not relevant to most compeny programs, excopt 90 indicate the
usefulness of following trainees’ careers to assess program effectiveness,

**Testing for the purpose of screening must be dizectly relevant to and realisticallv required by characieristics of the job
aad tnining program. Otherwise, it is forbidden by a Supreme Court ruling.

NOTE: The charts above were deveioped by TAT (Osk R udge Associated Universities. Training aad Tm
Industry/Education Partnership . . . . 1972).




Chapter il
RECRUITING, SCREENING AND HIRING

This chapter provides guidelines for action once the special manpower training program is
underway.

RECRUITING

Because those who are most disadvantaged are least likely to come to company
employment offices to apply for jobs or seek job training; it is often necessary to reach
out for trainee candidates.

Selecting the Target Group

A company should first develop general selection criteria for the group from which it
wishes to draw its candidates. A fundamental consideration is to select disadvantaged
persons whom the company ordinarily would not employ; doing so both fulfills the spirit
of programs like JOBS,and provides the company an opportunity to develop its own
capability to train and assimilate people with a wide variety of characteristics.

These are the kinds of disadvantaged pcople who may be available for recruitment:

® Some are motivated persons who want to work but have various handicaps
which prevent their getting or holding jobs.

® Some are persons who might be interested in work. but who are so
failure-oriented that they appear umnotivated. Apparent lack of interest n .ay
be the result of poor rapport :nd communication between applicant : nd
intcrviewer. suspicion and lack ot belief in the job opportunity offered, cor a
fecling that it will be just another dead-end.

® Some are young people — under 25 — either school dropouts or products ¢f a
very poor education, with limited work experience. Young black males for11 a
disproportionately large percentage of today’s unemployed. In the first four
months of 1971, unemployment rates for young black males were betw:en
28.5 percent and 31.3 percent while the national unemployment rate
registered about six percent.

® Some are older minority men and women who have been working at
domestic. laboring or marginal jobs. Some are long-time city residents; others
are new rural migrants displaced by automation, with no skills or knowledge
of urban life. These workers may be more attracted than oti.zrs by jobs that
offer only limited advancement opportunities.

® Some are women — many now on welfare. They can become well motivat: d
and excellent workers. However, child care problems often cause absenteeisin
and turnover. In clerical and white-collar jobs, women learn skills well but
often need more extensive support, counseling and orientation for gocd
social adjustment to the regular work force than do men in production jobs.

® Some are Puerto Ricans, lareely in the Northeast, and Mexican-Americans m
the Southwest. They are presently handicapped by language problems.

® Some are American Indians, who may have many problems in adjusting to
urban industrial life.




® Scme are persons with records of arrests, imprisonment. alcoholism, drug
addiction, severe personal and psychological problems, long history of welfare
dependency and no discernible desire or motivation to change. Some
companies have purposely reached out for such individuals, with some
encouraging records of success.

In the early days of JOBS and other special manpower programis, a4 number of companies
decided as a matter of social commitment to hire the most disadvantaged, most
problem-prone people they could find. While some have had discouraging experiences,
others have been able to develop a large percentage of such hires into very productive
emp loyees.

In general, a company should establish minimal realistic requirements (for example, in
reading and arithmetic) and hire as many as possible of the candidates mecting those
standards, until their openings have been filled.

If a company, at the outset, desires to hire only trainees who already have basic skills,
they may be able to recruit them from local skills training institutions and vocational
schools. As the company develops capability in OJTand in developing human resources, it
will progr :ssively increase its ability to assimilate more seriously disadvantaged applicants,
and providz basic skills training as well.

To maximize the likelihood of success, a company should try to hire not only the
disadvantaged people who can reach acceptable performance levels through special
training, but also those who will respond to the normal incentives being offered (e.g., the
training opportunity, pay, benefits, etc.), that is, who are ready for the job.

3
» *

Con Edison hires without any pre-employment tests, educational or skills
requirements for entry-fevel production and construction jobs. Thosa who
are cortified as disadvantaged range from functionally illiterate to high
school graduates. Intensive vestibule training and personal support services
have ensbled these individuals to become productive workers, according to
the company. After 13 weeks of vestibule training the JOBS Program
tra'nees become regular employees of Con Edison and are advanced to
reg slar work assignments for 28 weeks of OJT.

&

A national drug manufacturer reports that it has had greatest success in
hiring hard-core applicants from 3045 years of age. Although reguler
employment is new to most of them, their retenticn rate has been 78%,
with very satisfactory job performance.

&

A Los Angeles manufacturer had immediate need for ontry-level assembly
line, stock-keeping and production workers. They had to work with
regular personnel and perform at minimum plant standards from the
moment they stepped into the production line. Serious absentee or
behavioral problems, as well as special treatment for trainees, would have
caused trouble with the reguisr employees.

Trainees were recruited from the Youth Training and Employment Project
(YTEP), a community sgency which conducts a pre-vocational training
program. Those referred were ready to be integrated Into the work force
without distinction {rom reguler hires. The company did not identify its
JOB'; hires to regular workers or their supervisors. (In an earlier zrogram
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where disadvantaged trainees were identified, they suffered from an
employee and supervisor general bias against the hard-core.)

&

McDonnell Douglas, Chase Manhattan Bank and TRW are among
companies that have recruited people with the most serious problems:
severs educational handicaps, serious offender records, totsl lack of work
sxperience, long history of welfare dependsncy, alcoholism, etc.

In some of these compenies, management decided to take risks and
experiment with hiring disadvantaged workers without jeopardizing major
production efforts, by using training and initial work sites isolated from
regular production facilities.

McDonnell Douglas had originally recruited workers into the job at
existing facilities with little preparation. Tumover was much higher than at
the special training facility, which provided remedial education and
gradual adaptation to work schedules, rules and norms.

Many utilities and manufacturing companies have hired and quickly
trained people with no skills for entry jobs, although this type of trainee
might be a problem to a bank, department store or insurance company
with a more middle-class work force. Yet, banks, with insurance
companies and others, report they have trained people with educational
levels as low as third grade for successful performance, stability and
advancement in white-collar jobs. Some minimal levels of educstion and
dexterity may be required for clerical jobs, but good progrems with
adequate time for training have overcoine sevsre educational deflcits.

Some companies have preferred to begin programs with trainess who were
not the “worst,” to first gain the necessary experience in conducting such
programs and to optimize company acceptance. They thus have graduelly
developed the expertise to conduct successful programs for people with
more serious deficits. One such company has been training disadvantaged
high school dropouts for clerical jobs since 1962. An official reports:

“As we have learned more about the unqualified dropout, as our
supervisors learned to handle them more effectively, we have been digging
deeper into the hard-core group; we are taking people with poor
motivation and chips on their shoulders whom we would not have touched

betare.”
&

Many companies recognize that a ghetto resident is far more apt to be
hauled in by the police for suspected or minor offenses than residents of
other areas. They distinguish between arrest and conviction, and are
accepting former offenders and parolees recommended by correctional
officers.

Many of the JOBS trainees hired by TRW had felony or misdemeanor
convictions. This company, which had an 83% retention rate of trainees
after one year in the program, has concluded that some of the brightest
people in the ghettos tend to be the most active and problem prone —
therefore, some of the brightest candidates have a high percentage of
parole and probation backgrounds.

®

A metal parts manufacturing firm with close neighborhood ties hired men
from prison long before it became involved in the JOBS Program, because
local families of prisoners appealed to the company to offer jobs as a




means of gaining them parole. The president of this company says that
among his best, most reliable workers today are men who have had two jail
experiences. The two-time loser often wants desperately to avoid
another sentence; some try especially hard to become good workers.

Under the JOBS Program, the company continues to hire ex-offenders and
addicts on methadone maintenance. The smalil size of the company, closs
personal commitment and involvement of the owner, and informal
counseling and support provided by other employees who themssives are
ex-convicts contribute to the successful experience.

#*

The Labor Department’s bonding program represents snother largely
successful experience in hiring offenders with crimins! records.

Since March 1966 this program has provided fres bonding coverags
through State Employment offices where inability to secure bonding is a
barrier to an individual’s being employed.

As of March 1970, 2,141 individuals were bonded through this program,
with only 29 claims having besn paid out in a four-yesr period. The
defauit rate was 1.35% — or $15,826 — paid in claims, » very low figure
considering that there was a potential loss of about $11,000,000 (based on
$5,000 average coverage for 2,141 persons).

This special bonding coverage is now availsble nationwide, through the
more than 2,200 local public employment service offices.

Manraging Outreach *

Peopic who are disadvantaged often have little contact with the mainstream world, where
the jc bs are to be found. Outreach programs are designed to overcome this problem.

Rock and roll stations, ethnic newspapers, soul programs and Spanish language stations
provile a good means of reaching black and Spanish-speaking groups. Television
commercials and special programs set up to reach disadvantaged audiences have also been
used successfully by some companies. Job fairs have also proved successful in reaching
minority applicants. In job fairs, a large number of companies cooperate with community

grour's to set up booths munned by interviewers, who provide facts on training programs
available.

Some companies have deve'oped partnership programs with local schools and manpower
development skills centers. or have “adopted” schools, providing their students with
tutors from among company personnel, and equipment and training facilities. Such
schools can be very good sources of recruitment. Company representatives can offer tours
of company facilities, ard sometimes set up part-time work study programs in
cooperation with public scliools, or summer programs leading to permanent employment.

A number of organization. perform outreach services: local offices of CEP; Manpower
Deve opment Training Act- (MDTA) funded Skills Training Centers; State Employment
Servi:es; private government-aided organizations which serve the disadvantaged, such as
Urba1 League, Service-Employment-Redevelopment (SER) and OIC; or commu nity
action groups such as Bootstrap.,

_Often disadvantaged hires :an help companies recruit new candidates from among their
‘acquuintances. This method may be preferable to a special outreach program because

preseat successful employecs know the requirements of their work setting and thus have a
basis for making realistic recommendations,




&

Establishing credibility was the most difficult problem when New York
City banks first started actively recruiting minority workers. Blacks and
Puerto Ricans didn't believe there would be jobs or advancement
possibilities for tham in banks. The banks had to use minority-community
agenciss and conduct their own active outreach programs to gat their first
trainees. Now that minority emplayment has risen (it was estimated to be
about 26% of bank employment in 1969, end some banks repofted over
30% in 1971) and promotions have occurred, the banks are getting plenty
of referrals from their own enployees and direct applications from
minorities (Corwin, 1870).

®

One of the large sutomobile conipanies set up recruiting stations in tha
slum neighborhoods of Detroit ard announced that it had well paying job
openings, with no tests required. | t asserted that a police record would not
be an obstacle to being hired. Applicants were asked onlv to fill out a briet
form and pass a physical examination. While such an approach sounds
good, it backfired and led to disillusionment snd resentment when there
were many more applicants than there were jobs. A “quieter’’ recruitment
procedure which did not imply unlimited openings for all applicants,
would have been preferable. Also, there may be persons with kinds of
police records that might raise questions about suitability for hire, and
blanket assertions that may not be adhered to should be avoided.

®

The Recruiters

A short period of orientation for recruiters is generally considered helpful, especially if
they work for an organization other than the company that is hiring. They need to learn
about the company, the nature of the program, its obiectives, its phases and components,
and the oprortunities it is offering, so that they can share this infcrmation with
prospective trainees.

Recruiters should be frank about the nature of the job and not gloss over its iimitations
(likely in an cntry-level job). Even jobs that have undesirable characteristics may be
valued by prospective hires if sufficient incentives are offered: livable pay and good fringe
benefits; a chance to develop more advanced marketable skills; opportunities for
upgrading and advancement. These incentives should also be described frankly and
realistically. Charts, pictures and illustrated pamphlets are useful devices during these
initial interviews, but nothing can replace a visit to the job site.

Some companic s have delegated the recruitment assignment to community agencies that
can send them referrals. The agency recruiters, too, should spend time at work and
training sites it order to see the jobs that need to be filled and develop a first-hand
understanding « [ what kinds of recruits might be most suitable.

Special progran s of outreach can take many forms. Some companies use organized teams
of neighborhoo 1 recruiters, and assign them to build contacts in the communities as well
as seek referrals from local agencies.

Roving recruite 's can be assigned to target neighborhoods, working out of mobile vans or
simply walking around, talking, and leaving posters and handbills at such gathering places
as drug stores, pool parlors, barber shops, bars and churches. Recruiters can also visit
schools, especi. lly vocational schools, to address assemblies and talk with teachers and
guidance couns:lors. Some companies assign minority group employees for the roving
recruiter role, t» show that the company already has minority group personnel on board.




Other recruitment sources that can be used include:
® Community action agencies, local or state human rights agencies

® Correctional agencies, probation and parole officers

e Community relations departments of police departments, or housing agencies

Model Cities programs
Veterans organizations and the Veterans Administration

Public school systems, including elementary, junior and senior high schools,
principals, teachers and counselors

Social welfare agencies (private as well as public)
Church groups

Racial and ethnic interest groups, such as the Urban League, NAACP, SER,
oIC

® Civil rights and charitable organizations

In some instances, recruiting agencies do not understand a company's job requirements.
In others, agencies may inadvertently convey erroneous information about the kinds of
jobs and salaries available to potential trainees. Such misinformation can lead to early
disappointment and high attrition. Some agencies want the right to insist that a company
hire each and every person referred. Agencies sometimes refer people who do not meet
the eligibility criteria for the disadvantaged. Company visits and discussions between
agency and company personnel will help avoid some of these pitfalls. Discussion with
local NAB Metro offices and companies already involved in JOBS can help prospective
employers decide which resources are likely to be most helpful.

#

A large electronics maaufacturing firm sends out black and indian
recruiters who are supervisory ernployses, but sre originally from
backgrounds similsr to the hard-core recruits being sought. The message is
that there ars advancement opportunities at this company; here are living
examples. When disadvantaged recruits come into the company to apply,
the same recruiters are waiting for them in the lobby, to accompeny them
to their interview,
&

Another West Coast firm uses black recruiters who take potential trainees
directly to the plant and show them people like themseives elready in
training and in good jobs. This reinforces credibility for the skeptical
minority person,

&

Several large companies have videotaped detailed descriptions of their jobs,
which are shown to all public agencies, and to high schools snd other
recruitment sources.

TRW found itself in need of some crestive problam-soiving in obtaining
candidates when it started its first JOBS Progrem. The company performs




complex work irn small, highly interdependent teams. They were willing to
hire really hard-core people but insisted that two to four candidates be
supplied for each job opening (some 35 different job categories were
involved), and that each supervisor pick his owh men. This appeared to be
counter to HRD's practice of selecting the cerdiduotes it felt should be
hired. One approach toward solving the problem was 1o heve HRD
placement personnel come down to TRW and talk with the s ervisors.
They could then see the need for close teamwork on the job, and helped
TRW develop a process for candidate selection that satisfied the needs of
both organizations.

TRW also found that in order to recruit a substantial number of
Mexican-Americans, who form a considerabls part of their minonty
community, it was necessary 1o go to sources in addition to HRD, such as
the Job Corps and a iocal skill training center, which trained in many skills
but had no job commitment on completion of training. A company
recruiter also went to Mexican-American community groups, churches and
teachers, and asked them to refer peopie to HRD. This worked very well,

After the first three months of its JOBS Program, the company states that
its credibility was sufficiently established to get all the candidates it
needed from trainee referrais.

5.4
Matching People’s Needs with Program Opportunities

Companies should assess their recruits to identify those who can move directly into
regular entry-level jobs without additional training.

In following the JOBS guidelines, companies trequently have built components into the
contract without a hard appraisal of the need for such services for specific jobs.
Entry-level jobs that do not require special training do not comply with the funding
requirements of federal programs such as JOBS. Such jobs may nevertheless present
worthwhile opportunities for disadvantaged persons because they may provide a base
from which they can move into better jobs. The upgrading provisions of 3 JOBS contract
may then be used to fund the additional costs of the required training. This kind of
long-range carcer planning, although not yet usual for hourly rate ~mployees, can offer
effective incentives for retention and high quality work performance for all employees.

Recruitment Priorities

When an employer has a JOBS contraci. 1t is important that he avoid suspicion that he is
using his own recruitment procedures in order to cream from the pool of disadvantaged.
using government funds to subsidize the pay of workers he would have hired anyway,
Companies participating in *he JOBS Program and accepting federal training funds arc
required to allow priority for 48 hours to the local CEP or WIN offices and to Vietnam
veterans in requesting referrals for training slots.* The State Employinent Service, or CEP
(which is focused on inner city target areas of high unemployment). or WIN (the federal
government’s program to provide employable welfurc recipients with job training and
opportunity) arc likely to have lists of candidates. When they cannot fill job orders within
a 48-hour period, orders can go to other channels in the community 1acluding public and
private agencies. lHowever recruitment takes place, all candidates must be interviewed by
CEP or ES representatives. who must certify that they arc eligible under the Department
of Labor's criteria for cligibility for JOBS. After consultation with the Regional
Manpower Administrator (RMA). some employers have been permitted to turn to other
recruitment sources when these priority agencies could not satisfy company needs.

*Employers participating in the 1ORS Program but not accepting tederal training (nnds are net bound by these
requirements,




SCREENING AND HIRING

Screening can be accomplished effectively through:
® Interviews
e Written applications
® Tests (carefully chosen)

The Interview

The most frequently used method of evaluating a candidate’s potential is a skillful
interview. Although a company’s regular interviewers can be amigned to this task, they
will usually require orientation to understand communication styles of some disad-
vantaged groups. The best interviewers are likely to be individuals from the target groups
who also know the company well.

Hiring should take place as soon as possible after initial interviews, to avoid dissipating
the candidate’s initial enthusiasm. Probably the single most important indicator of
potential performance will be the applicant’s motivation for the job. Interviewers will
. necd to be sensitive to the fact that some people who appear unmotivated may do very

well on the job when they can see for themselves that the opportunity being offered is a
goud one.

The interviewer should make certair: that the candidate has ail of the information he
needs to make a decision about taking the job — he may not have t.een thoroughly
briefed during the recruiting process, The candidate should be given a car:ful explanation
of the jobs available, the nature of the training program, salary, benef'ts and potential
advancement opportunities. The interviewer should describe the comp.iny's advantages
and disadvantages from the point of view of the employee. A visit to the work site to see

what the job entails and to meet the supervisor is the best way of informing a potential
employee. .

The candidate should be told clearly and without condescension what the company will
do to help him, and what it expects of him. His assets and deficiencies should be reviewed
in terms of what he will have to. do to succeed, not only at ths entrv level but as a
potential candidate for advancement.

If possible, the line super isor who will b« responsible for the new employee should be
actively involved in the scr-ening process.

Candidates who are not hiied should be toid the reasons for their rejection and, whenever

possible, should be given suggestions ibout dealing with the deficiencies which
disqualified them,

#

A substantial number of companies basc their hiring decisions largely upon
recommendstion; of a personnel interviewer. A recent survey of 150
employers suggested that many applicants would be rejectsd by the
interviewer on t1e basis of his first impression of the spplicent, for such
reasons as “persc nal appearance,’”’ “‘behavior”’ (nervous, ill at ease), ‘'didn‘t
look me in the rye” or “limp handshake.”’ The authors of an employers’
guide who cite this study noted that “thess four factors alone would
eliminate 99 percent of the hard-core unemployed. . ." who spply (Zimpel
& Panger, 1970).




This guide gwves an excellent analysis of the major reasons cited by
interviewers for rejecting applicants, and how these factors may
unnecessarily screen out potentially good employees because of the
interviewer's lack of knowledge and sensitivity to their background,
culture and experience. For example:

Personal_appearance. Difference from the norm may represent indepen-
dence or the height of fashion in the applicant's world: he hat no other
experience to relate to. Dark glasses may be the protection of an insecure
person.

Attitude. Hostility and aggressiveness often arise from insecurity; properly
channeled, these traits can become assets. For example, passivity or
indifference can be traits developed from a necessity for “keeping your
cool” — 5o as not to show feelings of hurt and rejection.

- Evafi\fl\__eig. This is otten the only means of survival in a ghetto; a middle-

class applicant may hide information also, but is less likely to be detected
because he does it with more skill,

Unwillingness to start at low level. Such an attitude may refiect lack of
knowledge of the wort world, which might be remedied by the
b interviewer,

The Application Form

A written application mn the usual form can be a threatening and feartul barrier to some
disadvantaged people. Although many disadvantaged persons arc capable of filling out
their own applications, they may need some help from the interviewer in order to
understand certain questions and fill in the blanks. Some specific job requirements, such

as need for a valid driver's license, should be attended to at this time in order to avoid
later problems.

Using Biographical information to Predict Work Adjustment*

Life history data have often proved useful in predicting work adjustment. Most
manpower programs aiready provide for some routine collection of biographical data as
part of the assessment and counseling procedure.

®

Richardson, Bellows, Henry & Co., inc. (1970) have been daveloping a |
measure called the Biographical information Blank (BIB) which has been |
used In predicting the length of participation in the Job Corps and for

predicting job teriure among Employment Service applicants.

The BIB includes in its items many of the questions found in traditional
application blanks as well as items concerning feelings, attitudes and value
judgments. The items cover nine major categories: home and family, high
school, work and military axperience, present responsibilities, work and
income needs and preferences, adaptation to environment, life goals,
self-image, and organization of time, Much of the life history data may be
objectively verified, discouraging cheating or conscious distortion. On the
other hand. since there are no “right”” or “wrong” answers in the
traditional sense, those with negative experiences with tests may be less
threatened by the BIB. Items were specifically constructed for use wiid
subjects of fourth to sixth grade reading levels.

*

*Much of the matenal concerming assessment methods for dunadvantaged percons has been excerpted from a rocent ‘
HIRI report (Backer, 1972), wiuch comprises 2 coniplete discussion of this subject. |
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Testing to Assess Trainees

Wherever possible, testing should be donc after hiring, for diagnostic (rather than
screening) purposes. This kind of testing helps identify specific training needs and can
facilitate suitable placement.

Hazards in Testing

Companies generally should avoid using traditiona tests or traditional testing techniques
in recruiting the disadvantaged. They often will not adequately reflect the potential
abilities ol culturally disadvantaged people. Standard tests usually were developed with
middle-class  whites in mind. They frequently stress verbal ability and reading
comprehension, or use linguage unfamiliar to disadvantaged minority group members.
When understanding of certain words or verbal ability are not genuincly related to job
requirements, these standard tests are poor predictors of job performance.

Many mirority group members who are already performing well on their jobs have failed
such traditional tests. A 1970 Supreme Court decision has prohibited the use of tests for
job applicants unless they have been validated for the population being tested and are
clear predictors of job performance; employers should not use paper-and-pencil tests
(which might discriminate against some minority groups) without making certain that
they meet this standard. “Making certain” in this instance usually requires formal test
validation studies.

Some Guidelines for Appropriate Test Materals

The Educational Testing Service ( 1969) has prepared a battery of paper-and-pencil tests
which attempt to avoid many of the pitialls found in existing tests. The test battery is
still in the refining process and now is available for rescarch purposes only. Some of the
characteristics of the preliminary test booklets (being used with Neighborhood Youth
Corps trainees) are noted below. These may help to guide employers in sclecting
appropriate materials to assess disadvantaged individuals.

Tests are kept as brief as possible to fit with the short test-taking
attention span typical of those not highly motivated to perform on tests.

Test items are printed in small booklets, usually with onc item to a page:
boxes for marking answers directly in the booklet are provided. so as to
minimize errors in answer marking by non-te: t-wise examinces.

Seven of the 13 booklets employ pictures to reduce reliance on the written
word and to increase interest and motivation.

These pictures include simple line drawinis of youthful figures dusigned
carefully to minimize any racial or ethnic characteristics.

Separate male and female forms are ustd so that items reflect both
appropriate pictorial and verbal content.

Verbal content is at approximately a fifth grade reading level,
Slang expressions are used where appropriate.

All directions and items are read aloud by the examiner during test
administration.

Administration is to small groups of 12 or lesz, to permit individual attention.




® Administration is not timed. since tight timc restrictions constitute a
hindrance to vatid performanc- “or the non-test-wise.

® Both pictorial and verbal content have been analyzed carefully for situational
relevancy to disadvantaged youth.

Preparing the Trainee for Testing

For many disadvantaged persons, the experience of taking paper-and-pencil tests is
anxicty laden. Many of them perceive assessment as unpleasant, incomprehensible or
unrelated to helping them to get a job. They do not understand the purpose of testing, are
unfamiliar with tests and fear group testing situations. Much of their fe:ar may :rise out of
limited but aversive contacts with tests in school settings, or from an inability to
understand individual test items or the test directions.

One possible solution to this problem is to give disadvantaged trainees some type of
pretesting orientation.  This uxperience may reduce distorting effects of individual
differences in familiarity with test content, differences in ability to understand test
dircctions, or rejection of testing out of fear or lack of motivation. Moreover, it may b»
possible through such pretesting experiences to identify those individuals for whe ¢
standard paper-and-pencil tests are inappropriate because of low reading levels, etc. The
persons may then be guided into alternative assessment procedures (clinical i erview,
work sample, etc.) in which their cultural backgrounds will not interfere with the effort
to identify and measure job-related personal characteristics.

&

Both the U.S. Employment Service (U.5. Department of Labor, 1968,
1970t) and The Psychologicsl Corporation (New York City) have devised
pretesting orientation materials of potentisl ussfulness in manpower
programs. These materials consist of practice exercises end explanations
about tests and their purposes and are designed to develop test-wiseness
and reduce anxiety.

&®

Work Sample Testing

One way to avoid the hazards associated with many tests is the work sample technique.
By meuns of this approach, the candidate is asked to complete sample tasks associated
with real jobs. Thus, a work sample designed to appraise manual dexterity for certain
production linc assembly jobs may require that the examinee assemble nuts and bolts or
electrical components in a certain sequence. This offers the employer a practical means of
finding out about the candidate’s aptitude and whether or not he can do a particular job.
Work samples can be used to predict both trainability and employability.

Work sumple techniques have been used by companies, sheltered workshops for the
physically and mentally handicapped, and in connection with hiring and initial placement
of new employees in many Department of Labor programs. Basically, they substitute job
tasks, tools and cquipment for standard written tests. Thus a candidate's tolerance for
repetitive routines. his manual dexterity, coordination, physical stamina and ability to
follow directions can be judged more or less directly from his performance. Spatial and
form perception o1 eve-hand coordination can be tested, for example, by asking a
candidate to disassemble and reassemble a simple lock.

%

The Experimental Manpower Laboratory at Mobilization for Youth
{McHugh. 1971) has created, under DOL sponsorship, a manual for use as
part of a technical assistance package for setting up work sample centers.




