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PREFACE

* The complexity and novelty of the revenue-sharing congept embodied in
CETA has called attention again to the need for cooPeratiol and coovrdination

in government if manpower services are to be delivered efficiently and

effectively. The problem of coardination is as old as the original legisla-
tion which created these manpower programs, awarq}ng joint jurfkdiction and
o%ﬁrlapping authority to agencies charged with servicing clommon clients.

Consider MPTA, which mandated that programs of on-the-job training would be

administered by the Department of Labor while programs of classroom

. (institutional)  training were to be administered by the Department of
.Health, Education, and Welfarc . Left to the parties was the management

. problem-how to coordinate the two training programs for clients who needed

both. ’ e

Jeint respeonsibility over clientele and oJerlapping authority were only
tﬁé of the many administrativé problems which arose during the creation of the
new prog?ams.\ Another critical issue was ;he continually shifting program
focus, or in management termg "conflicting objectives,” which persist to this
day. A particularly sharp shift in focus, for example, occurred in the mid
1960's as federal peiicy-makers' chénged the griginal MDTA focus on job
displacement from automation to a focus on‘bouth and the disadvantaged.
In;tead of the task being one of retraining experienced workers, it now
Pecame one of introducing ingxperienced persons (many marginal in their
productivity) to the sophistiégted world of production, persuading employers
ga;hire them, upgrading people already on the job but wanting something
better out of work, and aiding people held back in their work by lack of
training or other handicaps. The Equal Opportunity Act {and the Community

Action Agencies set up under EOA) broadened and complicated the administration

of manpower policy. [0A spread these responsibilities breoadly across govern-
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ment, {included clients in the administration of programs, and reiterated the
emphagis upon the unéﬁployed and the underemployed poor. .
As the economy changed in the mid 1960's, the emphasisJiﬁ manpower
programs changed also. In 1966 President Johnson announced that for 18
months 65 percent of MDTA training slots would go to disadvantaged applicants,
and 35 percent %o upgreding persons in labor shortage "bottleneck" occupations
which threatened to-contribute to higher rates of inflation. But, as we now
know; the‘"bottlenecks" developed too fast and the upgrading progressed too
slowly for the policy to have an effect. There were more changes in 1966:
expanded training opportunities for persons over 45 years of age, subgidized
public employment programs for older w;rkers, patf-professlonal jobs in human
services agencies, and special impact expénditures in cities for human resource
development and capital investment.
- By the end of 1966 annual appropriations for MDTA, the Neighborhood Youth
e Cééés, Work Incentive Program, New Careers, Special Impact and Operation
Mainstream were one billion dollars; adding the Job Corps and an expanding -
Employment Service brought the total to two billion dollars.
To meet the administrative challenges induced by thé shifcing focus and
growing complexity of manpower programs, im;roved linkages among departments
" were attempted. In 1964 executiv; orders created a President's Committee on
ﬁanpcvsc, an Inter-hgency Committee on Education to coordinate prograﬁs, anﬁ
an Economic Opportunity Committee to coordinate all federal anti-poverty
programs--all cthree of which had overlapping functions. Experimentation
. occurred with one-stop service centers to reduce confusion for the client.
Skill centers were establishad Lo bring all related services under one roef.
The Concentrated Employment Progrém was devised to bring clients, services,

and employers together in local areas. The Cooperative Area Manpower Planning

System {CAMPS), which some belicve was the precursor to CETA, was created to

improve program coordination at the state and local levels of government.
Ve
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An added dimension of complexity occu;red with the passage of the Emergency
Employment Act of 1971 which contained a Public Employment Program {?Eg) and
provision for crénsitiou into non-subsidized jobs.' This was the first_
application since the New Deal of job creation by government as & counter-
cyclical tool during periods of high unemployment. With the advent oé PEP,
programmatic actions and policies‘existeq at all levels of goJernment; means

of coordinating activities and of managing public and private interface was
L1
necessary. T,

After eleven years; the MDTA was phased out. It was & victim of the

multiplihity and massiveness of its own programs, haste with shich these
-

\ "
_ programs had been created, the complexity of putting peo?ifzgg,wafk, the
large number of relatfonships and linkag;s'ifjglggdf’fﬂé cost, the public

impatience with such expenditures, qgg,&hé’scafcity ¢f resources in relation

" to the rumber of unemploygg,whﬁfgggéed aid. In its p.ace was created the
- // . '/
{omprehensive Egpio?ﬁ;nt and Training Act.
- /\- - }
CETA was and is an effort to rationalize the galaxy of manpower programs
/

L .

and efforts by focusing them at the local and state levels of government.
The Act was a hybrid, decentralizing decision-making in some areas and
H

preserving substantial federal control in others. [t reflected the rhetoric

agsociated with the "New Federalism™ which declared ti&t locally oriented

progréﬁs are vest administered by those ;losest to an area's needs. Under
this arrangement the federal government was less dominant than in the past
in matters ofﬂorganization, funding paﬁtern?, and institutionsal arrangemeqts;
state and local government grew in influence. _

Locking back over the problems of deiivery as they evolved from MDTA to
. CETA, it is possible to draw one¢ important lesson: the manpower people fdiled

. ’

to take tﬁe'essential step of identifying.measures by which to implement their

ideas, in spite of the fact that they asked the right questions about the

economics of labor marketl problems and the politics of delivering manpower

Q _ J7’
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P services, and. then went on to creatively identify alternative solutions.

-

HOreover;ﬂthe assumption was made that almost.anyone with comnon sense could
- " ‘ B

manage.a program or an operatiot.. However, the job would prove to be much
more complex.
Practically overnight 400 prime sponsors became respounsibla for deciding

difficult administrative questions, making choices among programs and people

to b® served, and establishing priorities: who should receive sarvices; who

LW

,sﬁbulﬂ be excluded; how can effective services be produced; how can good working

~

reélationships with other organizations be developed; how can a marginal

worker be turned into & productive one; how does one know when a program or

activity works or does not work, or {s better or worse than something else;
what prog%%m or activity has done the most or the least good and how does one

;7 ™y .
méesvre this; how can CETA turn'potentially deséruchOe agency competition

J

o

into a positive relationship? . —

While the researcherd strugglé with thege questions, the CETA operators
) without the luxury of time must daily develop ad hoc responses./ And in the
process of dealing with these problems they themselves have come to think of

h‘-Mﬁ"Lhé;é_%uestiéﬁé_in-éeneric manegément terms. Iﬁ their owﬁ hords,as‘you wiil
see in the Introduction to this report aﬁd in the Appendix to the Introduction,
they ars asking for help in how to deal with conflicting rules .and regulations,
‘Ehe need for effective communications, competition cover turf, goal incongruence
and role confusion, planning cvcle ppoblems, and linkage problems with other

‘hgencies. .
Private sector management has known the answers to these questiéns fér

some time. Why hasn't the relevant private s:ctor management knowledge and

experience been trznsferred to the public secéor? This lack of transference

may have arisen out of che notion that management in the public sector was

different from private enterprise; that such knowledge could wot be trans-

ferred, possibly because manpower administrators came mainly from other

Q : 8




disciplines and fields, such as economics, education, social work, the behav-
ioral sciences, an&lfew from management. Furthermore; few if any business
schools, focused their attention on social programs--perhaps because c¢f a bias
against govertment programs--leaving the training to public administration
schools. Another source of resistance at the local or community level may

be the fact thet many local manpower leaders come from the Community Action
Agencies where they often saw management {hureaucracy, rules, values) as the
proﬁlem, not as the solution to their problems.

Regardless of the reasons why help has not previously been forthcoming,
we have respondpd to the request ofjtheée local operators by providing in this
report several management models which deal directly with the prbb}emé they
raise; also included is a workbook to help them learn applications of these
models. We call the.reader's attention to the sections on problem identi-
fication, communication, implementation, planning and budgeting, and applying
the models.

Our sessions with the operators told ¢s something else. They told us
that beyond the problem of arranging the delivery of manpower services are
evén more basic'problems--a need to understand the employer's perspective on
the labor market, the employer's behavior in the labor market, and the
implicati;n of this understanding for the =uccessful operation of any job

readiness and placement agency (in effect, the CETA function). Thus, there

is a need to supplement guantitative labur market data with qualitative

information. CETA operatort need to knowlabout employer requirements, the
work environment, the opportunity structure, work rules, and the readiness
of employers to accommodate marginal or near marginal workers (especially
in loose labor market situations).

Ourjstudy showed the need for intermediaries such as CETA to be jnformed
about the qualitative aspects vf the supply side as well: the oreferences

and attitudes of the individual as they might affect job readiness or icb

9
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TN survival. These might tnclude willingness to undargo discipline and accom- .
modate to the pace of work, to commit to the orgakizatiog'p goals, to adapt
to prevailing customs end practi;es such &8s dress stylgs, and finslly, the
person’s need for sutonomy.

‘Acquiring a job and performing it successfully isfbtherefore, the«wend
product of a comglex of transactions and interactions imong public ard private
institutions, pubiic and private programs, remedfal institutions, facilitative
agencies or persons, employgrs, education, labor, and a variety of govérnment

- . agencies at various levels whose functions are often overlapping, sometimes
competing. The questions of what information, how to collect it, and how to < .
use it are, dealt with in the two models entitled Information and Public-Privaée

-

Relationships..

‘ What lessons can we draw|from this study? We suspect that a cost-benefit
analysis would show that it wpuld pay to distribute existing wanagement
knowledge more widely and usé¢ it more intensively; that research with respect
to qualitative information about work, values and preferences as they affect
Job access gnd suczess would be helpful to intermediaries; that resecarch into the
linkage between traini;g and education to ec;nomic development of the states
and their regions would advance the-causa of enlarged employment opportunity
substant{ally. .

In the course of this and ir other earlier manpower studies a curious
contfast betheen public and private organizations which administer manpower
and programs began to emerge. Among the areas of knowledge needed by both
public and private administrators two stand out: labor markee theory and

- behavinral theory covering both individuals and organizations. The curiosity
is that whaile managers in public sector organizations are familiar at least
in general terms with labor markets and their relationship to administration,

they have pinimal acquaintanceship with the behavioral elements of management:

quitg the reverse is the case with private sector private enterprise firms.

ERIC | 10
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Why this is has not been determined but it seems clear that each apparently
has something to learn from the other.

I1f this volume helps to improve the operations of CETA, that is good.

If it encourages expénded research into public and private maﬁagement, that
too is good For the research team on this project the exvwerience has been
informetive--an intensive learning process. We hope it will help further
development’ of knowledge in this field.

No undertsaking of this magn;gﬁde 1s‘;ccomplished without accumulating A
large number of debrs. Many peop%e supported our work on this project Dick
Brunner of DOL, Hagvey Lorberbaum and Carol Sghloss of .'EW, and Chet Shura and
Nora Lorberbaum of the EPA hgve been valusble resources with respect to their
own agencies from the infﬁia&ion of our own efforts. Kent Wiley, L?is Feldman,
al.d Barbara Crisenti, all of DOL, have been invaluable in assisting us with
necded information and reinforcemeént. Jean Baron and Cynthias Goldring have
helped us keep our feet on the ground throughout by poring thﬁough many
documents and by visiting case sites in order to:hecomé an iﬁgtrumen&hl
liaison between our office and our‘ciients: Harry Crane as¥isted on the
cases Sanna Hens was &n exacting editor. Finally, Judith A. Moylan,
secretary vo the project, has been an integral .part oi our work from the
beginning. MHér caring and meticulpusness totally supported ou?'efforts. .

The support for this project came equally from the U.$. Environmental '
Protection Agency, the U.S Department of Labor and the U S. Depaftment of
Health, Education and Welfare We gratefully acknowledge this support
but es'always the authors accept full rasponsibility for their judgments,
conclusiéns and any errors of omission or commission which might remain.
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INTRODUCTION *

The goals for this project, as established by tae three sponsaring

agencies (USDOL, HEW and EPA)}, were twoféld—-- to identify barriers which

preclude cooperation or coordination among these agencies in the discharge
of their manpower responsibilities and to develop techniques for overcoming
the barriers so identified. .

Semihars were held throughcut the six state region (Minnesota, Wisconsin,

!
Illinois, Miehigan, Indiana and COhia) at which federal, state and local

representatives of each of the sponsoring agents were asked to identify

b
what they felt were barriers to cooperation or toordination in the basis of

LI

their own experience in the field. As a result of these seminars we learned:
J AL

two things. First, participsnts felt that they did not know enough about
P X

the structure of or available resources within their own agencies to be able
. ~

.

to’ coordinate with other agencies. Second, there are¢ generic management

. ‘
preblems which arise whenever any agencies or organizatiops attempt to work -
with one another,‘

| These findings, together with data from site visic§ to several linkage
;?iSects from around the country vhich had been identified as successful
projects, then found the background for 2 series of seminars and courses
designed te¢ develop and disseminate useful te&hniques foé\ovqrcoming the

barriers to linkage most frequently identified in the literature and from

our own research. Specifically we offered the following:

Agency Specific Seminars. Speakers p .sented information about the structure

of each agency and the programs offzred within each agency. Ore seminar was

held per agency. suration o day.

12




Linkage Seminars. Management models were developed to aid decision makers in
bvercoming the most salient barriers which had been identified earlier. The
purpogse of these seminars wag to teach those models. Participants from all

three agencies were invited to each of five linkage seminars. Duration - one

déyleach.

Application Seminars. These seminars were designed to offer participants the
opportunity to apply the management models to issues they face in their work
requggjbili:ies. The plan was to hold three such seminars, one for each

agency. Duration - two days.

3
College Level Courses. Two college level courses were developed and offered

in the School of Education of Northwestern University to-explore further,
and to disseminate information developed in the project. One,'Vocational

Guidance and Occupational Trends"(Exhibit I),was offered for undergraduate

and graduate credit. The second, "fransitions in Education, Work and Leisure"

L]

(Exhibit 2),was offered for graduate credit only.

L

In the following seEtions, we discfi? each of the stages of the project

in greater detail:

Implementation of Linkage: Barriers

We ran three workshdops to identify barriers to linkage. Each of the
three sponsoring agencies invited participants who were employed by,or worked
with their agencies tQ each of the workshops. Through the use of & process
known as Nominal éroup Technique‘(aegcribed in'the "problem Identification':
Section) we asked 115 people... "From your point of view, what barriers exist

to your agency's coordination of plannfng and programming activities with

other agencies that may serve the same set of clients?" Thewbbeciﬁig barriers N
to coordination which were identified fell into fourteen broad categories. S

13 . -
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(A detailed analyslgxﬁf‘these categories can be found in Exh@bit 3, pagé )

However, from among the Eourtg;n, six issues were cOLsi;tently identified

ag the strongest barriers to coorhination between agencies., These were:
ngggnica:ion Methods, i.e., the need for effective and efficient means

for communication and non-threatening means for, sharing data and other

pertinent information.

Confusing and Conflicting Rules and Regulations, i.e., the language ) :
of legislation and written rules and regulations covering the operations” .
of each agency and the interpretation of those rules and regulations.

Turf, i.e., agency boundaries, competition, power relationships, lack

of c;ﬁmitment to other agencies'goals orfprograms, and distrust or suspicion
of others' motives. ;t also includes the responses of some operators of
small programs who fear their programs will lo;e identity or be overwhelmed
by coordination.

Infofmation, i.e.,'information about the Participents’ own and other
agencies, information about clients, and labor ma"k;t information.

Information about their own and other agencﬁes necessary to joint veutures
iacludes agency objectives, goals, responsibilities and methods of operation;
existing ﬁrograms; fundiné cycles and fuéding‘testrictions; positions, titles
and responsibilities of persons'who could effect inter-agency cooperation.

Client inf;rmation peeded for coordinated efforts includeé glient history,
demographics, énd needs. The participants said there is mo common data base ’
for clients; there ;s‘no inter-agency commonality qf terms Or definition; used

~in pregent reporting forms; existing information is accumulated in varying
. ’ ]

geographical jurisdictions; and there seems to be a disincentive to share

- ~

’ ;Iient information.
Improved labor market information refers to information on supply, demand
and market intermediaries needed to facilitate long-range planning by individual

agencies as well as by those seeking to coordinate planning or services.

i




. Planning Cycle Problems, i.e., fiscal years of varioui‘agencies and‘priqe ‘

SpOonNsors différ, the time horizon for plsanning and budgeting is typically
limited to one year{g;d digcourages developmeﬁt of long-range interactive
prog}ams; therefora, each agency concentrates on its own short-run objectives.
The uncertainty resulting f;om short-term funding also precludes inter-
organizational coogﬁrapion, and -various funding formulas make coordination

difficule,

Goal Incongruence and Role Confusion, i.e.,'while various agencies do

1 AN

havé different roles and different client groups, some roles and some clients

do overlap. In planning for linkages based on common services Or common

clients, people found' that barriers exist.because of sometimes diffuse and

. ‘/ -
sometimes converging goals of each agency and subsequent confusion about roles

each agency should play in cooperative ventures.

lgplementatigq‘of Linkage: Models
-In iden;if;ing gpecific barriers to coordina;ion in Region V, we have

actually identified general problems faced by ali agencies or organizaticns -
which are making attempts to try to form fiaison projects, A National DOL

] Task Force on Linkage which ran a wo;kshop similar to our own fqund precisely
the same problems, Moreéver, theée fturn out to be the very problems which are
con&inually dealt with in management and‘behavioral_science literature. 1In
thislsection we take the pext step which is to specify mode{s for identifying
barriers peculaar to one's own institution and for overcoming barriers

o generally. The six models are: Problem Identification, COmmunig?tion, Imple-

—~ mentation, Public/Private Cobrdination, Information and Budgeting,and Planning

Processes.

!
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Problem Identification. Before organizations can .develop strategies for

solving problems there must be & way to establich Just ‘wliat those problems are.
The model on problem idencification by Leslie Natchanson addresses itself te ;
‘technique for identifying problems as well as reaching group consensus in
3enéra1,

Communication. We could hadve offered several different processes for types
of ‘communication from Nominal braup to Robert Rules of Order; But the manager

would have been no farther along in eliminating the'cgmmunicaﬁion barrier. The

" problem is not how to communicate but of identif&ing anh appropriate way to

‘communicacte. But what constitutes an appropriate way to communiicate varies

wich envirohmentgl c{;cumstances“ The Communication model, wricren by Joseph

Moag addresses this lacter program: What communication strategies are appropriate

]

during various stages of the life cycle of a linkage project.

implementation: Defining and Solving Liaison Problems. This model deals -

with three of .he major barriers to coordination: confusing and conflicting

?ules, turf, and goal incongruence. ‘Jpseph Moag presents & model which

+

-

axplores these problems and offers a strategy designed to increase the -
incidence of successful linkage by offering a decision logic vhich will help
managers know beforehand whether or not & liaison project is at least from

a design perspective capable of being implemented.

Public=Private Sector Coordination. This model by Frank H. Cassﬁll and
N 3 Y - y

Ronald C. Rodgers explores the relationship between supply and demand{in the

. . i
labor markec and the role of intermedisries in effecting unsubsidf;g?, compet-
itive jobs for clients . '

r ) -

Information. Myron Roomkin's model on the Exchange of Informdcion and
/

Incer-agency Linkages enables decision-makers to analyze the information needs

of their projects relacive to the available data and a decisionllogic for .

16 /

)




*

*

determining whether the benefits of an aggressive posture toward gathering
appropriate information are worth the costs such a posture entails. ¢

Budgeting/Program Analysis. Allan R. Drebin's model of Budgeting and

Program Analysis addresses itself to issues of budget and goal setting which

may in fact be more of a catalyst to linkage than a barrier.