The manual includes detailed procedures for developing work samples,
orgamizing a physical facility, and training evaluation staft. According to
t“e manual, job analysis is performed first to determine relevant tasks for
use in the work sample program. Next, a decision chart is created to weigh
priorities in choosing specific subtasks to be included in ¢ particular work
sample. Then the work sample itself is devised. The menual contains rating
foims, clerical records and work sample instruction booklets es guides for
the program developer; even details such as the color to paint machinery
and the symbols to use in indicating where the first aid equipment is
located are included.

%

4

Two work sample systems are particularly relevant to the assessment of disadvantaged
persons:

*

The Jewish Employment and Vocationel Service (1968) work sample
consists of 28 basic assessment samples of varying levels of complexity and
difficulty. The samples represent 10 Worker Trait Group Arrangements of
occupational categories taken from the Dictionwy of Occupational Titles
(DOT) (U.S. Department of Labor, 1968). About one-third of the range of
job activities listed in DOT is included. A work sample evaluator observes
and appraises an examines's performance throughout the 28 samples,
recording pertinent data on two record forms, the “Work Sample Sheet"
and “Daily Behavior Impressions.” At the conciusion of ascessment, a
"Work Sample Evaluation Report” is prepared, describing the sxaminee’s
skill levels, work habits, personal appearance snd interpersonal facility in
work environments. This report is given to the examinee’s counselor as one
input for vocational decislon-making.

L

Singer/Graflex (Gannaway & Caldwell, 1971), a commercial manufacturer
of training and instructional materials, has developed the Vocational
Evaluation System, a work sample battery that makes highly creative use
of audiovisual technology. The system employs an audiovisual machine
with sound tape cassettes and filmstrips to present programmed
instruction for task performance in 10 occupationol arees: (1) Basic
Tools; (2) Bench Assembly; (3) Drafting; (4) Electrical Wiring; (5)
Plumbing and Pipe Fitting; (6) Carpentry and Woodworking; (7)
Refrigeration; (8) Soldering and Welding: (9) Office and Sales Clerk: and
(10) Needle Trades, Task areas are coded for DOT usage. Each program
offers, in addition to performance instructions, occupational information
regarding jobs within the occupational cluster, using pictures of on-the-job
situations. Examinees pace themselves and the work sample svaluator only
assesses performance. Rating forms and other materials are provided with
the system. The s: stem has already heen used in industrial screening and
for vocational ed ication programs in the public schools. Testimonial
reports indicate th it the seif-evaluation by clients of their areas of interest
and competency is probably one of the strongest assets of this system.

*

Work sample techniques «in be especially useful in providing data about the
personality characteristics ¢ cand.dates. Such factors as persistence, dependability,
independence, initiative, con. :ntration, reaction to criticissn and praise can be assessed, as
well as the ability to handle siress, channel energy and maintain motivation.

Considering the Supieme € yurt decision referred to earlier, the work sample, by
definition, is one type of assc sment technique that generally offers maximal face validity
(revelance) to actual job perf rmance. Even then, u question of interpretation remains: If




the applicant does not do well on the work samples, how well is he likely to learn to
perform the required tasks with training and experience? If there are more applicants
than job openings, those who perfurm “ppreciably better on a revelant and fair work
sample (other considerations being equa!. might reasonably be considered as better bets
in terms of aptitude for the tasks than these who score significantly lower.

CHECK-LIST SUMMARY
Recruiting

I. See that wage rites provide significantly more financial incentive than welfare
benefits and othe subsidies, and try to offer either opportunities for advancement or
well paying and sccure union positions,

tJ

. Choose your targct group. Then ask ES. CEP or WIN to help you recruit trainees.
(You are required by RMA to do so, if you have a JOBS contract. If they cannot
supply adequate candidates. the RMA must give permission to try elsewhere.)

3. Invite minority group members or handicapped employees from 3 our own work
force to bring in unemployed friends or acquaintances whom they would recommend
for employment in the company.

4. Tum to local offices of organizations such as NAB, ES, SER. OIC, Urban Leagne,

veterans organizations, churches or other community agencies (such as social weifare)

that are in touch with persons who might be classified as hard-to-employ.

5. Hire, orient and train neighborhood recruiters, if needed.

6. Consider using outside consultants who have good contacts with disadvantaged or
handicapped persons, if the above-listed resources do not prove sufficient.

7. Consider advertisements, posiers, radio and television announcements that tell the
¢ompany’s message clearly. Use minority media.

8. Work with local schools in poverty areas.
9. Participate in job fuirs with jobs.
10. Recruit only as many people as you can actively consider. Interview them with care.

Screening and Hiring

l. Have application blanks filled out in the course of a personal interview, rather than
in advance. The interviewer should volunteer to help, if necessary.

t9

Explain the job and job requirements - if possible, arrange for the applicant to mect
Prospective supervisors and observe others like himself actually performing the type
of work for which he is being considered.

3. Whenever possiblc. testing should be done after hiring, for diagnostic rather than
screening purposes.

4. Use only those tests which are relevant to the target group: if feasible, provide the
trainees with advance preparation for testing; explore the use of work-sampling and
other innovative approaches to tcsting the disadvantaged.

5. Follow up in a fricndly way a few days after hire by inquiring of the trainee how he
feels things are going and whether anything might be done 10 help him in his
adjustment to the company and the work.




Chapter v
ENTRY-LEVEL JOB TRAINING

Training for entry-level disadvantaged employees is usually offered in two categories:
job-related education (sometimes called basic or remedial cducation) and skills training.
This chapter describes what has been leamed from the JOBS Program about these types
of training.

Good training is a vehicle for assimilating workers into the work environment in a way
that develops solid attitudes toward employment. Training should include the basic
education necessary for the job and help build potential for realistic advancement
opportunities — providing meaningful equality of opportunity. Good training will support
employees’ hopes that they can leam skills which are industrially and commercially
salable and which lead to economic security and upward mobility. Finally, good programs
train supervisors in supervisory techniques suited to their trainees’ personal characteristics
and leaming styles.

Many companies make the mistake of trying to cover basic or remedial education in a
two-week pre-employment program. In general, both supervisors and employees report
these programs to be a waste; such skills cannot usually be taught in so short a time.

*

in 1968 Wells Fargo ran 8 pilot program with 10 disadvantaged women
trainees, who attended 8 local business school heif-dsy and had OJT at the
bank the other half, for six weeks. A sscond six wesks was spent with the
entire day on the job. The bank states that this program proved
unsatisfactory because there was inadequate correlation between the
business school’s curricula an  the actual job training astignments. in
addition, the program mace no provisions to upgrade the trainees’
academic skills, thereby limiting their success on the job and their
advancement potwantial.

All treining is now done within the bsnk. Innovators of the traming
program have free rein to coordinate all aspects of the program, including
the hiring of instructors, an autonomy which cuts across usual personnel
procedures. The program staff consists of an administrator, a teller
procedures instructor, a clerical and typing skills instructor, and an
academic instructor. Various materials, including films, have been
prepared, tailored to the bank’s operations. The msin goal of the program
is to offer the disadvantaged trainee an opportunity for a bank career by
preparing him with a body of practical knowledge. This is suppiemented
with communications skills integral to the business world. The bank feels
that the key to reaching its program goal is to instill in the trainse
confidence in himself and his ability to leamn.

In addition to the $400 per month salary during training (1970), a major
motivating factor to the trainees is the job awaiting them at the end of the
12-week program. They learn skills which they sse will have practical
application on the job. This connection reinforces their motivation to
work hard and complete the training.

The bank reports that the trainee performance leval and retention rate
have been very favorable.

%
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JOB-RELATED EDUCATION

The scoje of training programs tor the disadvantaged extends beyond the on-the-job
training ..f the past. It now often includes some basic or remedial groundwork to teach
the educ. tional skills necessary for cffective job perfornance. Such education may not be
necded 1y all cnrollees, but some job-related cducation may be needed by school
dropouts by no: -English-speaking trainees, or by those who have suffered from poor or
inadequate  schooling. Even some high school graduates do not have the skills in
communication and arithmetic esscatial for adequate job performance in some entry-level
jobs,

When trainees do not need JRE to leam to perform entry-level tasks at minimally
acceptabl: levels they should be placed on the job instcad of being enrolled in job-related -
educatio: . becau-c the job is the best motivator for retention during the early phases of
training. Educational opportunities for additional skills or upgrading potential can be
provided later.

When tr: .nces need job-related education, the job should be analyzed and a course
devised :0 teach skills as they actually relate to job functions. Wherever possible.
educatio: al materials should use job terminology and company format. Linking leamming
materials 1s closely as possible to the actual work will help to motivate learning.

Techniqu s and materials used in b: sic education should be based on a careful evaluation
of each ‘nrollec’s needs. Pre-testiig of materials will be helpful in evaluating their
usefulnes for particular trainees.

Developing a Curiculum

Repardiess of whether a program of job-related education is developed in-house or by
outside scources, the areas usually considered for inclusion are reading skills, English usage,
speaking -kills and arithmetic; the ultimate selcction, however, would depend upon the
job.

Reading Skills. The goal of training ir reading skills is to deepen the trainee’s perception
and understanding of the written word. But reading involves much more than mere word,
phrase or sentence recognition. Library, study and reading skills are also improved in the
reading courses normally given to trainees. Reading classes focus on the development of
attitudes. abilities and techniques that encourage the imagination, thinking and feelings of
trainees in the process of communication. The reading curriculum should also include
emphasis on word-attack skills, phonetic analysis, reading comprehension, spelling and
handwriti 1g skills. To teach reading cffectively, therefore, the instructor must be aware of
the comp-exities of the reading process and the variety of skills used.

Trainees re usually placed in classes on the basis of diagnostic reading tests. They can
then rec ive specific prescriptive assistance according to their weaknesses. The
performai ce goal of this endcavor i the attainment of reading levels sufficient to insure
satisfacto-v job performance. Reading materials often carry the content part of
orientation and counseling: for example, some companies teach reading with materials on
consumer credit and budgeting.

English Usage. Language components usually include lessons in English usage for trainees
who speak deviant forms of English. or English as a second language, and for those who
speak only other languages. Many people with cxcellent job potential, and sometimes
good expericnce and skills developed in other countries. primarily need language training
to use that potential.*

*Helpful matctials for teaching Fnglish as a second language (TESL) to Spanish-spcaking persons have becn produced
by The Eaperimental Manpower Laboiztorv at Mobilization for Youth, Inc., in New Yotk City (Delscotte, 1971).




a1

Speaking Skills. Proper enunciation, pronunciation and presentational techniques are
emphasized in this component. Trainees can be helped to overcome the habit of
mumbling or mispronouncing words, and to comprehend directions issued in rapid-fire
sentences, without being distracted or provoked. The instructor may find it helpful to
outline methods of presenting material or explaining a work problem.

Arithmetic. The general purpose of instruction in arithmetic is to assist the trainee in
developing the skills necessary to solve job-rclated problems and problems of daily living
that involve arithmetical thinking.

When jobs require the use of measurements, this can usually be taught in arithmetic
classes. Measurements of length, time, weight, etc. can be a vital aspect of the trainee’s
job assignment as well as his personal life. Learning is simplified when examples for the
particular job for which he is being trained are used in the classroom.

#

The need for job-related academic instruction has become more and more
evident in Chase Manhattan Bank’s program for disadvantaged school
dropouts. In four years’ experience, the bank drastically revised ijts
approach to basic education, with far better results as the program focused
mMore on job-related subjects.

COriginally, besic educstion was gesred to prepare trainees for the high
school equivalency test in @ year's time; it was also laced heavily with
black and Spanish cuiture and history.

tarly programs had a high dropout rate, and the bank found that
concentrating cn the goal of high school equivalency was one major
rzason. Only about 20% of graduates were sufficiently prepared to take
the test; meanwhile, many had become bored and dropped out.

Chase finally surveyed the trainees. “They told us \at all this cultursl
stuff was a waste of time . . . . They wanted to know about the benk,” said
the director of Chase’s JOBS Program,

Chase shortened its training program from one year to six months,
e’‘iminated much traditional academic course cortent, and now emphasizes
material needed for success in the bank, rather than for passing the high
s::hool equivalency exam.

Trainees are still iearning reading, mathematics and other academic skills,
but only as they are strictly related to bsnk needs. They fearn world
g2ography for use in the bank’s international dspartment; they learn
co>mmunication skills by using bank terminology, but do not study
g-ammar in traditional academically oriented courses.

After it revamped its training, the Chase Manhattan Bank’s JOBS
Program’s dropout rate declined from 35% to 20%.

%

Ir New York (with a Puerto Rican popuistion over one million, and
another estimated half-million Spanish-speaking new residents) one
e perimental program trained more than 500 Spanish-speaking residents in
jcb-related “survival English” in brief 50-hour (or 100-hour) courses,
conducted for several major companies. At the same time, the program
piovided a minimum course of basic Spanish for their English-speaking
St Pervisors.

g

Survival English” is geared to enabling workers to perform effectively on
their jobs. Some companies have instituted it as a crash course, with

45




reported improvements in morale and motivation, reduction in errors, and
increases and promotions.

Crash course classes are usually held for two hours daily, three to five days
a week, usually at the job site. From 10 to 15 students usually make up
each class. They learn through words related to their jobs, with
audio-visual and personal instruction.

¥

The Adult Education Center in New Orleans (formerly the Adult
Education Department of St. Mary's Dominican Coliege) developed a
secretarial training course for groups of unemployed and underemployed
women, most of whom were Negro. One of the main features of the course
~ in addition to shorthand, typing and grooming — was standard,
middle-class English. Many of the women spoke Negro dialects difficult for
whites to understand, and the course aimed at giving the women speech
suitable for office use in the predominately white business world. The
program was considered an overall success. Out of 168 graduates, 162 were
placed in jobs, and their employers were reportedly enthusiastic about the
program. Program officials felt the business speech training had been
especially responsible for their success.

%

A major East Coast industrial firm attributes the effectiveness of its JRE
program to several factors, all tearned from experience:

1. The company has hired the best teachers it can find and pays them as
much as $14,000 a year, because it believes that outstanding teachers
are essential for success.

2. An individualized training program 15 developed for each trainee. He
participates in setting his own traiiing goals, and makes out his own
development chart. The company dces not hire trainees in large groups.
1t has a continuous hiring program, admitting six to eight weekly, and
has about 90 people at many different levels of training at all ‘mes.
Designing a program based on the individual’s needs, and allowing the
individual to go as fast as he can has worked much better than a
former program which dealt with a -iroup of trainess together. Trainees
are moving ahead faster under the nc w system.

3. A small teacher-traines ratio is mair tained. Each teacher has about 10
trainees. Teachers use various mett »ds — indiviaual instruction, small
groups, large groups, team teaching, whatever is needed.

4. Company-developed materials are '1sed. The company has developed
training materials related to its needs, which appear to provide
excellent individualized reading anc math courses. Another course has
been developed in English as a second language, for Spanish-speaking
trainees.

Company teachers estimate that it ta' es an average of two years to get
from third to eighth grade level This cannot be done in the
six- to nine-month period for which JF E programs are reimbursable under
a JOBS contract. Under its JOBS Program, JRE ranges from eight weeks
up to the full 23-week training period, depending on need. it includes 168
hours of remedial math, and 68 hours of remedial reading — each for
one and one-half hours daily. Another half-hour to one hour is spent in
discussions of industrial citizenship {orientation) and four hours in job
training in a vestibule setting.

After they go on the job, trainees (and other employses) can enter another
education cycle, ceared to obtaining the GED on compeny time. The




company also has an upgrading program for maintenance employass,
providing English as a second language {on company time) and math and
reading courses {on the employee’s own time), with company-provided
instructors and materials. The latter courses ate given five days a week for
one ind one-half hours each day. ’

*

The System Development Corporation, under a contract with OEO,
studied 80 existing job-related basic education programs and visited 15
sites in order to develop a set of proposed guidelines for the designers,
developers and operators of job-related Adult Basic Education (ABE)
programs and an illustrative model program providing a concrete
application of the guidelines. The model and guidelines are designed for
programs which are maximally adapted to the requirements of particular
4 situations; which are experimental and developmental so that they can be
constantly improved; and which take responsibility for all stages of
student involvement including recruitment and ultimate placement. The
presentation is excellent for ary company planning JRE. A second volume
contains many illustrated examples of job-related ABE programs (Kent, et
al, 1969).

Some topics covered are:

¢ Goals of job-related ABE programs
¢ Progiam organization

¢ Setting up schedule of programs

¢ Materials and methods used

¢ Student motivation

¢ Assessment, counseling and placement

o Staff characteristics, acquisition, training and supervision
¢ Program development, evaluation and dissemination

¢ Funding methods and costs

o Critical operating issues and probienis

e Some supplementary considerations including a discussion of equip-
ment and facilities, research and dissemination

*

Creating a Good Atmosphere

Teachers of job-related education need to create a non-threatening classroom atmosphere,
for some trainces will be frightened by the classroom situation and be inhibited in
leaming. Because of past classroom experiences, they will expect to be embarrassed and
will feel inadequate. Teachers often use group discussions, at the same time allowing
individuals to work independently in order to help them relax. Teachers using @ minimum
of lecturing and a maximum of learning-by-doing cnjoy the most success. At the outset,
the relationship between the education and the job must be communicated clcarly to the
trainee: i.e., that the education component is the first phase of a total skills training
curriculum required to preparc trainces for the job,




Teachers in one large company’; job-related education program were
encouraged to scour all availab!> sources for new teaching materials,
develop the: own job-related m terials and, where necessary, develop
materials gewred to an individcal trainee's needs. They used many
pragmatic n aterials: subway mans, math related to | ersonal finance,
job-related viicabulary.,

Trainees sat nformally around tal les and used their own workbooks and
tapes at thei: own pace. Regular company employses served as monitors,
checking work for errors and helping students where necessary. The
program’s sponsors sa* this method helps avoid the trainees' fears of
revealing their ignoranc:- to others.

&
Grouping Trainees by Achievement Lovels

Job-related edncation “vill worx best where trainees are grouped according to their
educational needs. Whe ever possible, the components of educational programs should
be tailored to the nced: of individuals. When groupings are large. dropout or failure rates
tend to increase, for trances tend to need individual attention from the teacher, and are
embarrassed if some of their peers are at higher levels at the outset.

Testing should be interpreted to trainees as a device to enabl- them to be placed so that
their needs will be best met. It should be stressed that tests | ave no other purpose (for
example, they have no bearing on job ret:ntion), for many triinecs will be frightened of
paper-and-pencil tests.

SKILLS TRAINING

The success of a training program depends more on the quality of skills training than on
any other component. Even though many disadvantaged tainces have had some work
experience, they are likely to need skills training. All companies are experienced in
conducting some kind of skills training, and some will be able to satisfactorily provide the
training ordinarily given to new workers. Other companies will need to modify their
existing approaches, perhaps because those approaches are geared to workers whose skills
are more advancced than those of the trainces.

The JOBS Program, by reimbursing employers for the extra costs incurred because of new
training or modifications of existing approaches, has helped companies to develop their
capabilities to provide quality skills traning. In so doing, the JOBS experience has
provided new insights into what constitutes optimal skills training components.

All skills training should be constructed around a “success’ model. Many trainees have
experienced failure in the course of their conventional schooling; too few have
experienced success. To instill (onfidence, skills training components should be built
from fairly short units which are asily mastered and which have clear lcarning objectives.
The trainee learns that success is attainable and becomes motivated to press on for more
successful learning experiences. lle is further encouraged by being able to identify the
marketable job-skill he has acquired in completing a learning assigninent. These skills
should be listed along with the jobs in which they may be useful (Hoyt. Evans, Mackin. &
Mangum, 1972).

Many companies believe they are giving OJT when they invite new workers to spend time
observing production workers and talking with supervisors. Workers may pick up some
skills as a result of such informal method's, but when teaching practices are hapnazard,




leamning is inefficient and work performance may be unreliable. Some employers train
informally because the real costs of this type of training are hidden and it seems not to
cost much. In the long run, however, systematic training will invariably cost less because
it is more effective (except, perhaps, for the lowest of entry-level jobs that really require
.no more than a brief orientation). Because they often lack the general frames of
reference of those in the regular work force, disadvantaged recruits need systeimatic

training.
Job and Task Analysis

No matter what components are included in a training program, certain procedures
should be followed. Careful ialysis of each job needs to be done to determine the skills
actually required and the best sequence for teaching these skills. Companies unable to
perform these kinds of analyses themselves can ask for help from the Employer Relations
27 Units of Employment Service offices. Also, a Handbook for Analyzing Jobs (U.S.
Training and Employment Service, 1972) is available from the U.S. Department of Labor,
Manpower Administration. Job analyses should be the determinants of components to be
provided.

1 The lowest acceptable level of skill requirements for each job should be identified. Such
specific requirements as communication and computational skills should be defined, and
such general requirements as reading and writing ability and numerical facility will have
to be identified and specified. Then a program which includes both job-related education
and skitls training can be planned.

In task analysis, a job is broken down into its component tasks, for recruiting and training
purposes. Once details have been isolated and examined, appropriate training programs
and curricula can be formulated, training guides prepared, trainers designated, and the
recruitment process begun.

Job and task analysis should lead to identification of realistic job requirements, training
requirements and se ection requirements. Since the objective of a program to hire
disadvantaged workeis is to provide opportunities for people who have usually been
screened out of en ployment, companies must take care to select jobs at which
disadvantaged candid ites can succzed after training. There is often considerable disparity
between actual and o;tensible job requirements. Companies should beware of inflated job
requirements which needlessly and often naively screen out qualified candidates.

In many companies. participation in the JOBS Program has helped establish the
groundwork for identifying realistic entry-level job requireraents and for exploring other
factors as well. For example, companies have had positive results with career ladders
developed to show how trainees will be able to advance from entry-level jobs. Dead-end
jobs ordinarily do no. provide adequate incentives to result in s good record of retention.
The expertise gained in job and task analysis will enable companies to explore the
mobility links betw:en jobs and initiate a program of upgrading for all of their
employees. *

CONDUCTING THE TRAINING PROGRAM

Once the job require nents have been identified and the training components selected,
there is room for 2 wide variety of company approaches. Most programs can be
categorized on the bais of one of three major methods of training: (1) actual on-the-job
training; (2) vestibule training, where workers are trained in 2 simulated work situation
away from the actual job site; or (3) a combination of these two. As a general principle,
to the extent the job requires skills training (i.e.. is not a low-level job), a combination of
OIJT and vestibule training is desirable.

*See Chapter VII for a discussion of upgrading programs.




Guidelines for Success in Skills Training

Whether training is done in the ves ibule or on the job and whether with or without
formal classroom training. depends ¢ n the company, the jobs to be done, and the needs

and abilities of enrollecs. But the tollowing guidelines should be observed, no matter
which altemative is chosen:

I. Traiming plans should be individualized. Training should be geared to the
necds and ability of cach trainee.

tJ

Program structures should be flexible. Feedback should be sought from the
trainecs on how well they have learned, and how they think the training
program might be improved; and from supervisors on how well prepared the

trainees are when they get to the job - all aimed toward a constructive effort
"0 make improvements in the program.

3. supervisors should be involved in training. Supervisors should participate in
training to the extent feasible to develop their own training skills and get to
know trainees, and thereby ease their passage into the regular work.

4. There should be an adequate number of trainers. A ratio of one trainer for
every 10-15 trainees seems to wo -k out best.

Many companies with no previous formaliz« d method of training have reported that the
use of tra ning procedures developed for disadvantaged trainees has produced new
employees who are better equipped than re rular hires. As a result, thesc companies have
leamed the value of putting all new hires thr-sugh portions of the program.

On-the-job Training

On-the-job training is th- heart of most training effurts. Other components are designed
to support OJT. Some )rograms can exist without good support systems if the GJT is
exceptionai. but no program can substantially succeed, deapite quality support services, if
the OJT do 's not meet the needs of the workers.

On-the-job training is simpler and usually less expensive than vestibule training, and the
work settin3 provides immediate motivation for the trainee. Since it does not present the
problem of separate training centers and additional instructor personnel, it is often the
training method of choice. Companies interested in implementing an OJT program should
consider, h-»wever, that this method usually works only if workers already have some
fundament: | skills that provide a basis for learning the job and if training and counseling
are actually provided alo; g with the work.

OJT is effe tive o-ly if i is systematic and done by supervisors who have good training
skills. Many managers fec| that they cannot afford to let their good men do OJT because
they need .hem to see 11at production standards are met. They are handicapping their
trainees by following th:t policy, because left on their own, trainees may pick up bad
work habits. and not learn the job well. Informal training, in which trainees are expected
to pick up skills swiftly by being exposed to the job, is not adequate. The OJT plan
should ailow for such special attention if disadvantaged employees are to succeed.

In many cases, supervisors may be trained both .n be personally supportive and to
provide the training cxperience from which the trainees can benefit. In others, companies
have effectively utilized the services of their counseling staff or personnel office. The
designated person periodically talks to the employee, trying to work out any problems he
might have. and to the supervisor, giving him inputs which will enable him to have a
better understanding of the employee. This occurs most frequently during the training
and continues into the job situation on an as-necessary basis.




The employee who is being helped in his new job should be held as responsible as any
other employee for making progress toward satisfactory performance; the supervisor
should not be too lax, permissive or distant. Frequently, perhaps daily, the supervisor and
trainee should review the progress made and difficulties encountered. The supervisor
should be firm but encouraging. Performance standards and uitimate expectations should
be the same for JOBS trainees as for regular cmployees. However, supervisors (and fellow
workers) should recognize that disadvantaged trainees may take a longer time to meet
standards and requirc more supervisory activity than is necessary for ordinary hires.

Finally, in each OJT effort it is essential that there be continuity of training
responsibility; the sink-or-swim approach will not work. A structure for training, with
short-term objectives that can be extended as progress continues, seems to work best.

L

S A California electronics firm hired approximately 100 disadvantaged
‘ trainees under an MA-3 program, who were trained directly on the job
because thu company needed workers immediately, The trainees first
received two weeks of pre-job orientation (four hours daily) and basic
education (four hours daily) provided by an outside community agency
(the Martin Luther King Foundation). Follcwing this, most went directly
into training for electronic assembly jobs. They attended s NASA.
(National Aeronautics & Space Administration) run soldering school but
learned primarily on the job, under close supervision. Most progressed
satisfactorily but needed someone to support them in cass of trouble.
When this support was not available on the !ine, the company’s counseling
staft filled the gap. This company has gradually shifted away from using
outside help toward providing all services intarnaily.

*

Jeb trainees go right into on-the-job training the first day they arrive at
one East Coast industnial firm. This small company, with 15 trainees
among a total of 60 employees, believes that this gives trainees needed

. activity, and a feeling of movement and reality. Even the 40 hours of
orientation provided in the JOBS contract is spent, in part, in orientation
to the job itself.

#
Trainees are selected witnout testing, and may’oe parolees or seonle with
very bad work histories. But the compary has s previous history of

employing ex-convicts and ex-addicts, 50 trainees may not be very
different from some regular employees.

The president of the company and the plant foreman are deeply
committed to the program’s success. The foreman starts out by
interviewing all job applicants, and carefully explaining the kinds of jobs.
It the applicants express interest, they are hired. They get a tour of the
shop, see the men at their jobs, are told about wages, union, conditions of
work.

This small manufacturing comgany — producing metal parts and forms --
finds it difficult to separate peopie for classroom instruction: most of the
training is done right on the job; regular hires are trained along with JOBS
trainees.

All new hires begin in the cleaning dej:artment, where they sand, file and
tinish products. They are observed for heir job and personal behavior, and
potential jouy interests. They are train¢d for jobs as punch press and drill
press operato-s, and for milling, shearinj and heliarc welding.

One useful training device is a job card originally developed for quality
control. Each day, each man fills out a card, indicating which job he




worked on, how many hours he worked on it, what he did, how many
pieces he made. This is used to trace rejects and to determine production
costs. Helping the trainees fill out the job card and reviewing it with them
serves 85 a check point for assisting them to more effective production.
Regular employees who have made the seme mistakes for yesrs are
brought into the training situstion with the JOBS trainees to help correst
their errors. This heips greatly to reduce the segregetion of trainees.

The training program has to be flexible in this small company; for
exampte, if three men who do shearing work are out sick, it will not be
possible to spare others to train men in that sree.

This company’s on-the-job trsining appesrs to work becsuse of the
commitment of the president, the plant foremen and other workers under
him to make it work; the ability to give JOBS recruits training slong with
regular employees; and the intimate nature of the operation. This small
company has less room for failure; its methods tend to be highly
pragmatic. %

A small Eastern firm (70 employess) which recycles urban wastes into
wallboard and compost has provided various tangible incentives to
successfully motivate unskilled, jobless “street people,” first as con
struction workers—building their plant—and iater as workers in the plant.

The company first recruited unskilled people becauss workers trained in
traditional methads found it hard to adept to its very innovative
construction, aswi.tbly and operationa! methods. The biggest problem it
found with the d'sadvantaged worker was lsck of confidence.

The company told workers as they built the plant, “After you asssmble
this plant, you're going to operate it, so learn all you can ... becauss if
something is wiong, you'll have to fix it.” Company staff spent a good
deal of extra time heiping workers learn sbout squipment and tools and
other operations.

Heartened by this experience, the company started a JOBS Program for 20
trainees to become :-aintenance mechanics, conveyor operators, labora-
tory testers and industrial truck operators. Trainees start at $2.75 per hour
and are quickly raised to $3.00 (1970) and provided opportunity for
sdditional overtime pay. They get uniforms with their names on them,
work shoes, gloves, and other special equipment as nesdec.

Because the work of this company was identified with garbage, referral
agencies sent applicants from the bottum of the barrel. Some came
directly from jail and drug rehabilitation programs. Many of these people
worked out very well.

The company’s specisl JOBS staff, which provides counseling, reflects a
learning atmosphere which pervades the entire plant operation. Since this
is a new type of business, everyone on the staff is being educated together
in its basic processes, and all staff are expected to be familiar with all kinds
of jobs. When a regular worker or a JOBS trainee learns one task well, he is
moved around to other tasks. This educates him in the whole process
(special manuals are being developed for workers at different educational
levels) and also gives him a chance to find out what work he likes and can
do best.
%

Vestibule Training

Vestibule training is a simulated job situation in which the employee is taught to perform
job skills as closely related to actual work skill requirements as pnssible. It has the



advantage of a'lowing expert trainers to teach trainees job skills apart from the
production requirements of the actual job. Because productivity is minimal during
training, and specialized staff and facilitics must be provided, vestibule training can be
more expensive than most OJT efforts. It is particularly appropriate where real
production pressures are so intense that they would inhibit or frustrate leamning, where
production would be scriously delayed by the presence of trainees, where wastage would
be espocially costly, and where jobs entail safety risks. Especially under these
circumstances, helping cmployees become fully productive more quickly may make
vestibule training iess expensive than OJT in the long run.

Vestibule programs allow workers to receive a great deal of individual attention. They
give employees time to acquire good work habits and gradually adjust to the job at their
own speeds. They are also a convenient means for providing orientation to the
organization and preparatory job-related instruction — for almost all new employees, not
just the disadvantaged. Vestibule programs are especially useful for preparing a group of
workers whose assignments take them into a number of different departments for
on-the-job training, but who nonetheless need the same basic instruction.

In a vestibule training setting, training, scquences can be arranged in the best order for
learning, ‘vherein each activity gets progressively harder and builds on the knowledge
previously learned — unlike OJT, where training sequences must be subordinated to
production requirements.

Additionally, many of the problems and conflicts that develop in an on-the-job situation
can be relieved in a vestibule training program, where the trainee has the constant
assistance of a skilled instructor. Some of the best vestibule training is done by line
supervisors who are temporarily assigned to the training site and who themselves gain
valuable training expertise which they later can use in their regular production setting.

Vestibules have the drawback of being somewhat artificial work environments. It is
important, therefore, that they simulate actual jobs and wo’king conditions as closely as
possible.

The key to a successful vestibule training program is follow-up. The company must insure
that what a man is learning in the training program is relevant to what he will bz required
to do on the job. Discussions with supervisors and trainees after they have been assigned
to production settings can provide information for improving job training in the vestibule.

*

One large corporate program on the West Coast illustrates the vestibule
program particularly well. Training is under the supervision of the
professionsl training staff. Each job skill required is mastered at the
trainee’s pace in a vestibule setting. The worker moves from bench to
bench within this environment as he leams esch task. When he
demonstrates his ability to perform the actual }ob, he is moved to the
procuction line. in this way the employee is protected from his fears of
not being able to perform well, and from the potentisily critical sttitudes
of the regular work 1orce. In vestibule training he is supervised by people
who have time to uncierstand his needs.

®

Texas Instruments .ncorporated became increasingly convinced of the

need for pre-job training, as a result of successful experience with severat
programs.

i1; successful MA-3 program, which trained 350 women for electronics
a'sembly and 20 men as machine operators, started with eight weeks of
o f-site vestibule training, followed by on-the-job training, post-OJT
c-unseling and follow-up.




The company’s vestibule training center was located In an ares convenient
to residential areas of Daliss’ dissdvantaged and unemployed population,
easily reached by public transportation.

Within the pre-job training program, the most important component was
identified as the need to "induce success expectancy’’ in the traines, and
thereby stimulate motivation.

in another Texas !nstruments program, 182 of 194 trainees who started
vestibule training were placed in OJT, and 174 remained in the program.
An evaluation of turnover, absenteeism, tardiness, waste, grievances and
other matters of discipline showed that trainees wers equal t® or better
than regular employees in similar job classifications.

Supervisor response was very favorable, and most supervisors requested
additional JOBS trainees for their openings. Supervisors ssid that the JOBS
trainees, as a group, were more cooperative and had better work attitudes
2nd more sagerness to learn their jobs than other regulsr employees.

&

The Kodak Park Division of the Esstman Kodak Company has created the
equivalent of a real job environment in its Hends-On Training center
{H-O-T), snd developed good ralationships between the training program
and operating departments by arranging for the center to perform actual
productive work, under contract to thess departments.

Eastman’s H-O-T center has been calied a mode! of effective training. It is
a real work situation, located at the work site, which gives the trainees an
opportunity to learn new skills, learn sbout the industrial environment,
and receive needed basic o ~stion and other support before assuming the
responsibilities of regular maintenance and construction work.

Eastman's H-O-T center provides the necessary basic skills training to
€ 1able the individual to be a ussful helper to a skilled tredesman.

The new hire in this program is placed on the pavroll of the department
("0t on the training department budget). Foremen visit the trainess while
they are at the training center. The length of time in training varies
according to the individual’s skills and progress in the program.

The center contracts with otim Kodak departments to produce various
devices, such as junction boxes, contro! paneis and other items used in the
plant.

The center also performs simple repair work at levels which new rectuits
can master. After two weeks' training, for example, a new recruit may
perform repairs requiring simple welding. This work has to meet standerds
bi't does not require a finished bead.

Trainees are also av -able to help crews in case of operational breskdowns
and maintenance jobs.

*

“"Why Can Off-the-job Training Get Better Results?

"The reason for the apparent paradox evidently lies in the nature of the
OJT process as practiced in the majority of U.S. companies.

“OJT is typically an informal process, in which the supervisor or an
experienced employee will ‘show the ropes’ to a n°w man. In many cases




the new worker will get no more than a brief job demonstration;
everything else he will be expected to know or to pick up on his own. itis
the informal, ‘sacial’ character of QJT that is evidently the source of its
shortcomings as a method for treining the disadvantaged. A disadventaged
person, because of discrimination or cultural ditferences, may be shut out
of the ‘society,” of his work group and never in fact be taken under
anyone’s wing. While the buddy system was designed with this problem in
mind, it has had limited success.

““The disadvantaged need a more orgenized, more systemetized program
thon the average supervisor is sbie to provide. The average OJT program
rerely includes a systematized course of study covering: (1) subject matter
to be learned; (2) behaviors to be learned; (3) means by which the trainee
is to be trained; and (4) means by which the trainee’s progress is to be
measured. Firstline supervisors have rerely been trained in designing
courses in work behaviors. Indeed, they have rarely been trained in the
skills of training, problem solving, and interpersonal awsrsness that are
essentials in making the first-line supervisor a successful manager not only
for the disadvantaged but for any employee (Janger, 1972).”*

&
A Combination Approact:

It is apparent that neither of these two methods of training is often used in its pure form.
Generally, the organizational structure and the nature of the job selected for training have
an important bearing on the particular combination of training components and method
of instruction selected. Additionally, some trial and error should be expected in arnving
at a method of training. inasmuch as most companies are not yet sophisticated in the area

of entry-level job training.

If the training approach involves more than one method, with different people
responsible for succeeding phases, care must be exercised to ir cure that the phases are
integrated and that more importance is not placed on one component than on another
equally important one.

&

Pacific Northwest Bell Telephone Compsny changed its original JOBS
Program to combine the advantages of both vestibule and on-the-jcb
training.

When the company started its program of training disadvantaged people
for jobs as linemen, framemen, installers and repairmen, it gave them three
weeks of classroom technicsl training and then assigned them to work
crews, where they received on-the-job t.aining under supervision of a
senior craftsman.

Results were not good. “Too often the outcome was poor work, low
production, frustration and...fsilure,” says a Bell staff supervisor.
Turnover was high — about 60%.

The company concluded that “we were asking trainees to cross too many
bridges at a time ... adapting to a different social environment . . . ex-
pecting them to absorb technical training while they were having problems
of coping with the ways of a work culture.”” Many personal problems
reduced their ability to cope with the technical training.

When trainees were thrust from the classroom into the real work world,
they suddenly had to work closely and compete with others from different

*Sec also Wikstrom (1967).




social backgrounds; as a result, on-the-job training was not easily accepted
or absorbed.

Northwest Bell then restructured s training program. Problems of
personal adjustment vere given primary attention in the initial pre-job
training period, along \vith technical classroom training.

The second step cf raining consisted of hands-on work in the field,
relatively unstructure:, so that job pressures did not overwhelm social
adjustment problems. Trainees replaced drop wires, placed poles, and did
other work under close supervisior. The quality of each job was checked
before the trainees went on to another assignment. Questions that could
not be resolved In the field were taken up in later classroom sessions.

Trainees then returned to the classroom for further technical instruction
by specially selected training foremen. At this time, esch trainee was
evaluated and directed into a job specialty. Trainees stayed together in
crews during this additional three-week classroom training period.

The newly trainea crew were then taken into the field by the foreman who
had trained them, and were given training in a wide renge of situations
encountered in their craft.

Finally, trainees were integrated into regular work crews. Initial results
from the new training approach were encouraging. Tumover went down to
40% and was expected to improve to about 20% as the program wass
refined. The quality and quantity of work performed aiso showed marked
improvement.

*

GUIDELINES FOR THE TRAINER-SUPERVISOR

The trainer-supervisor-trainee relationships can make or break a program. The guidelines
presented below are derived from the most significant problem areas that have developed
in training programs that cover a varicty of approaches (Gray & Borecki, 1970).

instructor-Trainee Relationships

The first concern of the instructor should be to establish a - -- relationship with the
trainee. In addition to having technical competence in the ¢ :urses to be taught, the
instructor should be able to relate to and cope with peopie whose att:tudes and
personalities are alien to him. He shouid also be able to respond to a wide range of
differences in others’ abilities to comprehend and communicate. Because a training
relationship engages latent attitudes toward authority and discipline. it may constantly be
jeopardized by the tendency of some trainees (and trainers and supervisors) to personalize
their experience — to the point that it can lead to the breakdown of teaching
effectiveness. It is gencrally desirable that the instructor maintain a discreet psychological
distance from his tramnees, while at the same time remaining able to relate to their
individual learning needs.

When supervisors treat trainces fairly, they provide a model for other employees and
build an atmosphere >f acceptance. The amount of acceptance a disadvantaged worker
perceives from the general work force will be a key factor in determining his success. A
new employee with a number of adjustments to make often cannot cope with a rejecting
environment during QJT.

Motivation is a big factor in the successfu! development of trainees. Successful supervisors
are aware of their trainees’ potential and show sincere appreciation for - job well done.




Teaching Techniques

Marked differences in individual trainees’ abilities and interests make problems for the
instructor in presenting the material and maintaining continuity. He should be prepared
to use a flexible teaching approach, geared to the needs and abilities of individual
trainees.

Experience with programs for the hard-core unemployed tends to confirm that a well
planned training effort can produce workers who perform as satisfactorily as the average
worker, and who demonstrate great pride in their work, their group and the company.

The following points summarize what has been lcarned to date about the procedures to
follov in selecting the training components and deveioping the method of instruction.

Preparation:

® Make a job breakdown. List important steps, pick out key points (safety is
always a key point).

® Make a course outline. List what you expect the learner to be able to do.
e Have the right equipment, materials and supplies.

e Have the work place properly arranged, just as the worker will be expected tc
keep it.

Instruction: .
® Put the worker at ease. State the job and find out what he already know-.

about it. Get him interested in learning the job. Place him in the correct
position.

® Tell, show and illustrate one important step at a time. Stress each key point.

Instruct clearly, completely, patiently, but no more thar he can master. Invite
questions.

¢ Have him do the job. Praise good work. Correct errors. Have him do the jeb
again as he explains each key point to you. Ask questions to make sure 'ie
understands. Have him do the job over untit you know he knows.

® Put him on his own. Ask questions on key points. Check frequently. Praise
good work. Reinstruct to correct poor work.

The instructor should learn simple social reinforcement and role-modeling techniques on
which some of- the most effective teaching methods depend. For example, instructor and
trainee focus on the elements of the task to be performed, one element at a time. The
instructor dem ~nstrates how to do that clement and explains the reasons for doing it that
way. The traince copies the instructor as best he can. The instructor guides the trainec's
efforts, focusing on the correct job behaviors of the trainee. Whenever the trainee docs
something right or shows he is learning, the instructor tells him that he is succeeding — by
praising him, by saying “that’s right” or “*good,” etc. The instructor does not draw undue
attention to whatever the trainee might be doing wrong. Here are a few general principles:

® Demonstration should be utilized as 1 teaching technique.
® Visual aids rather than textbooks should be stressed.

® Learning-by-doing exercises should be included. )
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Presentations should be simple rather than complex.
® [Learning-by-repeating exercises should be incorporated.

® Trainees’ correct job behaviors should be verbally acknowledged by the
instructor (positive reinforcement).

® Postive reinforcement should be frequent, through successful completion of
eas' -to-master modules,

An important advantage of the method is its emphasis on the job -- something the
instructor and trainee have in common — and de-emphasis of trainee-instructor personal
and attitudinal differences. Trainee and instructor don’t have to be compatible, although
it helps when they are. The instructor has only to like what the trainee does. And the
trainee has only to understand the instruction. Keeping the rc lationship fairly objecti: e,
in this manner, surports realistic attitudes of fairness and acceptance on the part >f
both. Supervisors hi e found this method to be helpful for a wide variety of job-relat.-d
behaviors — including attendance, punctuality, observance of safety and other rulcs,
neatness —- and generally applicable to all employees.®

Effective communication is a key element. The supervisor should be able to listen, and he
should know how to get his ideas across; he should be able to let the employee know
exactly what is expected of him, and then make sure to follow up on his instructicn,
praising good work and giving reinstruction to correct unsatisfactory work.

*

One company uses the “show me”’ method. A teacher wil show a weiding
technician enroliee the welding technical outline and ask him if he knows
anything sbout welding. If he does, the trainer will 90 d>wn the outline
asking, ““Can you do this. . . that? Show me.” When they jet to words the
trainee doesn’t know or concepts he can’t undersiand, the teacher helps
him. Even enrollees starting with zero knowledge are taught this way.

#

The capacity of each s pervisor is a major influence on the success of OJT.
An international hote chain spokesman states: “We have found that a
supervisor who does poorly with all of his subordinstes has had special
problems with trainee;. On the other hand, our good supervisors have

tended to be successful in training people whether they are JOBS trainees
or not.”

*
Instructor Flexibility

The instructor should be prepai-d to make some alterations in teaching material in order
to communicate what is essenti.:l to meet the program objectiv:s. He should not insist on
or rigidly adhere to fixed, traditional outlines.

Relevance of Material

Many training programs start with a set of vague objectives tiat trainees must reach in
order to become productive employees. Success for the usual hire in these programs is

often due to the fact that once he is on the job, he can be helped over the rough spots
because he has relevant background knowledge.

*For a helpful guide to the use of objective behavioral techniques by supervisozs, see Neiswender (1971).
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This cannot be assumed for people who may be starting their first work experience in a
regular industrial or business setting. They require that the instructor clearly establish.
both for himself and for the class, the objectives of the program — the relationship of his
course to the program, and the relationship between their day-to-day activities, the
program, the course objectives and the jobs for which the trainees are being prepared. At
the outset a step-by-step review of the entire curriculum sequence, showing its progressive
movement to good job performance, should be provided.

Providing documented handouts and pre-written notes on subjects that students want to
explore, but which are peripheral to the class objectives, helps some students work their
way into a subject without sidetracking the entire classtoom procedure. Visual aids might
be used in the same manner for students with reading difficulty.

The instructor’s effectiveness is strengthened by his frequent underscoring of the
relevance of the material under discussion — relevance to the trainee’s job, advancement
and general ability to function in the new working roles. He should have at hand numbers
of practical exainples of the application and utilization of the concepts covered. He
should become familiar with the types of jobs to which the new hires will be assigned
after training, so that he can create relevant classroom examples.

Supervisory Involvement

The nature of the relationship between sup: rvisors and members of the training team
shou!d be made explicit. Supervisory cooperation is fostered by their mutual
participation in program planning, in curriculum development and specification, and in
conducting the actual training.

&

At TRW each supervisor is required to prepere a job training plan for esch
employee. This plan is discussed with the empioyee during orientation, in
the presence of the counssior. Monthly reports sbout the progress of the
employee are given to the project office. This type of pre-planning and
accountability, is necessary in an effective OJT program.

®

One company, recognizing that staff personnel would often have to wear
several hats in the overall training venture — sSupervisor, instructor,
counselor — provided training experiences for staff to develop the skilis for
which they would be responsible. They were involved in brainstorming
sessions to try to anticipate what to expect, and to learn to interact and
cuoperate as a team.

&

IMPLICATIONS OF A SYSTEMATIZED TRAINING PROGRAM

Programs for the disadvantaged have shown that an entry-level job training program that
incorporates elements of qualit: training is likely to produce benefits for company and
employee alike.

Generally, workers whe have be 2n trained in a systematic and purposive manner are more
likely to becomme experienced and productive employees, able to contribute to the
employer’s economic «bjective.. In addition, they are likely to find their work more
satisfying, and may become more motivated to commit themselves to the company over
the long term.

Unfortunately, the ides of a caicer at the working level is still a novel one. Many young
blue-collar workers pre:ently have little opportunity to move to more interesting work at
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higher pay as they grow older. The dearth of such opportunities forms the basis for the
discussion of upgrading programs in Chapter VII.

#

CHECK-LIST SUMMARY
l. Jobrelated education -hould focus on skills that actually relate to job functions.

2. If trainees can perfor n entry-level tasks at minimally acceptable levels, they should

be placed on the job 1 stead of first being enrolled in job-related education: JRE can
be provided concurren ly if advisable.

3. All skills training shor Id be constructed around a “‘success” model — composed of
easily mastered modulk s which lead to successfu} learning experiences.

4. Skills training should t e prece.fed by job and task analysis in order to identify realistic
job requirements.

5. A ratio of one trainer tor eacl 10-15 trainees seems to be optimum in skills training.

6. Skills training can be provid-d onthe job, in a vestibule training setting, or in a
conbination of both. Each has advantages and disadvantages. For example:

OJT provide; the trainee with more immediate exposure to the actual work situation
and enables him to establish an early relationship with his supervisor; but it is
sometimes 100 informa! to be meaningful, and often the pressures of meeting
production goals take precedence over the training objectives,

Vestibule training provides more individualized attention to the disadvantaged trainee

and enables 1im to develop s ills in a relatively pressure-free climate; but it defers the
trainee’s actu al sense of identitication with the employing company.

. The style and tone used by the trainer/supervisor vis-a-vis the trainee will set the
pattern for u :ceptance by the rest of the work force.




APPENDIX C
WESTERN FORGE CORPORATION

The training plan of Western Forge Corporation, in Colorado Springs. which
manufactures the Craftsman line of hand tools for Sears, Roebuck, offers an excellent
model for companies in a position to handle all of their own training and support services.
Western Forge designed this plan after two years of exper ¢nce (1969-71) in hiring and
training disadvantaged workers. During that time the comp:.ny (whic has more than 400
employees) liad utilized services of local referral manpower agencies for both support and
training, and had also tried providing the services and training itself. They found the latter
system made: it easier to integrate workers into the regular work force because training
and services were more directly focused on the specific job goals of the company.
Training by the employer overcame certain problems stemming from the lack of
relatedness between the training that a trainee receives by one agency — usually a social
outreach organization funded by the federal government to provide those services — and
OIJT provided by the employer.

The new plan was fully implemented in October 1971 with 39 trainees. Even in the first
weeks the company reported the attitude of the trainees to be very positive; they seemed
totally cominitted to making a successful etfort. Shortly after the program began, the
company received an award from the city as the outstanding employer of the year in
hiring handicapped workers.

Workers are referred to Western Forge by referral agencies and interviewed at the Western
Forge training center by the personnel staff. No tests are administered at that time. After
acceptance into the training program, trainees are given complete physical examinations,
including vision and hearing tests, plus aptitude and diagnostic tests to determine future
potential and basic educauional needs. From the first day, each trainee is assigned an
instructor-counselor who is available to him during the entire program. The
instructor-counselor advises him on work problems and work-connected social problems
when they urise, recommends remedial education, and monitors and records the trainee's
progress.

The training plan is divided into four phases. Phases I and II each provide for 60 hours of
pre-OJT, partly in classrooms and partly in a simulated work setting at the training
center, which is a separate facility adjacent to the plant. Phase III provides another 120
hours of pre-OJT, spent at job skills development on machines at the center, under close
instruction and supervision. Those trainees who are ready for O} T sooner do not need to
spend as many hours as allotted for pre-OJT. The three pre-OJT phases are highly
integrated, which the company believes to be the real significance of the program’s
approach and a key to its ultimate effectiveness. Phase IV, OJT, is conducted at the plant
and continues until the trainee is fully qualified to perform without further special

support or training. He is considered to be a regular member of the work force during all
of Phase IV

In Phase 1. the first week of training provides a thorough tour of Western Forge
operations, including both the training center and the plant. The trainee is oriented to
company policies, procedures, regulations, manufacturing operations, company history.
its products and objectives.

After the first week, trainees are divided into two groups. One begins the day with
classroom instruction, while the other learns about machines in the center's shop area. At
the end ol four hours the groups exchange places so that all trainces receive both
classroom and shop training each day. Classroom nstruction includes training in social
skills, in industrial and home safety, and in first aid. Trainees are fitted with safety : hoes
and provided safety glasses while working in the shop. They receive safcty training
concerning specific industrial machines they will be using.

1
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Western Forge places special emphasis on social skills training designed to help a
disadvantaged trainee rid himself of the expectations of failure and develop a self-image as
a capable person. The company has developed more than 40 social skills scripts from
which trainees role-play both appropriate role models and inappropriate or impulsive
behavior in situations similar to those which may arise later on the job. Role-playing is
followed by a discussion of the problem situation and participant responses. Social skills
training is scheduled at least once a day for each trainee in 30-45-minute sessions. in
groups of seven-10 persons.

Remedial education in both reading and arithmetic begins in Phase | of the plan for those
who require such help, and continues for as long as a trainee wants to improve his skills.
The content of cach trainee’s educational program is designed for his particular needs, as
determined by the initial diagnostic tests or by observation of his instructor-counselor.
The goal is to provide the trainee with what he needs to insure satisfactory job
performance capability. In addition to remedial reading and arithmetic. a continving GED
program is open to all employees.

During Phase II, classroom instruction is given almost exclusively. The trainee learns
about various manufacturing processes and related staff functions, with emphasis on the
trainee’s relationship to these processes. In this phase he also learns about engineering
methods, production and performance standards, machine tooling and quality standards.
Presentation is both visual and by discussion with staff from various work areas. Staff and
department functions are discussed, emphasizing the employee/trainee’s interrelationship
with them. During this phase, accelerated remedial education continues, where necessary.

Phase IIl begins with classroom instruction in machine parts. operations, safety
precautions, specifications and measurements, to familiarize the trainee in depth wit)
individual machines before he confronts them in the shop. In both the classroom an.l
work segments, material is presented in small, progressive steps. which are repeate.
sufficiently for the tiainee to overlearn each step.

During this phase, some trainees are required to teach and monitor other trainee-.
reducing the number of professional trainers needed, providing the company with a1
opportunity to observe them for supervisory potential, and giving the monitor a better
understanding of the problems of supervisory personnel.

During Phases I, Il and III, enrollees receive a training pay rate based on their jo»
classification. As an incentive to complete their training, they receive the base pay rat:
for their classification at the end of their pre-OJT at the center, plus appropriate benefits
and privileges. During all training, enrollees are covered by state workmen’.
compensation. After 60 days of training, all enrollees are covered by the company’.
regular fringe benefits, including life insurance, hospitalization, sickness and accident
benefits, pension plan, etc.