]
-

Implementation of Linkage: Method -

This manual has two purposes. The first is conceptual. The introduction
and the six models comprise a conceptual framework for linkagé. Someone
curious about linkage or linkage models can simply read the manual. The

second purpose is operational. Each section contains not 3n1y the model

-

but recommends seminar aéendas and supportive exhibits which aid in developing

seminars to teach’the models.

o Teaching the Linkage Program. Behind each tab the reader will find -not

dnly a statement .0f the particular model and applications but also an agenda

for a one day seminar to teach the model and suggestions' for speakers and

cases. Our experience indicates that one day per model may be too little

time to teach both concept and app;ications. Each tgainer should judge for

himself or herself whether he or she wants to exteng each session beyond one day
Behind the last tab, "Applyiné the ModelsY is a workbook developed by

the Project Staff which is designed to walk_operaﬁing level personnel through

the steps necessary for applying eaci of the'madels (except for "communication"

which is self contained). Individual trainers might want to decide whether to

save imﬁlementation (Erom the workbook) until all the models have been taught

or to use the individual sections from the workbook while teaching each = ¢

separate model. T /

*

" L]
The Appropriate Audience Audience is very important. The single greatest

barrier to linkage, the one barrier which cannot be overcome by technique, is

17 | ,




an’ vnwillingness on the paét of persons throughout either or a&y of the
sponsoring agencles to effect a linKage. Without a fundamental support for
linkage, the models mean nothing. If, however, there is z;pport at the
Federal, Regional and State levels for cooperation and coordination these
modeis-may be used to help facilitate linkage.

Coqceptually this package has bgg' designed for teaching linkage ;o
. operating lévei personnel. While others may attend the seminars, it 1s the
operating leve{upgpple to whom this project is direcéed. Having 1dent1f1ed-

the a;;}opriate audience, we must caution.the potential trainmerithat it is

‘essential to the conceptuai;continuityfof the program a&d especlally to. any

hope o>\1mp1gmen;ation that the same people from any given agency or projgct/

come to all the traiging sessions. When different people attend diffetent.

sessions, all continuity 1s list and there is indufficient qn@grétsnding or

r N [‘
support 1in the éﬁenby for implementation.
PP P 4

One Final Word. Implementation depends on'support. Agencies using this

+ manual might consider running short overview seminars for federal, regional
of

and state persohnel before running an extended serles of seminars for

operators. In this way people up and down the line will understand the ’

process and hopefully be Supbortive.

Il

!
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EXHIBIT 1

NORTHWESTERN UNIVERSITY

7 - ) IVANSTON. I LIROIS g2

e ' ‘ Spring Quarter 1976

e THE SCHOO! OF TDCATION

VOCATTONAL GUIDANCE AND OCCUPATIONAL TRENDS:
\ »
ECareer Educatign and Work Adjustment Counseling .
; ' C \

e

Monday and Wednesday 3 to 5 p.m.

. RN
Counseling Lab (Educ. 1-151)

-

Professor Ronald C. Rodgers

1-114 492-3264
2-114 492-7195
835-4261

1 .

Education Bldg.
Leverone Hall
Home* Phone

.o ' e

#n introduction to the roles of families, teachers, counselors

and employers as individualsg select, prepare for, enter, adapt to &nd

change occupations from adolescence to retirement., Laboratory and field
. A . !
éxperiences include exploration of'bathwnys into various ‘cccupations and
f

work establishment for youth, minori};es unemp loyed adults, individuals

r‘a‘a\\

reentering the“labor force, and ppopﬂo seeking alternacive careers.

Eli thzbery,
Provides Tt,
- Will, 1971,
i - AN
Marcia Freedman,, The Process of Work Estublishment.
. _ New York: Columbia University Pross, 1969,

arﬁur Gnidance: Who Needs It, Hho
who Can IlpF;;C IL New Yorl: McGraw-

Texts:

Willard Wirtz, The Boundluss Resource:
i for QE_Education—Work Policy-
~ Republle, 1975,

\'*19_ \ | ”

Kecommended ¢

A Irosge tug
Washington, D.C.: New
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Session

1. Honday,
March 29

2. hednesday,
March 31

_4pril -5

4. . Wednesday,
April 7

5. Monday,
' Apr%l. 12

6. WHednesday,
April 14 .

. 71  Monday,

\\ April 19

8. \ Wednesday,
\April 21

FRIDAY, APRIL 23

3. I‘Monday, ™

Topic & Objectives

Introduce concepts of labor
markets, work adjustment,
adaptation, transition and
labor market intermediaries.

Labor force and labor supply
characteristics; national
projections of the supply - ..
of workers.

-
L4

Employment and occupational
mix forecasting in national
labor markets.

Theories of occupational
choice and vocatjional
development. -

APGA: Labor markets and
research for Counseling.

*
.
»

State and regicnal labor
market forecasting -~
reducing national data to
local labor markets.

4

o Class

No Class

PROJECT PROPOSALS PQE

20

Prof. Rodgers

Assignment

Chapters 1, 4-6: pp. 3-12, 38-87,
Ginzberg, Career Guidance, 1971.
Foreggxd, Chapter l: pp. vii-12,
Freedman, Process of Work Estab-
lishmenr, 1969.

-

Chapter 1: "Labor Forcg, Employment
and Unemployment," pp. 7+16, Bureau
of Labor Statistics (BLS) Handbook
of Methods, Bulletin 1711, US GPO..

Chapters 5-7: "Occupational Outlook,"
"projections of the Labor Force,"
YIndustry-Occupational Macrix,"

pp. 47-57, BLS Handbook.

Chapters 7, 8 &'12: pp. 91-123,
186-210, Ginzberg, Career Guidance.

P y
» ‘-"'"‘"""‘“-——-...

Attend APGA convention in Chicago.
Prepare summary of at least one,
session to turn in April 14,

Chapters 2, 3 & 6: "Schools and the
Labor Market Perspective," "Goals
and Models for Regilonal Approaches
to Vocational Education," pp. 6-33;
"Regional Geography and Boundaries,"

‘pp. 78~97, Planring for Vocational

Education and Regional Development,

Cassell et al., 1975. ~
i

Preparation of Project Proposal
{see below).

H
/

!
Preparation of Project Proposal.

,Detailed description of occupational

area or problem to he examined,
sources of information, People to be .
consulted during Tield {(on site)
;gploration of pathways into or
aptation to work in problem area.
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b. Hdnday,.

Early encry.and adaptation
aAprill 26 to che labor market.
‘10, Wednesgday, Personal assessment for
April 28 vocational preferences and
’ career decisionmaking.
11. Monday, ~Bias, error & incerprecacion
May 3 issues in vocational incerest
C & guidance cescipg.
12. 'Wednesdaf, +  Structure and operation of
_ May 5 internal labor markets.
13. 'Honday, Values and aﬁcicudea in
May 10 choice,. preparation and

adjustment to work,
.

14. Wednesday,
May 12

Women and minoricties in

external markets.

L3

15. Monday,
May 17

Government intcrvention
resources and policy in
employment and ctraining

programs.
I

- Wednesday,
May 19
. strategies; career chan

»

Job eearch. and selection

ge

the labor market; discrimina-
tion and bias in internal and.

and adapctation in a dynamic

- labor market.

LAY

21

" Career Guidance;

Prof. Rodgers

Chapters 2 & 3, pp. 13-53, Freedman,
Process of Work Esctablighmenc;
Chapters 9 & 10, pp. 124-166,
Ginzberg, Career Guidance;

pp. 1-3Zz, Wircz, Boundless Resource.

Chapter 11, pp. 167-185, Ginzberg,
Career Guidance; Chapters 2-4,
pp. 32-76, Wirtz, Boundless Resource.

"Pace Validicy of Interest M.asures:
Sex-Role Stereotyping.' Mary Faich
Tanney, pp. 89-99.  "Academic Achieve-
ment Bias in Vocational Preference and
Career Development Measures." Rodgers
and Lee, AERA 1976. ,

-Ereedméﬁ, Chapters 4 and 5, pp. 54-113,
Process of Work Esctablishmenc.

Ll

Chapter 14, pp. 235-246, Ginzberg,
Chapters 5 and 6,

pp. 78-110, Wirtz, Boundless Resource;
"Value Orientations in Work,'" pp. 72-86,
Glnzberg, Development of Human Resources,
1965, '

+

Chapter 8, pp. 128-145, Wirtz,
Boundless Regource; Chapter 3,

pp. 35-75, Manpower Reporc of the
Presidanc, 1975; Chapters 17 & 18,
pp. .235~256, Ginzberg, Development
of Human,Resources, 1966.

Manpower Reporc gﬁ the President,
1975, pp. 99-101, 139-173.

"Jobseeking Methods Used by American
Workers," pp. 1-18, Bulletin 1880,
BLS 1975; Chapter 5, pp. 146-193, *
'"“'he College Dropout and Occupational
Choice," in Higher Education and che
Labor Market, M. CGordon, McGraw-Nill,
1974, 11

-

by
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Bducation 092 . Prof. Rodgers
.17, HMonday, . Labor Market resocurces Chapter 6, pp. 115~130, Freedman,
May 24 and opportunities for the Process of Work Establishment
non-college~bound youth: Chapter 17, pp. 290-312, Ginzberg,
unions, apprenticeship, Career Guldance; Chapters 769,
craft markets and secondary pp. 171-127, 153-168, Wircz,
labor market employment. Boundless Kisource.
18. Wednesday, New directions and roles Chaptexs 15, 16 and 18, pp. 247-289,_
May 26, for labor market inter= 313-331, Ginzberg, Career Guidance;
mediaries. ~ Chapter 10, pp. 169~ 185, Wirtz,

Boundless Rebource.

PROJECT PAPERS DUE AND FINAL EXAM (TAKE—HOME)
TO BE DISTRIBUTED WEDNESDAY, MAY 26. '

19. londay, HOLIDAY. No Class.
May 31 . o
20. Thursday, Discussion of projects, exam; FINAL EXAM DUE BY 5 P.M.
June %» evaluation of course. .
o / D
'ﬂ'ﬁﬂlllDOODlll By 3ep, Fred andDoen

TAIK ABoUT AN
|DBRTITV CRISIG

12
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EXHIBIT 2

NORTHWESTERN UNIVERSITY

TVANSTON HTERODN ol

THE SCHOOL OF EDUCATION Summer 197€
June 28 - July 16

D91 TRANSITIONS Il EDUCATION, WORK AND LEISURE

Prof. Frank H. Cassell
Graduate School of Management

Procf. Ronald €. Rodgers
Scheol of Education

Ms. Marilynr Jaccbson
" Project Coordinator

<

Goals of the Course : [

Learn how the employment ard training system works; become
familiar with the actors and institutions who work in and operate
the system; understand +how agencies, information and individuzals
in the system are linked together; learn avenues of access and
strategies for mobilizing resources 'to mak¢ the system work more
effectively for thé irndividual; explore career opportunities in
the employment and training system. ’ -

Point of View

The ccurse assumes thayg membiers of The werkshop will be
viewing the world from the perspective of a labor market intermediary.

I
Content of thc Course

The workshop consists of three interdependent parto.

(1) Class meetings with represertatives of various seymerts
of the employment and training syscem.

(2) Readings designed Lo prepare tor discuscions and rescarch.
('3). " Prlanned field rcocarch prejectis applying the concept. of
the workshop to problems confronting workshop participants
in their work. FEach purticipant's ficld preject shculd
add to the resources and information available to each
partieipant through workshop discussions and leports.
' . 13
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"Prof. F.

Education D9l
Prof. R. Rodpers

Cassell

Session

1. Menday, June 28

9'a.m. = noon
G~-108 Education

2. Monday, Junc 28
8 p.m., Lewis Rm.
North, Norris
Student Center.

3. Tuesday, June 29

8:30 a.m. -~ noon
Education G-108

N

TRANSITIONS IN EDUC!\\,‘I‘IONJ WORK AND LEISURE

Objectiven & Asziynments

Introduction to tne babor Markel
Gutiine of the Workshop
Discuncion of Field trojects

Eli Ginzberg, "voward a ‘theory of Uc:upational
Choice: A Rentarement," Voc. Guid. 4., 1972,
20, 3, 169-176. ’

Frank Cassell, Thc Job Market, from "Business
Takes a Hand," 1973, 1-7.

CETA Labor Market Operations #odel (Chart)

Occupational Expectations of Young Adults.
U.S. Office of Fducation (NCES), 1976.

Defining Labor Market Transitions

»

N
"Womer in the Labor Markei"

Dr. Juanita Kreps, Vice-Fres. & Prof. of
Economics, buke University

Women and Minoritiés in the Labor Market
Ur. Juanita Kreps, Duke University
Jackie Hearns, Minority Econ. Development
Jose Limes, f11., Office on Manpower
Connie Seals, Iil. Human Relations Comm.

Juanita Kreps,” "Changing Economic Role of
Women," Manpuwer Report, to the President,

1975. U.S. Dept. of Labor.” pp. 55-75.
Judith Blake, "“The Changing Stailus of
Womeny in Developed Countries,"™ Seientitic
Amcrican, Sept. 1974. Espec. Charts, pp.

9-1.r.

Ric¢hard lrceman, "the tmplications of the
Changing tubor Market for Members of Minority
Groups," in Hipher Education and the Labor
Market, M. Gordon, ed., 1974, 83-109.

"Employment Changes, 1960-1970," HMonthly
Labor Review, May 1974, Tables 1-3.

Quections tor June &9

Willard wfrtz, The: Bound e Heoonpreo,
Hew Eepublic, 1975, 1-31.

21




Education D91 "TRANSITIONS IN EDUCATION, WORK AND LETSURE
*Prof. Rodgers - )
Prof. Cassell

4. Wed., June 30 Labor Farket Roles of Public Institutions - I .

9 a.m. - noon
Education G-108 Richard Gilliland, U.S. Dept. of Labor
Employment ‘and Training Administration
John Rgpes, Training Administratdr
J.8. Environmental Protection Agency

Steven Z¢l1l, "Recent Developments in the
Theory of Unemployment,®™ Monthly Labor Review,
Septo-octc 3 1975, 3"100 .

Ewan Clague & Leo Krémer, Manpower Policies

. and Propgrams, A Review, 1935-1975. UpJjohn
Inatitute, 1976, 11-33, 67-93.
- Wirtz, The Boundless Resource, 32-62.
- . : S
. ' . ) aQ
5. Thurs., July 1 Labor Market Roles of Iublic Institutions - II

: Robert Johnson, Office on Manpower
U.S. Dept. of HEW
Joan Wills, I11. Office on Manpower
& National Governor's Conference

"Manpower Service Center Network," Baltimore
Hetropolital Manpower Consortium, 1-15.

Frank Causell, “Employability Development,"
1968 (Chart).

Clague & Kramer, Manpower Folicies, 35-65.
W1rth, The Boundless Resource, 63-76.

1
4

6. Friday, July 2 Labor Market lnforpuéabn -- The Basic Tool
of the Intermediary and Planner

RoLkert Shackford, U.S5. Dept, of ﬁabor
Bureau el Labor Statistics

: -~
N BLS Hancbook of Metheds, Bulletin 1711,
’ ' 1971, Chapter 1 (7-16), Chapters 5-7 (47-57).

.Willard Wirtz anrnd Harold Goldstein, "Measure-
ment and Analysic of Werk Training."  Monthly
Labor Hoview, ﬁvpt. 197¢, 19-26. ;

Derinitions for Current bopulation Survey.

Rodser Lawson, Ferspectifvas on the Devclopment
af a Comprehencive Labor Market Inforsation

System for MiChiﬂq“. pjohn, 1873, 1-39.

’

[ ’
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Education D91 .
Prof. R. Rodgers
?rof. F. Casicl]

7. 'Tuesday, July & -
2 a.m. - noon
Education G-108

.

~.

8. Wed., July 7
9 a.m. - noon
Education G~10#

9. Wed., July 7
B p.m., Owen L,
Coon Forum,
Education bidyp.

10. Thurs., July 8
9 a.m - noon

Education G-108

11. Thurs., July &
1:36 p.m. - 4 pem,

Educatierr 1-114

WCIX AND LEISURE

TRAHSITIONS N FDUCATINN,

Locul and Regiunil Labor Harket Informition

lrotc Ronald Rodyer:, NU Educztion
trof. trank Cascell, NU Managemént

40-74
tlanning ¢$he Employer Contact,

lL.awron, P(rnpuc'iVQn,

Frank Cucre!'l,
1-‘18.

Frank Cassell,
Employer:, 1.9,

Employer Survey Data.

Identification and Analysis of

IHlinois

Wirtz, The Boundless Resource, 78-107. I

labor Market Jrtcermediaries, Boundary-
Spanning Roles, uand Job Search

Prof. Joseph HMoay, HU Management

“JobueekinL Methcds Used by American WOrkers "
BLS DBulletin 1886, 197%, 1-18.

Harcld Sheppard & Heiovey Belitsky, Promoting
Jobfinding Juccens for the Unemployed, UpJohn
Insticute, 1968, 1-17.

Wirtz, The Boundless Resource,

<

128-145.

Community, Education and Employer Role:
in Trancsitiom. from :ichool to Work

W. Willard Wire:, President,
Haclonal Hanpower Institute, &
foroer U3, Seercitary of Libor

Rel- ting Fducation to Work
We Willard Wirg:

Wire:, The BRoundless Retource, 148-185%,

Computorized oceoupational lidoemation Systems

FExpericenciny the hregon Chareep Irformation
Cystem —— 2 Hanhd: ~on Mir-i-Workshop

Bruce McKinlay, bircetor
Orepgon CIS

26




Education D91
Prof. R. Re¢dgers
Prof. F. Casscll

12, Friday, July 9
9 a.m., - noon
Education G-108

- )

13. Monday, July 1?2
9 a.m. - noon
Education G-108

14, Tuesday, July 113

"8:30 a.m. - noon
Education G-108

TRANS1TIONS 1N EDUCATION, WORK AND LEISURE

Computerized occupaltional Information Systems

! ruce Fekinlay, Oregoen CIS
JoAnn Harris-Bowlubey, Project DISCOVER

JoAnn Harris, "The Computer:! Guidance Tool
of the Future." Journal of Counseling Psych.,
21, 4, 331-339.

Barry Sitern, "Application of Information
Systems to Career and Job Choice," in Labor
Harket lnformation for Youths, S. Wolfbein,
ed., Temple U, 1975, 199-234,

intermediary Roles in the Labor Market

Field P'roject biscunsion emphasizing
role of intermediary using following
refercncen: )

‘Hareld Woel, "What's Wrong with Worﬁ\én

America®"  Monthly Labor Revicw, Marc
1973, 38-44.

Fli Ginsberp, "Value Orientations in Wbrk,"
bBevelopment of Human Rescurces, McGraw-Hill,
1966, 72-86.