When the trainee completes his training at the center he enters Phase 1V, OJT. and
becomes a regular member of the work force, on regular full-scale pay. The traininy
conducted at the center terminates at this point; the OJT phase is conducted at the plant
However, skills develormsnt training on the job continues, and the employee continue .
to receive follow-up attention as needed. Also, the supervisor has been trained to
continue the supportive aspect of the social skills training which the employee received
while in the tiaining center. The employee may continue his education on his own time i
he wishes. by cntering the GED program, after working hours.

The company feels that supervisory/management trsining is of prime importance in it-
program in order to make the plan run as effectively as possible, at the same tim.
upgrading the skills of all -supervisors in human resources development (and not jus:
supervision of trainces from disadvantaged backgrounds). The objectives of this trainin;
are to aid the supervisory person to:
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1. Understand better the needs of all his employees by making him more
sensitive to their individual needs and differences

(3]

. Develop better lines of communication with his employees

3. Promote and creatc a work environment at the work site that allows for the
greatest amount of vmployee growth and development

4. Evaluate his prescnt set of supervisory and management practices to
determine the degree of their effectiveness

5. Set up procedures for handling anti-social behavior at his work site

6. Understand better the special problems that appear to occur more frequently
with the hard-core | opulation

7. Identify normal pro slem areas that appear to be chronic

8. Understand his role at his work site as it relates to his immediate subordinate
and how to carry ot t his job function most effectively

9. Develop insight int. the areas of problem-solving and give him an organized,
systematized base from which to operate

The means for achieving thes: training objectives include case studies and discussion,
role-playing, role-modeling, problem-solving sessions, lecture-discussions, Symposiit,
postmortem critiques of given yrocedures, policy reviews.

This example illustrates the adv intages of developing a program which is:

< highly integrated, t oth between components being conducted concurrently

and phases condu-ted consecutively. Staffs work together in a higlly
coordinated mannei; there is one program.

e sharply focused on realistic needs for skills which are closely related to job
performance. Ther- is little waste motion or dwelling on subjects of
questionable utility.

e strongly oriented to the needs of individual trainees and the particular
disadvantaged grouj s from which they are drawn. This is a tailored program,
not a packaged one.
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ChapterV
ORIENTING SUPERVISORS

Companies with su~cessful programs to train disadvantaged workers attribute special
importance to the supervisor-trainee relationship. No training or educational program -
whether directed toward the disadvantaged or the skilled worker — however limited or
extensive in scope — however well organized, planned and staffed — can be optimally
successful without good (line) management-employee relations.

Many disadvantaged persons are not easily assimilated into the work force. Their lack of
work experience may have led to lack of concomitant work habits and skill formation.
They often score low in tests, sometimes appear passive in the interview process, and may
make a poor first impression on supervisors.

JOBS training programs were created to help overcome some of these deficiencies. New
habits may have to be taught; new, more appropriate ways of expressing behavior and
feeling may have to be learned. And supervisors need to learn that their first impressions
may lead them to underestimate a disadvantaged employee’s potential.

The JOBS Program inclu fes a provision for supervisory training. This chapter discusses
findings and principles based on experience with supervisors in the JOBS Program. While
the subject matter draws heavily upon the supervisory role with disadvantaged employees,
its relevance to the general work force has emerged as a very promising by-product.

THE NEED FOR SUPERVISORIAL ORIENTATION

Initially, since program planners believed that supervisors generally would represent a
different cultural point of view and would tend to have a differen: ethnic background,
the primary focus was on ‘“‘awareness’ training, the purpose of which was to make the
supervisor aware of life in the ghetto, of minority and poverty life sty les, and, to a degree,
to help the supervisor deal effectively with typical interpersonal problems, especially
those arising out of frequently-held minority attitudes toward authority. As time has
gone on, companies have tended to put less emphasis on developing awareness alone and
more on supervisorial problem-solving and interpersonal skills. They have found that
orienting supervisors toward an understanding and appreciation of the disadvantaged is
not sufficient to produce appropriate supervisory behavior, even in some of the best-
intentioned supervisors. The effective transition from the producer-supervisor role to that
of trainer-manager requires more than sensitivity training.

Increasingly, companies want to develop the skills f their supervisors as trainers and
managers so that they may become more effective with all their employces, not just the
disadvantaged. In such programs supervisory development is the focus and the

disadvantaged are treated as just one aspect — albeit an aspect which provides special
opportunity for supervisory training.

The supervisor’s job may be significantly affected by his company’s training program.
Train  in his work force may have to be given released time to attend training classes. If
they « being trained on the job rather than in a vestibule setting, the supetvisor may
have to redistribute work among other members of the work force. He may have to
undertake some rescheduling of personnel and their assignments, He may receive
complaints from co-workers who are resentful because they are not receiving the special
training and support given to disadvantaged trainees. In addition, the supervisor may have
to provide more supervision than he ordinarily has time for under ordinary production

conditions. The company must anticipate those extra duties and make necessary
allowances for them.

<




Many companies have found that a number of supervisors will at first voice a degree of
resentment toward the JOBS Program. Bigotry or prejudice may play some part in these
negative feelings but supervisors are also reacting to realistic problems. That is, their eyes
tend to be on production deadlines more than on the skin color or cthaic dbackground of
the men under their supcrvision. In view of their concern with getting out the work,
supervisors cannot be expected to look forward to the prospect of under-productive
workers who may also need a disproportionate amount of supervisory time. Companies
have found that they can cope with these misgivings by offering supervisors special
incentives and making special allowances during the carly stages of adjustment between
the new employees and the supervisors. In most cases these initial misgivings decrease or
vanish with experience and training. It is important for supervisors to be aware that the

specia! help needed by disadvantaged employees in the early stages of adjustment to the
job would be desirable for all new workers.

#

Chase Manhattan Eank recognized that the supervisor would bear the
brunt of the effort when it started hiring dissdvantaged workers snd
increasing minority employment several yoors ago. In 1968 the compeny
started a training program for managers and supervisors, with three goels:

1. t0 make them aware of “the changing fece of the lsbor force” -
present and future;

- to provide specific historicsl end cultural information on four new

growing segments of the work forcs: blacks, Puerto Ricans, women and
youth;

- to provide understanding of behavioral characteristics of new workers,
particularly as they are related to motivation and communicstion,

By the fall of 1970, Chase had trained 1,400 menagers and suparvisors in

an intensive three-day program, with 35 perticipants st a time, selected
from various levels of mansgement,

The program was led by behavioral scientis's, including black snd Pyerto
Rican psychologists and sociologists. An evaluation report of the

(which dramatically points out the low leve! of racial sophistication a jot
of companies have to deal with) noted:

"“The fact of seeing a black speaker as intelligent, a3 sophisticated and
as forceful as other speakers in the seminar was enlightening to some of
the participants.”

The course covered:
e General facts about the new labor force

A review of the labor market as related to Chese today and the future

e Company commitment to hiring disadvantaged employees
® Guidelines for dealing with specific problems of minorities

® Techniques of motivation and communication

® Actual cases, n ssented in small yroup discussions on the final day, with

supervisors relat.ng experiences pro and con, and discussing how to
better handle these >-oblems

A follow-up survey found that 70% of the supervisors considered

themselves better managers and sur ervisors as a result of having attended




the seminar, about one-third reported definite favorable attitude changes
toward blacks and young people, and s slightly higher number of
supervisors reported changes in their on-the-job behavior, reflecting greater
iolerance, paying more attention 10 new workers’ personal problems.

&
GUIDELINES FOR ORIENTING SUPERVISORS
Supervisors Must Have Management Support

Supervisors of disadvantaged hires need to feel that top management has some
understanding of the added strain under which they may be working. If at all possible,
discussions between top management and first-line supervisors should be arranged before
detailed program planning begins.

Here arc some suggested topics for such meetings, to help set the right climate for positive
supervisory involvement:

® Management’s business reasons for participating in the program, including the
benefits that are expected to accrue to the company, especially from leaming
how to run a quality manpower program

® Management’s certainty that the program can succeed — and expectation that
it will

® Management’s providing the opportunity and encouragement for supervisors
to actively participate in planning, selection criteria, hiring, orientation.
support ser ices, the planning of OJT and OJT itself

® Management’s willingness to provide special time, production and monetary
allowances, as well as special training to supervisors

® Management’s accountability and monitoring procedure for the program, and
their expectztion that supervisors learn better methods of supervision

® Management's incentives to the supervisors — recognition, monetary and
promotional — for succeeding

Provide Incentives ior Supervisors

The company can prove that it takes its training program seriously by providing some
incentives for successful supervisory performance. Management should explain that
supervisory performarce in the training program and subsequent actual work withs
trainces will be measured and monitored. Incentives and sanctions should be spelled out.
incentive might (for cxample) include creating a new job title of “training supervisor™
with extra pay, or assigning trainees as an extra complement to the regular work force at
no cost to the prof.. .cnter. Ideally, advancement and other reward possibilities should be
assessed partly on the basis of their effectiveness in the training program.

*

A large Eastern utility encouraged supervisors to accept the JOBS Program
trainees by assigning them as a sixth man on a normal five-man crew. In
this way, the supervisor got axtra help from someone who already had
pre-job training.




Everyone Who Supervises the Acti ‘lies of
Trainees Should Be included in the Orientation
of Staff to the Forthcoming Program

Some companies have crred by ignoring lead men, fellow workers who will supervise
trainecs on the job, and supervisors who will relate to them only part of the time. To he
cffective trainers and heipers, these personnel need preparation for their new role.

The Supervisors Responsibilities Should Be
Clearly Defined

The supervisor's responsibility for and relationship to the trainee should be made expiicit.
Supervisors will want clear answers from management to such questions as; Which is more
important — training the worker or meeting the production quota? Will 1 be rewarded
more for reducing turnover and attrition among trainees or for getting the work out
faster? In many situations, it has been found that attention to problems of human
resources development cventually leads to increased rather than to reduced productivity.
Thus, the answer may well be “both-and’’ tather than *“‘either-or.”

Involve Supervisors in Program Planning
Before the Program Begins

Supervisors should part cipate in deciding what kinds of jobs the treinees should be
assigned to, and what b: sic (pre-training) skills will be required of trainees. In addition,
they should be asked tc contribute their ideas about what kind of training should take
place and the extent to which job-required education will be nceded. They should be
given an opportunity to hold periodic meetings to discuss special problems posed by
trainees and the program, and encouraged to develop innovative ways of coping with
those problems.
&

In its JOBS f rograms, a large West Coast industrial complex places basic
responsibility for the program upon the firstline supervisor. The
supervisor is r 'sponsible for sslecting, hiring, firing, training and resolving
problems of rainees, with sssistance from a highly skilled professional
project staff. ifost of its work is done by tesms working together under a
supervisor, snd the supervisor-traines relationship is long-term snd close.

During the program planning, each of the compeny’s 10 divisions is atked
to indicate classifications and numbers of jobs they csn offer. The
personne! dedsrtment in esch division appoints an assistant project
manager to oversee the JOBS Program in his division.

A supervisor is designated for esch job to be filled by a traines. The
supervisor prepares a job description which is forwarded to the corporate
project office, and thence to the local ES office for recruitment.

While candidates are being recruited, the project staf! holds thres half-day
orientation sessions for the supervisors. Subject matter includes:

¢ Details of JOBS contract and funds availeble for training (six-aight
weeks ofter hiring, the supervisor, personnel menager snd trainee
counselor meet to negotiste a budget transfer of funds based on the
number of "on-productive hours estimated necessary to bring traines to
entry fevel)

® Characteristics of the disadvantaged candidates

® Challenges to supervisors’ attitudes towsrd the disadvantaged
candidates




¢ Problem-solving techniques
® Interviewing techniques

Supervisor orientation includes role-playing (using sctual on-the-job
experiences), psychodrame, films, lectures and discussion groups.

Supervisors sre asked to prepare 8 training pien end requested to submit
monthly rej-orts on progress and problems of trainess.

After orientation, supervisors themseives go to the local ES office to
interview and ssiect their trainees.

&

The Relationship Between Tralners
and Supervisors Must Be Made Clear

When the personnel department is directly involved with a training program, as it will be
in most large organizations, managers need to be aware of the potential rivalry between
personnel training staff and supervisors. Personnel departments may be more concerned
with their own policies and employee needs and problems than with operational
problems, When trairing staffs are not company personnel but are provided by
subcontractors, they may have little understanding of or loyalty to the overall production
goals of the coinpany and its supervisors — increasing the potential for conflict.

The Supervisor's Domain Stould Be Respected

While the training staff may int :rvene in the work setting to set up counseling programs
and evaluate and monitor progr.m progress, it must be made clear that top management
views personnel staff as visitors in that area. Professional trainers or counselors siould be
identified as resources, clearly pre-designated as assistants to supervisors, not as rivals for
their authority or power. One of their primary roles should be to facilitate
communications between supervisors, co-workers and trainees. They should be available
to supervisors for consultation on a continuing basis. When a trainee and a supervisor are
in conflict and cannot resolve their problem, the final decision about whether or not the
supervisor should be counseled with regard to possible different ways of dealing with the
situation, or the trainee should be transferred or dropped from the program, should be
reserved to a person in authority who will be respected by the supervisor as well as
co-workers and trainees. But at all times the supervisor should be able to take whatever
immediatc action he deems necessary in his- department, as long as he has the
responsibility for seeing that production quotas are met.

THE SUPERVISOR AS TRAINER
-Training the Supervisor to Train

The supervisor's job today is too complex to depend on . haphazard knowledge of
training methods. Good training is not an accident — it is madc to happen. The same may
be said about good supervision. Management has the right to cxpect quality performance
from supervisors. A supervisor who wants his workers to do a good job will need to invest
some time in training them.

Some subjects to be covered in supervisory training are:

¢ Discussion of the characteristics of disadvantaged pcople — not just their
problems, but their potentials

69




General Elcectric Company conducts an innovative su
Syracuse, New York plant. A summary of the
discussed above:

® Discussion of the rules and res

ponsibilities of supervisors ags they apply to
disadvantaged tramees

Some  guidehnes on training the diéadvantued. using role-modeling and
behavior-shaping techniques as well 1 specific examples of “how to's" for
resolving spevific, anticipated problems

pervisory training program at its
program illustrates many of the points

USE OF THE “MODELING” APPROACH TO BENAVIOR CHANGE
IN A SOCIAL AWARENESS PROGRAM

(Excerpted from General Electric Personnel Research Bulletin No. 9,
November 1970)

A technique that has proved very successful in thera
behavior is being applied experimentally to the
minority group members into the work force. This technique involves the
presentation of desired or “model” behaviors on video tape, followed by
role-playing to shape, practice, and leamn the new responses.

Py to effect changes in
problem of integrating

One of the most difficult problems that any company faces in attempting to
hire more disadvantaged minority group employees is to change work-related
attitudes and behaviors of both the supervisors and the new minority
employees. Many supervisors, for example, believe that individuals from
certain minority groups (e.g., blacks, Puerto Ricans) cannot be trusted to pay

The evidence is overwhelming that attempts to change attitudes by means of

highly verbalized and logical explanations have simply not been able to dent
this formidable resistance to change — either on the part of supervisors or
disadvantaged individuals , . . . In the industrial setting the defense mechan-
isms of the newly emplcyed disadvantaged employees stem from the anxiety
which these individuals experience about the work environment. Often the

supervisor’s goal of successful Jjob performance is threatened by the poor work

, the minority

employee may lack knowledge or experience about how he ought te behave

on the job.

As a result he is overwhelmed b
productivity and punctuality.
employee’s !ackadaisical
while the minority em
work setting,

y his supervisor’s insistent demands ror high
Typically the foreman meets the minority
performance with increasingly autocratic demands.
ployee counters this threat by withdrawing fiom the

priate responses to deal with confrontations between
ty employees are not natural responses. The natural
» for example, may oe to become aggressive, whereas

In many cases the appro,
supervisors and minori
response for either pa




the appropriate response may be to remain calm. The objective of the
modeling program is to build into one’s normal response patterns appropriate
constructive behaviors for dealing with anxiety-producing situations. If
appropriate responses are demonstrated, then practiced during the training
sessions through role-playing, the probability that they will be used is
substantially increased.

A sequence of modcling, role-playing and reinforcement in anxiety-producing
situations seems to be an effective approach to changing behavior. This
procedure is quite different from the traditional approach to behavior change
becausc it does not rely on a logical, rational monologue aimed at first
changing attitudes, then hoping that behavior will become :onsistent with
these attitudes. Instead, this procedure is based on some of *’ie fundamentals
of social learning, i.e., imitation and reinforcement. It is aimed directly at
behavior change without relying on the diversionary tactics of attitude
change.

For a supervisor, the incentive to change one’s behavior toward disadvantaged
employees is the need to get the work out.... For a new employee, the
incentive to change his behavior is the desire to “cut the bacon.” For both
parties, social approval from others and improvements in status serve as
incentives to behave in the recommended (i.c., modeled) way. The imitative
process is the vehicle for this, as structured by modeling, role-playing,
reinforcement,

... Model behuvior for the supervisor...as presented by video-tape
incidents, will emphasize tact, coolness, patience, thoroughness, and control.
Model behavior for new employees, as presented by companion tapes,
empbhasize manliness, the values of working at a job, and job success.

Other video-taped situations may involve not quitting, how to teach,
developing trust, pride in work, reaction to ostracism, the new environment,
absenteeism, and lateness.

When conducting the program, prior to the presentation of each tape, the
instructor asks the participants to consider the similarity between the
depicted scenes and their own jobs and environment. The theme of the tape
and what will happen on it is described explicitly. Th= instructor emphasizes
the behavior to be modeled and also lists these oehaviors clearly on a
blackboard. After viewing the tape, participants discuss it and relate it to their
own situations. At an opportune point in the discussion, the i~structor asks
participants to act out scenes similar to what they have just-watched. This
gives them an opportunity to practice the new and desired behaviors in an
unthreatening environment.*

Use of Social Reinforcement

Supervisors can become more effective as trainers and motivators by learn'ng to use
verbal rewards to reinforce good work habits. This technique, first tested by oehavioral
scientists, is known as social reinforcement (SR), and refers to the shaping of kehavior by
the use of verbal rewards only. Supervisors ars trained to shape desired work habits and
attitudes by being observant of what workers do and communicating their appreval
immediately after the desired behavior is seen. SR is introduced in conjunction with a
carefully developed training plan. The techniques are easily learned in four four-hour
training sessions. Supervisors are first taught the principles underlying how people learn.

*The instructor uses cncouragement and approval 1o reinforce desired behaviors as the participants play out the

situations. Thus, participants learn not only which behaviors ar= more effective, but how to apply rcinforcement
techniques in the teaching process.




This knowledge is then cou
typical behavior for a werk
effectively and how to eva

pled with traiming in observing behavior and learning what is
er. Supervisors also learn how to communicate Jjob instructions
luate 2 worker's u nderstanding by observation and questioning.

Employers who have tried the SR approach acknowledge that not only are the techniques
easy to learn, simple to use and require practic :lly no expenditure to put into effect, but

that supervisors learn skills which have a beneficial impact on all workers, not just the
disadvantaged.*

®

Over 200 supervisors from 14 companies wers trained by Mentec
Corporation of Los Angsles, under a Department of Labor Research and
Demonstration contract known ss Operation Pathfinder. One yesr after
training the supervisors reported that the techniques heiped them develop
and put into practice a more responsive style of supervision. Thers were
several beneficial side-effects to SR which were not part of th: origingl
intent. Supervisors reported that SR spplications were responsible for
improved production and sales, fewer sccidents, fewer parts and tool
losses, better overall worker morale, and generally, a more responsive
feeling on the part of workers to the introduction of change. In one
business organization, a union official acknowiedged to managen.ent that
he would be hard put to come up with grievance issues the next contract

round because the workers were happy with management’s more human
attitude.

A modified version of the tralning program given supervisors was also tried
with the dissdvantoged trainses employed by the business organizations. It
wes found that when trainees sre taught some of the same principles
underlying the SR approach, they learn their jobs more eesily, meke fawer
mistakes and are more easily assimilated into the regular work force than
under previous!y tried methods. The trainees were tasught how to ssek out
the behaviors required by a job; how to listen to instruction; how to feed
back instructions both verbally and behavionally; and how to train
themselves to make newly acquired skills a habitual pert of their behavior.

®
Stressing Communication Values

A major theme in supervisor training should be the importance of developing and
constantly ‘mproving communication methods and overcoming special problems that may
arise in communicating with disadvantaged trainees, They may have language problems.
for one thing. They may be too timid or too scornful to ask questions. They may not
understand when they are expected to ask questions or they may be too proud to reveal

their igno-ance. They may not exhibit interest or enthusiasm the way the other workers °
do.

Supervisors should learn practical techniques to help them cope with these kinds of
difficultie:. For example, supervisors should be encouraged to repeat instructions. They
should, if possibie, be offered visual aids such as charts and diagrams to assist them.

Supervisois may also benefit from sugges
self-esteem (beginning as early in the
discourage ment before trainees have
éncourage suggesions, to call emplo

tions on how they can help trainees build
program as possible) to prevent dropouts because of
had a chance to succeed. Thus, they might be told to
yees by name, to give credit for good work as soon as

*Four guides dealing with the use of social reinforcement have

been developed by Mentec Corporation (Arkin, et al,
1972a, 197 b; Mentec Corporation, 1972a; Smith, et al, 1971).




it is done, to offer recognition for effort as well as for achievement. to encourage
initiative, to be cautious in placing blame. not to scoff at poor work. to treat trainees as
co-warkers.

When they offer criticism they should attempt to do so in private, with tact and
objectivity. Above all, the trainee should be made to feel that he cin succeed if he keeps
trying.

In addition to facilitating supervisor-trainee communication, management should not
overlook the imporiance of providing opportunities for regular, constructive commun:-
cation among supervisors themselves, and feedback to management.

&

When General Electric (Syracuse) decided to train rather severely
disadvantaged people for sbove-average jobs as electronic technician
associates, supsrvisors posed a major problem. The difficulties developed
when trainees entered 2 12-week OJT period after eight weeks of remedial
education and other classroom preparation.

As reported by the supervisor of the vestibule training center, "One of the
most challenging aspects of the program was getting supervisors to build
greater flexibility into their job-training assignments 30 that the trainee
could gradually develop confidence in his capabilities.”

At meetings held after trsinees were on the job several weeks thera-was
considerable feedback from trainees and supervisors. Several trainees
comolained that they weren’t being asked to do any work, that they
mercly sat in the lab doing textbook homework assignments. Supervisors
respanded that often trainees had performed assigned jobs so poorly that
they felt it would take longer to explain how to do it than to do the job
themseives; they were waiting until some more “sppropriate’” work came
along.

At this point, according to the training center supervisor, “the training

-session took off from a company-sponsored meeting to a truly valusble
in-service training program. ... Different supervisors started suggesting
innovations which could be made by those supervisors who were having
problems . . . supervisors were asking qQuestions, and other supervisors
were answering them and offering suggestions on how to solve them. This
was the turning point in the total OJT program.”

L

PLAY FAIR

Workers may be upset if they feel that new disadvantaged workers receive special
privileges Sometimes employees and supervisors in the regular work force who belong to
minority ' groups resent trainees from minority groups; they feel that since they had to
struggle 1) make it on their own, everyone else should, too. Allowing trainees to break
rules witiut being penalized may reinforce undesirable behavior and will tend to
demoralize the general work force. Furthermore, because it is condescending and
patronizii g it may also adversely affect the morale of trainees, because the trainees pre
usually eiger to prove to themselves that they can conform to company standards.
Superviso s should expiain to their work groups the special problems of disadvantaged
trainees and the goals of the training program before it begins, and should assure them
that trainces receive special attention only beciuse they need it to get started.

Trainees should be expected to eventually meet the same behavioral and production
standards as other workers. However, in comparison with members of the regular work

3
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force, they may need more ex
a longer perioJ of time befofe they can learn to do so.

®

A national manufacturer of business equipment reports that former laxity
and coddling of trainess has been replaced by a quicker and firmer
expectation of standard plant behavior. But the company is slso providing
more counssling help, particularly on traines problems in the community,
and transportation aid. When the trainee is in OJT, the supervisor may
make the decision whether to terminate him. However, he first puts the
trainee on suspension. as a warning, and will terminate him only if further
violations occur. The counsslior may confer with the supervisor and
provide suggestions, but the supervisor makes the final decision.

&

A major West Coast utility found that initially its suparvisors were
confused about how to handle discipline of new dissdvantaged employess.
Their nersonnel department has cince worked with supervisors to develop
general rules for disciplinary action, which cen be applied with flexibility,
allowing circumstances of each violation to be ovelveted. Supervisors are
ssked to recognize the special femily, transportation and other problems
of the dissdvantaged employees to try to find the causss, snd to mek
solutions on an individusl besis. Supervisors now consult with a personnel
represantative to determine action on difficult problems.

&

Dual standards of behavior crested serious problems with regulsr
employees of a large Midwest firm. A study by the firm evolved the
following recommendations:

Msnagement at the policy level should enunciste and clearly transmit to
supervisors general guidelines for handling trainess; such guidelines should
not be absolute, but must indicate when it is NOCONEry to review problems
with the personnel department or program staff. In general, relaxed
expsctations for mesting standards immedistely may be necessery st the
start. But employee complaints sbout dusl standards may be minimized by
hiring trainees as apprentices st & lower pay level, and using a periodic
assessment of job performance, sbsentesiem, tardiness and other behav-
ioral factors to award pay increasss. When traineses meet regular standards
they should be up to entry pay levesis.

*

to get him “addicted” to a full paycheck and r cognize the consequences
of his behavior. The whole training atmosphere says, “We maean business;
Yyou are an employee and we expect you to act /i< one.”

#

planatiou, instructions and counseling from supervisors over

JRSSRY of




CHECK-LIST SUMMARY

. Supervisors must have management support in urdertaking hiring and utilizing

disadvantaged employees; the support should include credible evidence that
management understands and will accommodate the special problems such a prograin
places upon supervisors.

Incentives should be provided supervisors to offset the extra responsibilities they must
assume.

. The supervisor's responsibility for and relationship to the tramee should be made

explicit.