Tndividuai, Orpanizational and Situational
Expectatior: in Internal lLabor Markets.
(Cavnell & Rodyers, 197% -~ Chart)

InTegrating Education into the Employment
and training Syastem

Joseph Cprovin, 11, Supt. of Educgtion

Howard Katthews, Asst. tc the Commissioner,

U.5. Office of Education

17




EXHIBIT 3

NORTHWESTERN UNIVERSITY

GRADUATE SCHOOL OF MANAGEMENT
NATHANIEL LEVERONE HALL
EVANSTON, ILLINOIS 60201

BARRIERS TO COORDINATION IDENTIFIED IN PROBLEM ASSESSMENT WORKSHOPS

A SUMMARY

LY

At the request of the Department of Labor, Department of Health, Education and
Welfare and the Environmental Protection Agency, a team from the Northwestern
University Graduate School of Management has been investigating the problems
“of effecting linkages in the delivery of manpower services among the three
agencies and their related state and local agencies. As part-of this effort,
the team ran a series of Problem Assessment Workghops,‘in Madison, Chicago,
and Columbus. The 115 people in the workshops, representing manpower or
manpower-related agencies in the six states of Region V, were divided into
14 small discussion gréops. Each participant was asked to write responses €o
this problem statement: "From your point of view, what barriers exist to your
agency's coordination of planning and programming activities with other agencies
‘that may serve the same set of clients?"

This summary presents an analysis of the participants' responses.

Identifying che Most Prevalent Barriers
A technique known as the Nominal Group Process was used tp encourage the partic-
ipants to generate, discuss, and rank their fdeas about barriers to linkage.
Each of che small discussion groups generated from 30 to BQ ideas. After
discussion, each participant tken selected the five barriers he thought most
important and ranked these from one to five in ascending order of importance.
Tabulation of the weighted ranks produced a list of the five consensus barriers
for each small group. These rankings fell into 14 categories of the most often-~
cited barriers.

The project team reviewed all the ideas generated about barfiers to coordination,
placed them in the appropriate categories and calculated weighted scores, deter-
mined by R X P, where R = Rank and P = Participants. The following chart shows
the relative importance of problem categories by agency.

Some caution is needed in interpreting this data. The weighted sums ‘cannot be
used for cross agency comparisons because the weighted sums have not been
adjusted to overcome attendance disparities. The weighted sums are included,
as well as the rank order, for one important reason: they indicate that the
importance of the top six categories far outweighs the importance of the bottom
eight categories. The rank order alone would not have explained chat Eact.

The rank ordering of each category does allow cross agency comparison.

28
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PROBLEM CATEGORY, RANKING BY AGENCIES ~~~__ :
\ D
1 ; ; [,

, 3 |3 8 3 [ (.t -
tx 38 (152 13 1|22 (55 |Il5e (s I3z Bs | -
cd |Ta ea |2a ot = 0 wm |Fa 2% |[za

| Corlfusing and Conflicting Rules/Regulations| 1 | 297 1 {129 1 89 2 72 1 10
; Cormunication Methods 2 ] 267 4 88 2 85 1 89 3 5
E‘ Planning Cycle Problems 3 L2 [l 2 [uo {J] 3 | 62 5 | so 4| 3
Turf : 4_|185 3] 89 5 1 51 6 | 44 > 1
| Informatica lack 5 152 _ 5 60 6 36 3 35 7* |
Geal Tncouzruence"Royle Confusion 6 | 129 6 43 4 | 61 & 52 "2 8
Internal Problems of Agencies 7 72 8 , 19 7 26 8 27 X 0
Generfal Resistance to Change 8 60 10% | 14 g% | 18 7 28 X- 0
Monitoring and Evaluation ' 9 35 ‘ 10 | 14 8 24 9 15 ‘ 6 ’ 2
Political Relationships 10 [ so [[1 72 | 22 [l 1 | 13 || 1ox] 10 £ | o
| Lack of ApprOpriate' Incentives ‘_—"‘ 11 45 9 17 9% | 18 10% 10 -X i 0 |
No ‘.‘imf.' or Manpower to Coordinate _‘_ 12 25 12 10 12%* 7 ! 12 8 X 0
t Inadequate Funding 13 14 ‘ X 0 12% 7 13% 4 4% 3
Inadequate Technical Assistance 14 9 X 0 14 5 13* 4 X 0
] 29 * Iﬁdicates. equal raw scores ‘ ‘ <
O  Leslie Nathanson, February, 1976 ‘

EMC Northwestern University, Manpower Project 30
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Category Definition.

All of the barriers identified in the discussion groups £all into one or more
of the categories: In the few cases where barriers overlapped categories, the
rank was added to each category. This section of the summary defines each
category, indicates the range of ideas it covers, and includes illustrative
quotations from the workshop participants.

Confusing and Conflicting Rules and Regulations

This category deals with participant responses pertaining to legislation and
written rules and regulations covering the operations of each agency, and the

interpretation of.thaﬁb rules and regulations. Participant responses included:
S ’ - .

~ Structure and legislatiom,preclude ceordination. >

- Rules and regulations across agencies are too complex, inconsistent
‘and conflicting - leading to client dissatisfaction and problems
~ith referral agencies, all of which are barriers to coordination.

- Rules and regulations provide a lack of problem-solving authority.

- Various regulations are not written for linkage and coopcration, but
to hinder linkages and cooperation, especially at the local level.

- Coqr&ination hampered by regulation, by interpretation of regulations,
by rigidities in guidelines.

A

- Differing interpretations of federal regulations.

Communication Methods

Important issues covered in this category include the need for effective and
efficient means for communication and non-threatening means for sharlng data
and cther pertinent information. Participants said:

g . - The communications machinery is inadequale to cope with cmerpencics
such gs late frading.

We need training in communication skills.

.

No time to communicate, with prcliferation of programs.

Federalese - inability to understand comnunication even when it is Lhere,

Actors must get Logether in establishing what Lhey want; this wcans
exchange of information at an early point.

31
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Planning Cycle Problgms

Included in this cacegory are barriers related to funding and planning cycles,
-Saveral types of barriers were identified. First, fiscal years of various
agencies and prime sponsors differ, Second, the cime horizon for planning and
_ budgeting is typically limiced to one year and discourages development of long-
range interactive programs; therefore, each agency concentrates On its own
short-run objectives. Third, the uncertainty resulting from shorc-term funding
also precludes interorganizational cooperacion, Fourch, various funding
formulas make coordinacion difficule, Parcicipants responded:

a
'

We have problems wich program linkages between different funding sources:
+ lack of timely and clear cuc-program guidelines
- planning and budgeting approaches are sabstantially differenc (

* duration of funding and funding cycles are ditferenc

Lack of planning time and predictabilicy; no time to work things ouc.

End-~of-year rush to spend money when it should have been used during
the vear.

Lac¢k of consistency in federal programs concernlng eligibilicy of
clients.

- When common goal exists, what restrictions on use of funds?

Tur £ -

e »

This category deals with agency boundaries, and includes participant responses
related to competition, power relactionships, lack of commitment to other agencies'
goals or programs, and distrusc or suspicion of octhers' motives. It also
includes the responses of some operators of small programs who fear their

- programs “will lose 1denciLy or be overwhelmed by coordination, Parcicipants
said:

-

- Rational planning is blocked by vested interests,

~ Different funding sources tend to lead to different loyalries and
different priorities, sometimes conflicting. .

- We are serving tne same set of clients and competing for cheir
participacion, .

L

- Turf management: protecting own jobs, programs, way of doing chings.

- Coordinacion leads to loss of identificaction,
- Lack of agreement to coordinate at differenc agency levels. g
= Natural tendency of prograw operators and agcncics to prulvc$~+hqir

own turl and cven, expand it if possible, often to the exc fusion ol
cooperation and coordination. ‘




ERIC

Aruitoxt provided by Eic:

Informatiof™

. s ]

Three major categories of information barriers are included: 1n[ormation about
agencies, 1nformat10n about clients, and labor market information.

Information about other agencies, necessary to joint ventures, includes agency
objectives, goals, responsibilities and methods of operation; existing programs;
funding cycles and funding restrictions; positions, titles and responsibilities
of .persons who could effect interagency cooperation.

Client information necded for coordinated elforts includes client history, demo-
graphics, and nceds. ‘there is no common data base for clients; there is no
interagency commonality of terris or definitions used in present reporting forms;
existing information is accumulated in varying geographical Jurisdictions; and
there seems to be a disincentive to share clier information.

Improved labor.mafket information is needed to facilitate long-range planning by
individual agencies as well as by those seeking to coordinate planning or scrv-
ices. Partlclpantb sajid:

- No procuss to perpetuate information flow from ugency to agencey.

- Insullicient knowledgé ol the functions and activities of ageéncies.

- Lack of understanding of other agencies' purposes, methods of operation,
funding restrictions, philosophies. .

- Lack of common identification of terms (definitions) and reporting
process; we can't communicate because we don't know what we'rc talking
about. :

- Internal information systems used [or planning and operations by indivi-
dual state agencies are often incompatible across agency lines.

~ Type of client muy be the same but gathering information about them is
different for cach ageney; nced coordination of infdrmation.

- No accepted information system for referral and ¢lient trucking at locul
level.

- Different data bases and confidentiality restrictions.

" - Consistent assessment base f[or client needs to ¢stablish who is screencd
" in or out of individual programs.

~ Need to identify and communicate lubor market needs. Center or resource
‘needed for good information up to five ycars, so no panic programs.

33
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Goal Incongruence and Role Confusion

Participants made clear ﬁh§t while various agencies do have different roles and

" different client groups, some roles and .some clients do overlap. In plaming

for linkages based on common services or common clients, people found that
barriers exist because of sometimes diffuse and sometimes converging goals of
each agency and subsequent confusion about roles'each agency should play in
cooperative ventures. Among participants’ responses were: :

-

Too much duplication of services. We are not utiiizing the capacity
of existing deliveries of certain services. - i\u

Too many agéncies have the authority to do the same service.

Role differentiation not really clear.

Goals or clients may be the same but priorities are different.

F

Internal Problems of Agencies .

Many participants wére concerned with in-house problems, such as management
problems, staffing deficiencies, or training inadequacies, which prevent

responsive coordination with other agencies. .Participants said:

- Places where final decisions are made are not always identifiable;
when you find.out where, you can't get décisions.

- Inadequate management training at all levels: operating, federal, -
state, local. .

- Bureaucracy; too much red tapé in getting clearance for coordination.
- Federal{ state and local agency reluctance to deal with private and/or
public sc~tor nceds in their area.

3

Genergl ReBistance to Change

Partlcipants noted that coordlnation itself adds an additional layer of
complexity and is often met with inflexible bureaucratic resistance. Some
of them said: :

- Inertia. It's easier wot to do something than to do somcthing.

- Agencies have parochial attitudes, from top Lo bottom.

-~ Fear of excess paperwork with .nter-agency coordination.




Monitoring and Evaluation

Participanté saw a need for improved'methods of monitoring and evaluation of
existing and potential programs so that coordinated change can have a specified
direction and priorities can be intelligently selected. Comments includcd:

- We need evaluation to reorder priorities.

- There is a lack of evaluation for priority of needs between agencies.

--We need outcomes evaiuation; not just numbers.

Political Relationships - \

Y

Included in this category are boundary inconsistencies of governmental units or
agencies that may wish to coordinate services. For instance, CETA as a locally
controlled agency must coordinate with HEW and EPA which are stafe level agencles,

and locally elected officials may have political goals for CETA which conflict
with goals established by manpower planners.

- QSe of clout ¢hanges decisions and alters power.

- The territorial imperative: gcographical boundaries for locil
governmental units- o

Politicization of manpower under revenue-sharing structure.

'

[}

CETA can exercise local control and their own prerogatives; other
agencics cannot do the same. ~

Geographic problems; never sure who to coordinate with.

[}

Different funding sources lead to different loyaltics.

Lack of Appropriate Incentives

Participants said: . - : :
- There ar¢ no incentives to cooperation.
- Benefits of coordirvation are outweighed by costs.
- Our funding is not E;sed on successful coordination.

No T%pe or Manpower to Coordinate

Participant comments included:
!
= Little tiwme CO meet an9/cummunicate.

- Lack of sufficient lead time for proper planning.
30
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Inadequate Federal Assistance .

Comdencé included:-

- Feds initiate programs without sufficient planuing; foster competition
rather than coordinacion, .

~ Dire need for clear-cut program guidelines or directive.:, so all program
operators sing the same tunre. . Y

= Differing interprétations of federal regulations,
k ’ ¢

- No agreements in regions - or in Washington - on rcdels for coordination.
1f they'd come first, we wouldn't bave to.do so0 much second guessing.

Inadeqyata‘%uﬁding

Comments included:

- Lack of money reflects overall lack of federal commitment Co human
resource development and full employment.

- Who's.golng to pay for all of it? i

n
.

Commentary

Perhaps the most striking result of the problem identification ranking by work-
shop participants was that there was so liccle difference in the rankings,
whether the participants came from Department of Labor, Department of Health,
¥ducation and Welfare or Environmental Protection Agency programs. Each of
these groups of participants picked the same six problems as the most difficult
and . ranked these six far above the other valid problems they identified. The
rather small group of participants from WIN, which is already a coordinated
program, had a slightly different perspective but tended to identify the same
barriers as difficulc. :

The workshops were the beginning of a study process intended to culminate in a
series of.seminars conducted by the Northwestern University Graduate School

of Management through August, 1976. Linkage seminars will deal with strategles
for overcoming or coping with the most significant barriers identilicd. Apency-
specific seminars will deal wich the problems from the particular peinml ol view
of each ugency. .
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Problem Identification

Before oée deveiops a strategy for overcoming the barriers to linkage
between and among agencies, one musg first idéntify just what is preventing
linkaée from occurring. ‘Identifyiﬁg the problems with respect-to linkage was
therefore, the first focus of this project.

Seminars were held at three geographically diverse points within Region V
to ask persens invited by each of the three agencie§ (HEW, DOL and EPA) just
vhat, in their opinion, is preventing coordination, cooperation or linkage
between the agencies. The technique we used in these seminars is called The
Nomiqgl Group Technique and it, in itself serves as & model for préblem

identification by group members, and furthermore as a general model of a

process for reaching group ccnsensus,

The Model: Nominal Group Technique

Nominal Group Technique (NGT)} is a structured problem solving. process
specifically designed to generate ideas and reach group consensus. It was
developed in 1968 by Andre Delbecq and Andrew Van de Ven ého derived the
technique from ''social-psychological studies of decision conferences, manage-
ment-science stuuies of aggregating‘group judgments, and'soélal-work studies
of problems surrounding citizen participation in program planning." (Pelbecq
1975, pp. 7-8) The resulting technique is one which is especially effeqtive
fér "situations where individual judgments must be tapped and combined to
arrive at decisions which cannot be calculated by one person.'" (Delbecq 1975,
p. 4) It is a technique which is most effective at problem identification or

solution oriented meetings and not effective in routine, coordination, bargaining

or negotiating meetings. (Delbecq 1975, p.8)

W
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In déveloping the small group model, Delbecq and Van de Ven were concerned
witﬁ cpmmittee decisior -making effectiveness. They were dealing with situations
where "a variety of groups fragmented in terms of vested interests, rhetorical

- and ideological concepts and differentiated expertise needed to be brought
. together in order for a érogram to emerge or take place." (Delbecq 1§7?, P.2) .
NGT is effective in goal, value, problem or solugiqn clarification meeqiné

1
because it promotes:

1) creativity -
2) fullJand balanced participation group members
—_
3) abundant idea generation
! ~~

4) closure to meetings via voting techniques (Delbecq 1975, p.9)
saf“achieves these qualities.through Q'steps, aach utilizing a different
process to nuture each stage of creativity. Simply, the steps %pclude silent
ideaﬁgeneration. reporting of ideas, discussion of ideas and ranking of ideas.
The first step promotes divergenL thinking by group members yho are asked to
think about a specifi; issue and make private notes about their ideas concerning .
that issue. The second stage givees ecach member time to relate their ideas to the
gruoup while the leader records them on newsprint. This siep encourages full .
group participation even by members who are usually quiét or shy. The third | }
step involves discussion of each idea for clarification allowing expanded group
perception of critical issues through defining i.dividual points of view. The
fourth stage calls for the establishment of priorities of selected idecas or *
issues through the aggregation of tﬁe ranking of all the ideas by individual
group, members. _
Nominal Group Techniéue is used with groups of 5 to 8 participants with a

trained leader; it has been used with people from many socio-economic levels

and cultures and has been employed in human service organizations in education,
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haalch.and the social services. The length of time required to run 2 problem

>

identification meeting is about two hours.

¢ The Process

“The four steps of the NGT process are depicted in detail in Figure 1 on the
following page. The Action and Guidelines Sections show in detai: the specific

procedures to be taken by the leader in each step. The rationale refers to the

reaseon for the step especially with respect to the theoretical grounding discussed

»

in the previous section.
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Process Staps
Step 1: l

Figore 1.
Nominal Group Process

Silent idea Generatlon

Aetion and Guidelines

1. Clarify problem atetev~nt
= puss out vorksheets and peneclls
= Tead proYlen statesent
+ explain kind of response desired
(epen ended or vhat eoves to oind)
+ mesist furcther process elarifleation
{n> exacyles) .
2. Culdel ines
« Teguesi that fdeds In response to
guustlion be wvrltten In short phrases
on worksheet
Telucae wenbery work individvally and

Ll

stlentlv . .
~ atress tdentification of probless, nmot
solutians

= aziin, est for ecoperatfon and ecommit-
cent o task ai hand.*

discourage dlaruption of stlent,
fndeperdent activity (Please stay
with your yroup }

Fagtosle

1. Provides sdecuate tipe for thinking.

Encourages peeple to work, as they see

ethers working.

. Prosotes divergent Thinking.

4. Tliminates doainatee 9 highastatus or
af tess ive partictparts.

. Yeers trip prodlec-centered.

[
.
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Cperatiial Hicts

{11 Yse rome tars withous tltles

{3} Ve dos¥ txmg cords

#3) 3¢% ¥ro-t% rules ~ £ . « kindly ¢o not

Q (‘err;;‘. wen soodone Is Salking
ERIC

Aruitoxt provided by Eic:

1. clarify gosl and procesa of thia sTep
= An geeurste Vist of the ldess generared
in thias grouvp
ldeas will be taken serlally
= Ash the {irse person for one of hin
fdeas
Write down the phrase as 1t is stated
+ Ask Lf anyone else has & simtlar 1des:
vrite dowm variations of the fdess as
they ste stated
Ferute to next peraon for new fdea
~ Continve until all are recorded on
flipchaty .
2. Guldelines
= Record 1deas as quielly as posstble
{attention £{ short here)
= Retotd fdcas In words by the individoals

= Yeep cntlite llat wislble by tesring off

completed sheets and hanging on wall.

. L]
Hote: "Mitchhiving” is invited. 1f fdeas
written On the chart stioulate another
fdes for a pavtielpant, pacrticfpant s
encouTsged 10 add to worksheet and
Tepoalt to group.

1. Equallzes opportunity to ptesent fdeas.
2. Providet & written record and gulde.
~ Inereases ability to deal with large
nurhet of fdeas
e Avdids Loss of [dean *
= Presents grodp with an array of clues
+ Eveoutayes hitchhiking
3. Plaeus corilicting fdvas comfortebly fn
front of Eroup.

4. gound Tobin sprroach ustablishes & belavior
3y the seeor. or third time around

eachi cumber is an geheeving pereicipsnt. A

Pattem,

procedent for furihet poartlefpation 1z seg
without co~petition vith hish-status,
aspressive of ¢motiondl personalities

5. Allcus ownership of coneept by using
participant’s o wotds.

6. Facllitates yroup partfciyafion on an equal

Tiootiag.

2

H

. Clarify the Tole aod proceas of this atep

~ Purpose la to elarify.

= Heabers should aak each wther the
meaning of words and phrases

~ The dfscussfon can and should eonvey
the meening, logie, or thought behind
an ftea.

Guidelinea !

= Tske each idea listed on the {lfpehart
in order.

= Place the disevesion t¢ avold undue
.aTgumcneation mbout somwe ‘ltews to the
negleet of others. { You want to
enhanee vndevstanding but minimite
tnfluence based on verbal prominence
ot atatus)}

= Enecovrage partfefpanta to agk
efaritying questions.

=~ Ak for spectfic examples when ‘possible.

Avolda heving disevanlon foeus vnduly on a
pertieniar ides. :

. Velps elinminate mlaunderstanding.

Provides opportunity to ExpTess logle
behind terom.

Step &4 I
glqg,gl > Ranking of Problea l&bortanc

7

. Purpose of ranking la to aggtegate the

.

Judgnents ol Individual oechers In ordet
to deteralne the relstive importance of
problens identifled.

Cuidelines :

= Cive cach idea 8 tertet identiev (ff
v mn out of the alphaber, use
duuble letters)

Give cach member 3 X 5 entds

Ask the group pcmbers (o seleet b tteos
with highest priority {This wil! take
cateful thought and effort. 5O encouraze
parslefpsnrs £o take nceded fize)

Ask eath to reeord each of his selected
iteas on a card, placing the letier In
the vpper left corner snd the shert
fdentif{ying phease fn the tenter (ahiow
example) ’

Fank otdet eerds at the sase tize stter
vach nmembtt has seleeted his 5 fiegrs
Say "Look at wour {ive catds leclde
vhieh prebles hos top priocifty  TFlease
put ¢ 3 in the lowet Tight eorner!
Ptoceed thtough the vank otder

Colleet catds

Reeord «nd tally ranks cn sarter chatt

-

Ll

. Obtoelning Independent judpezeats In

writing helpa elloinate sceial pressures.

L. Yathanson
tovenbor 1975

]
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 $pmp) e Problem Ydentification Session

A gsessiasn to détérmine the problems which are preventing organization from
» coordinating their efforts might look like this. (Leader - L, Participant - P)
Step 1. Silent Idea Generatioﬁ
L: (to small group) As you know we are meeting today because we are
trying to find’out what the problems are with respect to our ability
to coordinate the services we are offering our common clients.
Today we are going to try to find out what is preventing ;his
coordination. Once we know what the problems are we will have
a better chance of finding some solutions. In order Lo identify
. our problems, we'11~uéh_a racﬁer-structured process known as Nominal
Group Technique. It censists of four rather distinct stages. First.
I will ask you to respond to a problem statement or question. Yog'll
have about & half an hour to write down your ideas. Second, 1'l1 ask
each person for their ideas, one idea per person at a time as we go
around the table. Third, we'll teke some time to discuse the ideas
and finally, we'll vote on the problems that seem to be of greatest
jwportance with respect to our coordination or lack of it.
Please consider this problem statement.
(L points to large newsprint with problem statemenr written oul: an
example could be "From your point of view, what barriers exist to
your agency'é coordination of planning and programuing activities

with other agencies that may serve the sama set of clients?" L then

passes our individual worksheets which have the problem statement

written on the top but are otherwise blank). . //
P: What kind of barriers do you mean? '//
L: I want to know what your ideas are about the iLhings which nr;éent us

from working well together. Simply put down in your own wofds what

s

43 .




your ideas are on this subject. Remember, we are concerned here with

the problems of coordination, not solutions yet.

L: Please stay quietly at your place during this timg,’rWe have found that
moving and talking*how disturbs people who are'érying to think.
— {Group takes about 25;35 minutes to respond to the problem statement)
L: Please loo /g:er your idfas. Take a few moments to distill your
statements into short yérds or phrases. ) .
(Allow abdut 5 more minufé; for rewriting and finishing up.)
Step 2: o;nd Robin Reporping of Ideas
9{///Now we are goiqgf;o give eacti person the chance to share his or her
/

/ ideas. We will go around the table Please give just one idea at a

e ~

time; we will %0 around as many times as we need to If you have
nothing to add, just say pass You ﬁay take your turn again
whenever you'd 1like P} would you give us one of your ideas
concerning barriers to coordination?

P1: Reads Response. .

(L records Py's idea on newsprint in Py's exact words labeling the

statement with A. It is important to use alphabetical identification

to avoid later confusion with numbers when voting. L should make sure

that everyone can see.)

L: Thank you. Does anyone have an idea which is similar to Pl's idea.
We can record it here. -

Ps: I have almost the same thing. I }just said it a lictle differently..

L: Pleasec tell us how you said it. We want everyone's ideas. Some
people might be more comfortable with your wording.

Pg: Response about similar 1issue to Pjp.

P4: I don't understand what Ps5 meens.

41




" —

Step

L: During this stage we simply record everyone's ideas. In the next
step we will discuss them. P, (in order around the table),would you
like to show one of your ideas?

Pz:‘ Response

(The round robin reporting of ideas continues until everyone has offered as

many ideas as he or she wish. The leader should encourage "hitchhiking." 1In

other words, if one person's idea reminds someone else of an additional
thought it can be added to the list. The leader should make sure that th
entire list is always visible by'Qearing off completed sheets and hanging

on wall.)

3: Discussion for Clarification’

L: Now that we have ail the ideas in front of us on newsprint, we should
make sure we all understand what eaéh of théﬁe phrases mean. If you
have any questions, simply ask "What is meant by statement (letter
name)?"‘ _%\

P6: I don't™guite underst&pﬂ what is meant by statement J.

P2: Explains~his/her meani&g\Qf stéfement.

P5: To me it means . . .

‘ {The Broup Hiscusses each idea as necebsary. The leader facilitates movement

Step

f;om one idea to the next as the time permits.)

4: Ranking of Problem Importance

L: I will give cach of you 5 cards (See figure 2) which we will use to
establish the order of importance of our ideas. Please look over the
entire list and select 5 problems which you feel most strongly affect
gepartmental coordination. Please do not rank the cards yet. Simply
put one idea on each of the 5 cards. Identify the ideas by ietter
identification and by writing the idea statement. -

(Give about 5-10 minutes for people to look over the newsprint and make their

decisions.) . i?'
&, oJ
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L: Now look at your 5 cards. Decide which problem has the top priority
or ig of the most lmportance. élease put a five in the lower right
hand corner of the card. Now select the problem of next highest
priority and put'a 4 in the lower right corner. Please continue,

L: Py Would you please collect the cards and read the results to me.

(The leader has taken a new piece of newsprint and written the alphabet from

A to uhétevef letter the ideas end with. Now, as Py reads the results,

Ehe leader records the rank order numbers next to the appropriate

‘identifying letter. )

The ranks are talliedrand note is made Qbout the five top ranking problems

that the group feels are p;ohibiting coordination.)

. Note: It is possible éhat consensus will not be reached here and that another

vote will need to be taken after more discussion. For various rating forms

aﬂﬂ’fﬁbtructiops, see p. 63~66 in Delbecq et. al.

Figure 2
- * 4
Identifying Letter Agency
Location
Identifying Phrase
Rank

* Agency and Location blanks are optional. But they are for situations in which
it would be useful to collect data with respect to particular problems of an
agency or of a geographic location. The leader can collect the cards and, at

. a later more convenient time, sort them according to agency or location.
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Ogerating Rincts

} ‘There are se?eral operafing hints thac might make the procedure a lictle
smoothfr. They are:
1) Be sure to do a quick overview of the whole process when you begin so
that the participants will know what to expect. |
2) Write legibly in front of the whole group. Be very careful to write
ideas down in fhe exact words that they are presented. 1iIn other words,
be careful not to interpret what is being said sc that you add your own
meaning to the participants’ ideas. Your Participants are valued because
of the expertise they can bring co this issue. ‘s
3) Use name tags. If the participants are not<from relatively equal work
reles, do not put titles on the name tags. Let people become familar
with each other for tﬂeir input, not thelr authoricy.
4) Use desk name tags so everyone has an opportunity to see the nawes of
; the participants without trying to sctrain across the table to read che
small print on name tags. .
5) Be sure toc give people che opportunity to introduce themselves before
you begin if they do not usually work with each other.

6) Set up & few basic ground rules. For Instance, stacte “"Kindly do not

interrupt when someone Is talking."”

1

.Advantagea/ﬂisaéggggages

Advantages of NCT are:

1) The technique can be used with groups consisting of people witu varying
backgrounds, cultures, education or work roles who share a common problem
or goal. ‘

2) NGT can be used in groups where participants do not have previous

training in group process or communication skills.

47
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" 3) The highly stru;tured process allows & quick method of bringing people
together tc approach a common task. -
4) NGT promotes the generation of many ideas surrounding an issue.
5) NGT allows for maximum and equal participation of all the gFbup members,
allowing maximum input from many areas of expertise.
6) The structure of NGT makes it a‘relatively easy process to run.

. 7) NGT allows the group to reach consensus in only about two hours.

-

Disadvanteges of NGT are:

1) It is difficult to write an appropriate problem statement that will
generate ideﬁs toward an issue. .

2) NG}é calla for a trained leader or facilitator. )

3) ThL technique can deal with onlj one question at a time.

4) NGT is inapprop?iate to usé in a group where interacting procblem solving
Jnd team building skiils are to be developed.

5) It takes some effort to prepare for an NGT Session, including gathering
togethér the needed materials ang writing a well-thought-ocut problem

i

statement. ;
6) The structure of NGT does not lend itself to a change in topic at a

‘meeting. It is really a single purﬁose, single-topic technique.

Resources

Special Equipment Needed for NGT include:
1) Newsprint and felt-tipped markers for each groﬁp.
2) A copy of the Nominal Group Task Statement Form for each participant.
3) Twenty 3" X 5" cards for each participant.
4) Paper and pencil for each participaﬁt.
5) Masking tape.

6) Tables and chairs to accommodate up to eipht participants per group.
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9:15 - 9:29

$:20 - 9:30

9:30 - 9:55

16:00 -~ 10:25

\

Y

kY

Problem ..ssessmentt Workshop Agenda

\
Welcome:
1. Wwho we are, what we are doing here.
2. Our task is serious, and important.
3.' Each member's role important.
4. How we plan to use today's output.

Welcome: .

1. This morning will have a problem orientation, ..
2. We will deal with solutionk this aftexnoon~%  *
3. How groups will be divided.

4. Initial statement of workshop question.

Break into small groups.. Introduce participamts by
name and agency.

Step 1: Silent Idea Generation

1 Clarify problem statement
- pass out worksheets (Exhibit 1) and pencils
- read problem 'statement
- explain kind of response desired
(open ended or what comes to mind)
- resist further process clarification
(no examples) .

2. Guidelines

- request thait ideas in response to question
be written in short phrases on worksheei,

~ request members work individually and silently

~ stress identification of Problems, not soluclons

~ again, ask for cooperation and commitment to task
at hand '

~ sanction disruption of silent independent attivity
{please stay with your group)

Step 2: 'Round Robin Reporting of Ideas

1. Clarify goal and process of this step

~ an accurate list of the ideas S<nerated in this
group

- idexss will be caken serially
-« ask the first person for one of hig ideas
- wyrite down the phrase as it is stated
- ask if anvcie else has a similar idea; write

down varZaf-ons of the ideas as they are stated

~ retirn i~ kwaxt person for new idea
- continu¢ watil all are recorded on flipchart

50
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2 Guidhjines

- record ideas as quickly as possible
(attention is short here)

- record ideas in words used by the individual’s

~ keep entire list visible by tearing off completed
sheets and hanging on wall

Note: "Hitchhiking" is invited. If ideas written on the
chart stimulate another idea for a participant,
participant is encouraged to add to worksheet and
report to group.

10:25 = 10:45 Coffee Break
10:45 - 11:30 Step 3; Discussion.for Clarification
1. Clarify the role and process of this step -
« -~ purpose is to clarify
-~ members should ask each other the meaning of "

words and phrases
- the discuuvsion can and should convey the meaning,
logic, or thought behind an item

2. Guidelines
-~ take each idea listed on the flipchart in order
~ pace the discussion to avoid undue argumentation
. gbout some items to the neglect of others

(you want to enhance understanding but minimize
influence based on verbal prominence or status)

- encourage participants to ask clarifying questions

-~ ask for specific examples when poszsible

-~ take notes here for our project purposes on any
information which could be useful to our project:
examples, case study possibilities, etc. (difficult
to do, but valuable for our research)

11:30 ~ 11:45 Step 4: Ranking of Broblem Importance

1. Purpose of ranking is to aggregate the judgments of
individugl members in order to d2termine the relative
importance of problems identified.

2 Guidi:ines
~ give each idea a letter identity (if you run out
of ‘the alphabet, use double letters)

~ give each member 3 X 5 cards

~ ask the group members to select 5 items with highest
priority ( his will take careful thought and effort,
so encourage participants to cake needed time)

- ask each to record each of his selected items on a
vard, placing the letter in the upper left corner
and the short identifying phrase in the center
(show example)

51 § \
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- rank otfder cards at the same time after each member
has selected his 5 items -- say, "look at your five
-cards; decide wiich problem has top priority;
please put a 5 in the lower right corner.”

- proceed through the rank order

- collect cards ; \

- record and tally ranks on master chart

11:45 -~ 12:00 Summary and Feedback

' 1. Bring the large group together and have a representative
of each group feedback the problems which were identified
. in that group.
2. Thank the participants for attending.

-

52




EXRIBIT I y

From your point of view, what barriers exist to your agency's coordination of
planning and programming activities with other agencies that may serve the same
set of clients?

Please write your ideas here:

-t

(W1
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Communication Strategies for Liaison Relationships

The following materials are intended to provide those participating
in inter~agency projects and decision making with a'conceptual'fkamework
for evaluating communication strategies used in linkage activities. Lin?age
1s communication and the utility of linkages between agencies depends first
and foremost on the communication strategies used during the linkagelproject.
The model presented below offers two distinct communiéation stratesigs,
an open network strategy and a ci;sed network strategy. It indicates the
decision conditions under which each of tuese two strategies should be
eqpleyed. A rationale for the model is then ?résented after which some

r

problems of implementation are discussed and the concepts developed are

4

applied to two linkage cases.

The Model: Two Communication Alternatives
E

Two important variables in inter-agency communication and related
decision processes are the type of communication network employed by the
communicators, and the state of development of the liaison project.

Bach is discgssed below. .

1. Communication Networks

Communication between agencies is a complex of procedures and attitudes
which may or may not facilitate a liaison project. Implicitly or explicitly,

each liaison project requires the parties to deal with the following three

-

questicas:
t

- who should I communicate with?
« yhat should be communicated?

« how should it be communicated?

o
H
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How these questions are answered will dgcermine the qualicy of inter-
agency decissons and projects. The answers to these questions will affect
not only the effecctiveness of joint activities but the harmony with which
these activities are engeged in. ' -

The answers to these questions could fall in one or another of two
extreme caﬁmunicacion strategies, an open network response or a closed
network response. An extreme open necﬁork response would be a posicive
"everyone,™ "everycﬁing," "always“ sort of response énd an extreme closed
network response would be ; negative ™no one," "nothing,™ "never" sort of
response. While there are some agency communicators who tend toward one or
the other extreme {(especially the lacter excreme),.mosc communications fall

somewhere in bectween. It is the point of chis model that communications need

to move toward one or another "extreme™ of this model according to the scate

of development of the liaison project.

2. Scate of Project Development .

The state of development of a liaison project can be determined by the
state of uncertainty and‘or complexity of its decision problems. The most
uncertain situation, che most complex situation for liaison activities is
one in which the group of people from various agencies who would have to
parcicipate,in implementing linkage projects are not in agreement on their
values and goals with respect to the projecc. The least uncercain and least
complex situation for iiaison activities is one in which there is not only
consensus on the values and‘goals of the particular project but in ghich individual
responsibilicies and roles in che implementation project are understood by
all and accesied and carried out by each individual.

The [igure presented on the following page matches the communication
extremes with the project development extremes. The data in the cells rellect
the appropriate strategy to follow in a linkage project under the conditions

indicated.
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Figure 1.
A Visual Design for Communication Strategies

Project Development Stages

- Low Certainty High Certainty

Closed .

Network DO NOT GO Do GO
Communication TOCETHER TOGETHER

Open DO GO DO NOT GO

Network TOGETHER TOGETHER

When we discussed the communication and development variables above, we
presented excréme conditions fof these variablea: We also no*ted that in most
situations, most communications fall between the extreme forms of open and
closed networks. »Similarly, while it is true that linkage projects may
sometimes arrive at the extreme stage of consensus, a#ceptanceuand implemen- —
tation of individual responsibilities (project certainty/simplicity) it is
also- true that linkage projects are often faced with high project uncertain-
ty and complexity as defined here. 1In effect, at the initiati&g stage of a
!linkage there is always the condition that tﬁere is no consensus on values
and goals vis:a-v;s the project. However, over the life of a healthy project
there is in effect a movement from low certainty to much more certainty. As
a consequence, communications strategy should also be moving over the life of

a healthy project, from a very open network to a much more <losed network.

Graphically, this norm for healthy project communications is as follows:
- b

Figure 2.
Healthy Project Communications
Closed
Network
Communication \\
N
AN
Open :
Network N

Tow Certainty or High Certainéy or
High Complexity Low Complexity
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Another way‘to interpret this graph is to read the vertical axis as an
increasing number of rules restricting the communication relationships between
project personnel. As the certainty increases (horizontal axis) the number of
constraints on communication should increase. 1In other words, as we move to-
ward reaching consensus acceptance and implementation of individual respon-
sibilities’(project certainty/simplicity) we can begin to close our comaunica-
tion network.

To help make Fhis comaunicaticn principle more operational, Figure 3 pre-
sents some af the indicators of project development stages and open and closed

networks which can be useful 'in the evaluation of project communication.

Figure 3.
Important Indicators of Communication Stvategies and
Stages of Prolect Development

-
B
(II) Communication <
Strategies . '
A
A B C
L-..L )
NS
Project
(1) Development
Stages




Figure 3. (Continued) -

b

(1) Project Development Stages (Indicators)

Stage A.

Group agreement on valuas, relationships and goals. During chis

stage ihe xioud needs to agree (each consensus) on such issues

ag:

= grround tulas for group membership, including group's right co

danction individuals

=~ ground rules for group communication processes gnd decision
making processes

meana .or resolving group differences

--relavant.reference and/or client group

~ weans for determining reference and/or client group preferences

O

Aruitoxt provided by Eic:

ERIC

Scage B.

- ‘I.u.]_,_qf_!.gmngl risk, #royp risk

time horizons, deadlinss, project Priorities

Group agreement as to causality and as to the probable effectiveness
of alternacive programs or procedures. In cthis stage the group
needs to agree’on such issues as:

-~ cause and effect

probabilities of cutcowes from actions taken

the qualicy and quantity of information used in coming to

decisions

project specifications gnd role specifications

meansg for assessing project effectiveness, role effectiveness
T r
-~ conditions for reevaluation of goals

Stage C. When group individuals understand and agree on individual roles

and accept their performance . respensibilicies.

(11} Communication Networks (Indicators) -

As mentioned tarlier, communicaticn is A cemplex of procedures and aeeice-

udes. In order to determine whether a necworl 18 open of closed we would

inspect che type of mcssages used, the description of the 1iaisen roles, che

- -
environment of che meetings and the attitudes of the commpnicators.
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" Figure 3. (continued)

Hessages

.~ is coded
- 15 numerical
- {5 wrirten/printed

the less a message * = is restricted ns to senders ’ the more a message

' i - 12 vestrieted as ro reaipients - )
the mire open the - 15 personal the more ciosed the
network. - {is rulc or order centered network.