The supervisor's domain should be respected; it should not be impinged upon by
trainers, counsclors, personnel staff, ez,

. The supervisor should be backstopped with special preparation to equip him to

function as trainer of the disadvantaged

. The supervisor should be alerted- to the hazards of granting special lenience to

disadvantaged trainees because of the resentment such privileges may stimulate among
the regular work force; regular employees should be clearly oriented to the “why’s,”
“when’s” and “how long’s” of special training.
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Chaptervi
SUPPORT SERVICES

While skills training is the core of any manpower development program, trainees who
come from disadvantaged groups often require a variety of other services as well. Since

The importanc. of support services must not be underestimated. HIRT's study, as well as
other recent studies, indicates that companies have had relatively little difficulty in
training the disadvantaged in job skills. This is partly because they have usually been hired
for the lowest skill-level jobs; but even when companies have trained for higher level

To illustrate this point, Quinr, Levitin and Eden: (1971) report » study
they conducted of one company'’s very ambitious, very expensive and very
unsuccessful attempt to solve the problem of reducing tumover among
economically disadvantaged workers (mostly biack, at entry-leve) jobs
involving the asssmbly of heavy machinary, but st base pay that averaged
considerably over $3.00 an hour). It wes found that 42% left the company
within their first six weeks of employment.

In an effoit to cope with this problem, the compeny instituted e six-week
vestibule training program, with clesses of 15-25 men, during which time
the trainees were paid $2.50 per hiour. The nature of the training sssumed
that the tumover was sttributable principaliy to characteristics of these
workers rathor than to characteristics of their jobs, thus was aimed at
fostering the “’personal growth” of the trainees rather than on teaching
specific skills that would be relevant to their imminent company jobs.

The reported facts about those jobs were that (1) the advisors and teachers
had no advance knowledge of the particular type of company job to which
a trainee would later be assigned; (2)out of a sample of 86 workers
interviewed, 27 of whom had left the company either voluntarily or
involuntarily within six weeks: of their employment snd 39 who had
entered the company at the same time as the 27 but were still on their jobs
when they were interviewed, the major cause of turnover sppeared to be
the poor quality of their working lives. The physical conditions were dirty,
noisy, overcrowded, physically exhausting and dangerous. Of the workers
interviewed, 35% had been injured at work during their first six weeks
with the company. A newly hired worker was trested & a cipher of
“’replacement personnel.” He was often moved, like a pawn, from job to
job, station to station, or supervisor to supervisor in response to highly
unpredictable fluctuations in company absentesism or production quotas.

The researchers conclude that:

These data suggested that turnover was almost exclusively determined by
characteristice of the worker's job or, in certain cases, by generaily
immu. sble properties of the worker’s background. Neither of the:e sources
of turnover can be altered by training. That the company’; training
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program failed to reduce turnover was less 8 function of shortcomings of
the program’s design or execution than 1t was a function of the total
irrelevance of the program to the social problem it was designed to solve.

No amount of employee training can make working conditions objectively
less noxious.

There are also some individuals who have undesirable background behavior pasterns that
are so deeply ingrained that those patterns are not likely to be altered by orientation
training and support services. Yet, there are many cases on record where remarkable
changes in individual behavior patterns have occurred; cases where truly hard<core
unemployed and hitherto seemingly unemployable persons have “turned around™ to
become highly valued employees — given opportunity, skills training and the kind of

relevant support that demonstrates to the individual that an employer, or society, cares
about him.

The JOBS Program, for reimbursement purposes, groups together a wide range of
activities carried out by employers in support of skills training.

The most important support services are:
¢  Orientation |
® Job-related education
® English as a second language

® Special counseling, focusing upon problems connected with adjustment to
work (a mandatory program component)

and, when necessary,

® Medical, dental and optometric services, transportation assistance
plus, in some cases,

® The pro .ion of day care services for the children of trainees
The JOBS Program provides subsidies for these support services to the externt to which
their costs exceed those ordinarily met by an employer for his regular employees.
Reimbursement is not provided for services already being offered by a company. For
example, when transportation to the job is provided routinely, or extensive

employer-sponsored medical services are available, no special programs to meet

transportation or health needs will be necessary and reimbursement funds should not be
requested.

Each of the above services is discussed in this chapter,*® along witl,:
® Legal assistance
® Advice on money management

® Social counseling

which are not reimbursable under the JOBS Program but may be helpful to many
trainees.

*L. cept job-related education, which is discussed in Chapter IV,




The more companies join with agencies and community groups to put pressure on local
governments, schools and agencies to provide better public services available to all, the
less employers themselves will have to provide those special services for their employees.

Support services must be goal-oriented. Supervisors, instructors, trainers and other
support staff members should stress the practical and the relevant --in relation to program
objectives- when working with trainces, avoiding time-consuming exercises that bear no
relation to those objectives. Whenever possible, support services should be coordinated
with the skills training program, to minimize scheduling conflicts with the main goal of
the training program, which is to provide the training required for regular production
standards.

necessary. Wherever possible, individual employees should be allowed to decide whether
or not they want a particular kind of support service, and should be allowed to
participate in the decision about how the service will be provided.

JOBS contracts are written so that if some employees require fewer services, more may be
provided for otliers. If no special services are needed, an employee may not belong in a
JOBS Program, which is intended for persons who are not fully job-ready, and who need
special help in order to increase their employability.

ORIENTATION

Many companies rely on word-of-mouth among workers to transmit information to a new
employee about the customs and procedures of the work setting. This is more likely to be
the case in small companies, and especially those with a relatively stable and homogeneous
work force in which a new employee is likely to be a relative or friend of a more
experienced worker in the plant. However, such informal systems often fail to operate

such workers, either on or off the Jjob, so that the new disadvantaged employee does not
get access to the informal communication system through which he could learn about the
style, rules and procedures of the company.

Even small companies sho ..d make certain that disadvantaged trainees are adequately
informed about the comp: ny and the training program — including what the company
expects from them and wh: t they can expect from the company.

When trainees are the first minority group raembers hired by a company, and they seem
racially or ethnically dif erent from older employees, it is wise to provide for
introductions between the new and the older employees. (The regular work force should
have been prepared in advance for the impending training program.) This should be done
without putting the new workers on display or arousing resentment in older workers.

Such introductions can help trainees learn about the company from sympathetic older
employees.

Goais ¢* Orientation

The orientation program should:

® Provide basic informat on on the way the company works, how it affects new
employees, what is expected of them, what they can expect of the company

® trovide tangible eviden e that the program is “‘for real” and that the company
is credible
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Stinulate trainee motivation through offering incentives such as promotional

opportunities, pay increases, seniority status and other regular employment
benefits

® Build a sense of responstbility, self-confidence and belief in self

Companies that have been working on programs for a number of years find that,
increasingly, they are focusing more on orientation to their particular company and its
procedures, and less on general orientation to the world of work. Many of these
companies have redesigned early programs and now provide an initial block of time for

orientation, followed by a continuing orientation process, often closely related to
counseling.

Built-in feedback to and from trainees is helpful in ke2ping orientation reality-directed. It

is important to have a flexible approach to orientation, so that it can be changed and
made more effective as the program goes along.*

Some Components of the Qrientation Curiculum

In planning the orientation curriculum, the following elements should be considered:

Company Background. Let the new hire know .ibout his employer. Show
relevant movies, if available; conduct tours of 1he company, and answer
questions thoroughly. Try to build in the trainee : sense of company pride —

partly by demonstrating the interest of the ccmpany in its employees,
products and customers,

The _Job. Describe the importance of the job and ts demands and pressures,
Inform employees of the criteria for good pcrformance. lustrate the
employee’s importance by showing how he contributes to the total preduct,
how the product is used, and how others depend on his work.

Pay. Explin to employees what their starting take-home pay will be, and
when and on what basis they can expect salary ir “ments. Describe benefits
and what they provide. This should be doneve, (ly in the program and
then repeated later in the program. Include if appropriate, lcssons on money
management for those who are interested, but don’t talk down to people.

Working Conditions. Show employees where they w || be working, so they can
see the work setting and their fellow en ployee:. Indicate if any special
clothing is required and who is responsibie fcr providing it,

Rules and Regulations. Inform new worker-. of company policies concerning
absences, tardiness, days off, vications and other rules an information they
will need to know. Spell out clearly the rewards and sanctions for following or
breaking the rules. Demonstrat- to the new hirc how and why the employee
and company have a mutual res »onsibility to each other. Invite questions.

Tour of the Plant. When taking new employces on the plant tour, show them
how to get from the gate to work stations, Point out the location of
washrooms, vending machines, water coolers, cafeteria, nurse’s station,
personnel office. counselor’s office, time clock, etc.

Support Services. The new hires should be informed of special supports

*A self-instructional package titled croup Leadership Techniques for Manpower Progras 13, especially useful for
orientation teachers, counsclors and supervisors, has been developed by Manpower Science Services, Inc. (Gordon,
1973).




available if needed. They should be introduced to counselcts or job buddies.
and should be told of the help the company will provide in cases of
emergency. including legal or medical difficulties.

Supervisors. Introduce new hires to their supervisors early in the program.
Supervisors should welcome the workers, provide a rundown on what the job
and department are like, and answer questions. Whenever possible. Supervisors
should participate in the orientation program.

Special Training and Job Opportunities. Describe the skill and other types of
training the trainee will receive. Explain how long it will last, whether it will
be conducted on the job or in a separate area, and who will conduct it. This is
a good time to plant seeds for the worker’s future growth. Though orientation
should be geared tc his immediate job, realistic future opportunities should be
indicated. The trainee could be shown a road map of job opportunities, toid
how he can qualify for these jobs, how others have qualified and how long it
took, and what the company will do to help him realize opportunities. Make
it clear what the trainee has to do to succeed. Make it clear that the program
is designed for success, not for failure.

Orientation should be seen as a continuous process of assisting workers to make the best
use of themselves, company resources and services, and the income and other benefits
they will receive from employment. It should also be seen as a means for anticipating the
causes of, and thereby preventing, attrition or alienation.

Deciding Where and How to Conduct Orientation

In some cases, orientation is provided in 2 formal classroom setting, but it can also be
conducted informally, or in different places at different times. In fact, orientation should

be seen as beginning at the initial interview, when trainees are given basic information
about the company.

Whether or not a formal orientation program is necessary will depend, in part, on whether
its functions can be served by other means. When supervisors, coaches or buddies can
cover material which would otherwise be given informal orientation sessions, there is
probably no need for a separate orientation component. However, these supervisors,
coaches or buddies must be trained to provide orientation. The company should not
assume that they will cover all necessary topics without preparation and gnidance.

A number of companies zre putting much more emphasis on trainee participation in the
orientation process through group discussion and question-and-answer sessions, to make it
inore re levant to his needs than formal structured courses.

#

A Los Angeles firm gets trainee participation through role-playing.
Videotapes of problem situations on the job are shown - situations
illustrating lack of communication, a supervisor who isn't aware of a
problem developing, an employee being especialiy audacious to a
supervisor. The tape is stopped at crucis! points and the new workers
discuss the situations and suggest whe« they would do about them.

%

A major New York utility uses the following process: Each trainee is
asked to present a brief autobiographical sketc't of himself. Then the
trainer conducting the orientation session talks about his own background,
indicating that he, too, has had problems. Trainees are asked to identify
situations in which they've failed and what they've learned from these




*Produced by National Educstional Television (NET),
Bloomiagton, Indiana.

experiences that might te helpful. They are asked for examples of
successful experiences in their lives, and the discussion wugpests that they
now can have similar success in their work .

@

A large West Coast manufecturer started with an orientstion end
counssling formst bessd on the practices of other companies, plus
guidelines suggested by its recruiting agencies snd en assessment of what it
thought was nesded. But it later grestly modified and changed this format
based on its own experiences.

For example: The original format contained ¢ section on personal hygiene
and grooming, which was found to be unnecesssry for most trainees.
However, helping trainees who were coping with a drug problem or who
had problems in poiice relstionships — two subjects not in the original
package — turned out to be extremely important.

Orientation is spread out over a one-wesk period. Its chiaf goal is to
devslop interest and pride in warking for the orgenization. Factusl
information is provided about the company and its benefits - which sre
available to trainees from the first day. Group discustions teckle questions
such o3 attitudes towsrd wurk. Typica! onthe-job problems are
role-played, and the group is asked to comment snd offer uggestions.
Prejudice is discussed, both the fact of its existence and why people
shouidn’t use it a3 a "cop-out” and sssume that their complaints won't be
taken care of becsuse they're b’sck or Chicano,

Orientation discussions cover the importance of understanding instructions
and carrying them out sccurately and completely. Problems of getting to
work on time ard staying out of trouble sre discussed.

Trainees who hmmmmmmmuw:mw
discussions with new trainess. The compeny uses sucoess, feilure and
ndar-failure trainess to illustrate problems snd how they have and jiave not
been overcome. Trainess who have been recruited from the ssme eres
often kmud;om«wmummmmnmbmm
enroliees believe the ex-traines who says he has overcoms ~sch problems.
Group discussion provides mutusl support for <rainess who went to
express doubts snd fears and ask questions.

The quality and experience of the program staff and the extent and nature
of orientation and counssling, which are woven into the ontire program,
are prime factors in the excellent retention (86%) thet this company states
it has had with severely dissdvantaged snd prodlem-prone trainess.

®

Counselor-leaders in another company’s progrem cond."t ons week of
orientation for trainees, in groups of 20 with one counselor, Morning
greup discussions are he's and sfterncon field trips are taken to various
company locations.

Crientation usually starts with a film called “Marked for Failure,”* which
presents the failure of the ghetto schoo! and other socis! institutions to
prepare inner city residents for jobs, and drematizes many typical
problems. This is used as a basis for discussion sbout problems a trainee
may have in his woik life.

The company makes clesr to trainees what it expects from them in terms

March 1965, and distribused by Indiana University Film Lideary,



of sttendance, job performance, Sppesrance, COoperation, promptnes; and
what they can expect from the compsny — pey, training opportunitiss,
compeny benefits, holideys. Limitations of union reguistions ere sisy
explsined.

The content of the orientaticn program is flexidle. Emphass is placed on
getting the traines invoived and motivated, helping to reduce his
frustration, building his sense of personat dignity, and cresting belief in the
company'’s purpose.

&

One msjor sutomobile manufecturer changed the content snd method of
orientation, based on its experiences. It re-oriented its program to a gosl of
building responsibility end independence in the traines. Earlier programs
had emphasized helping and supporting, snd resuited, the company feit, in
too much coddling.

In the revised four-wesk pre-employment training program, orientation
and counsling sre simost indistinguishable. About ssven hours are
specifically allocated to orientation, which consists of basic information
about the company and its jobs, mostly through obesrvation snd touring
work sites. Forty-five hours are spent in individual end group counseling.
The company has moved from an exclusive relisnce on one-to-one
counseling, which resuited in too much dependence on the counselor, to
more group counseling, in which one staff advisor mests with 15 trainess.
The group ¢ 3 whole perticipates in discussions of probiems such e
getting slon: with people, sbesntesism and lateness, This use of group
dynamics aids in developing responsibility because the traines’s peers “n
on his back” if his lateness or abssntesism hurts the group performence,
and also provides peer reinforcement whers sppropriate.

®

A major industris! corporation :ees its entire 23-week training prog sm as
en orientation for JOBS traines s. This company has successfully trained
seriously disadvantaged people t become productive, dependable workers,
keeping them in s vestibule train ng setting for the full 23-week period.

The initial formal orientation pe 10d was reduced from one week to twc or
three days, in order to get recri its intc more sctive training quickiy, but
orientstion and counseling sre i iterspersed throughout the program, with
approximately one hour of orien atinn esch day.

The initial orientation session st srts with a tour of the entire plant, to give
the traine2 an ides of the resli y of the entry-level job at which he will
begin work, the range of jobs o.en, and » feeling for the type of compeny
he is joining. A

The company finds it essential at these initial 253i0ns to overcome doubts,
misconceptions, confusions and discontent which may cause the trainee to
drop out.

Orientation is conducted mainly through discussion led by a top official
(the company’s training manager) and by the program’s tescher
-counselors. Typically, the discussion will start by asking trainees, ‘‘What
do you expect of this compeny?” A list is compiled on the blackboard,
and each item is discussed.

A second list is compiled under the heading “What does the company
expect of you?” This list includes expectations concern ng attendance,
promptness, safety, et and is also fully discussed. (Sor e six to eight
weeks ater, in the traiung period, trainees role-play these - ame questions,
some acting as compsny representstives, describing what they expect of




employees, others acting as employees. Trainees acting‘ a compeny
officials tend to be very tough and demand.ng of their employess.)

Later in the program, former trainees are brought in for about two hours
or more of free discussion with new trainees sbout their experiences in
training and on the job. Average workers and near-failures are brought
back, slong with some very successful workers, to keep it resl. Trainees ply
them with questions: “lIs it for real?”’ “ls it tough?” ““What kind of pay
are you getting?”

Because the compeany finds most trainee problems sre off the job, its
orientation program concentrates heavily on support services, using both
internal sand external resources.

For example: Financial and legal problems are most prevalent. When the
employee gets his first psycheck — it may be as much ss $200 — he may
blow it all. Before this time the class discussss budgsting, instaliment
buying and loans, gernishment procedures. A repressntative of the internal
Revenus Service discusses taxes; snother from Legsl Aid expleins legel
rights and resources; trainees 90 in smali groups 10 the locel benk, leern
sbout credit, how to open sn account. Consumer education includes
discussions on car buying, financing, buying brand nemes vs. store brands.
An Urben Lesgue repressniative discussss housing, Vetsrans Administra-
tion (VA) snd Feders! Housing Administration (FHA) losns, etc.

The compeny continges strong smphasis on support throughout the
training period end when the treinee goss on the job. The company hes
smployes advisors, availabie to all employess — not just JOBS trainess —
who advise th.: foremen, and help them handie problems with smployeess.
These empioyse-advisors are in closs touch with 30 community agencies
and provide referrals on specific problems.

- 7 The company has found employees’ personal problems so important that
it has now hired a casssworker from a tacs! family service sgency to be
- available to all workers at the plant site.

#
COUNSELING

Counseling is a mandatory coinponent of JOBS Programs. The objectives of counseling
are:

- e To prepare the trainee to move into the job by building his self-confidence
® To help him cope with personal probiems that could cause him to drop out
® To help him develop the work habits he will need to do the job

® To help him resolve common work-related problems such as difficulties in
relationships with supervisors and peers

® To help him cope with the new environment of the office or plant

® To help him understand and deal with values that are new to him or may seem
alien to him

® To help hiin deal with stresses and strains arising from cultural and linguistic
conflicts

® To help him prepare for future opportunities in the work situation




Companies which provide effective counseling are generally having greatest success with
their trainees.

The Role of The Counselor

Here is a range of functions which counselors may be called upon to perform with
trainees:

Orienter: Provide information about the realitics of the world of work: the
expectations of supervisors and employers; the social and
behavioral expectations of f:llow workers; the systems linking
the trainee to his job ~ transportation, credit unions, etc.

Teacher: Help the trainee develop b:haviors appropriate to the work

environment; i.c., learning tc work and get on with supervisors
and fellow workers.

" Supporter: Root for the trainee (in etfect, not permitting him to fail);
increase his motivation and receptivity to teaching and training.

Coordinator: Identify and bring the trainee into contact with agencies and
resources he may need to help him with legal, financial, family,
medical, psychiatric and drug problems.

Planner: Help the trainee anticipate problems and develop solutions to
confront and avert those problems: help the supervisor and
trainee develop strategies to deal with problems and assure
trainee success.

Interpreter:  Interpret the company’s and the supervisor's behavior to the
trainee, and the trainee’s behavior (successes and failures) to the
company and supervisor,

Advocate and Help the employer (from the program’s outset) provide a more
Ombudsman  accepting environment for the trainec, at the same time trying to
(perhaps most insure equity for the trainee when grievances occur. Interpret
important of  social institutions, agencies, bureaus: i.e., the middle-class world
all): with which the trainee must deal.

Builder of Free the trainee, in due course, from the need for the counsejor’s
Independence: help.

Counseling can also be given to supervisors to smoot the way for integration of the
trainee as an accepted employee (as discussed in Chapte: V).

The counselor should meet the new employee as early as possible in training and be
continuously available throughout the period so that the trainee can form a trusting and
stable relationship with him. The major need for counseling is early in the trainee’s
employment, but a high percentage of trainees need some continuing kind of guidance
and assistance. Their difficulties in maintaining a successful, long-range work history
often emerge months after initial employment. Counseling should be available for at least
the first six months of employment.

Counseling may be on an individual or a group basis, or both. Most of the materiai that
follows deals with individual counseling, but there have been a number of successful
demonstrations of the value of taking small groups (of about seven persons) and having
them share their problems and proposed alt: rnative ways of handling such problems,
There may be only trainees in the group. Or the groups may be mixed, e.g., about five
trainees and two supervisors, plus a traincd counselor-group Jeader. Situations or




problems that are brought out and discussed may also be worked through by means of
role-modeling und role-playing. followed by further group discussion.* -

Counseling is most effective when it is an integral part of training. The counselor can then
help the trainee deal with prohlems as they arise in orientation. job-related education,
skill training and follow-up on the job -- and can help supervisors deal with the trainee at
the same time.

On the other hand. some serious problems have arisen when counselors have not
adequately helped the trainee to develop independence and personal responsibility. Lack
of these qualities creates problems both with trainees who may test and try to get away
with as much as they can, and with supervisors and other workers who resent continued
leniency and special treatment.

Most good programs have some system of follow-up by the counselor after the trainee
goes on the job. But it is generally agroed that there should be a recognized cut-off point
where the trainee knows that he is responisible for his own problems and can have
counseling only to the same extent that it may be available to any employee of the
company.

L

A national manufacturing company reports that it has a professionat
counselor who works with all (not just dissdvantaged) trainees from the
start of their training (which is conducted in an inner city subsidiary
plant). When the trainees move to employment at the regular plant their
counselor follows them. She works with supervisors and “beats on those
who are not working properly” with the trainees. She can also consult, as
needed, four full-time company psychiatric socis! workers who are
available to all company employees. )

In addition, for sev-ral years the company hes hed @ volunteer committee
of black employee:. who gat company-paid time off {up to half time) to
provide support to trainees in making adjustment; to the job, or working
out personal troub!: situations. This committee s :rves both as an advisory
source and pressure group on the company.

&
Who Should Do Counseling?

Considering the varied roles of the counselor as intermediary between trainee and
company operation, it is desirable to use company stat!’ members as counselors, provided
they have the interest and personal skills. If such peopl: are not available in the company,
good counselors sometimes can be provided by community agencies, subcontractoss and
consortia.

Among the range of personal qualities cited by different companies for effectivc
counselors are: a person who “is honest, has maturity, has genuine interest in the
trainees”; “can be firm and enforce legitimate discipline”; *can be a good role model”:
“‘can relate to trainee on his own level”; “is shockproof™; *“will keep trainee confidences”:
“can work with supervisor and management”; “expects responsible, acceptable
performance and behavior from trainee and stands ready to help him succeed.” Personal
attributes of humanity, sensitivity and warmth are as 'mportant in a counselos as racial
membership and professional training.**

*A group counseling program, including videotaped material as a teaching aid, has been created by Mobilization for
Youth, Inc., Experimental Manpower Laboratory (Tobias, 1970; Toblas, ¢ chenkman, & Reinish, 1970).

**See bibliography for an excellent guide for non-ptofessional counselor (Gordon & Erfurt, 1972). Also see another
manual which can also be helpful for counselors, although it was writte 1 for supervisors, who wish to use a behavior
modification approach (Neiswender, 1971),
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Some of the best resources for counseling have been former trainees who have succeeded
and advanced in the company. They are likely to be persons with whom the recruits can
identify and who are believable to them. (Special problems with police, credit, family,
etc. may require that consultants with exp:rtise in such problems — perhaps from some
community agency - also be available for u:¢ on an as-needed basis.)

Trained professional counselors may be ineifective in reaching disadvantaged minorities,
especially when they are inclined to treat such clients clinically, as if they were patients.
Professional couhselors may be too committed to their own middle-class values, and
unacquainted with work problems that srymie new workers, to develop the kinds of
interpersonal relationships that lead to successful counseling with disadvantaged people.
The disadvantaged person may see the professional counselor only as an authority figure,
rather than a friend and helper. On the other hand, it takes a person with special
experience and training to understand work settings and resources well enough to be an
effective teacher and advocate for the trainee.

&

A large Eastern utility hes trained and placed about 750 disadvantaged
people in both constructicn and clerical jobs, with a 60% retention rate of
trainees, compared to a regular employee rotention of 53% after six
months. Orientation anc counseling conducted by specially trained
members of thz company’; regular staff are important components of the
program.

The company states it believes that only company staff can motivate,
orient and train new employees. Staff members are chosen to be trained as
counselor-leaders because they are “’people who care,”

&

A small electronics firm -leveloped a follow-up counseling system with
trainees and supervisors. The counselors are all people who have
experience in working wit1 minority and community agencies. One was
formerly employed by a community action group that had been hired by
the company to help in recruiting and conducting encounter group
sensitivity sessions for trainees and supervisors. The company feels that the
background of the counselors is a great asset to the program,
1]

£

A telephone company tires street youth, recruited by community
agencies, using very few selection requirements. These employees aje first
placed in a vestibule traini 1g center program in a ghetto area. One of the
most successful counselors in that program was originally referred to the
company as a trainee. He v-as a drug user, but was highly recommended by
a community worker. He went through the six-month training program
successfully, and revealed excellent capacity for counseling, on a voluntesr
basis. He was subsequent y hired as a counselor for the program, The
trainees seem to identify v'ith him, and he is useful to the entire training
program because of his bac<ground.

*

Relation of Counselor to Supervisor

The best counseling effort may be ineffective unless there is considerable understanding
of and sensitivity toward the traince by bis supervisor, and/or a buddy system (discussed
below) to give support on the job. This is best achieved if the supervisor has had some
special training to help him understand the program and the counsclor’s role in helping
with problems the supervisor feels he cannot handle. In this regard. it is very important
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that the counselor not present himself as the trainee's advocate against the supervisor —
although he is the trainee’s advocate - but that he be perceived as a facilitator —
interpreting the trainee and the supervisor to cach other, promoting constructive
problem-solving when difticulties arise, and providing someone to whom the supervisor
can also turn for help with the trainee. In the more successtul programs, supervisor,
trainee and counselor are often able to work out.a set of warnings and guidelines that
may give the trainee morc leeway at first than the regular employee on matters such as
lateness or absenteeism, but that move progressively and firmly to bring him to normal
standards. '

In 4 number of ccnipanies the counselor is also the trainer or teacher; in others he has a
close and continuing relationship with training statt through attendance at training
sessions and regular conferences with staff, especially the traince’s OJT supervisor.