-~ is faect centered

- gerves as a recovd

- serves 85 a contract
.o . =~ }s sanctioned

Liaison Rolcs

- 1s vesponsible to a chain of

Tt . command
. - has bsoen broken into subfunctions
the less & liaison - requires special training or the more a liaison
role spectalized education role
the gore open is the - has srapdardized cvaluation the mrre closed ir the
network. : eriteria -~ neLwork.
- has well-defined reporting
' ‘. . relationships

- has o specifie job deseription

Hec;ings

’ - hierarthieal seating amnrange-
menks
- status recognitions
- medisted presentations {e.g.
charts, cte.)
" .= a standoardized time and/or format
and/or function

the less a meeting - an dgends of topies the more  meeting
has - an agenda of participation - has .
the more open the -~ speeialized roles c.g. ' the more ¢loscd a
network is. . pavticipation }inmited to networy Is.
. informat ion
. participation limited to
: voting

participation limited to
arca ol uvxpertisc or
responsibility
~ geating arranpeaicnts vhich limit ;
feccess of participants Lo cach
other

Attituden

the less artitwdes of - evnirol ericnted . the more attitudes of
participants are = Iidtuence oricnted pavticrpiants ate
the more open the the wore closed the ..
communication network is. (3() consumieaiipn netweth s,
52
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The Rationale of Model
The agbove model has been doveloped from the work of Weick (1969) and
Watzlawick, Beavin and Jackson (1967). Working from the control théory of
organization, Weick has shown that for groups and organizations to cope with
uncertain environments they have to reduce the rules and procedures of rela-
tionships (i.e., open the network of relationships) as the uncertainty
increases. It is argued above that the uncertainty of linkage projects is
gfeatest nrior to group consenfus on goals and that uncertainty will continue
" to decrease as goals are agreed on and suﬂsequently the means for achieving

- F
them is agreed on. As the linkage project reaches agreement on goals, and

1

their means, the communication relationships should gradually become more

and more restricted (i.e. become more and more a closed network). Conversely,

if there are sudden changes in the environment (e.g., new legislation) a
linkage project with already well developed goals, considerable certainty of
means, and role responsibility will find itself in a condition of uncertainty.
again. Consequently, the appropriate strategy of a closed networg prior to the
sudden change is no longer appropriate and the linkage relationships will have
to become more Qpen.

Watzlawick, Beavin and Jackson's contribution to the model is their pro- .
positioﬁ that the negotiation of relationships is dys%unctional to the exchange
of information. Thus whenever there is a change in status, power, authority in
a situation there will be a concomitant increase in the distortion of messages .
It is this vhich requires us to present in the model a necessary progression Qﬁ,j
projfct development from sta%5 A to stage C. In other words, unfx he group
agrees on such issues as values, goals,\and the other indicators En I Ain
Figure 3 the;e will be considerable distortion in the information exchanged
between agency répresentatives to the linkage project. It also reqajres us

to present open communication characteristics in the way that we did, i.e.,

as those which stress the expression of values and fcelings and deemphasizes
53
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i
authority, status, and expertise as well as deemphasizes attitudes of control
and influence. For a further study of the effects of control-oriented

attitudes on communication and problem-solving see Gibb (1961).

4

Problems of Implementation

-

In the Communication -Seminar a number of problems of implementation of the
model were noted by either the participants or the staff. A few of the major
ones should be recognized here. ‘ .

A

A. The organization structure of the individualtagencies. For almost all

activities within the agenties, the structure of relationships is a

¥ ~

highly restricted one. With respect to communication, this means that

" the tVDicaL_gggggxﬁantern;is_than_nf_a_clased_network_m—mhere_arzicwo-——-~——
cénsequences of chi;.
| Personnpl have insufficiently developed the ﬁccicudes and skills
necessary for them to conduct themselves properly in.an open
network.
2: Those personnel able to conduct chemseives properly £n open
networks have a difficdlc time translating linkage activities

into agency comprehensible systems:

A solution to this may have to be a Qtructural one, a)namely thé
development of liaison roles with personnel chosen who are equally
— able to participate in both open and closed necwofks, b) the
‘ reporting relationship of liaison ;ersonnél should be high in the
hierarchy of the agency, at a poiht where it is more likely that

communication patterns are less yule bound (i.e., more open).

B. The lack of apency flexibility. The lack of agency flexibility

(either because vf{ regulations or the resistance to change) forces

agency representatives into a negotiating relationship in the
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linkage project. As we have said above, negotiating relationships

are dysfunctional to the inter-agency exchange of information.

A solution to this may again have to be structural {although the
workshop on Problem Identific;tion Strategies presented elsevhere

in this manual is an attempt at & p;oce;s solution to this‘groblem).
A structural solution.would be to chdose linkage representatives
from higher in the agency hiersrchy so thgt the liaison individual's
influence within the agency will be much gfeatgr. The greater his

influence wichin the agency, the less pressure onahim to continually

negotiate on the linkage projecf.

"C. Time constraints. 1The open network alternativé 1s enorﬁﬁﬁ§17“tiﬁét
consuming. Many of tho;e working on linkage projects are overléaded
. witﬁ intra-agency assigaments or with multiple linkage responsib;iities.
fiere again structural changes may be necessary, either reducing the
intra-agency responsibilities of‘liaison personnel or, if these are
already reduced, developing a matrix type organization in the agency
with a number of project managers/representatives. {See Galbraith,

1973 for an understanding of this structural alternative and others.)

Case Application

During the seminar an attempt was made to use the above model as a8 framework
'for the analysis of two cases. '
1. McHenry County. {(Exhibit I) The McHenry County Forum was used as an
. example of a relatively open network participated in by a rather
large variety of agencies. It was pointed out that the attempt of the
Forum to develop its own Qudgét would likely add restrictions to the
communication relationships. 1t was further noted that the issues
discussed were not differentiated with respect. to uncertainty. 1In

(1

other yords for some issues, the Forum was toc open a network. 55

63




PR

2.-Baltimore Metropolitan Manpower Consortium. (Exhibit II}) The failure

of the Maryland Sea Service Project was discussed in terms of amount

of preliminary communication engaged in between the Consortium and

the Sea Service Program prior to the determination of indiwidual

“

responsibilities anﬁ the monitoring system. In effect, in this
instance, stages A and B of project de&;IOpment‘were pretty much
skipped. Communication was a negotiation process without the open
exploration of valueé’and feelings or even an exploration of alter-
native programs and procedures. Many participants argued, however,

that_the structure of. funding and the process of funding as well as

*

the low amount of money invoived mitigated: against the adoption of an

56

open network prior to contracting the relationship,
. 1
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Commuuication Strategies for Liaison Relationships Seminar Apenda

9:00 - 15:00

P

Welcome

Communication Strategies (Lecture)
1. Overview .

2. Prlnciples and Procedures

3. Indicators

Coffee -

Case Dlscusszon

~ smal® groups read McHenry County Excerpt (Exhibit 1)
and turn to group prepared to answer the following'
questions:

1. yhat (are, could be) the advantages of the forum
as a coordination mechanism?

~ ¢

1:45 - *4:30

»~% & coordination mechanism?

2~ whaE—éaae,—could_he;-the_prnhiem3_nf_tha_fnrnm_as__________

3. What (are, could be) the advantages of your
agencies working with a forum.

- large group, & member of each small group feedback
resules of case discussion.

- consultant makes notes on board and applies feedback
to concepts in model.

Lunch

Communication
- Consultant v
model development lecture

Case Discussion -

- small groups read Baltimore County Excerpt (Exhibit II)
and return to group prepared to answer the following
questions?

1. What kinds of agreements (did, should have) the I
consortium people try to get at the initial stages of |
the project.

2. Can you map the stages of this project.

3. What were the results of this proiect with
respect to the communication strategies model.

4. What steps could have changed these results.

- large group, a member of each small group feedback
results of case discussion.

- consultant makes notes on board and applies feedback
to condepts in model.
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EZHIBIT 1
. McHENRY COUNTY,ILLINOIS
CETA PSIME SPONSOR
In 1972 George Malley of Family Services and Mental Health Clinic, Jack
Haffner, then county probation officer, and Pete Stuckey, Head of the Office of
Community Services of the Community College, attended a meeting in Rackford of

the Winnebago County CAMPS organization. At this“meeting members of social

welfare agencies discussed individual problem tases. The McHenry County Officials

' were impressed with the ijea of inter-agency cooperation and decided to try it

in their area.

Haffner and Stuckey, who had beceme acquainted thru the college's classroom

training program at the county jail, phonéd agencies they thought would be

—  interested-in an inter-agency organization and invited them to send representatives

&

to a meeting. Meetings were Subsequently held at the Timbers Restaurant in
Woodstock and at various agency offices, and an organization ultimately known

as the Community Forum evolved. A June 1972 memo identifies the following

goals for the group:

Reduce duplication of effort between agencies.
Establish an informational network.

Determine the neceds of the people of McHenry County.
. Attempt to resolve the needs as determimed above.

o N -

Eventually, a once a month meeting date was established. Meeting places are
rotated among agencies. By-Laws were adopted in Qctober 1975 and pians for in-
corporation made, creating what the current director of the Forum, Bill Biscomb
describes as an “identifiable entity." Any agency that is involved in 'social”
services is invited to be a member, and it is tacitly understood that an agency
repreaentat;ve,to the Forum has the authority te speak for his or her agency. In
addition to its originally identified goals, the Forum has Qe:ided to perform
services directly -- the creation of a legal entity is a prerequisite {or the
receipt of funds for this Purpose.

LW

—— i R % )
This excerpt was taken from the case written by Cynthia Goldring, Nerthwestern
University Manpower Project, for the purpose of class discussion.
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According to Discomb:

We are getting involved in a lot of things chat perhaps cranscended the

original concept of the Forum...Nobody told us we couldn't do it, so we

42id ic...In providipg sarvices, acting as a catalyst, and in evaluacing

the services that are being performed--1 think this is where we are going

to find our home.

In 1973 Pete Stuckey met with the County Board and encouraged the Board te
apply for CETA funds. He also recommended Jack Waffner for director of cthe
prime sponsor-agency. The County Beard adopted both of his recommendations, and
Haffner set up shop in May 1974. Scuckey, Haffner and the consultant who writes
the agency's applications together attended the Department of Labor prime 5

sponsor treaining gessions in Chicago, and the firsc meeting of che Advisory -

Council was convened four months later.

Advisory Council

The original Advisory Council was composed of members of che Community Forum
with whom Haffner had developed a working reluationship in che basc--Maxine
Wymore of Public Aid and Pete Stuckey of JdcHenry Community €College, for example.
These individuals were selected by Haffner and approved by the County Board.
During the ensuing l% years, Haifner appointed others to the Council; there zre

»

novw 27 members representing law‘enforcemﬁnc, social sefvice, and a2ducation
agencies, in addition to private industry and labor unions.

Eloy Salazar represents the Illinois Migrants Council, a largely Spanish-
American group. T?is organization had received a grant from the Lake Count;
CETA agency and had requusted a similar grant from McHenry County. The Advisory
Council refused the grant because it wﬁs felc thac the reques® was excessive.
Haffner pointed out to Salazar that while Spanish-Americans comprise oniy 1.3;
of McHenry County's population, 107 of 0JT slots are filled by members of that
group. Haffner then invited Salazar to become a member of the Advisory Council,

which Salazar did.

Haffner has the authoritv ta overrule the Advisory Couacil if he and they
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were Eo disagree. Howevesr, he says he "“would bend over backwards to 3void that.*
» The Advisory Council approves all expenditures, altho this is not required by law
or regulation.

Several of' the Council members are in regular frequent telephone oF Eacg-to-
face contact with Haffner--Tupy of ISES, Stuckey, Wymore and Biscomb arL among
these. antacts with others range from once a month {at Advisory Counqi!
meetings) to several -times a month. In addition, Haffner serves on the boards
of several of the agencies represented on the Council. |

The Advisofy Council meetings, held in a community building, are informal.
There is an agenca, but few parlimentary procedures are followed. Veotes are
taken only on issues wihich are controversiai among Council members, or which
involve the group with %n_external agency such as the Department of Labor,

In the spring of‘197é several sewing machine operator positions became
available in the county at Gage rates of $4-5 an hour. The staff was in favor
of-hsing 0JT slots to fill these jobs. Through the Federal Representative,
Richard Wambach, the Department of Labor objected, warning that this type of
employment co.id be disallowed because of its history of sweatshop conditions.
When Haffner explained this at the Council meeting of March 18, 1976, and
several council members argued that the wage rate was higher than rates being
paid other CETA participants, and thst there are opportunities for further
training and advancement in the factories where the positions were available.
Wambach recommended that the prime sponser submit a justification to the
Departmenc of Labor, and he predicted that the DOL would allow the propram.

The Council voted unanimously to submit the justification.

Another situation in which a vote was taken involved Mr. G, a Spanish-
American who had written to Senators Adlai Stevenson and Charles Percy
complaining that Ehe McHenry County CETA provided inadequate services for
Spanish-Americans. The letter was routed through the Department of Labor

and ultimately reacied fuffrer. Uson investigation, the staff discovered that
b1
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Mr. G. had lost his job at a local déiry due to recessionary layoffs and had
applied to CETA. He was offered a $9,000 job but refused because he felt the
pay was low. According to Wambach, Hgffner was within his rights to have
closed the matter, but instead Haffner referred it to the Advisory Council.

A committee which included Spanish-American members concluded that ﬁr. G di&
not have a-legitimate grievance.

The agendas of the February 26 and Marct 18 meetings included reports on
the OJT preogram and a verbal agreement between Haffner and fupy of ISES. At
the, February 26 meeting, Carl Martens, staff job aeveloper, repeorted on the
0JT progrem, describing the program cperaticn, preblems encopntered and numbers

|

participating. On ﬁarch 18 Haffner eﬁPlained that the number of CETA

applicants had dropped by 50% during February. Haffner observed that this
may have been due to prospective applicants applying for unemployment
compensation in the new and accessible ISES/Ul office rather than applying

for jobs at CETA. He and Tupy worked ocut a verbal agrqghent whereby aay

/

person whose unemplovment compensation has expired would be referred to CETA.

CETA AND OTHER \GENCIES

Haffner's relationship with 1SES has both formal and informal components.
/

Haffner talks to Tupy at least once a week for ingérma:ion on job openings.
There is a written contract with {SES specifying ﬁhe seryices that the ES
office will qrovide to the CETA ageucy. This agreement, signed in July 1975,
formalized programs that had already been in operation under informal
arrangements. |

There is also a written contract with McHenry Community College specifying
the services to be provided by the College. Again, the contract was not signed
uncil July 1975, formalizing programs that had already been in operation.

By verbal agreementj the CETA otfice receives lists of the Department of

Public Aid cases. Ha{fﬂ;r is considering a written contract with Public Aid

62 vhich would specify that cne person be\employed full-time “.y public aid (or
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CETA referrals through the Wiy program.

The contracts with ES and McHenry College provide for personnel Erom those
agencies to be directly emﬁloyed for CETA programs. These per wnuel afe koused
in the.0utreach Center, a storefront intake facility located in downtown
Woodstock. The director of the Center is an emplo}ee of the College, as is the
adult education cbunselor. The placement counselor iqgan employee of ISES;
he refers CETA non-eligibie aéplicants te ES. CETA staff in the Center include
Lillian R-Carrington, who is the EEOQ officer and perscen in charge of work
éxperience programs, a j}ab developer, and the senior citizens organization
divector. *

Haffner set up an advisory body to determiﬁe the allocation of Title VyI _
funds, although this was not required by law (the Advisory Council is authorized-
to consider matters pertaining 2 all titles). This council is composed of
mayors,'townghip supervisors, schocl supevintendents and road commissioners.

The Council agreed that Title VI funds shou}d te used for'public agencies that
could retain the employess after Title VI is terminated,

Both Haffner and Wambach fcel that their relationship is a mutually
satisfactery one, Haffner scates that he often “asks for adwice from Rich."

and Wambach feels that Haffner respects him.

HAFFNER'S PHILOSOPHY

Haffner feels that the Mcilenrr County CETA has been a success for several
reasons. First of all, "we don’'t pick aryone's pockets." Secondly, "everything
is out in the cpen." And third, "CETA touches every place in McHenry County;
everyone knows about CETA." Furthermore, he feels that he is '"mot out there
alone." Bob Schultz, an Advisory Council member Erom Oak Industries in

Cryscal Lake, comments that "CETA works because Jack works.” -

l“/
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EXHIBIT II /
BALTIMORE METROPOLITAN MANPOWER CONSORTIUM '
BALTIMORE, MARYLAND
Q: How did you make the transition from no knowledge of another agency
to operation of a cooperative, coordinated program?
Marge:* Donna should be able to describe that. She started with our ~ffice

as a newcomer to Baltimore, in addition to working in an area pe knew
very little about initially.

Donna sk You jump in and get dirty real quick, You jump in onc direction, and

if you drown, you know it was the wrong way. )

Q: How did the coordination with LEAA get started?
Donna: I started a year ago. We already had one LEAA program thatwhgg,heeﬁ’"
. in operation for about a year, and one that bad just.begur,
- ! "/'l’—
_--"'l—'.' ) oo .
Marge: “The first one we took over from the €ity. The second was the one on
: which we got the call about if we had these funds what would we do with
it. So we came up with an idea, hired Donna, and gave it to her.
Donna: On the first one we were aporoached by a private nonprofit group called
Maryland Sea Service. They said we have this idea for a voc training
program and we're seeking funding for it. After they spoke with one
person in this office, they hit on the idea of providing such a pro-
gram for juvenile delinquents. Qnce they hit on that idea, we were
' aware of sources of funding thru LEAA., They were interested in dev-
eloping a vocational training program fu®‘\ time for youth. They had
for the past 10 years a weekend program. Kids in schoel came down on
' the weekend and worked ir the dock, learned to tie knots and worked
on boats in the harbor. They thovght maybe they could do the same kinds
of things for kids who were not in school, so they 2 proached us as a
resource. From that point we evolved to lets work ~.ch delinquent kids
since they're the kids who are not in school. From that a grant was
developed and the state planning agency for LEAA Subsequently funded

it.
N -
Q: How did the sea service learn apbut LEAA a5 a fJnding resource?
Donna: I don't think they knew aboutdft until they came to us. YWhat they knew

about was the Mayor's office of Manpower Resources. [hey approached
us with the idea. This office was the grants¢, and we in turn subcon-
tracted to them. I'm not sure they had anything beyond an jgva when
they first approached this office.

Q: How ﬁuch were they involved in dieveloping the proposal?
* Grants/Sub-Contracts Manager, CETA

%% Special Projects Coordinator: she came g the ConsQrtium
with a background in criminal jJustice, and her rele 'ts liaisen with Crim-
inal Justice System {or CETA.

This excerpt was taken 1. r the cuse written by Ronald Rodgers. MNertiwestern
Unjversity Manpower Project, for the purpose of class discussion. 55
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Marge: From a technical point of view, considerably. They were in the
business of working on boats, outboard motors, etc., When you write
a description of what you want to do, you need some technical in-

- gy formac}cn as yell as budgeting for sperific marine or maritime items.
But its one thing to talk about doing a grant application, which is
perhaps the easiest step, but when you translate that into an opera-
tion program, that's where they had the real expertise. We subcon-
tracted the total operation of that grant to the Maryland Sea Service.
The project was funded for three years. The first two years it was
subcontracted, but in the third and final year which we are in now,
we decided not to subcontract it, and we are operating it directly.
They are not invelved in operation now, other than & $1 lease agree~

ment for the facility where the program operates. .
Q: _ When did &ou (bomma) become involved in the. program?
Donna : In the second year. They had been in operation for a year and a half.
Marge: They.started by getting their facility, fixing it dp, and initiating

the process of getting the kids. There were some problems getting
the kids because they had to come from probation, wyhich is always a
rather nsbulous agency to deal with. Essentially they managed to get
all the components together. They had a barge, they had a classroom,
and they had the kids. Putting 21l them together and getting a
viable program was another matter.

Q: Were they on their own in getting the program into operation?

Marge: First, there was one person in this office who was responsible for
mnitoring {spotting problems in) that program. Any LEAA grant ip
tne city funnels through the Mayor's coordinating council on crim-
inal justice. Within that agency there are planners also assigned
to monitor the operation of LEAA funds. $S» you had twa persons
designated from day one as responsible for seeing that this program
became functional. ¢me from this office, ana onc trom the coordinating
council. Both of those persons were very instfumental initially )
in providing zdvice and direction and support. But 1+ was & contract,
s0 Sea Service had primary responsibility. )

Q: How did the program change from a subcentract to direvi. operation by
your offive?

Donna: It probably has sahething tov do with my voming here, One of my respon-
sibilities when 1 First came here was to cvaluate the Sca School as
to what it was doing, whether it was waeebing its $oals ang objectives,
and whether ¥ thovgkt it had potential for continued funding after the
LEaA graat ends, 1 spent severa months In observation. It came clear
to me that they had the necessary components, but they did rot have
the mght direction 1n Ler s of dealing with delinquents. Nor did
Marylond Sca Service hire persons with ovperienee in & aling with
delinguents and delinguency problems.  So while thev had @ very good
program with all the couponents had they been dealing with your
mverape kid t‘\'lmin;_' wmit of schienl into their weekend program == that’s
what they had been accustomed to dealing wirh -~ they found out_verv |
quichly that they could not deal with delinguents in tlic same wi-,

1

Q: A What were the objectives of the Sea Scheol?
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Donna:

Q:

£onna:

‘ . ‘
To reduce recidivism, to Increase reading and math levels, to achieve
good attendance, £o-achieve some attitude change, and to teach some
maritime skills in boats and. outboard motors. That really presented
a problem that came out in my observation. They were attempting to
teach very sophisticated skills to students who had not so sophisticated
levels of functioning. For example, if you're going to be 2 boat car-
penter, a shipwright, that's a very technical skill. It requires &
great deal more commitment, perhaps, knowledge, awareness of what
you're doing than it does to take two pieces of board and nail them
together. They were dealing in an area of very sophisticated skill
training, and they were dealing with students 16 and 17 years old who'd
been out of school four to five years, who were reading at the second
and third grade levels, and who weren't in attendance half the time.
80 out of this one of my observations was that if we malntain a vo-
cational training program of this sort, reduce the sldll training to
more basic levels of training until he comes up to certain level and
1s ready to begip a more sophisticated type of training.

What tyﬁb of support and r~ounseling were built into the program?
They had a counseling staff built into the budget.
¥nat did they do?

Wrung their hands most of the time. They rapped with the kids. What
kind of problems did you have today? I saw you hit this kid, or I saw
you rip this off. It wasn't the psychological kinds of counseling

you would hope could bring out students' problems. It was street
counseling. They did & little bit of vocational counseliing as the
staff was able to do. But when we subcontracted it, they hLad hiring
responsibilities for the staff, and I think they may have made some
poor choices and no experience working with these types of kids.

That combination really did not work very well. They had never had

to deal with probation officers, the probation dept, and iL was a very
rude experience. 8o after about a year and nine months, the Maryland
Sea Sarvice requested that they not be considered for the third year
of the concract.

How was tke transitioan made for you to operate the program.

First, all of the staff of the Maryland Sea Service were given an
opportunity to apply. With LEAA, even tho you get your funding for
three years, you musi resubmit to get your program approved each
year. When we pulled togethe? the -refunding application for the
third year, and we did change it, once the governot's commission
approved the changes, around the end of September for a program to
begin Oct. 1, we had already don~ some preliminary work on finding
final location and on some of those operational things. So that be-
gimming October 1 we had for all practizal purposes a brand new pro-
gram,

How many staff from Sea Service are now involved in thc program?

Two of seven, and they were both counselors. The rest did not apply.
The vocational staff did not apply.
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Q: How is the training different this year?

Donna: It's not related to maritime. 1It's small gasoline engine repair, two
and four cycle, end basically working in carpentry skills.

Q: Was any job placement written into the earlier contract?

Don.ae ; Yes, but none occurred. No one finished. The contract seaid that
students should be at the sea schoal for nine months, but most never
made it that -long. About 90 students were enrolled, but some may have
been there only one day. They averaged about 4 to 5 months enrolled,
but that wasn't being there every day. They were on the roll for 4 to
5 months, but there for two days a week maybe.

Marge: One of the problems was they did not have & rigid termination policy.
As we do now. We weed out the kids very very early. Those who don't
want to be there are weeded out within the first two months. And it's .
a ‘little more realistic in terms of a kid coming in and saying, now
where do you want to be a year from now. This is where you cen be a
year from now if you stick with us. 7This was not done before at all.

Q: Sea service appears to have more experience with young people
interested in maritime Skills as an avocation. How did that contrast
with this effort to prepare students for maritime skills as a vocation-
al area? What did they hope to prepare these delihquent youngsters for?

Donna: To go into the Harry Londonberg school of sailing or the merchant
. marine. They had totally unrealistic goals. It was unrealistic

for these kinds of kids especially. Very quickly I discovered that
these kids were scared to death of the water. They can't swim, and
they don't want to learn how to swim. They're scared of the water.
And the jobs were just not available. There weren't jobs even if
they had been trained for these kinds of kids. Because if you look
around and see where the marines are liczated, or the marine supply
stores, they're in an area of Middle {i.ver, and if the kid could get
transportaticn down thére, these very white, middle class operated
marinas with $60,000, $70,000, $80,000 boats docked there, are net
interested in hiring this kind of kid. This jg a kid coming to you
with an average of 6 or 7 prior arrests. Thesec are your adjudicated
impact offenders, an impact crime being violence against a stranger. °
There is not & single kid in that Sea School who has nnt been ad-
judicated for a violent Zrime.

Q: Is it still called Sea Schoel and being directed at Maritime jobs?

Donna: It's still called Sea School and its still located on Pier 4 in the

harbor, but they aren': being trained for maritime jobs at all. Their

' work site is on the barge in which wc¢ had engine sheop, a woodworking
shgp 'and all the equipment thut had been purchased during the first
twe years. ‘That remaing their worksite, as opposed t¢ schoel, which
is a differcent location. They now spend on¢ week at wurk, one week
at schooul, alternately. Proviously school and work weFe at the same
location, and it just wasn't conducive to anything Now when they
go down there they punch a time clock and know they go to work that
day.
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Q:

Donna;

Q

Donna:

Donna:

Marge:

Donna:

Marges?

Marge:

N

Has this improﬁbd attendance?

Surprisingly. We just finished our third year first quarter report,
and we have an B8 percent weekly attendance rate in both locations.
That's super. And we also have -- if you'll let me toot my horn a
little bit ~-- only & six percent recidivism rate, since October.

What was it previously?
Ve doq't know. There were very sketchy records and kids came and went
so freely that we just weren't able to tell. And there was no follow-

up.
Did it require two years to make and learn from all these mistakes?
I don't know, since I came in at the tail end of the second year.

I think it shouldn't have taken as long as it did. Something should
have been done in the first year. The problems were evident, they
were there; for a variety of reasons, number one of which is that
there v ve so many other things that we were doing that no one wanted
to assume this responsibility full time. That's the key to it. In
terms of dollars, this one little $200,000 program was just a drop
in the bucket. _

And prior to my coming, there wasn't a person specifically identified
to deal with the arsa cf criminal justice..

Did the source of money (LEAA) lead you to set up a program for Sea
Service that they could not handle? .

I don't think that's true. Some of our manpower service centers

are run to community organizations that never did &ny manpower programs
prior to this. And they do an excellent job. But one of the biggest
factors you can have is a commitment to the people you're working with.
Sea Service had a good idea for a program, and probably would not have
had many of the problems they ran into if we had not gone the route of
changing the client population for the program. But having once done
that it became a major problem. They also were involved in a number
of other programs, and they expected this to be like their weekeud
program in that it really sort of Tuns itself. This required a great
deal of time and they didn't seem willing to devote that time because
of other things they also were doing. On the one hand I think maybe

. we made a mistake of changing the client population, but on the other

they never would have gotten.funding to try out the idea had that_not
been done.

Could someone else have done the job?

L thihﬁ/it's very ;%ssible, but they would never had had the connections
this group had to get right on the harbor, right on the pier, with the
barge. 7They had the contacts to get the facilities. They have a sub-
marine down there, they have the Constellation. They really are in

the harbor group. I don't think we could have done that. What do we
know abo:.t the harbor? Who do we know to get that kind of thing?

There was a lot of value in using their contacts.

Had another group had their contacts, it's possible they migﬁt have
had more Success in the first two years. 69
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Problem-Solving Strategies for Liaison Functions

A number of agency representatives have indicated (see Problem

Assessment Workshop Summary) that incompatible rules and regulations, local

procEdures ana authorities or attitudes (e.g. turf) have hindered thaz
successful implementation of inter-agency linkage for the delivering of
manpower services. We ha;e developed & model to explore this problem and
evaluate somexstraCegies which miéht increase the incidence of successful
linkage, |

The working gypothesis of this model is that these perceived barriers
to linkage are only barriers to the extent that they make the system so
inflexible that there is noﬁleeway to allow for cooperative effort. An
analogy can be drawn to the perception of a photograph in a newspaper which
when viewed from afar appears to be composed of solid blockshOE color, but
when viewed from up close can be seen to be composed of thousands of
individual dots of color ?urrounded by open space -- i.e., porous, not

solid. So too in a linkagk sitwation, what .appears rigid may in fact be

flexible. 1If flexible, linkage may be possible. Our theory in fact proceeds

from the proposition that the implementa:ion of linkage projects depends
basically on the flexibility available in the system. Three areas are
emphasized: the flexibility of the rules and regulations governing the
transaction; the flexibility in the design or narure ¢f the services
offered; and the flewxibility within the bureaus and agencies participating
in the service.

The model presented below is inteaded to increase the ability of
linkage participants to do three things. First, they will be able to
distinguish between project proposals which are too inflexible for imple-

mentation and those which are not. Second. they will be able to apply a

/8
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diagnostic for increasing flexibility through perceptual or structural
change, where at first glance there appears to be an impasse in project
opportunities. Third, the participants will be able to select from among
alternatives those situations which can most likely be efficiently or

effectively produced through linkage.

The Model: The Analysis of Project Opportunities for Liaison Functions

Important Variables in the Design of Linkage Projects. While in any

problem-solving situation there are a2 host of issues to consider, the model
presented below focuses on five variables which it is srgued are critical
factors in determining whether or not problem solutions will be successfully
implemented. The five variables are:

The degree of client interaction required in the delivering of services

planned by tha project. As an example, testing requires less client

interaction than counseling; skill training requires more client

interaction than training people for unskilled work.

The degree of rule or regulation specificity goveming linkage

participants. As an exampl-, a goal of increased employment is less
specific tnan employment quota; a budget is more specific than depart-
mental objectives.

The degree of structure in the linkage project organizaticn. For

example, a2 linkage project is more structured if it hes 2 manager or
administration to whom all project members report than if it dees not.

The degree of autonomV the linkage project has. For example, a linkage

project has greatér autonomy if it has its own funds than if it depends

on the agencies represenutced for its funds.

The degree of openness in the climate of the agencies or bureaus T
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represented on the linkage project. For example, an agency which is

highly innovative probably has & more open climate than one that is not:
an agency which is highly centralized is likely to have a less open

climate than an agency which is highly decentralized.

The Basic Model. Figure 1 presents the basic model as a decision
tréé. ‘Inasmuch as ageucy and linkage activities are basically client~serving
acfivities, the model assumes that the basic focus of linkage deliberations
is the design of client services. These may be desighs which are either
high or low interactive in nature.

The hypothesis of the decision tree is that project planners should
abﬁndon a project at any stop point reached along the tree,or if they do not
wish to abandon the project, to seek to change the circumstance which led to
the stop point in the first place. Thus, in a ﬁ;gh client interactive
service, if there is a low specificity of rules but ; proposal for highly
structured project crganizstion, the proper decision (see Figure 1) would
be to stop. An alternative would be to redesign rhe structure so that it

is more flexible. ‘Then the parties could move on to consider project antonomy.

Conversely, if the project design is such that there is low openness
of agency climate, low project autonomy, etc., the parties could alter the
client intensity of the service or product to fit the inflexible circum-
stances in which they firvd chemsélves.

It should be noted that this model does not evaluate gll feasible
combination of variables, but only those paths considered to produce optimum
paths. In this vespect, project problem-solvers can enlavge their oppor-
tunities by reading stop points as cost/effort points. When they extend a
path beyond a stop point, they need to include in the planning process a

strategy for by-passing or correcting a dysfunctional cost/effort circumstance.

75




Figure 1.

Problem Solving Paths for lmproving the implementation

of Inter-Agencv Projects

-
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Rationale of Model. This model is derived from the work of Burns and
Stalker{1961), Lawrence and Lorsch (1967), Galbraith {1973), and Weicl (1969).
The basic logic involves three concepts: degree of client interaction,
problem-solving abidity, and'efficiency.

Problem-soiving opportunities are most needed where the producggor
service is likely to be custom designed for each client. In the terms of
the model this situation wonid be the one we have labeled high client
interaction. Problem solving can best be achieved in a task environment
which is high in ambiguity rather than h.gh in structure or ﬁpecificity.
Hewever, environments which are high in ambiguity are quite costly both
monetarily and in terms of the psychic energy of participants. IThus there
are trade-offs in our three variables. If you are.trying to deliver 2 custom
product, it can't be done very effectively on a minimum budget of time or
money because bach must be invested in problem solving to devise the product
and to make organizational arrangements for delivery. 1If,on the other hand,
fou want to deliver a standard product go large numbers of indistinguishaole
clients. this can be done most effliciently if the tesk environment is
structurced and unambiguous.

Other combinations are possible,but the reader should begin to see how
the wvarious c¢lements of the model in Figure 1 relate to one another. The
graphs in Figure 2 precisely indicate the relationship between ambiguity and

design variables,and ambiguity and coest.
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- Figure 2 >
Relationships between Ambiyuit: and Desiun Variables
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Problems of Applying the Model

In teaching the application of the model, it was decided to concentrate
on the interpretation of the flexibility of rules and regulations because
the other elements of the decision logic (project structure, project antonomy
and degree of client interaction, and degree of sponsoring ager.cy openness)
are relatively straightforward and easily understood (see the definitions
above). The following sections deals with the analysis of rule specificity.

The Force of a Rule. A rule is flexible (unspecified) to the extent

it is not explicit as to the force and domain of a rule. The force of a
rule ls the power or authority behind the rule as interpreted by the follower.
It is the "why" of a rule. The "why" may be rati;;al {(e.g. a means-end
analysis) or intentional (e.g., the meaning or incentions of the rule giver
or the rule enforcer).' Take the rule "no smoking." 1f the rule applies
to the work area in an explosives factory, it is probably quite rational.
If the rule is posted in the employee rest room of an automobile plant,it
probably exists at the whim of some authority in the company, i.e.,
intentional rather than rational. The rational rule carries its own
sanctions. The sanctions in a rule whose force ig intentional may be
quite & bit more ambiguous.

As long as the "why" is not explicit or understood, there is room
for ambiguity in the interpretation of the rule, thereby admittin% greater
flexibility into the prohlem-solving process. However, even when the force
of a raqle is ambiguous, when the force is intentional rather than rational,
th "¢ is a tendency for personnel to be unwilling to interpret the rule,
because of imagined risks, witmout support from higher authority. In terms
of our model (Figurc 1) this would Limrt, then, the ability of planncry to

develop problem-~solutions yhich ore gearced toward higher ¢lient interacition
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services., Conversely, for lover interaction services, inexplicitness in

the forece of a2 rule {e.g., the inability c¢{ linkage personnel to obtiin rule
interpretations from higher authority) leaves the linkage planners with f{ew
or no efficient design opportunitivs for low interaction services. Linkups
problem-solving activity wiil pe greatly enhanced to the extent that their
agencies are goal-oriented as opposed to rule oriented; in effect, that

the "why" of irules becomes rational as opposed to jintentiongl.

The Domain of a Rule. The domain of a rule is the who, what, when,
where tnd how ¢of a rule. Take the rule, "po sowking." Assume that the
rule is posted in an elevator. Does it really mean "no smoking"? For
example. ¢f T am «lone in the elevator, may I smoke? This is an example
of "when" no swmoking. It T carry a lightod ciparette onto the elevator but
carry it at my side. am T smoking? This is an example of "what" no smoking.
For any rule, the reader tan apply cach of these questioms to the rule to
see the extent to which Lhe rule ailows for ambiguity in interpretaticor.

e less who, what, when, where and how are spalﬁed out in reyumlations,
the greater the ambiguity and hence flenibils’ in findinx pr;hlem-
solutions. Coaversely, rhe less sps}{éd aut they are, the less cconomieally
feasible low‘interaction services QQCva. Tis i3 because with low inter-
action scrvices. production speed or guantity ace produced through a division
of labor which is integrated by rules and procedures. Jhe dezipgn ol
projects for low interaction svrvieve depends on explicit rules for tin
various stiacicas responsible for their delivery,

7 1 i u '
The Desree¢ of Agency Upeaness. «iny workshop participants felt consider-

ahle doubt abwut the asgumption in the mudel thar asvacies acxe opra Lu chanpe

—
and pew relationships. Tf avencies arc oot ecpert, this does Limt? the probiem-
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solving options in the model. while the reasons for a closed climate in an
agenrcy tould be many, the rationalization of xules (the application gof
means~end &nalysis as the rationsle of rules) recommended in the discussion
of the force of the rule agbove should go a long way toward establishing

a ¢limate which is more open. XIn other words, the Breater the goal
oriegfation of an agency's hiecrarchy, the greater the flexibility introduced

into fhxer-agéncy liaison functions.

j

Case Application

The Baltimore Maryland Msarowar Consortium case was used as a vehicle

for discussing the problems of using the model.” The cace iadicated how
ceatral the interpretarion of rules can be in the development of inter-

-

agency projects. Tt was also used iv show hov structural conditions of the

project and represen%é&;ééencies can enhaace or [nhibi. the process of
develeping services.
A point of the case wi.ich the molel doesn’t develop but which partice
ipants felt was critical to using the model was the beliaf'that there has to
ber a willingness to cocperate. This willingness is 4 precondition for the success
of any project. For example, rule interpre*ations among ageﬂcies were much
more flewible when there was a positive attitude, good will, and the like

“

thea t £, The case alsc pointed out some tactics for by-pussing inflexible

rules and structures [n order to achieve certain types of services.
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Problem Selving”Strategies for Liaison Functions Seminar Apenda

T

9:00 - 12:00 Welcome °*

Introduction

1. Problems - Confusing and conflicting rules
and regulations .
Turf
Goal Incongruence/Role Confusion

2. The need for flexibilicy
Coffee

Problem Solviang Strategies (Lecture)

1. The Model
2. Rationalas
Lunch
1:00 - 3:00 Rule Logic (Lecture)
3:00 - 4:. Apnlication to Case (Small Groups)

Each person reads the Baltimore Metropolitan
Manpower Consortium case (Exhibit I), Small
group discussion of paths taken in the case

and pessible, yet more feasible paths which
could have been taken and why.