Buddy Systems

The buddy system is a practice in which a regulir employee, preferably from the
immediate work environment, accepts the role of assisting the trainee to cope with the
new jot. The buddy helps the new worker develop good work habits, explains how things
ar: done, and takes responsibility for helping him in solving or seeking other assistance to
solve the myriad personal problems that affect his work. For this system to work, buddies
should be given some time off from production duties so that their responsibility does
not become an additional burden to them,

The system seems to work best in smaller companies, where it is easy to identify workers
who have good human relations skills and personal interest, and can work alongside the
new trainees. Support and participation by the unicn — if there is one -- and human
relations training for the prospective buddy are also important

*

Nationally, the Human Resources Divelopment Institute (HRD1) of the
AFL-CIO {American Federation of Labor-Congress of Industrisl Orgeniza-
tions) sponsors a buddy training program and works with empioyers under
the NAB JOBS Program, HRDI reports that where buddies have been
trained and used by a company, retention rates for JOBS trainees have
significantly increased. In June 1970, HRDI| reported that more than
1,000 buddies working for 280 companies had been trained. About half of
these were members of minority groups.

&
Psychological Counseling

Some companies initially built psycholugical counseling into their programs and
emphasized the exploration of attitudes and feelings, particularly in the €arly days of the
JOBS Program. Such sessions in sensitivity tra'ning or human relations were offered in the
hope of overcoming hostile or negative feelings. increasing worker marale and
strengthening commitment to the company Recently, however, questions have been
raised about the value of counseling programs that stress clinical components and focus
on problems that are not necessarily job-reluted. Sometimes these programs have been
found to err in assuming that all disadvantaged worker. have unusual emotjonal problems
a1d that those who do have them can be (or even ‘vant to be) assisted by corporate
counselors, whose ultimate allegiance has to be to the ; eeds of the company.

When employees need more than casual help with p oblems that are not job-related in
some way, they probably shouid be referred to outsid : resources, such as service agencies
in the community, unless the company ordinarily prov.des the given type of counseling to
its general work force, not just to the disadvantaged.




Monitoring Counseling

Counseling should be monitored on a regular basis to assure that the goals of the program
are being served. The challenge ~f developing an effective monitoring system is a hard
one. Gains from counseling are intangible. and not easily measured. Gathering data
usually requires time-consuming interviews. But managers should make regular efforts to
get feedback about counseling results (and other training components) from trainecs as
well as from trainees’ supervisors, to provide an ongoing basis for program review and for
any needed redesign or redistribution.

CHILD CARE

Employer experience with disadvantaged women employees indicates that absenteeism or
late arrival is often caused by trainees’ difficulties in finding a way to care for their
children during the work day. In most communities, adequate and inexpensive-day care
facilities are not available.

Most working mothers of young children rely on babysitters or rclatives, or leave their
children with friends. When a friend or relative is ill or does not turn up, the mother has
to stay with her child and cannot report to work. Babysitter costs tend to be so high that
the mother feels she is working only to pay the sitter.

The JOBS Program makes it possible for employers to provide limited child care services
to employees who need them by allowing limited subsidies until the employee is able to
assume the financial responsibility. Employers may elect to pay for private day care, use
their influence to try to have public facilities established in the community, administer
babysitting pools, or establish their own child care facilities, sometimes by entering into
cooperative arrangements with other companies.*

Women's Bureou Report

The W: men’s Bureau of the Department of Labor held its first national conference on
industrial child care in March 1970, and in 1971 issued a report that touched on some
aspects of such programs (U.S. Department of Labor, Women’s Bureau, 1971). According
to the report, only some hospitals, a few companies, two unions and the federal
government itself had conducted programs as of the date of publication.

Costs of programs: Weekly costs per child in existing corporate day care
programs vary considerably — from $40 in one facility to
$17.50 in another. Operating costs are reported as ranging
from $1,000 to $2,800 annually per child.

Approaches: All of the existing industry day care programs operate at
centers within, adjacent to, or adjoining plant facilities.
Converted residences, renovated storage warehouses and
rented schools are being used. Two companies constructed
speciual facilities specifically for their programs.

Some companies restrict participation in their programs to
the children of employees. Others idmit employees’ grand-
children as well, and some have opened their programs to
children of non-employees.

*information on day care can be obtained from various sources. In California, for instance, the State Department of
Social Welfare is the licensing agency fos child care centers, The local offices can be contacted for available services in
day care and can identify companies that arc experienced in operating their own day care facilities. For another good
source of information, also see Urban Research Corporation’s Industry and Day Care(1970).
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Most of the centers accept children from two to six years of
age. Special arrangements with state health departments are
usually necessary for the enroliment of children younger
than two years.

Caacity: The capacity of most centers ranges from 40 to 65 children,
but most of the existing centers are operating at less than full
capacity. Employers considering the establishment of day
care facilities should be aware that enroliment is generally
lower during school vacation periods, for families seem to
make other arrangements for their children at those times.
(One reason for permitting the enroliment of the children of
non-employees is to allow for fuller use of existing facilities.)

Some programs operate on an eight-hour basis, but a few
offer shorter days. All are open at least five days a week.

Stafting patterns: All centers have at least three employees. Social workers,
health personnel (nurses, pediatricians, child psychiatrists)
are sometimes retained on a part-time basis. And a few
programs are staffed with nonprofessional workers as well, to
offer career development opportunities to community
residents.

Fees: About one-fourth of the centers in operation charge fees;
more of them pass on the costs of hot lunches and snacks.
The lowest fee reported is $1.00 a day per child: the highest
is $37.50 a week per zhild.

Alternative Means of Providing for Child Care Facilities

Businesses can serve as leaders in presenting the need for day care facilities to community
groups, and can serve as catalysts in forming them. Executives can offer their
organizational talents, imagination and administrative know-how to such projects. They
can help arrange mortgages, negotiate contracts and nrocure materials. They can donate
equipment and staff resources. Or, if there is no opportunity to participate in community
efforts to ¢stablish such facilities, they can help their employees who need day care for
their childien locate appropriate programs. (A number of proposed legislative bills have
included p -ovisions, for child care funding, but to date none of this legislation nhas been
passed.)

Some rese:rchers suggest that about half the mothers who need child care prefer that it
be provided in their own homes or in the homes of neighbors or nearby relatives. To meet

such needs, only money is required. Institutional child care should not be the only
available c! oice because it:

® Generally can’t accommodate sick children, thus leading to considerable
absenteeism from work

® May involve additional time, travel and expense for the parent

MEDICAL, DENTAL AND OPTOMETRIC SERVICES

Because some disadvantaged people have a higher incidence of health problems, and
because they may be inexperienced in finding resources, support services include limited
medical (and related) assistance. JOBS contracts reimburse employers for services
provided trainees beyond those ordinarily provided for other employees. Such services as




diagnostic screening, immediate intervention when necessary, and referrals for long-term,
extensive treatment are encouraged.

Some companies participating in JOBS have concluded that it makes sense to provide
medical services directly rather than require trainees to find their own physicians.
Absentee rates may be high when trainees have to rely on public hospital clinics for care,
or when they suffer through illness rather than seek medical attention on their own. Such
services can be provided directly by the company or subcontracted to other sources,
public or private.

TRANSPORTATION

Companies have to face up to the problems of helping their disadvantaged trainees get to
and from work. The journey to work, the route to follow, the bus or subway fare, are
matters often overlooked or taken for granted. However, they can cause great difficulty
for newly hired disadvantaged employees.

As business and industry have become more and more suburbanized, they are more
remote from the very places where most disadvantaged workers live: the central city. A
trip by bus from the inner city to the company’s location may represent an enormous
expenditure of time and money for the worker.

Bzcause they have been poor and unemployed, many disadvantaged workers do not have
cars, or have very old and unreliable cars whose frequent breakdowns result in lateness or
absence from work. Usurious new and used car dealers add to the difficulties of minority
people, in car buying. In some states, convictions for certain types of crimes result in the
loss of a driving license, thus handicapping a person in the process of rehabilitation.

Sharing the Transportation Probiem with the Trainee

The company’s recruiter 57 interviewer, after asking where the candidate lives and how he
would manage the journey to and from work, should offer to discuss the problem of
transportation. After ascertaining the details (Does the candidate have a car? Is there
adequate public transportation? Are company car pools available?), he should suggest
solutions to the transportation problem.

Some companies draw up large-scale maps for new trainees showing the [astest and
cheapest ways to reach the plant or office from their homes. Such maps can relieve the
workers’ anxiety about traveling blindly through unfamiliar parts of the city or suburb,
and can, therefore, be helpful recruiting ools.

Providing Special Transportation Services

Suburban companies often have to provide more than advice and maps to disadvantaged
workers. They may need to provide transportation directly, or indirectly through
subsidies. When they do so, the JOBS Program allows for reimbursement for
transportation services until the trainee is able to assume the financial responsibility.

Some companies have set up special car pools, offering rides with specially designated
drivers or with regular workers. Others have prevailed upon municipal transit officials to
reschedule bus routes, establish new ones to meet the needs of trainees or expand service
on existing routes. Other possible solutions are to contract with private bus lines, hire
shuttle buses, or provide trainees with funds for bus, subway or taxi fares.

*

An airplan® manufacturer provided buses with pick-up service st the
trainee’s door during training — to gat out from the city to the training
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center. These buses were used partly to symbolize the need for punctuality
and regular attendance. Each small bus, carrying 11 tranees, aiso had a
counselor aboard who used the travel time for group discussion of work
and other problems.

&

When a Midwestern electronics firm made its commitme: t of 800 jobs to
NAB, it appointed a full-time transportation coordinator who sent a
questionnaire to 12,000 employess asking if they would sesist fellow
employees living near them to get to work. Two hundred employaes
volunteered, thus augmenting the 800 existing carpools.

The company also persuaded the local public transit system to change bus
schedules and alter routes to help trainees get to work.

L
LEGAL AID

Because disadvantaged people often have problems involving understanding or coping
with the law, companies may need to provide them with legal aid. Realizing that legal
problems can cause absenteeism and turnover, many companies have assigned their legal
staffs to counsel disadvantaged trainees, when requested. The courts, as well as probation
and parole officers, can be very helpful in assisting their clients to remain on the job.
Programs should not interfere with the legal process, but program management should
know how intervention to insure due process and give support can benefit trainees who
are prone to become entangled with the law.

Disadvantaged employees may also need help in answering civil actions resulting from
non-payment of debts. Some may need an arrangement to permit them time oft for
court-related matters, without unduly penalizing them.

®

One large company in Pittsburgh has a lawyer on retainer who is on call to
go "downtown” and negotiate with authorities when an employee is
involved with the law.

Another corporation has established & legal services department whose
services are available to trainees while in training and after they are on the
job. Two full-time counselors spend much of their time in the courts and
working with law enforcement age ncies. Trainees are provided assistarce
on such matters as garnishments, tiaffic offenses snd family support. ifa
trainee is charged with 8 crime, an attempt is made t0 intervene in the
judicial process before srraignment. Where it seems warranted, counselors
try to prevent incarceration, and ask the court to relesse a person to the
company'’s training program, with the corporation responsible.

#

One cornpany reported that many of its younger trainees had outstanding
warrants for arrest for traffic violations when they were hired. Through the
efforts of its own counsel, the company was able to get 59 of 60 warrants
withdrawn by arranging to have fines paid in weekly instaliments. Not
only did the trainees benefit, but the court received $1,800 in fines that it
might never have received, and taxpayers were thereby saved custodial
costs that would have resulted from non-payment.

*
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Orientation and counseling at a Midwestern telephone company regularly
include speakers from company credit union and legal staff, followed by
discussions of problems and solutions on court proceedings, child support,
garnishment, credit and other financial matters. Counselors continue to be
available to the trainee once he goes on the job, but do not volunteer help
uniess requested.

*
FINANCIAL ADVICE

Some companies offer consumer economics, credit buying and financial management
instruction as part of their orientation programs. (JOBS contracts do not reimburse
employers for providing money management services, as such, though financial matters
may be discussed during regular orientation or counseling.)

Many companies sponsor credit unions for their employees, to encourage prudent
financial habits. Some disadvantaged people do not know what a credit union i3, or how
to use it. Some orientation programs contain a component designed to help new
employees meet their financial obligations, either by providing short-term, seed money
loans to tide employees over the period of initial expenses associate” with going to work,
or by offering advice on how to consolidate debts, save money and make purchases.
Trainees can be helped (where they need and want it} to make out 2 budget and work out
equitable payments to creditors,

SUBCONTRACTING FOR SUPPORT SERVICES

Because the range of support services is potentially quite wide and because JOBS
contracts permit the usc of subcontractors, some companies use nutside firms rather than
in-house personnel. There are many consulting firms with the technical capability needed
for setting up and operating support service programs.

Companies are likely to find subcontracts useful if:

e The company wants to run a substantial program and lacks the expertise that
would enable it to start up a program right away— it can learn how to conduct
a program by using its experience with a subcontractor as training

e The company has had no experience with government contracting procedures,
and feels the need for guidance in applying for and securing a JOBS award, as
well as complying with its provisions

e The company joins a consortium that uses a subcontractor and is guided by
the management of the consortium

® The size of the company is such that it lacks the internal resources to deal
with potential pecple problems

One disadvantage of using outside training resources is the tendency of trainees to
identity with the training program and its staff, rather than with the company.

Another serious disadvantage is that outside training resources often do not have a
complete enough understanding of an individual company to orient trainees adequately.
If supervisory and other company personnel are not sufficiently involved in the program,
this adds to problems of trainee acceptance. A close and intertwined company-
subcontractor relationship is necessary if support services are to be an effective
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component of training. [t is,therefore, very mportant that hiring a subcontractor not be u
siginal for company personnel to abandon the training to outsiders. Subcontracted
personnel supplement the capability of company personnel for training; they shiould not
and cannot replace company personnel or assume their ultimate responsibility for
training.

Employers should not lose control of their program, for which they ultima}ely. are
responsible. Subcontractors should not administer programs or handle moncey or invoiccs,
since the employer, as contractor, is liable for financial administration.

®

One ‘arge company relied on an outside training company when it stacted
3 JOBS Program end found that trainess established rapport with the
outside instructors but not necessarily with the company. It then decided
10 uge its own personnel for training. In doing sv, it reduced the training
period from 17 to 10 weeks,® snd was sble t0 msintsin standerds in
performance and retention; 74% of 600 JOBS trainess remained on the

job.
&
Negotiating the Subcontract

Many subcontracts for support services state that services will be provided *“as needed.” 4
But such vague language can lead to trouble. Who decides what is needed? The cmployer?

The subcontractor? A company and its subcontractor should have a written agreement
about how this determination will be made and monitored. Whatever the specifics of the
agreement, direct contact with the trainees and their supetvisors is the only cffzctive way
for an employer to determine whether they are receiving the services they need.

Choosing the Subcontractor

Subcontractors should be chosen with the same care used in all uther business decisions.
There are a great many finms that specialize in operating JOBS Programs for industry.
Your NAB Metro office can assist you in locating some in your area. After identifying
prospective subcontractors, standard procedures associated with the purchase of services
sh ruld be employed.

Cumpare he quality and costs of services offered by each subcontractor. Assess the
profession:l record of bidding subcontractors, and review the references from past clients
th.t they submit. If possible, ask companies in your area that have used the bidder to
provide their own assessiments of their experiences. Check out the reputation of the
su eontractor with the disadvantaged groups he will serve.

Esoecially for smaller companies, private and public arencies -+ family service clinics,
Department of Vocationul Rehabilitation (DVR), ES, CEP, EEOC, Fair Employment
Prictice Commission (FEPC) and other human rights agencies — might be engaged to
prvide so ne parts of support services. Their capabilities tend to be uneven and they
should be chosen cautiously and monitored carefully.

It s not pc ssible 1 write \cry specific contracts for support services. Flexibility is nceded
to provide for individual reeds. However. subcontracts can be made more specific by
incicating that for a given number of tiainees there should be a specified number o
training an ! support staff who should hae specified qualifications, and tha* there should
be provisio 1s for training company staff.

*When less tin o is used than is called fur in the contiact, an adjustment must be made to modify the amount of |
rchinbursemen’ duc for the training




Monitoring the Subcontractor

Companies that hire subcontractors must provide for systematic monitoring of the
subcontractors’ activities. Monitoring can include copies of daily reports and attendance
records that keep track of the services being supplied to trainees and their attendance at
classes, and discussions and periodic conferences with individual trainees or trainee groups
to get feedback about the quality of scrvices being provided.

Corporate executives must bear in mind thuit in JOBS contracts the employer is given
ultimate responsibility for his program, and is held resgorsible for its progress. Thus, for
example. under extreme conditions, an empioyer might be calied upon to reimburse the
federal p wernment for support services provided by a subcontractor that were deemed to
be inapp-opriate or deficicnt. They must monitor %o insure that trainees are receiving
Quality s: rvices and to protect themsclves vis-a-vis their own contractuz’ obligations,

&




® Support services should be oriented to the practical goals of JOBS: sustained

CHECK-LIST SUMMARY

employment and training required to yield full productivity levels.

® Suppor! services should bé job-related.

® Decisions about which support services are needed should be individualized, with the

trainces (when possible) sharing in the decision concerning which services they nced.

Orientation

Orientation is most advantageous if focused on the particular company, rather than
being a general orientation to the world of work.

2. Optimally an orientation program will cover: company background; requirements of

4.

specific job; wages, benefits and working conditions; rules and regulations; tour of

plant; availability of support services; opportunity to meet supervisor; information
concerning special training and opportunities.

Former trainees who are now members of the company’s stable work force, as well as
the job supervisors, make credible participants in an orientation program.

To the extent possible, trainees should participate through active discussion of topics.

Counseling

I. Counseling shoxald focus on job-related

. There should be provision for a reasonab

problems (unless unusnal circumstances
warrant its ext<nding to other problems).

The counselor should be alert to the need for building trainee independence.
Former trainees constitute a rich resource for counseling personnel.

Professional training is not mandatory for a counselor to serve effectively within the
context of this program; individuals with suitable personal attributes and experience
can become effective counselors with some special guidance and training.

le amount of follow-up counseling once the
trainee gets on the job.

The counselor should facilitate

(rather than usurp) the supervisor’s relationship with
the trainee,

Subcontracting of Support Services

. In utilizing subcontractors, particular attention should be

Many categories of support services (particularly medical, legal aid, child care, etc.) lie
outside the company’s expertise and are more advantageously subcontracted,

paid to avoiding fragmenting
experience - and to making
tic in ‘ormation concerning the
hat all training components are

the program - from the point of view of the trainee's
sure that the snhcontractor has accurate and realic
operations and policies of the prime contractor, so t
relevant to company scttings,

- The performance of subcontractors must be monitored by the contracting company.
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Chapter Vil
CONDUCTING UPGRADIMS PROGRAMS

Workers who are already part of a labor force can be prepared tor advancement through
upgrading programs. Upgrading training opportunities are desirable both for workers who
have entered the work torce through conventional channels and for those who have h.d
special basic skills training  such as that provided in a JOBS Program. Basic skills
training has the special purpose of cnabling disadvantaged persons to gain access to good
jobs. Generally, upgrading programs can provide opportunities for all workers to betier
themselves. In particular, they are useful as a vehicle for Affirmative Action efforts.*

During training for upgrading, emphasis is shifted from mastering the current job to
building the employee’s confidence and developing his skills, to enable him to reach
higher goals within his range of capabilities or l¢ mning potential. Upgrading training
should strengthen the motivation of employees so 1iat they will think in terms of
continued education. For career development, for effective motivation, employees must
have confidence that good performance will eam opportunity for promotion.

The 1972 JOBS Upgrading Program provides reimbursement for extraordinary services to
enable entry-level workers to qualify for promotion. Companies may upgrade up to 25
percent of their work force without regard to previous NAB participation. Normally,
employce eligibility is determined by an income falling below the near-poverty index
(85,000 for a family of four or less) and having w.>’ked 12 months with the current
employer without advancement. Exceptions can be granted where entry-level wages
cxceed this index, or wherc minority group members are being moved into an area of
under-representation,

The JOBS definition of upgrading includes a better job and wage increase of at least seven
percent over the amount that merely continuing employment would eamn. If the
prevailing wage represents an increase of more than seven percent, the prevailing wage
must be granted. Wage increases must be granted prior to on-the-job training. If granted at

the beginning of the program, the increased wages are a basis for all reimbursement;
otherwise the current wage is used.

None of the JOBS services is mandatory. Subject to various conditions and limitations,
the following services are available: on-the-job training, English as a second language,
job-related cducation, special counseling, supervisory orientation, vestibule training.

ADVANTAGES OF AN UPGRADING PROGRAM

The advantages of providing an upgrading program are much the same as those listed for
special manpower programs in general. Training workers for more skilled and responsible
jobs in an expanding work force is the most obvious application of such a program.
However, upgrading can be addressed to other important needs.

Increase Productivity

Upgrading training makes possible the consolida on and restructuring of work to
promote greater efficiency and productivity.

*

“A Cleveland foundry, experiencing lagging p ductivity, told the Mayor's
office of plans to shut down its local facility. he problem was referred to

*Groups such as Skill Advancement, Inc. (1969) and Humanic De 4gns Corp. (1969, 1970, 1971a, 1971b) have
devcloped intensive approaches to upgrading, including the technique .nown as High Intensity Training (HIT).
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the Skills Upgrading in Cleveland (SUIC) project which convinced
management to undertake an intensive anslysis of the company’s
production process and occupational structure. This study, financed by
both the company and SUIC, has resuited in a'major reorganization of the
occupational structure into seven basic skill clusters. A training curriculum
for each cluster has been developed, snd COMPany supervisors are receiving
instruction in the use of the materials (Kirsch & Cooke, 1971).”

&
Reduce Tumover

A major reason for high tumover of disadvantaged workers in some companies is that
job-switching is their only way of finding higher paying positions when promotion ladders
are restricted, non-existent, or are closed to them. For example. companies that do not
provide upgrading opportunities have had lower retention rates in the JOBS Program than
those that do. Corporate decision-makers, therefore, are encouraged to explore
thoroughly the feasibility of upgrading plans. They should not be surprised at high
turnover among new hires who know from the start that they have nothing more to offer
in the long run than dead-end jobs.
&

A division of Pacific Gas and Electric Compeny, in Oskiand, California,
was baffled by the high tumover rates among the disadvantaged workers
hired under its JOBS Program. After some unsuccessful sfforts to improve
the program, and thus reduce turnover, the company concluded that the
foot of th: problem was that trainees who were working in field
constructior jobs requiring heavy msnual lsbor could not see their
opportunities of getting into the spprenticeship system, a major route to
better jobs in the company.

The compary now heips trainees qualify for apprenticeship exams, with
very positive results.

A shipyard had very high turnover among its entry-level JOBS trainees
(snd among other entry-level employees as well). Exit interviews revealed
that workers were discouraged by the two-yeer wait required before the
first step upward in pay and job classification. As a result, the company
instituted a JOBS Upgrading Program to enable unskilled workers to move
up two fevel:. within one year, N

&
Equalize Opportunity

Most companies state that once disadvant iged employees complete their training and
move into the regular work force, they compete for promotional opportunities on the
same basis as all other cmployees. Often, promotion is controlied by a union contract. A
closer view of compuny experience suggests that in many cases the (formerly)
disadvantaged or minority employee does not compete on an equal basis for promotional
opportunities, and that he will not compete equally unless specific company efforts are
made to provide such opportunity, and, where necessary, special training.

Meet EEO Requirements

While few companies keep separate records on the promotions of different kinds of
workers, many cite promotions of minority workers, as is required increasingly by
government equal employment regulations. Affirmative Action policies require evidence




that federal contractors are providing upgrading opportunities for minority employees
and are engaged in breaking down seniority and union barriers that resuit in de facto
racial exclusion.* A JOBS Upgrading Program can help companies comply.

&

”On the basis of a recent court decision regarding discriminatory practices
in industry, many Southern employers have been forced to restructure and
integrate separate career lines formerly based on race. In one psper mill,
the previously all-black woodyard progression which had no educstional
requirements, was structured into the regulsr plant job ladder which
required a tenth-grade education. Semi-literate blacks working in the
woodyard were assisted in improving their reading and mathematical skills
through an off-hours remedial program which qualified them for
promotion into the plant progression. Movement into this new sequence
involved no loss of pay or seniority for these men {Kirsch & Cooke,
1971).”

& .
Improve Company Practices

If promotional opportunities are offered to formerly disadvantaged workers, it is
important to provide the same opportunities to all other workers. In many companies
there will be employees in the regular work force who have been locked into dead-end
jobs and denied opportunities for advancement for yeats. Any special upgrading program
should become part of a company’s basic promotional system.

*

As a result of its program for hiring the disedvantaged, one hote! in New
York City expanded counseling services to the entire work force to help
them learn about opportunities for advancement. Counselors wery
stationed in the employees’ cafeterie during the lunch hour, snd were thus
easily accessible. Counselors had lists of all job openings, and could refer
employees to training programs that would qualify them for better jobs.

*

“Tabulated indices of employee aspirations, such as those compiled by
Cincinnati Milacron and Macy's in New York, serve to heighten
management awareness of the occupational desires of the work force.
These systems rely on periodic interviews between supervisors snd
employees in which each worker notes the kind of job or departmental
transfer he would like. In large firms such as these, interview dats are
computer-processed and used to facilitate placement and, in the case of
Milacron, the development of training programs (Kirsch & Cooke, 1971).”

’ %
COMPONENTS OF UPGRADING PROGRAMS

In conducting an upgrading program, scveral approaches are availuble:

Job Ladders

Job ladders describe paths to advancement. Thus, an cinployee hired as a clerical assistant
should be told at the outset about his potential job ladder: from clerical assistant to clerk
to semor clerk to group chief to chief clerk. A rise in pay rate as well as job responsibility
and status would accompany each ascending rung on the job ladder.

*Some federal contractors have been found liable for back pay when found guilty of discriminatory upgrading practices,
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Some companies have clear lines of job progression, but often workers at one level (for
example, blue-collar jobs) are unable to progress to higher levels (white-collar), or even to
move laterally out of their own departmental units to other job opportunities. Mobility
may be hindered by traditional employer practices and by union seniority requirements.
Job ladders generally can be designed with the cooperation of unions to correct these
problems.

* -

In one large company, where there are career ladders in every division, 32
of 130 JOBS trainees were upgraded in their first year of work. As they
proved capable, promotional opportunities opened for them. Other
companies with regular career ladders report similar movement for their
disadvantaged workers.

*

A career mapping system has been developed by the Western Regional
Office of the Internal Revenue Service. All employees recer# the guides to
the system which describe major job clusters, chart the career alternatives,
outline qualifications needed for advancement from one job level ot
progression to another, explain training resources available both within
and outside the organization, and instruct employses on procedures for
applying for special training. These easy-to-read guides are an importe:ni
component of initial orientation activities and support the on-going
personnel development work of the supervisors (Kirsch & Cooke, 1971).”

&
Supplementary OJT

After the employee has completed his basic skills training, supplementary OJT shou:id
begin. It can be provided in special short courses or as a regular part of the job, treating
the employee, regardless of his current level, as ar: apprentice preparing for advancement
to the next higher level.

#

Signal Oil & Gas Company, at its refinery in Houston, set up a special
training program, and created 8 new intermediate-level job classification to
help move long-service, unskilled laborers, whose jobs had been eliminated
by changing technology, into better paying, more productive positions.
The laborers—all black or Mexican-American—were protected from layoff
by seniority. Most were functionally illiterate. The men were required to
attend classes in reeding and mathematics during working hours and
promised that they would be considered qualified for promotion if they
completed the course, Within six months, more than half completed the
course and were upgraded to jobs in the operations department, with
salary increases of nearly $1.00 per hour. The rest were upgraded over the
next year,

&

“Several airlines have developed management-potential identification
programs. Supervisors recommend their subordinates for enroliment in a
problem- .olving and leadership techniques course conducted by a central
training < taff. Although the actual promotion for the individual may be a
year or wo away, this course serves the dual purpose of exposing the
employet to the skills he will need for future assighments, and permitting
managem ‘nt to acquire a more detsiled picture of the employee's
capabiliti' s, Supervisors are informed that subordinate development is an
important part of their job and that assessment of their performance as
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managers will be based, in part, on the success of the people who passed
through their department (Kirsch & Cooke, 1971)."

*
Special Funds

Providing scholarship or tuition funds to enable employces to pursue further formal
education after hours can enhance their abilities to advance on the job.

Supervisory Invoivement

If a genuine upgrading program exists, and there are real opportunities for upward
movement, supervisors can greatly assist disadvantaged employees. They can inform them
of the job possibilities up the ladder, direct them to training programs, encourage and
motivate them to improve their skills. And they can, of course, recommend them for
advancement.

&

Recognizing that promotions are a major incentive for retaining
disadvantaged new employees, a large life insursnce company made
supervisors responsible not only for the trainee’s successful entry job
preparation, but also for “at least one promotion in two years,”
Supervisors knew that their own progress in the company would be linked
to their success in training and developir j their subordinates.

,*‘
Job Restructuring

Where the basic job structure and traditional methods of production create dull,
low-paying, unpleasant entry jobs and little upgrading opportunity for the disadvantaged
(and other low-skill workers), some companies have experimented with approaches to job
restructuring or job enrichment to help reduce turnover and absenteeism and provide
greater worker motivation.

*

“Firms with great awareness of job enrichment techniques have striven to
maximize the individual’s freedom from structure and permit the worker
to operate ‘by objectives.” For example, Tektronix emphasizes unit
construction, thus freeing employees from the rigidities of assembly line
production and encouraging them to use their own judgement in building
products according to a broad range of process techniques as fong as
quality and time standsrds are met. Texas Instruments finds that this
approach is enhanced by heavy injections of clessroom training which
provide the worker with the skills necessary to best structure his job
{Kirsch & Cooke, 1971)."

*
BREAKING THE CREDENTIALS BARRIER

Upegrading is designed to give workers an opportunity to break the credentials barrier.
When employees are being screened out of advancement opportunities on the grounds
that they lack credentiais, upgrading training can provide them with the credentials they
need to advance. The basic premise of upgrading progiams is that employees need help in
order to take advantage of such opportunities. Left to their own devices, only a few
disadvantaged workers will be able to take advantage of upgrading possibilities.
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Advancement to a higher skilled position frequently requires the upgrading of educational
skills. For example, in some companies workers need to be able to cope with proportions
and fractions in order to be able to advance. but not to quality for lower level jobs. In
others, workers may need to know something of basic chemistry and chemical reactions
in order to advance. In such cases, the only way companies can enable workers to qualify
is to encourage them to seek such education on their own or to provide it for them,

X

A company with a record of nearly all-w hite employment teit the need for
upgrading some black employees to sup ‘rvisory positions in order to help
new minority trainees balieve in the ¢ sportunity for themsalves in the
company. Advancement was a8 probler ), because union rules preventod
fiexibility in promotion, and it was aiso felt that the black employees
might not yet have sufficient experience to qualify for supervision.

The company tried to promote a few black employees after one year,
risking severe employee and union reactions against preferential treatment,
The newly promoted foremen could not take on the complex responsi-
bilities of supervision. One problem was a misconception of authority. The
men were too eager to play the heavy-handed “'Big Boss.” Some started to
run street games (numbers)} in the plant.

The company has now started a special “foreman training internship” for
ex-JOBS trainees, which is working very well. Candidstes for foreman
training are recommended by their supervisors, and sslected on the basis of
interview, review of work record, general stability, work attitude and
ambition, after one year of work. The candidate is promoted to a "“clerk”
Position—an exempt, non-union job. He is trained for and performs the jeb
of clerk, but st the same time recelves training in supervisory
responsibilities, scheduling, planning and expediting, and gets sensitivity
training to help him become sensitized to problems of supervising whites,

The next step s assignment as an assistant to 8 supervising foreman. The
candidate holds this job with foremen in different functions throughout
the plant, and gets special help in any arsas of weakness which show up.
When the candidate is identified as promotabls, usually six months to one
year after starting the program, factory managers sre notified, and he is
interviewed for supervisory openings. At this point the ex-JOBS candidate
is evaluated by the mrnager on a competitive basis with all other job
candidates.
%

"Top managem nt at Georgia Kraft Compeny held individual meetings
with selected bl .ck workers to encourage their participation in a special
after-hours rem: fial education program. Since no immediate promotion
could be offered dus to the plant’s low turnover, workers strongly resisted
training and voic :d fear of eventusl promotion into traditionally all-white
departments. B  demonstrating & personal interest in the career
opportunities of these men, management succeeded in overcoming initial
resistance (Kirsch & Cooke, 1971).”
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CHECK-LIST SUMMARY

. Develop entry-level positions that have the potential for serving as a stepping stone to
some specified degree of advancement.

. Develop job ladders and career maps that link entry-level positions to higher positions.

. Perform task analyses to restructure jobs in a sequence that will lend itself to
upgrading training. Enrich jobs and train employees to do them.

. Provide training that is directly related to entry into higher level jobs.

. Whenever practicable, train and upgrade rather than recruit trained employees from
elsewhere.

. Encourage employees to voice their aspirations and try to provide corresponding
opportunities.

. Insure that training for advancement is available to all employees and keep them
informed of opportunities.

. Provide outside training resources for the employee when they cannot be provided
within the company.

. Do away with arbitrary credentials barriers and link educational opportunities to
opportunities for advancement.
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Chapter Vil

FORMING A CONSORTIUM

When a company is not able to conduct all aspects of 8 manpower training program itseit,
onc solution to the problem is to participate with other local companies in forming o
consortium. Or, it may be possible to join an existing consortium if there is one already
functioning in the vicinity. Since the consortium as a training vehicle has been utilized
almost exclusively in connection with JOBS contract funding, it will be discussed in that
context. However, it is a model that can be adapted to other financial arrangements.

WHAT IS A CONSORTIUM?

A consortium is an organization formed to represent a group of companies contracting
with the Department of Labor to hire and train disadvantiged persons. Typically, a
consortium is formed under the aegis of a non-profit organization or is =rcated when a
company takes the leadership in organizing a cooperative effort with others.

REASONS FOR FORMING A CONSORTIUM

Companies without the administrative or program staff, or without financial resources to
undertake JOBS participation on their own, can participate through a consortium. A
consortiuin can reduce the burden on member companies by relieving them of the need
to individually undertake:

e Proposal preparation

o Administrative and reporting procedures

e Negotiation with DOL

e OQutreach and recruitment

e Publicity and promotion

e Skills training (pre-OJT)

e Support services
It is not necessary for a company to form. or join a consortium in order to subcontract for
support services. Companies can subcontract individually or in a joint venture with other
individual companies without establishing any formal consortium.
When a number of companies are each hiring 1 small number of employees, a gr.up effort
may be the most cconomical and efficient manncr of providing special training and
services. Support services jointly provided by a consortium may include such things as:

® A cooperative child carc assistance program

e Counselors for personal counseling

o Mediccl services

e Transportation arrangements from inner city locations to outlying industrial
complexes

e Job-related cducation




® Work orientation programs
® Pre-vocational training
® Supervisory training

Although a consortium may undertake these activitics on behalf of the participating
compar.ics, final legal responsibility for JOBS contract performance rests with the
companies. However, the centralized uniform system of record-keeping installed by
consortium management reduces the amount of administrative paperwork required of
individual con:panies.

A consortium can provide a centrally supported manpower resource to a local business
community that mary companies, particularly smalter ones. could not maintain
separately. Thus, a consortium can be a source of needed manpower.

A consortium also enables the local business community or a group of companies to
consolidate knowledge and resources by pooling their training personnel and know-how.
rather than being forced to compete with onc another.

Finally, consortia are permitted great discretion in allocating funds internally. Thus. they
can respond flexibly to varying needs for support services and OIT. and varying numbers
of training slots.

BENEFITS TO THE CCMMUNITY

A consortium offers benefits to the community by helping local businesses satisly loeal
needs for employinent and training, and by strengthening the commuiity organization (for
example, a chamber of commerce) that may be its sponsor. 1y particular, a consortium
can provide a vehicle for zffective community action to help disadvantaged groupe, wnd
for building good relations with minority communitics.

ARGUMENTS AGAINST FORMING A CONSORTIUM

Some factors have been found to diminish the potential effectiveness of consortium: for
example: .

® When there is small chance of cooperation among participating companics. a
consortium is not a good idea. Thus, when competition among companies is
strong and communication channels between them are limited, consortium
administration may have a difficult time getting started.

When companies cannot guarantee filling job openings on schedule, serious
operating and financial problems are created for a consortium. Filling job
openings at the proper times requires that company management be
committed to the program and view the trainees as hires.

When the labor force requirements of candidate companies are not
compatible, a consortium cannot efficiently manage the training. When onc
company needs file clerks, another needs draftsmen, another typists. and
another tellers, training for each of these job categories presents problems in
coordination for the consortium. The more varied the manpower needs and
kinds of companies, the more sophisticated the program planning and
management must be.

When tl!ere are fewer than a total of 100 jobs definitely available in member
companles, starting a consortium may be uneconoinical, although there are
quite a few consortia much smaller in scope.




Consortia can be complex operations. and reg aire capable management. They should not
be attempted without the help of good organizing, coordinating and monitoring talent.

ESTABLISHING A CONSORTIUM

Any number of small companics may join together to form a consortium. The follo ving
guidelines govern participation:

® LEach company that would be a member of the consortium mus: be
individually cligible and competent to participate.

¢ Companics must be private, for-profit companics or cligible non-profit
organizations.

® Likc other employees hired under individual JOBS contracts, employces hired
under a consortiuin contract must be employed from the first day ly a
participating, employing meinber of the consortium.

® Under the Consortium Agreement, the participating companies jo itly
conduct or provide such training or scrvices as they agree upon, and as set
forth in their joint proposal.

' Some Basic Questions to Be Resolved by Potential Consortium Members

Answers to the following questions will need to be provided by companies interestc.l in
establishing a consortium, before arrangements can be completed:

®  What will be the geographical boundaries of the consortium? The bound:ries
should be related to the size of th~ region served, the labor force available in
the region, and the location of interested companics. A large city might have
several consortia, as long as they are not in conflict with one another; a small
town might nced to share one consortium with another town in order to make
a go of it. Economics will be a deciding factor, along with ease of
communications.

® Where might be a possible location of consortium headquarters and sites for
those training elements not carried out at the companies? The location should
be convenient for trainees as well as participating companies. Sometimes
companies can make space available, but usually special facilities are leased.

® What shall be the procedure for recruitment and selection of the consortium
director? The director should be a good administrator, but should also know
the manpower training field.

® How will the director be paid, if selected prior to funding of contract?
Sometimes it is nccessary for companies to set up a special fund for the
start-up pcriod. Some consortia require an initial contribution by participating
employers to signify their commitment.

¢  Who will have responsibility for preparation and writing of contract proposals,
including negotiation and selection of support service contracts? Some
consortia have delegated this role to a few companies: others have
subcontracted to an outside firm with experience in the field.

Full Commitment by A} Participants

Full commitment to the goals of the NAB JOBS Program is required of all JOBS
consortium participants. This commitment is an essential ingredient for success.
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All participants must understand that the consortium is their program. albeit a joint
program.

Each participating company retains basic responsibility for correct and effective
implementation.

Five Key Steps

Companies interested in participating in a consortium need to take the tollowmg five
steps:

1. Secure an agreement from a sponsoring organization, or a group of employers
in either a like or unlike activity. to participaic in a program for hiring :nd
training the hard- ore disadvantaged.

2. Establish an excc itive committee (consortium committee) to formulate ihe
organization into a consortium and wziic the JOBS proposal. All of the DOL
requirements for a sound contract must b2 understood in order to write an
adequate, thoroughly thought-through prcposal. (The local NAB Metro
provides such detailed information.)

3. Secure participation from a sufficient number of employers to insure that
there will be enough training slots available to support the employnient of a
dircctor and staff. Employers should have available complete and accurate
information about the consortium — preferably written into a document that
can be uscd for ‘narketing and that can then become the basis for a signed
Consortium Agreoment.

4. Devise a plan for recruiting and hiring a project director to write and operate
the program, at tl ¢ earliest possible date.

5. Make certain that all participating companies within the consortinn
understand that the consortium director has the authority to act for their
company as expressed in the Consortium Agreement. Unless this stipulation is
established and upheld, there is very little possibility for success.

NAB and State Employment Service CSRs will assist the project director and/or exccutive
committec in preparing the support service and administrative portions of the JOBS
contract. The participating employers. with NAB assist:ince. must prepare  job
descriptions. job training outlines. induction schedules and an assessment of the
job-related educational requircments for each job category. The consortium manager
should coordinate thesc activities to insure that the project is properly covered and
prepared, and that a workable management plan is devised. He should contact the DOl
funding source early in planning to make certsin that the plans conform 1o guidelines.

Selecting and Appointing a Program Director

Responsibility for preparation of the training plan and contract proposal may be
delegated t.- a program director in cases where it is possible to recruit and hire an
individual a this stage. The program director and operating staff will carry the major
responsibilit * for coordinating day-to-day operations once the training contract has been
executed ani the program is under way.* For the program to succeed, all participating
companics s 1ould accept the authority of the consortium’s program director to act for
their compa: y, as expressed in the Consortium Agreement.

*DOL dues not :1'tow the bidder {prime contractor) to bic the provider of support services, sincy 1t is difficult for the
bidder to take c-urective action on problems regarding the provision of services, if he is indeed the provider of these
services. Also, the piime contractor must perform the program director's functions rather than stheontract this
management authonty.




Detailed OJT plans should be worked out between the program director and cach
employer (with participating supervisors). At every stage, however, it is imperative that
the operational staff report on a regular basis toa fully empowered consortium board of
directors in order to insure that the sharing of responsibility among thosc invoived does
not compromise accountability for adequate planning and operation. Since the program
dircctor is in cnarge of operations, he should assume the uitimate responsibility for all
administrative duties connccted with providing support scrvices, as covered in the
proposal. The responsibility rests with the participating companies for fulfilling the
remaining aspects of the JOBS contract. They must be kept informed (usually, through
the board of dircctors) of the program's status and progress, and continue to take
responsibility by monitoring the program.

All Participants Should Be Invoived in Program Planning and Design

Wherever it is practical, cach participating company should have the opportunity and be
encouraged to participate in the design and planning of programs. Some consortia have
created committees to plan skills training, suppori scrvices, and other program
components, and have staffed these committees with representatives of participating
companies to assure that the ideas and nceds of participants will be taken into account.

Assuring Financial Viability

In a consortium, cach participating company has legal, financial and operational
responsibilities, as spelled out in the contract with the Department of Labor. It is
cssential that these responsibilitics be clearly understood by each company. The
consortium should develop a sound financial projection for the length of the contract.
Lack of good financial planning may place the consortium in jeopardy and create
problems for participating companies.

‘e consortium, it should be noted, will have to shoulder financial responsibility during
the first few months of the project - until funds arc made available by the Department of
Labor. Accordingly, it will be necessary tor member companies to plan for this interim
period, and arrange for an adequate (temporary) pool of funds to cover initial expenses
such as payroll, costs of materials, ctc. Experience has shown that a line of credit of up to
10 percent of the fotal face value of the contract is nceded by noncapitalized sponsoring
entitics to cover the front-end toad common to JOBS contracts.

Mcember companies should also agree on contingency plans for substituting alternative job
slots for those slots thut companies find they cannot fill. Such plans are necessary to

insurc the mecting of time schedules and stabilizing the dollar volume of the entire
project.

Other Required Steps

Consortium management will nced to address many of the same questions that face
companics operating their own NAB JOBS Programs, such as:

e Establishing recruiting objectives and thoroughly training recruiters
e Identifying and defining jobs to be offered
e Developing curricula for skills and orientation training

They can be helped to plan by:

e Gathering infonmation about other sisnilar programs from NAB Metros and by
visiting such programs




e Asking NAB Metros to nihe presentations atout the coasortium modeld, to
oricnt participating companics

e Requesting guidance from local kS offices in mattens pertaining @ job
analysis, disadvantaged target groups. and plans for recruiting

e Identitying community cducational. training and suppaort service fesources
that may be helpful to the consortium and to individual employers (who
should be given a list of such resources)

In addition. during the planning and start-up period, consortium managers will nced to:

e Prepare a list of participating companies and their employer (EIN and IRS)
numbers. and instructions on how to obtain a third-party financial statement
if the company is not listed with Dun & Bradstreet

e Preparc a consortium organization chart

e Define relatic ships between consortium administration and participating
companies (th * principles of operation - program policy  should be explicit
and understoo | by all)

e FEstablish a fiimework for liaison on a day-to-day basis with consortium
administration (participants should establish a relationship with the person in
consortium m: nagement to whom they will go when problems occur)

e Sct up a committee or tash force system for planning. maintaining and
monitoring th. consortium by participating companies

e Plan periodic employer meet ngs to review program objectives and program
developinent

e Establish a timctable for progs am implementation

EMPLOYEES MUST ICENTIFY WITH EMPLOYERS
AND NOT THE CONSORTIUM

A possible danger with the consortium is lack of employee identification with the
company, because of the usc of a training center during traince orientation. If a traince
identifies with the center rather than the company, he may cxperience confusion or
apprehension when he leaves the center and starts OJT.

Every ctfort should be made to avoid isolation of the new employee and his training
program from tlie company. During orientation, this can be accomplished in several ways:

e The training program staff can be mide thoroughly familiar with the
companics, their environment and needs |y visiting work sites and talking to
managers and supervisors.

e The trainec can by exposed to the company cnvironment by regularly
spending som:- hours or days on the job «ven before he goes to the company
setting for OJ1.

e Topics that are strictly company-oriented should be discussed in sinail grovps
with the supervisors themselves or compan s personncl.

Contents of the orientat on program that will be common to all jobs  tor example.
o discussions concerning in« tivation to succeed, responsibilities. prejudice. coring with legal




and financial problems - can be dealt with by the consortium training statf at the
training site.

Safeway Stores, San Francisco Division, started with a pledge of 25 job
slots to be fiiled with trainees from the Lockheed consortium.

in starting the program, Safeway located within the Lockheed consortium
two staff men with prior food experience; one was a former store manager,
the other a food purchaser. These men went to Safeway’s training center
for a week of training. Then they went to a Safeway store and carefully
checked and sketched its layout. After this, they developed the
consortium cursiculum. Safeway donated some check-out stands and the
consortium rented scales and other equipment.

The first group of trainees received four weeks of training at the
consortium in Safeway’s procedures, price fists, etc. Then the trainees
received an additional week of instruction in Safeway’s own school with
its regular new hires. Ail werz able to successfully complete the training.
Safeway eventualiy increased its pledge and loaned Lockheed all
equipment needed in training.

The Safeway program illustrates the importance of a consortium’s
individualized approach to training for an employer’s needs. One industrial
triiner — a3 man with 10 years’ experience in the field — works with
in:tructors to develop a flexible and constantly chenging curriculum. They
try to stay current with employer needs on procedures (employers are
asi.ed to notify instructors of any changes) and so adjust to trainee needs.

%
COUNSELING IN THE CONSORTIUM

Counseling is crucial in a consortium. Counselors should have full company cooperation
and should act as tae bridge betwceen the training center and each company. and
sometimes between supervisor and trainee.

Since a consortium may have 30 or imore member companies and a counseling staff of
perhaps five, euch counsclor must wotk with trainees for several companies. The kind of
knowledge of the job and company frcquently required of counselors has prompted some
companics to 1ire counsclors from thvir own or union ranks, and some companies have

arranged to ha' ¢ their own counselors and consortium counselors work cooperatively in
their program.

Counseling is an activity that in most cases is morc effectively conducted at the job site,
where the counselor can observe the work setting. sense the atmosphere, and talk to the
supervisor and workers if’ necessary. This requires inobility on the part of the counselor,
so that he can visit several companics «very day. By properly assigning companies to each
counselor, the . mount of traveling can be kept to a2 minimum.

,
%
g

A member of the Lockheed cc nsortium give: much credit to the follow-up
counseling provided by the ¢ nsortium for the successful rétention and
performance of JOBS trainees Cou iselors ¢ reck in with employees twice
werkly during the OJT perioc . Supervisors .now. the counselors and can
call them for help at any time The compan will not terminate a trainee

unless the counselor has tried o work out | - oblems and feels that he has
do e all he can.
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One union-sponsored consortiuin resolved its counselors’ logistics prob-
lems by assigning one counselor to a limited number of employers, so that
a counselor could be with each employee a part of each day in a given
area.

In one case, a consortium solved the problem of lack of facilities for
privacy in counseling by provi:! ng the counselor with a mobile office (a
van outfitted as a consulting ro >m), which he could drive to various job
sites.

. J
PARTICIPATING COMPANIES NEED NOT BE SMALL

Consortium membership is cssentially for small companies, but membership should not
be based on size alone. The deciding factor should be whether or not a company has the
resources to undertake a JOBS Progrum on its own. The number of trainces large
companies propose to hire in a consoitium should be fairly limited. cxcept for such
circumstances as when several large banl.ing firms may join together in a consortium to
provide instruction to enable JOBS trainees to meet the high academic requirements of
bank employment. Typically, large companies should not need to depend upon a
consortium for administrative assistance in a JOBS Program.

Many companies not only participatc in a consortium but also conduct their own JOBS
Programs. These companics use the consortium as a source of one kind of labor. and
provide their own skills training in other job categories.

#

A West Coast electronics firm wanted to hire 150 disadvantaged people
through the JOBS Program. The ::ompany has a strong commitment to the
program, but believed it was not equipped to provide the needed break-in
period to prepare recruits for actual work. For this reason they joined a
consortium to recruit, screen, provide orientation, counseling and other
support services to trainees.

. ®
THE LEGAL NATURE OF A CONSORTIUM

The consortium proposal consists of a proposal format. including an individual Training
Plan Synopsis sheet, and a suggested Consortium Agreement form. for completion by
cach participating company. All of the participating companies. as part of the Consortium
Agreement, must legally authorize the consortium to act for them on matters concerning
the JOBS contract. The proposal is sibmitted under the name of the consortium:
however, responsibility for fulfilling contractual stipulations rests with the companies.

The consortium can take on any form « apable of conducting a contract of this nature.
Some of the ways are:

® A specially formed corporation: composed of participating companics that
have been incorporated und:r the laws of a state. specitically designed to
carry out the opcration of a J1)BS contract

® A joint venture: an association (such as partnership or cooperative) of
participating companies joinid together to administer and operate a JOBS
contract ‘




All participating companies involved in a consortium are part of a legal agreement with
the Department of Labor. As companies are added or leave the consortium, the basic
document must be modified to reflect this change. Underlying contracts with the other
members of the group or with third parties are not affected, uniess the proposed
modification changes the overall services to be performed by the consortium for the
participating companies. The Consortium Agreement should spell out the exact services
to be provided by the consortium, and how employers are to use these services.

TYPES OF CONSORTIA

There arc scveral varieties of consortia. The vertical consortium is a consortium of
companics in the same industry: for example, insurance or banking. The arca or
horizontal consortium is a consortium of companies in the same locale, frequently
brought together by a chamber of commerce, and may include several kinds of businesses.
These consortia tend to work best when one or two basic kinds of skills training
(pre-OJT) fit the necds of all participating companies.

Area consortia are, of course, more deeply rooted in community problems and
commitments than some vertical consortia. Some people feel, therefore, that they offer
more possibility of program continuity. Because of the diversity of training needs when
different kinds of businesses participate, they can be more difficult to manage than
vertical consortia. However, since vertical consortia are limited to one industry, they may
be morc affected by cconomic conditions and labor needs. and therefore be morc
vulnerable to changing circumstances.

RESPONSIBILITIES OF THE CONSORTIUM

Among the responsibilitics of the consortium administration are the need to administer
the funds covering the following costs:

® Costs of providing instruction for pre-on-the-job training and required
job-related education

® Costs of providing human relations training for supervisors
® (osts of counselors

® (Limited) costs of transportation, child care and medical assistance programs
(it should be noted that employers can opt to be respensible for these costs)

¢ Costs of administering, directing and coordinating the program, including
maintaining of records for each employee and submission of monthly reports
of progress to the Department of Labor, and payments on a monthly basis to
participating companies

A sponsoring organi,ation such as a chamber of commerce, with help from NAB, will also
prepare the JOBS centract proposal and will act as the agent to negotiate a viable training
program.

The management of a consortium requires alert involvement in each member company s
JOBS Program if it i+ to provide effective leadership. This in:ludes:

® A coordinated flow of paperwork to keep proper records and billings
® Proper supcrvision of subcontractors involved in cach company’s program

® Awarencss of progress (or Jack of it) of the program. to enable corrective
measures to be taken. including helping compunies fill their job pledges on
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time, helping companies with internal organizational problems that arise from
the program, ctc.

RESPONSIBILITIES OF PARTICIPATING COMPANIES

On-the-job training is the sole responsibility of the employer. This portion of the training
program cannot be subcontracted. The employer is also responsible for assuring that each
traince is given all the consortium support services that will aid him in making a successtul
transition into a productive and permanent full-time employes.

THE CONSORTIUM PLANT

Somc of the activities, such as supervisor and new hire orientation, and formal classroom
work, can be centralized and in many cases should be. The central training facility should
be located in a reasonably accessible area. Activities should be scheduled to minimize the
number of trips between the facility and the job.