Large group discussion of how participants might
bypass caution points in the model with respect
to their own actions and decision making respon-
sibilities.

&:20 - 5:00 Summary and Feedback

o
P
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EXHIBIT I

BALTIMORE METROPOLITAN MANPOWER CONSORTIUM
BALTIMORE, MARYLAND

Marge:* One of the big breakthroughs in the area of coordination is an area prime
sponsors have been pointing out, probably to the correct people since we sce
some things going on to correct it, is that under CETA legislation, CETA
PS's are required to coordinate with a list of 25 or 28 different agencies,
but none of the agencies are required to give so much as a letter in response

Y to anything we send them. We follow all the progesses and send copies of

' all the modifications to .all of the agencjes as we are required to do, all
of which gets you absolutely no coordination at all. It just produces a lot
of paperwork thkat looks like some activity might be going on. We mentioned
this to HEW people, specifically with respect to voc. ed. Now they have
tacked onto a bill in voc. ed a nice little section that says you will make
every effort to coovdinate with your prime sponsor in the following areas.
Now it's been published in the Federal Regulations and c¢.mmented on, it looks
like it will go thru. The same is true for all other agencies we attempt to
coordinate with. We do not even get a copy of the plan of service for
Employwent Securify. 1It's one;thing to cooperate or coordinate. It's
another thing to know even whit services are provided so that you have an
idea whether there's anything' you can cooperate and coordinate with. And in
some cases there¢'s not much. Rut if you're not well versed on what's going
on in other agencies, or what can go on, it's hard to find ott. This is an
area that must be included in the business of o:her agenc.es so that they also
are required te share information and to coordinate with CETA in areas where
we should be working together.

Q: How do you solve the problem in the meuntime?

Marge: Then {t's hit and miss and trial and crror. That's what we've done with most
agencies. Maybe we can start wich 5. A Jot of these relationships are builtc
or aot built on pursoralities. You have to know the people in non-threaten-
in; relationships be ore coordination will begin to occlr.

Jerry:®% ‘Ytou have to s o a with anyone you may want te cooperate with and try to find
S out whether 3 ve common ground. It really doesn't matter who initiates it.
7o ’ 1f vou think th ig sometliing to do in that area, then you need to take the

initiative to vt Jarnys started. My apprecach is to begin first on my level
in their agency. I1f that dossn't wosk, then 1 go to mv director and we decide
whether to pursue the effort by puing to that person's superior, and if cthat
doesn't work, then move up to the chain of command.

Marge: i thic’ 1t's really guite casy tu anittate  You can do it with a simple

letter saving ve are workin:. in thys area snd we knes you are or have been
workin: in th% sane problien arce. Ue would like to m=et with ou to ciplore
wass W o toocdinats aud  hegr oo oar enperience.
- . r
Jerrv - Thuen vou need @ somple cundown o0 b vhe orvanization is or, arlzed and who

docs vhat within 2t |

This cxcerpt was taken from the wasce vittts s b loneld Rodeers, doerthwe-teen tniver-ity,
HManpower Liwlace Project, © . the proopooo 0 Class discunsior.

% Grlants/Sub-Lontracts Jlanaver, CETA :
#% Coordinator, Plaanioe aud Lualoaty oo or 1l ’Lplxlm.- svston Liob bevelopment) 85
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Marge: We have a good relationship with WIN. Their director has worked with our
director for a number of years. We have built on thac relationship. They
came to us. They said we want to put people in PSE, and we'd like to work
with you to do it with as little confusion as possible. The result was a
contract for about $1.5 million to place about 100 WIN people in public .
service employment jobs in City agencies. We've since added another 0.
Right now we're trying to get a reading -- and here cumes a contlict --
from our regional office; the regulations for CETA :say thet to be enrolled

, in 2 work °xperience activity, vou must be paid a wage. WIN has approximately
500 errollees who are primarily men who have used up their unemplogment
compensation benefits. They can pav them $30 a week in addition to their

« grant, fo we are willing to provide training slots for them if they can
piek up the benefits so we don't have to foot the bill for enrollee wages.
But to enroll them in. work experience w2 have to gelL either an exception
"to the regulations, which is highly unlikely in Region 111, o7 somchow work
it out. As it is now, because of the regulations we cannot serve thesec
people unless we are willing to take them off welfare and pick up their
wages during training. That's a bone of contention of all WIN people ani
OSE. What HEW will allow is much more flexible than the CETA regu.ations.
In scme cases, to put welfare recipients in our program causes thew Lo l-se
their grants and medical benefits and all the rest of it, and also rorcet
us to pay the costs of their wages during “raining ($2.30 per hour) -

Q: How have you resolved that issue so far?

Marge: We really haven't solved the problem. We do have one program thalL runs for
people in high rise housing projects. The bulk of them are receiving grants.
What we did therc was we allcwed thewm to kave the option of staving with
their grants or come iato the waupe system. e had a yorker sit down with
them and figure uut which way was most beneficial to them. We enrolled them,

”/,/’hllowing them to remain in the svsiLem thal was most beneticial to Lhem knowing

that in the middle of the program the regulations have been changed and we'vre |~
really not allowed to do that. But we made the chanzes on the date we got
the letter that said we really wouldn't be allowed Lo do it. We have not
resolved that. We asked for two rulings -- one from HEW aad one from DOL.
HEW had no problem, but DOL said that according to the regulalions, you
would not be alloved te do chat in the fuLurc.

Q: Does informing the regional office limit the alternalives available to yvou
in solving such problems?

. Marge: Yes. Th¢y would not give any thought to the possibility that giving an

exceptiof to the regulations would solve the problem. They'd give ne thought
to saying,"Look at this. Why don't we give them an excepLion to it because
it looks like & good idea. It serves a lot of people." We don't get that.
We've written on this one problem. We have not gott:n an answer. ¥He may
never get an answer -- which is one solution to the problem. When you do
get an answer that disallows your solution in Lhe future, vou ciiher have to
go to the natioral office, or ncie it for change in future regulations. The

. danger in this i: chat we could proceed Lo do this anyway we wanted to pﬁd
plead ignorance, but when you invelve & <1umber of other agencies such as Em-
ployment Security or a stalLe Department of Voc. Ed., they raise all kinds vf
issues when they think their regulations axe in the way. So even when you are
willing to ignore or interpret a part of your regpuvlations, the othcr agency may
refuse to go along becsuse they don'‘t think iL can be done within the regulations,
That's what we fuund with the State Leparlment of Jocial Services. They didn'tc
think they could z2o on with the program wilLhout a rulinp, so Lhev asked HEW to

06 clear it up. ’
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It’s also true that there are oifferent levels of concern because of the
accountability they have to other agencies.

How will this issue be resolved with WIN in cthe €uture?

There are & couple of thirgs that é;n be done. Right now we are completing
the program for the pvesent people in j¢ on the basis of what we knew when
that program began, but we will have ro deal with it in the next program we
have. In this instance we're going to have to follow the regulations. The
alternative I gee is to subcontract with WIN Lo de the training, or not
enroll them in “oth Jarts of the program so that you're only looking at one
set of regulations when the decision about payment comes up.

Have you used that strategy to solve other problems!

We did the opposite. We received a subcontract from LEAA. Their regulationé
did not allow payment of allowances or a wage, bu® under our regulatfons they
are being paid to ¢he people in those programs.

How did that begin?

They had $300,000 uncommitted in their LEAA program and someone got the.bright
idea that we might be able to do somethinggwith it. They called us up and said,
fyhaL would you do with $330,0002" We now have three operating LEAA programs.

How did you respond?

Rapidly. Offenders were among oyr target groups f.om the beginning, so it
was a natural ILink for us.

Did LEAas Enow thal wien they called?

No. 1 thaink they cuelled us because we have a veputation for being able eco do
things like this. So we looked at what kind of services we could provide and
came up with setting up sort of a wmanpower service center for ex-offenders.
It's a special service center. When we talk about oui 13 centers we don't
inc.ude that one because it's .ot »2pen to anyone off the street. It's a
con:rolled access program,

In o sense its also an example of what to do when the reporting requirements
are unique bescavsc we have to gather all the information for CETA, chen add
to :hat the information tnat must be reported to the governof‘s commission.
50 u oider Lo gel that money and to provide that service we are dealing with
dou de reporting requirements.

He' e also tollowed that route wi b 2 HUM bluck grant, wiere thev wanted Lo
pro;ide additional manpuwei Seivices to residents of a snmocific arca. We
alreads ttad a contract with .nother uweighborhood growp up there to run a
wanpower servis €center, so we hecame the contractor for the HUD block grant,
4nd in turn eebeontracted to the sans service center so we could controel

the kinds of manpower services womiy into that commumity. It wias just more
v. .he service from tlw sam sourcy, rather than forcing I8 Lo set np a
duplicar» serviece center where thes are alreadw cstablished.

Spreial Assiscart to the Hirector
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Jerry: This also is due in parL to a philosoph: o! the city that !lanpower scrvices
will be handled thru this oifice and that cach apency will aol develop its
own progframs Lo compste with e,

Marne: thy don't we begin Lo Lacus in on 1Y and fow we dealt with these poonlens?
) . s .
Jerry: Let me addriss the marketing side and leave Lhe contractual sclatronships
aside for now.

Marge: That's my point. Where in othcr programs we have very iulermal kands of
relationships with letiers ¢. awrecment and arrangemcents in which no money
exchanges hands--for example, 1'm a (aseworker at DVR and | take all o' my
friends clients comifig from one of our manpower service cemters. | dus't
know about this and neitiier does the center mana:er, bul the counselers have
no trouble with their informal rclationship getting services for their
clients -- in the case of ES, we have long, detai.ed contracls. Everythiue
that is done between our two agencies is don¢ because its wriltten into a
contract. .Everything is reduced to the letter, and even some things that
are written down aren't done.

Jerry: At the time the mark:ting system was being desi.~ned, one of its important
objectives was to minimize duplication of employer calls on an interapency
basis. OQur director met with the head of employment sccurity, and they had
agreed th-* ¢his was a desirable objective, and they had further apreed
that it would be appropriate tu ludge the cosrdinating responsibilily in
this office. 7Thal was written into the contraclL that was drawn up.

Marge: In white ink, I might ad¢. It was the only way to get Lhe vontract sisned.

Jerry: That's one of "the thirgs not fully implemented. The plan Lhat was originally
conceived was to try to have sufiicient comunication sov that we would not
both be calling on “he sam~ employer within a specific span of time. vur
marketing staffs would umeet periodicaliy, we'd exchanhu log information on

ployer visits, and the haltimore Area Manpower Consortium would essentially

ave the respensibility for establishaing the lead in this couvperative system.

t did wot actually work out that way. The btiggest stumbling bluck was the
tremendous resistance on their part tuv pearing up ian that part of their
regponsibility. As evidence of their pood £aith in this thev were to provide
three members of our staff. We in turn agreed that the jobs developed by
thege joint groups would all be listed on the ,job bank. {hew dad provide
one member of their staff. One member of their wmployer services unit has
‘been working here.

Marge: ~ They've oniy been trying to get rid ol him for 14 years. They fipally managed .
to find someplace to put him out of their offlice.

Jerry: He operates the way he wishes to operate, There is some differcnce ©F opinion. |
He's working out in Howard County. The Jdarector of that center feel. he's |
being productive gnd effective. llowever, we could not establish or trace
any real job orders that were obtained dircetly ro hisz citorts. .ne only
two }ob orders we succeeded in getting him to writc had a worksite in Alaska.

Marge: And he was here for sSix months betore w¢ ever yot that  We Juved 1t.  lhis
gives you an idea of how much ¢ “itment was there on the part o1 the other
agency.

Q ﬂB \‘;) :3
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Jerry:

Q;
Jerry:

Marge:

They have subsequently filled the other twe slots thru PSE -- we gave them
two PSE slots and they used them to place two people in our own office as
had been called for in the earlier contract. But they were jointly hired
and are on the state payroll.

-

War. .hey previously on the ES staff? i

No. And one of them we hired onto our own szaff when the PSE momey for that
slot ran out. One of the major stumbling blocks is the federal executive
order that requires any employer who lists with any agency, simultaneously
with listing with that agency, to list all job openings with Employment
Security. A great many hours and a greal deal of effort went into trying

to sell ES., We had contvactual agreement that any job orders taken by us
went into the job bank, that effectively complied with the regulation. But
they maintained that ynless it was phoned in directly to their office the
requirement had not been met. That was appealed by us to the regional office
unofficially, this hecame very much involved in how one works with a great
many employers in this area who have mandatory listing. The decision that
came back to us was that if asked to rule, the department would rule in favor
of Employment Security.

We informally went to the national office. Meanwhile, in the spirit of
cooperation, they formally wrote a letter to the regional office and they
looked at it and bumped it over to Washington. So they have a formal written
ruling on this that the law does state thus and so. Part of the jssye with
rules and wvegulations is the interpretation of chose rules and regulations.

1t does say you have to place the order with the job bank. $So tvhat in some

ES offices the decision is OK -- you can do that if you're going to put the
job urders on the job bank. That meets the letter of the law. But ES requires
that there be a rule on it before they'd take our word on it or bend dven

a lictle.

Another example -- we call our skill Lraining program work experience, because

" we didn't wani to pay any allowances. What we got.when we called someone in

the national office was vou can call them ‘anything you want; once nhey approve
it in your plan it's approved. ¢ for two years We have work experience a. $8
million of our 51l million prant in Tjtle 1. We have very minimal allowance
pavments. You can lovk at the repulations and interpret them in a way that
makes cooperation ecasier.

Our primary concern with all of this was its impact on employers -- th=t this
would be bnilding in a duplicate contaclL situation. It has evwolived that we
have a relationship with emplovers, and they make contact with employees~-we
often thipk just one Week after we'wve heen to see them=-using our ?ous;
seriously, [ doubt Lhat they spend much time looking at our logs. But when
they've gvotten a job listine [rom ms; 'rom an emplover they chink should be

a mandatory listing ceple-er.ti-ey will oo atrer that emplover. vccasionally
an emplover has responded by saving that if they have wo do it thai way
thev'd preter te work directiv vrih Eeplomeat Security. Hore wften iL has
enhanced our relationship because oar tuslad’ ig based on cvoperation and
trving to provide the emploer wath sevvice and uwot trving to hald a ¢lub
over their head  Lwplovment Scrvice has vecasionally resorted to bocoming
extremely bureascratic ir jrs dealiurs wirn emplovers. we'ic not really
threateniny i1n an. wense  Woe Aon't feeee a club, and we hope we wouldn't

nse one L0 we did. e appresch an enploer based o vhat we feel Is a servece
we can render.etthor in settang o mateh of g gualiticd caployer with a job
opening, or in the areva ot OJi, or 1n the veterral of people who coue out ot
oUur work experiency proygram o
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Another important area is in the problems of affirmative action. There are

a number of employers in this area which have affirmative action plans, who

are understaffed in minorities and females and where we will take job orders

to £ill to help them meet these problems.. 1 think we can give employers a
more personalized service. OQur concept of people working with emplovers is
different. At Employment Security they do not take job orders generally. .
Our marketing representatives are xesponsible not only for taking the job )
order, but £for followfﬁﬁ‘up to sqyﬁ?hat it gets referred on.

In terms of our work wich employers, we have written into the ES contract
that we will share information about employers. We have the same agreement
in a letter of understanding with WIN where their marketing staff and our
marketing -caff meet and try to deVelop a relationship working together that
helps us both. One of the problems between our marketing staff and ES's
marketing scaff is that there is very little common interest in how we
really have mutual objectives, how We can serve each other's interest. Some
of this problem of perception is valid. They do have a somewhat different
scope of responsibility. They have a number of things we don't have to be
concerned about. .

Our Emplovment Service feel they don't serve the downtrodden and unskilled.
They prefer to think-tiat's CETA's 30% They advertise Get Your Skilled
Workers Here.. Second, they think we should only be doing training. They
finally realized that we de serve a larger population and we do more than
just training and that we may do some of those things better than they do
them themselves. That graduzlly had to start at Lhe top and filter down.
It took 2 long, long Lime.

How has your relationship with ES changed during the past two years!

We're now on our second contract wi.h them. We learned the hard way. We
were not used to dealing with people whd looked at the contract- and said,
'Well, it says right here I'm to do this and I'm sorry, but that's all I'm
golng to do. We learned ver% quickly that if you wanted marketing meetings
once a month it had to bw. in the coizract. It's not enough to say we will
perform marketing activiti~s; the contracdt had to spkcify an exact percentage
of time to be devoted to it, and unecify how often any meetings between our
two marketing staffs were to oe held. We' eliminated one #f *he‘r ceaters

for poor performance, and much more carefully had to spell out the scrvices
to be provided in th2 remaininyg centers.

lfow did you assesgs the pour performance of that center?

"
We looked at a variety of factors in the performance of all of our scrvice
centers, refecrals to jobs, tralning, ete., that were in the contract, by the
way, and that was the lowest center we had. We used the sam& contract for all
the centers, and no one was mectin. exactly what was written into the contract.

Another problem was in the first contract they reully did not perceive them-
selves as really being responsible for the performance ol their wente.s. Every
other crganization with whom we had a contract accepted that re: poasibility.

In the svecond contract, they have assumed that respousibility ifer meeting the
performance standards set in the contract
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Qur telationship with ES had improved, even before we did the second contract.
We have gone out of our way to be as nonthreatening with theri. We “have
diligently worked with them on a number of differen: levels to show them we're
not all bud, that we do some good things, just generally handling them c;re-
fully and consciously trying to break down that hostile feeling.

Sometimes going on a lower level helps. One thing Jsur PSE director did was

create some paid PSE job positions for the director of the job bank. And all
of a sudden he was much more flexible and willing to wark with us. That was not
going to the top and not contractual. Illis boss didn't tell him to do something.
But he kept complaining about how overdsorked he was. )

¥

And our jobs were increasing his work lcad while at the same time he had a cut
in his staff. Now he works much more openly with us.

There was a big change this year in how they viewed us. 1 don't know whether
it was. that after one contract they figured,'Well, that wasn't too bad and they
weren't veally too nmasty. 1 didn't really lose my job and they're not really
taking away my clients. " I think they found there were some things that were
very usefu! te have us around for,like to give "a large number of unemployment
insurance interviewers so they could reduce the line and come to work in the
morning. I think the hostility has 1waily calmed down.

Once the relationships begin Lo be eslablished, we've gotten far enough along
to begin gaining broader cooperavion in various areas. In some areas we may
need to be very specific, and ‘in othiers it may not need so much detail.

We also are working on some areas now that aren't written into the contract.
We're hoping to get the waye récords tor PSE employment so that anyone who
qualifies for ¥l will get, that automatically.  the Baltimore city payroll
department prepares the computer cards that go dirvetly to ES to write PSE
checks., 1 would say the key is that while theirservices may not be improving
noticvably as a result of it, their relationship with us is improving.

One intvrestiny thing is that we probabl, have a better relationship with WIN
than our Emplovment Service had with 2.

In the marketing arva there has becnr a4 upirit to cooperste. We don't find a
great deal of duplication.

llow do 3va work with gcencies that den't toeguire the level of formality ot EY?