&

CHECK-LIST SUMMARY

1. A consortium enables smaller companies to take part in JOBS Programs without
assuming the full burden of such program components as: proposal preparation.
administrative and reporting procedures, negotiation with DOL, outreach and
recruitment, publicity and promotion, skills training, supervisory training, orientation.
counscling and other support services.

o

A consortium can provide a useful link between local business. the minority members
of the work force and the total community.

3. All participants in the consortium must accept responsibility for the consortium as
their program, albeit a joint program.

4. The consortium activities should be conducted in a manner that facilitates trainces”
identifying with their employers rather than with the conscrtium.

5. Responsibility for OJT rests with the individual companies participating in the
consortium.

6. Although a consortium is a legal entity, responsibilit; for fulfilling contractual
stipulations rests with the participating companies.




APPENDIX D

TORRANCE CHAMBER OF COMMERCE CONSORTIUM

t9

The development and implementation of a consortium requires pood planhing, extensive
preparation and appropriate resources.  Fhe number of people, companies  and
organizations involved requires expericneed lcadership, to enable all the important parts
to work together in harmony.

The process of developing the Torrance Chamber of Commerce Consortium (Torrance.
California, 1972) illustrates the planning preparation, and resources needed to implement
a consortinm that can achieve its objectives. The following outline lists the series of steps
taken in the course of making this consortium operational, which may also serve as a
guide to others.

A. Preliminary Steps

The Long Beach NAB office held a discussion with the manager of the
Chamber of Commerce and some members of the Torrance Chamber Board of
Directors to explain the nature of a consortium and to see if there was interest
in the possibility of forming one.

Sufficient interest was displayed to suggest that the full Board of the Chamber
hear a marketing presentation given by the NAB ofTice.

. The Board gave approval for the manager to further explore the feasibility of

the Chamber’s being involved. The president named a’ task force of three
members to gather information for the consideration of the Board.

The task force met with NAB personnel, reviewed other consortium programs,
conferred with technical assistance personnel, and recommended that the
Chamber of Commerce undertake the project.

. The Board gave approval to develop a consortium, and gave the task force

power of attorney to act in its behalf. Throughout the development and
implementation of the consortium, the Chamber of Commerce played an
important, encouraging and supportive role.

B. Development Steps

The task force (acting for the Chamber) reccived a number of technical
briefings from NAB personnel and from technical assistance personnel.

Interviews were held with support service companies interested in .
subcontract, and a company was selected. By this time, the task force had
developed a concept of how they wished their program to operate. Thei.
selection of a subcontrictor to perform orientation, counseling and
supervisory training reflectcd that concept.

. NAB. the Chamb:r task force. and the support service company met to

organize a marketing strategy. They agrecd to engage in an organized effort to
market the program to : select group of business organizations in the
Torrance community. A Chamber of Commerce newsletter and a description
of how the consortium would function was handed to each company
contacted. Candidate companies were chosen because they offered good jobs
with reasonable pay. Members of the Board of Directors wete often asked to
discuss the consortium with those companies needing an additional marketing
cffort.




4. A ineeting of all who would be involved in the consortium was held to plan
the proposal for a funded contract. This time a key figure from the DOL
contracting office was present to give his guidance and counsel to the
preparation of the program description. The manager of the Torrance HRD
center was included in the orientation.

5. A consortium manager was carefully recruited and hired. A local businessmiin
with sound management skills was selecied. Fortunately, this manager was an
ex-president of the Chamber of Commerce and a respected leader. He had
proven management skills, as well as broad familiarity with the local business
community.

6. A joint effort produced a good program description with the development
guidance from DOL. Many problems were faced in the preparation und
submission of the proposal. NAB staft, DOL statf and other resources were
helpful in providing assistance to the consortium manager, who coordinated
the effort.

C. Submission of the Proposal

1. When the proposal was submitted for funding, werk began in earnest with the
managers of the participating companies. Mcetings‘were scheduled with all
employers. NAB, the support service company and HRD job placeincnt
personnel each explained their role.

2. The manager of the consortium continued to me: t with individual cinployers

to keep up their interest and to further preparc for the hiring schedule of
trainecs.

3. Additional participating companies were contacte |, and nodifications of the
contract were being prepared even before the proposal was funded.

D. Implementation of the Program

The series of meetings and other efforts to ma:ntain informed, active and
cooperative involvement of all participants led to an efficient and reasonably
problem-free implementation of the program. A sound marketing strategy
enabled the marketing team to achieve the goal of 200 jobs in thc allotted
time.
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APPENDIX E
LCCKHEED CONSORTIUM

The following description of the Lockheed consortium is excerpted from a statement
made in 1970 by the Management Council for Bay Area Employment Opportunities. to
the Senate Subcommittee on Employment. Manpower and Poverty. A Lockheed
spokesman, in an August 1972 letter to HIRI, states that in the two years since the
statement below was made ... we have continued the operation . .. and our success
ratio has improved at least 5 to 10 percentage points. For the past two years, the program
has differed only in that there have been somewhat fewer companies participating
because of the economic impact of the "educed electronics and aerospace business in our

area....”
&

“In carly 1968, with the initiation of the National Alliance of Businessmen. the
Management Council for Bay Area Employment Opportunities, working with the
Lockheed Missiles & Space Company. collected a group of large and small Bay Area
companies into an operating consortium ind in July 1968 started the program .. ..

How thc Consortium Works

“The program is operated in two basic sections, a pre-OJT period of four weeks and an
on-the-job training period of eight-to-sixteen weeks. During the pre-OJT period, the
trainee reports to one of the two Lockheed Missiles & Space Company training facilities:
during the OJT period, training is at the trainee’s regular work position at the member
company plant.

“During the pre-OJT period. trainces ar collected into classes of four to eight people, all
being trained in a single work categor . Each trainee is on the payroll of a particular
member company, and receives his pay heck from the company. All trainces receive the
samc wage during the pre-OJT period- $1.75/hour. This period is used for medical and
dental examinations, remedial ecducatioir where required, preliminary vocational training.
legal and financial counseling, and gencrally addresses the basic problem of preparing the
traince so that he can perform in an acceptable manner when he appears on the company
floor....

“During the OJT period, each trainec r:ports to his parent company and enters the OJT
portion under the immediate supervisc r involved. His counselor at the consortium is in
contact with the traine * and his supervi: or during the initial adjustment period to assist in
any problems which may develop.

“Becausc the groups are small, each cliss is tailored to the particular nceds of the jobs
involved. The four-week program is set up after discussions with each company involved
and examination of the actual work arca and job operation. Each traince’s instruction is
supplemented as much as possible with basic work materials used within the cmploying
company...,

“Skills training is started within thc firt days of the pre-OJT period. so that the trainec
knows the job is ‘for real’. Each job-iclated skill preparation program is established in
small but definite increments of learning, so that the confidence i thc trainee can be

built up with successful accomplishment before proceeding to the :.:xt difficulty level of
operation. . . .

“One key counselor is the instructor, but another field counselor works with the trainee
(and the instructor) during his first few wecks to try to resolve any potential limitations
to full-time employment. ... The fiell counselor continues working with the trainee
after he starts his OJT period. The counselor contacts both trainee and his supervisor at
least twice a week for the first few weeks of the OJT, and reduces his contacts only if the
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trainee is cncountering no difficulty in his program. If the trainee is experiencing
difficulty in some area which can be improved at the center, he can (at the suggestion of
his supervisor) come to the center for some special tutoring in the problem area, and tiien
return to the OJT program. If a trainee is just not working out at the company, he carn: be
returned to the training center and removed from the company's employment. At the
center, he can be placed with another member company, retrained in another skill in a
‘second chance’ operation, or dropped from the program depending on his attitude, the
problems he has encountered, etc. ...

“The immediate supervisor of each trainee is given a special sensitivity training program,
generally about four hours during the pre-OJT period. This includes a discussion of the
general problems of the employment of minority and hard core disadvantaged persons
and covers details of the performance to be expected of the particular trainee,
information on problem: he may encounter, information on his home environment, ctc.
During the last weck of pre-OJT, therc is a discussion between the trainee and his
supervisor, with the instructor acting as a coordinator for the initiul portion of that
discussion, and later supolying information on the trainee's strong and weak points. ...

“By minimizing the paycrwork required of the member companies, by consolidating the
initial training and suj port services, and by removing the financial risk from the
individual companies, t e program encourages a wider participation by business and
industry. Lockheed, op: rating under subcontract to the Management Council, provides
the administrative oper: ions, is the single source for all required records, provides the
capital required in the )} crformance of the program and supplies all bills and reports to
the Department of Labor. Member companies provide the jobs, and the on-the-job (O.T)
training to the trainees. 1.ockheed operates two training centers, one in San Francisco : nd
one in Sunnyvale. ...

Success of the Operation

“By April 1, 1970, over i 000 trainees have entered the program. The successful retent on
through six months on the job is almost two out of every three trainces, and about 1/3 of
those leaving during the six months period are for normal turnover reasons: pregnan:y,
sickness, retumning to school, going into military service, moving out of the area, takin: a
better job at another company, ctc. Thus the success ratio is actually almost three out of
four, and this is with almost no requirements on the trainees coming into the progrum.
About one of every six that have entered the OJT period have becn upgraded or giien
merit increases in wages. ...

What Has Been Leamed

“There have been cccasions when the trainees selected by CEP or CSES are badly
matched to the job - trainees wanting outside work sent for office jobs, and vice ver-a.
These generally become program failures. . . .

“By und large, however, the reason for failure has been poor attendance, and tais
generally is a symptom of poor motivation. The 4-weeks pre-training period is not a
sufficiznt period to motivate those trainees who just aren’t very interested in working,
and once in the OJT period, additional motivation efforts have been very ineffective. In
motivating the trainec who wants to work, but is insecure in his ability to hold a job, the
consortium operation has been largely successful; but in motivating the trainee w0
appears interested in only a few days pay and is outwardly antagonistic toward

employment in holding a full time 40-hour a week job, the consortium has had liztle rcal
success.

“On the positive side, we have learned that relatively few trainces ¢ innot be taught the
technical skills of an entry-level job, even with almost no ‘job-matching’ in traince
selection. Young women have become adequate typists in a matter of weeks, even when




they have had no typing experience of any kind, and the same is true of keypunch
operators, foud clerks, telephone operators. electrical assemblers. ete. Without the
pre-OJT period of skill training, however. maay of these job cutegories would not be
made available as ‘entry-level’ jobs. .

Role of the Large/Small Companies

“The consortium contains large :nd small companics. The large companics provide the
base jobs that lend stability to the operation and the fluctuations of the needs of the
small companies operate about this base. The large companies also act as ‘buffers”: should
a small company encounter a lay-off situation, the larger companies may be able to
absorb a trainee caught in the layoff. And sometimes when a small company has a sudden
need for a trainee, and cannot hold the position open for four weeks, a trainee can be
switched from one of those in training ror a larger company. The larger companies act as
responsible reviewers of the success or weakness of the program, since they take on
enough trainees to see the broad results.

‘“‘However, the large companies also gain in many ways. They can fill those jobs whem
they only have openings for one or two trainees and still get the pre-training done
effectively. They gain the knowledge and experiencc of the efforts of the other
companies and can benefit from any new approach which works with a member
company. ...

“The consortium makes it easy for thic small company to participate in and stay in the
program. They are given assistancc in all parts of the program. They have no
out-of-pocket costs to finance, since they are reimbursed monthly for their costs in the
program. And should they have a run of onc or two poor trainees (with no fault on their
part), they do not suffer any financial loss which would turn them against continuing in
the program and taking another trainee.”
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THE FIRST YEAR OF OPERATION
FEBRUARY 1, 1970 TO JANUARY 31, 1971
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I - MILESTONES

Every milestone outlined in the Lockheed Watts-Willowbrook Plant®
Project Flan, cated 1 May 1969 vas either met ur beaten:

A. Initisl staff at the plant - 19 January 1970

B. First group of 25 trainees hired - 2 February 1970
C. Start transfer of tools and equipment - 1 March 1970
D. First production effort - 30 March 1970

E. First assemblies shipped to Burbank - 27 April 1970

11 - RECRUITILG THE SCONOMICALLY DISADVANTAGED
>y

Prior to the opsning of Lockheed's Watts-Willowbrook Plant, we had

been counseled oy many recruiters from other companies vho said they

had experienced great difficulty in locating job-interested poor
people. They t>ld us that anyone who wvanted to work vas working

’ and they gave u; a dozen reasons why ve would not be edle.to locate

acceptable job ipplicants.

-

On Januar. 12 aid 13, in 1970, Al Lopez and John Mance interviewed
more than forty (40) applicants at the Compton HRD office and the
South Los Angel:s Service Center. They could have selected the

2L men who were to begin training on February 2 before the veek vas
over. Hcsever, we wanted an exceptional pilot group and 90 ve made

our selec-.icns :lovly and carefully. It paid off as noted elsevhere
in this documen ..

On the cold, fo;gy morning of January 19, 1970, John Mance arrived
at the plint si e to be greeted by Plant Manager, Bill Schwentner,
and vhat ippear:d to be half of South Los Angeles. Between 8:30 a.m.
and 2:15 ».m., .‘ohn talked to 225 applicants, eight more the' we
would sub:iequen'.ly hire in the course of our entire first year of

“IOTE: Lockheed's Wa!ts-Willowbrook Plant is physically located in the
Watts Industrial Park, a community industrial park created under
the auspices cf a nonprofit group known as the Econamic Resources
Corporation. The ERC is an Economic Development Administration
funded corporetion headed by a board of Los Angeles area business
leaders.: They are engaged in a comprehensive program of economic
redevelopment in the South Central Los Angeles community. Since
this important urban project is vorthy of independer’ study, no
attempt has been made to treat their activities in this report.
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11 - RECRUITING THE ECONOMICALLY DISADVANTAGED {cont'd)

operation. Further, more than 6,000 persons applied at the Campton
HRD office, the South Los Angeles Service Center, or at the Watts-
Willowbrook Plant for work during our first Year. The volume of
our applicant traffic dispruved the popular notion that welfare
recipients enjoy their plight.

During our first three months of operation, we hired no women.
Applicant traffic was averaging about 100 persons per week, 25 per-
cent of them women. In our April, 1970 training class of 24 Job
Skills Trainees v'e hired our first two women. The community grape-
vine then went irto high gear and women applicants outnumbered men

from May to August. At the ssme time, weekly traffic increased to
approximately 12¢ persons.

In keeping with the community industrisl park concept of the Watts
Industrial Park, preconstruction policy decisions were made to
recruit the Watts-Willowbrook Plant work force from the immediate
comnunity. By this method, the economic impact of the program

} could be multiplied as the lockheed peyroll dollars stimulated
second and third generation economic lienefits in the adjacent
neighborhood. This added standard for plant operation presented
no real problem. An actual advantage might be cited since we now
find that the majority of oir work force lives within convenient
walking distance of the plart.

The one recruiting problem we had was locating interested Mexican-
Americans. Several were interviewed prior to hiring trainees for

the first class but most of them were under 18 years of age.

Further, and we are certain of this, many Mexicen~Americans thought
that the plant was located at this site to mccommodate Black people
only. This thinking prevailed in spite of the fact that many Mexican-
Anericans live in Watts, Willowbrook, and Compton. The Mexican-
Americen "problem" vas solved by aggressively acknovledging our need
for deserving people of all ethnic origins. We engaged the services
of various community leaders and Mexican-American members of our stafr
at the plant. As a result, the percentege of Mexican-Americans hired
rose from 0 in Feoruary to 12.4 within e few months.

111 - SCREENING OF APPLICANTS

We arrived at several conclusions, in screening applicants, that may bLe
of value to otherc. Job int:rviewers must not only know the science of
interviewing, but must know how to relate to people whose lives have
been more a pattern of failure than success.

In screening the economically disadvantaged, it is important to under-
stand "nat a man ic not without intelligence just because he ig poor.
A condescending or patroniziug attitude exhibited by interviewers will
kill a program before it starts.
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SCREENING OF APPLICANTS (cont'd)

Testing should.be held to an absolute minimum. Do not consider for
hire only those persons whose test scores indicate promotability.
As one HRD representative in East Los Angeles said: "When a
Chicano gets a Job in East Lo$ Angeles, it is a promotion in
itself."

Although certainly possessed with adequate intellectual capacity,
hard-core employees do poorly in written tests because of
certain economic disadvantages and a lack of formal education.

Do not require a man to read at the sixth grade level if the Job
for which he is to be trained requires fourth grade level reading.
Make the training and the job reachable goals, but not a Sunday
school picnic. You will be respected for this effort.

Finally, do not select and hire indiscriminately, as if the name of
the game were to load your program with bodies as quickly as
possible. As long as Job resources are scarce, and as long as you
are offering a hand up, not a handout, hire those persons who seem
genuinely interested in working. They are many in number.

TRAINING

It is important to note that this facility was designed to operate

as a legitimate and integral part of the L-1011 manufacturing system.
This is a production plant, not a training unit. Our graduated
trainees remain with the plant to become the line workers and
supervisors responsible for the manufacture of major structural
components of the Lockheed TriStar.

Phase 1

We opened with twelve weeks of occupational preparation (vestitule)
training. This was conducted in four spacicus classrooms and in a
9,000 sq. ft. skills training shop area. The snrop area was isclated
from the manufacturing factory area and completely equipped with all
the hand tools and floor mounted power tools necessary to build the

fifteen progressively more difficult training projects required by
the course.

We found it was important to isolate the trainees from the production
area during this first training phase for the following reasons:

A. The trainees can learn without outside distractions.

B. They have a greater incentive to do well during training
s0 they can graduate into the shops.

C. The tempo is much faster in production. Trainees are
motivated to accelerate their activity from the more
leisurely pace they were accustomed to in training as soon
as they are upgraded into the production shops. Ir other
words, except for on-the-job training, training and
production activities should be kept separated.
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1V - TRAINING

v -

Phase i (coni'd)

Approximately 30% of the tzalining time was devoted to clussroom
activities which inciuded origytatic: into the work envirvomment, aatle,
work-related education such a8 reading cumprehension, shop mathem :ios
and blueprint reading. fThe triikees were tuken on tours of the [ nal
assembly lines at the purent j:ant so that they could see the fun-t on
their assemblies would serve i1 the completed airplane. The bal-wce

of the time, the trainees were taught the use of toouls and h.w to buiid
sheetl metul assembly projects upproximatiing the actual aeros =nce :ark
Lo which tney would be ussigned uporn graduation.

Minor medical care was provided, rauging from emergency dental wo-k *.
procurenent of eyeglassec where needed.

”~

‘The truinees were paid $7°.13 jer hour for the first four weeks, £'.306 rer

hour for the second four, $2.76 for the last four o" the tweive w:ek
period.

Phase «

The nex® tweive weeks we:re sp:--nd in cn-the-job training in the shup as
ascsembly helpers. During thi: period, trainees received further
instruction from their instructor and through the use of what we ~ull
the "Buddy” system. (See Item XVII) Average pay rate was $5.°% .er
hour.

Phase -

———

Ufon su:cessful completion ot Phuse .’, the trainees were again up radsd
t¢ a hiher factory cluassifiction, still under the tutelage of t.:eir
"t uaddie ." Some who progressed faster than others were successfu.ly

uj srude t %o leadman. Averuge rate here was $3.75 per hcaur.

E1idN1C MIX

A.  53.5% Placke; 17.4% Mexican-Americans; and 4.1% Puerto Hicais,
Couth Americans, American Indians, Japanese-Arericans, and
Caucasians. ({These figures approximate the racial m:.x of the
community in which the plant is located.)

B. 3ta:f

& weil-meaning but uninformed visiter once asked the Caucasian
plan® manager il he had any minority people on his staff. The
answer ne received was, "Yes, four - two white supervisors, a.
engineer, and myse.if.
The actual statistics. follow:

Black Mex.-Ame:, Whit

Cournselor 1l 0 0

Galaried Mfyg. & wiaison Engrs. 1 1 L

Calaried Training Instruclors T > Q

First Level Superviscrs 6 1

Secund Level Monagers ) 3 0

Plant Manager 0 0 i
Total 20 o h
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VI - TRAINEE STATISTICS

A. Hired - 217
(184 male, 33 or 15% femule)

B. Terminations - 39
(38 male, 1 female)

L. Heason tor termitation:

. Company Initiated

Absenteeism 21

Unsatisfacto:y Probation 3

Violation of Company

Rules 3
Total 27

b. Voluntary Te:minatiocn:
Military Induction 1
Voluntary - !ealth 2
Voluntary - f{nother Jcb 3
Voluntary - lersonal b

Total 10

Total Bmployee Turnover 17.9%
Total BEmployee Retention 8-, 15%

2. When Terminated:

During frirst twelve weeks of trairing - 20

During on-the-job training ir the shcp - 19

i« Trainees with arrest and conviction records:
Proving a point that a great number of people with certain trpes
of problem: in their past can be more motivated to make good
is the £ . - ing statistic:

Hired with criminal records - 38.7%#*

This figure is exceptionally good W:-=n compared with nationwide norms for
new plant operations of any description.

#%  Excluding traffic violations, but ir :luding narcotic possession, g:ambling,

drunkenness and disturbing the peacte. Two people had been involved in
rotbery, and one in cattle rustling.
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MANPOWER BUILDUP

Targeted production manpower buildup at the end of the first year was
to be 100 trainees and 29 experienced workers (the latter transferred
from Burbank). However, our experience with the first few groups .r
trainees was so encouraging that we accelerated the introduction of
trainees into the 12 week job skills training phase, :uid subsequentiy
into the shop, and reduced the number of experienced worker transter:s.
Thus, at the end of our first year, we had 150 trairees and had
transferred only 1Y experienced workers from Burbank. This acticn
allowed us to increase our year-end trainee level by “0%.

PRODUCT LINE

During the initial planning phase for the plant, subassemblies con-
taining high density work for the Model L~10iLl were selected for
transfer from Burbank. The transfer activity was scheduled so as tc
provide work for each class of trainees on the day they graduated to
their on-the-job training phase in the shop.

These included Fuselage Bulkhead seguents (470 per ship), Cargo, Galley,
and Transverse Floor Beams (95 per ship), Honeycomb Floor Boards
(approx. 3,000 sq. ft. per ship), and Insulation Batts (3,000 per ship).

Because trainee performance exceeded our original estimates, we were
able to take on additional work, including meny sriall periodic
assemblies and primary structures as well as exte:ior skin panels for
the Aft Fuselage. (See Item VII)

Exclusive of the Insulation Batts, these assemblits require the drilling
of 150,000 close tolerance holes and the installation of 150,000
fasteners to assemble approximately 37,000 detail parts per ship. They
are then cleaned and painted in our modern, semi--utomatic processing
and paint facility. During our first year of ope-ation, over 5,000
assemblies were produced and shipped to the Burba:.k and Palmdale
assembly lines.

SUPERVISORY RATIO

Gur average number of employees per first line sujervisor was 21 as
compared to ratios ranging as low as 5 to 1 in some hard-core plants.

We were atle to successfully operate at this higher number due to:
(1) the high caliber of supervisors we selected, (2) the excellent
training the employees received, an-u (3) the outstanding spirit and
motivation displayed by the trainee:.

PRODUCTION EFFICIENCY

Once trzined, cur people took to production like -lucks to water.
Their native mechanical skills, tempered and upgraded by their initial
12 weeds of vestibule training improved with each day of on-the-job
training in production.
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PRODUCTION EFFICIENCY (cont'd)

Also, as they became accustomed to Lheir new assignments, a natural
competitive team spirit developed among the different groups. This
was stimulated through the posting of production records, rewarding
the best performers with Awards of Achievement, Man of the Month Awards,
and by promotions to higher classifications. Personal appreciation,
extended by higher plant management, to outstanding achievers seemed to
stimulate better performance. low learners were tutored, and the very
few who simply "played games" were either "motivated" or terminated.

Plant efficiency is best demonstrated by the fact thut production
performance of the plant, as measured by standard hours produced "per
40 hr. man," led all other plants engaged in Model L-1011 activities,
and by the end of the first year, the Watts-Willowbrook Plant guve
back over 10,000 man hours of its direct labor budgets to the Burbank
Plant. The dramatic savings produced at this plant is in direct con-
flict with reports from other "hard-core" plants where they have
suggested that a break-even point cannot be reached until three years
after start up.

COST REDUCTION

Improved operating methods iotaling cost savings of $223,000 were
approved and implemented at the Watts-Willowbrook Plant during this
period. Additional cost sa ings are in process.

QUALITY

Exacting quality is a must (ue to the critical structural requirements
of the airplane assemblies produced in this plant. The work force has
received a number of commendations for the consistently high quality
of its product.

The first group or employees to qualify for Zero Defect Awards was
the Dept.. 23-32 processing and paint group which processed over
3,000 a: semblies with no errors. Several other employees received
individial awards.

#

ANNUAL PAYROLL

By the «nd of our first year of operation, we had an annual payroll of
$2,087,!52 which consisted of $1,750,8¢0 for hourly workers, and
$336,99° for salaried personnel. Because of our employment pructices,
the bull. of this money flowed directly into the Watts-Willowbr: ok
communities. As a basic industrial plent with no need to markct a
product in the economically depressed community, the cash flow is

entirely positive - requiring no offset or drain of community
resources.
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SAFETY

In line with the compal) peeicy to troride _ute workiny coiactien

fur its empluy;es, a workmun's Jaely ‘crenittee wan Sormed ot oth
truinees. ‘This group meety Jn v i ity basis a0 charge s wit,
respons ibilily r'or uncover.iny =na ooprting potentan. ately husaea .
The Cindings wre aiscussed anodet - 0ty Lhe plunt General ety
commitiee, (Cuivrective action (o 0 wien whele necossaacy and Jdocue " ed,
Bach member of this S-man tewn o provided with o Jivt (netiy » foce e
Satety Badge. Members receive repilur safety ta.'etins and satet
instractions.

CREDIT' UNION PARIICIPALION

We have encoiraged thritt among our crployees and have Lelped “ne . con-
solidate outside debts into a lower irterest rate credit union lcw t.
eas¢ their prior financiul burdens.

Of the 243 hourly employees in the piunt as cf yewr end, 194 (3o, :7)
were saving with the credit union. A' the same time, credit uanica
loans totaling $3u¢,24.2 were made tc the trainees.

AT ENDAHCE

We understand that attendance has beer . major problem in other
"disadvantaged employrce” plants, und the Watts-Willcwbrook Plant was
no exception. We found there were genernliy two critical periods in
an employea's tenure when he wws vulnorable.  The first one was during
the iritial training porid when thes 'rst blush of excitement 