Uhat we' e jound most cifectise 1s net Ln o te a formal subcontract, is to do

a letter of undurstandic, - we will pa- & mumber of dollars and cnrell them in
a site, Vou will previde tratoprn. ter ¥ oammice of weeks in sucl an arvae.  tach
doenne Iy providdm services WIth a0 o ki e wl omoney.  You fan do Lt on g
much lower loever. We have 1t wita o vamber ut ditterent departimeunts in the
Buparttent ot Joc. Ld state Voo td o eally didn't want to do anetiine with
s,  but we have o rolationship witfi the cchabilitation venter., Lo pul sau of
their peopliv suto PSL, aad we've worlad ont matdhing dollars tor traiuving, aud
jus! worked out our owa arrangenento wi thogt 4 contract at that lew . tt ha.
worbed et el om0t cases 1t antelees rraanm o We tacok M0 opeople Lron
sl and plaved them witey thee dad the trainin . Ve piclad poople up lor s
months ‘on PSL in trainine-related jobs. Ue did o letter of understanding in
Voo, tehab lin Anne Arundol vonur TR O LU PR PR SV IO IERS SR TTIYT SO ST
providing Lh‘u:- wacus, and it chonee Corperaty, op oonadur thie materiafe
trained Iv pdople to o to work tor Yes: ashous weowonbivact ab oablb. and 0
worked oul verwy well. 3 ] 91 *~
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Marge: I would love to see some of our contracts reduced eo memoranda of understanding,
because when you have a contract you lave to seL up & whole bunch ol administra-
tive procedures. Someonc has to wmoni%or it, someone has Lo s¢e the inveices

are in, somecne has to pay them, and a“yhole set of administrative controls you
don't have when you don't ¢xchange monest. A memorandum of understanding allows
you to be flexible enough. We're not geing, to write contiacts to serve 12
people in five different agencies, but with a memorandum oi understandiog we

can have a great deal of latitude and flexibility.

three CBO's as subcontractors, and they each said in the first vear that

s the statement of work seemed to them to be very non-bureaucratic. Urban
League runs 2 -- they picked up the ES center -- and two local groups are
centers. Our QIC does training for us as a subcontractor. We also have a
skill center subcontract with the Bakfimore Ciiy Schools, and several other
training contractors, . }t\\\\

|
|
Our service genters all have the same statement of work in them. We have w

- \\\
When PSE first came around, that led to a lot of discussion about the possibility
of placing slots in small non-proiit agencies without having to put them on city
or county payrolls. Administratively it is very hard to deal with because of
different holidays and requirements in cach agency. So we talked to the
health and welfare council -- a planning arm of the Community Chest -- and
they agreed to take a contract from us tv-place PSE jobs in the$c¢ agencies.
So we gave them a metropolitan contract where Baltimore City put in X amount
of slots, each subdivision put in movey for X amount of slots. They in turn
wrote separate subcontracets for sach of those agencies. They have close to
. 250 slors. We were so glad we found them. X
Ruth: They also had the decision about which agencies. Witk all the aggravation
we also gave them the authority to decide who would get the slots, too. In :
most cases their prioxities and the local subdivision's prioritics were the '
same. And they had one PSE to run the program. We found it a very good
scolution.

Marge: We also have “enefited from a new state director of Voc. Ed. He has opened
his planning process up to include us and many others he recognized would be
affected by their program, and we in turn have invited him to join in our-
executive committee. That's another way you can open up communication in &
critical area. We 21so recommended that we have someone {rom economic dewvelop-

.ment to sit in on our executive commi;tee,too,so that area would be part of
our planning.
Another cxample -- we wanted to run a summer program for youth in the
communities. But we didn't need to duplicate what already was going on, so we
went to the Baltimore City Department of Recreation to discuss how we might
work together. They wanted to hire some staff and we had PSE slots, so we
agreed to use their activities. e [igured how many additional movies could
we show, yhere and wnen. Worked with the department of recreation to tie in
with planned programs. It worked very well. We had only 2-3 times whep the
movie was there and no people showed up, and ope where a bus Lrlp didn't work
out because the people were therv but the bus wasn't. We found chat if you
have something to offer them and you're willing to assume the administration,
you'll find more cooperation. We've taken that role a lot of time. We look
at that as part of our role. ©One of the biggest savings under CETA is the
n}ed for only one administrative structure. We arpe Set up te handle large'’

» | o7
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Marge: programs. We didn't even have to add a staff position to operate many of
these programs. We're already doing it, so it doesn't put much of 2 burden
of us. If that is a way to get coordination going,it seems more than
worthwhile to us by providing information, or space, 2r run a separate
program, or give them an office. Or store things., It's interesting what
people come to you looking for, and what they leave with. We stored some
stuff for one group and made them happier than if w2'd given them a contract
to run & program, You try to be as helpful as you can. When you're large,
you can do many things that would require another agency to be completely
out of their field. e take most of those things in stride. We trip every
now and then, and overextend every now and then, but most times it doesn"t
require that much effort for us to help an agency or group by lending our
administrative structure or staff or sharing information.

Jexrry: . For the most part it's because we're geared up to administer a broad array
of subcontracts as opposed to operating them directly ourselves.

~ K 93




PUBLIC AND PRIVATE SECTOR LINKAGES IN THE EMPLOYMENTY AND TRAINING SYSTEM

Frank H. Cassell’

Northwestern University
Graduate School of Management

Rorald C. Rodgers

Northwestern University
School of Education

1976




-

20%

zu

L4y,

-

Figure 2,

Relationships Among Work Experience,

Education and Jo

b Demand _

4%

EDUCATIONAL REQUIREMENTS FOR ALL JOBS LISTED*
k+

A ] B D 3
uL ;i s - 4y, N 21% 16%
N
EDUCATiONﬁL QUALIFICATIONS FOR JOBS REQUIRING 10 YEARS WORK
A . C + B E
3yl 8% 1% Yol | 31%
; ,
+  EDUCATIONAL QUALIFICATIONS FOR JOBS REQUIRING 3-10 YEARS WORK
AlB C p ~ E
_:f\
5% sul- ( 48% 17% 25%
s r
. ' - ‘\
KD . .
EDUCATIONAL QUALIFICATIONS FOR JOBS REQUIRING 1-3 YEARS WORK
A . B C p B
8% 12% A S6% - 8% 16%
l . ]
b
J\ ‘ Y
EDUCATIONAL QUALIFICATIONS FOR JOBS REOUIRING UNDER OWE YEAR WORK
A B C . D E
R b
200 | 6% 54% 8% | 122
A
TN ’ 5
AN 3

v

K . .

D . Unde

* A - Undeg/%o t Years high School
B « Vocatfowal LCduca:ion
C - High Schol Graduate

109

E - College

our Years Colle
duate ge

.,H__HH“

-




!', \ - '

n e

The Labor Market. What is a labor markét? Quite simplv, it is a market place where

employers ﬁuy or employ labor and where people sell their time and talents. Exhibit 1

(page 115) represents how one might function. Five elements --ontribute to the -

i }

T paths people take in finding and succeeding in jobs. First is the supply of

labor, or the number of people in the market who cffer their time and talents

for employment ranked by characteristics such as ask{\:;f)xigge, skills, education

and experience.. The second élement, the demand for 1abo¥, is the number of jobs

I .
in the economy of a region classified by occupation, industry, location and the

conditions of various types of work. A third element is labor market intex-

e
mediaries, or the adaptive and facilitating mechanisms which bring people and
jobs together such as -CETA, socigl service agencies,and job-related training and

t ) .
employment resources. The fourth element, labor market information, enables -

employ;:;, inCermediarfifﬁggd people seeking training or jobs to make better
informed decisions about the advantages and disadvantages of aiternatives in the
laboy ﬁarket. The final element, price, which is a function of the fivst four
elements, includes tﬁe wages and benefits of various jobs which attract or

. )
discourage people from seeking work. - The role of CETA and other intermediaries
is to provide a free flow of informatioun and better ac;ess to competitive employ-

ment So that people and employers can make mutually beneficial decisions about

training, work and their lives.
Q L

" Labor Market Transition. The concept of angbor market transition helps explain

how the person moves through this maze of agencies and services into successful

employment. The process has four steps: training readiness, skill readiness,

o Ty v -

employability and job retention and success. Training readiness depends on the

~—

basic learning skills and attitudes requisite for training in a particular

—,

industry or occupation. High tectmology occupations, for example, require

training levels which assume basic learning skills in reasoning, computation

and communication. Placing people without these skills into such programs
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often leads to disappointment and failure, The cecond step, job or skill

___reediness, -involves ‘trdining in entry level skills adequate for competent

performance of work tasks required on the job. CETA typically addresses both
of these steps in the transition process, but the second one is especially

critical to the success of people in jobs after training and - 'acemant.

The third step in the process of labor market transitions is employebility,

or ;hefsocial_skills, work habits and attitudes which facilitate adjustment to

the constrfaints of supervision, values and demands usually present in competitive

jobs and often unfamiliar to young or inexperienced workers, The fourth step,

job retention and success, involves helping individuals and ~mployers meet each

other's expect;tions s0 that people move to self-suffic;ency in managing their
own lives and careers: |

The purpose of these steps in the transition process is to increase the
effective use of resoufces of the individual, to maximize the person's learniqg
from training and education, ;nd to equip the person to earn his or her pay on
the job. Many people achieve these objectives with the help of family and
school during adolescence and early adulthood. The problem of "hard-core"
unemployment among disadvantaged workers, minorities and youth often results
from inefficient use of these resources at earlier stages of their lives.

Family and community resources may be severely limited, reducing the efficient

a

delivery and use of education and training. Many CETA participants because they

have not achieved training readiness and job or skill ~eadiness are unable to

"
succeed in the final two steps: emplovability, and job retention and success.

]
The Model Figure 1 jJlustrates the labor market transition process as a person

is recruited and moves to the "gate-keeper" who assesses, diagnoses and refers

the individual to appropriate services Each person needs prompt, accurate
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referral to appropriate services based on his or her readinees for each stage

in the process. Some CETA clients, for example, are ready to be placed directly
into jobs, while others .may require basic learning skills, social gervices and
job search and survival training. On}y through diagnosis and assesament can

the proper referrals be made so that each person’s progress is matched with
access to‘appropriate jobs, training and resources at the right time. This is

the meaning of the need to Know Your Client in helping people succeed in

competitive employment.

The key to transitions and to the operation of this model is the availability
of appropriate in%ormation about local jobs. This information can be quantitative -
or qualitative. Both are important.

Quantitative data exists at the macro level for the nat;on and for states
in a variety of measures of employment and unemployment trends an& occupational
outlook predictions by industry and occupation. Quantitative data at the micro

level for locsl communities and regional labor markets are less available but ___

JR— A ———

can be_gathe;ed with an aggressive posture as discussed in the Exchange of
Information section in this report by Myron Roomkin. But perhaps the most
critical information essential to the final two stages in the labor market
transition process is qualitative insight into what often appears as hidden
costs in Job entry and success. These must ceme from local employers and
intermediaries who can contfibute to an intimate awareness of the érocess.
The most serious lack of information found as public agencies plan and
operate programs is a realistic understanding of the framework for planning
used by private sector employets. As the final element in our model we

briefly summarize this framework:
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1. PlannipR lead time for employers is a calculus of the training lead
time fo; a~given occupation, the realities of the produce or service
market of theMfirm in the business cyéle, and the expectations of
shareholders. |

2. Training lead time is feared roughly to the technologylof the industry
and the skills and knowledge associated with the jobs for which

s training is to occur.

3. The higher the level of knowiedge and skill associated with an o&Eupation,

rthe wider its geographic labor market f0{ recruitment and the longer its

training lead time. ) . !
4. The higher the pay, fixed cost benefits and rigidity of work rules
incljding seniority and lines of progression within the firm, the

-

more demanding the employer will be of‘eﬁt:y level gqualifications
£

and ;ob performhnce. yr

5. The employer's goal is not to fylfill the needs of the disadvaniaged or

o ——

unemployed labor force; it is to make a profit. The private sector will
support training and offer jobs to people in the employment and training
system if there is & reasonable expectation that & return on that

investment will occur through the development of a supﬁly of workers

qualified and ready for jobs for which employment opporiunities exist,
now or in the future.
( In summary, our model says that to place individuals in uisubsidized,
competitive jobs in the private sector,we must nnderstand the nature of labor
« markeq.and the behavior of the parties in the transitions to a successful work

exferience, To do this, we need inforaation and 8 framework for using it.
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Applying the Hodel‘

This section deals with two questions. The first is the collection and
lncé;prQClCion.of quantitative micro labor market data; the second is the
gathering and uses of qualitative labor market data. Both are discussed in
the context of the transition model developed above.

The discussion which follows assumes that orgenizations have already solved
their general communicatiors problems and have determined-an appropriate infor-
ﬁaCion process¥ng posture. The reader might wanc‘cd refresh his or her memory
on-these issues by referring to the Moag and Roomkfﬁ papers which precedé

this paper fn the report. y

Micro Level Quantitative Information. Two examples from the work of the project’

staff are avgilable to illustrate the use of micro level quantitative labor

A

market information. The first surveyed employers from 15 southwestern Illinois
counties with the help of vocational educators in the region; the second example
involves local labor market information gathered by CETA consortium SCa;f for
eight ;ouchwegtern Indiana counties. The data for the two regions is gimilar
in form and content, but this discussion will focus on the Indiana survey results.
The process for collecFion an{ analysis of gsuch information is inexpensive and
could be applied in any locai labor market.l

In this particular case Evansville CETA consortium staff prep;red and dis-
tributed survey forms %o about 600 [irms in ten méjOr industrial groups identified
from 1973 County Business Patterns data (Exhibit 2 on page ) from the U.S. Bureau

of the Census. A total of 180 emplovers responded to the survey;  one-third were

wholesale and retail firms, one-sixth were manufacturers, one-tenth were in

I
1 The employer survey procedure is describped in detail in a repo}c from Rodgers,
Cassell et al, to the Illinois Office of Education ¢ntitled Educational
Planning in the Labor Market: Linking Occupational Education to Regional
Economic Development. Requests for copies should be directed to the Division
of Adult, Vocational and Technical Education, Illinois Office of Education,
100 North First Street, Springfield, Illincis 62706,
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« health and medical seruices; and the balandﬂmSere distributed among the remaining
seven industfies. Manufacturers employed nearly half of the 27,000 emplpyees
’ ;f'the 180 firms, health and medical services employed 25 percent of the;1975
work force representédlﬁf th; survey, and wholesale and retail trade accounted

. for 9 percent of the present work force surveyed. (Exhibit 3 on pagel1l7). The

survey sample appears to be representative of the industries and types of em~

ployment in the southwestern lndiana labor market.
' 4 Employers provided three levels of information to assist the consortium
and the advisory céuncilrwith strategies for translating nuhbers into priorities.
The first level involved projections of demand for future{employfes. The 180
firms projected nearly 4,500 full-time and 860 part-time;job openings for 1976
aﬁd 1977. HNearly 60 percent of these 0peninés-were pfojécted by manufacturers,
just over 20 p2rcent were’'in health and medical services; and wholesale and
retail trade was the third largest with 5 percent of the projected openings.
Manufacturing and health appear to be the two industries with the gfehtest
potential for job development, training and placement inisouthuegtern Indiana
durirg the next two years with more than 80 percent of the projected full-time
job opportunities in these 180 firms. ‘

The second level of information gathered in the survey represents the
ed&cationgl Fn& work experience requi@gments preferred by employerslwhen hfriﬁg

, .
people for jobs within firms which responded to the survey. gggloyerS'do"not

appear willing to subst;puteviong work experieace for basic learning skills.-

Opportunities for people without a high school diploma drop sharply £of.jobs
requiring more than one year of work experience. While half the 3obs reqeiring .

%
more than one year of work experience s.main open to nigh school gradﬁateé,.just

6 percent are open to candidates with less than four years of high school.
o . S
Figure 2 summarizes the results these data in the employer survey results

to illustrate the way employer. use education and work experience in screening

applicants for work in sout! sestern lndiana.
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“HWHEW“The\third level of information in the employer survey focused on more -

- .

detailed employer expectations of Future employment .opportunities bg\job title

: L
within industry. Such projections for manufacturing and health are reported in

Exhibits 4 and 5 on pages 119-122. Employers in the remaining industries project too

’ - * -
few opportunities to interpret their expectatioas by job title meaningfully in

. , P
planning CE?A programs. These results do, however, indicate sevefhl occupa-

tional groups which offer cpe potential for job dgveiopment, training, place-

meﬁg ¢énd success for CEfA clients in the gight-county Evansville consortium.

In interpreting the results of the Employer Survey and traﬁslating its
'reéults into prog;ams,the read2r must recognize the limitations of’the informa-
tion provided-by employers in this survey. Thu; manufacturers expect to be
hiring assembiers, freight.aﬁa material hindlers, and secretaries during the

next two vears -- all jobs for é;;:;‘CETA-eligible people might qualify after

-

.ten to twenty weeks of training. Bﬁc equally importapt is the fact that other

- r

projectéd openings for~jobs'such as manufacturers' sales representatives, grindeés,

and tool and die makers require higher levels of skill and training than can be

' accomplished during short-term CETA~type training. The numbers reported in

Exhibits 4,and 5 suggest how many positions might be open by job title within

'industry*based on employers' best guesses about the future, but the data must

be interp?eted first\as reporting onfy prebable openings -- nof‘Eﬁaran;eed
openings -- and second, the prime sponsor must ;ealize that: it is his respon~
sibility to s;reen the data to distinguish those jobs for which his clients
might re§sona£1y be eligible from those jobs for which his clients clearly
are not eligible. | ‘ ‘

Insight and information about job éontent and requirements for success are
essen;ial to helping pedplé'qualifx)for and succeed in good jobs. The question
is how do intermediaries go about gathering and understanding the implications
of such information. The simplest and most practical strategy is to gé to the

y -

source -- to employers who might be ;ble to hire the individuals being trained
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and placed into competitive work. Communication with employers is essential

throughout the process of job development, training aﬁd placement, Early con-
téét wiqh employers also imﬁ?oves chances of securing mutual accommodations by
CETA and indiv;duaIS';ﬁ trdaining as they understand the needs of people and
emploggrs in successful emoloyment. Intermediaries must be in touch with employ-

ers to learn what entry level skills and productivity measures will be expected -

.of people if they are to succeed in jobs. The goal of this stage in the process °

is to develop shrqtﬁgies for incorporating qualitative labor market information

into programvgihnning and instruction7

Strategies for Gathering and Using Qualitative Information about Jobs.. The need

for qualitative information about jobs grows from the need to imarove under-
»

standing of the oépg;tunities for employment and resources réquired to help:

" people prepare for success in competitive jobs. Most members of such agencies

T s

have some knowledge about various types of work tﬁro&gh vhat they have read or

&

heard from friends and clients. What is needed, however, is knowledge of acguain:
; —0 .

1

tance™ which provides insight into the conditions and requirements for success

in particuldr. jobs and work environmentb: Three useful strategies for gatheriné
and using such information were found in our studies of CETA activities in
Baltimore, Maryland, and Evanstoq, Illinois.

The first strategy for gathering anq using qualitative labor market infor-

t
mation comes from the six-county Baltimore Metropolitan Manpower Consortium (see

-

Exhibit 6 on page 123) in Maryland. The Baltimore program includes many important

elements of the model for public-private sector linkage presented here. Labor market

anafysts for the ¢onsortium gather and evaluate quantitative data from employers
. » \ -

v i

1 This concept is adapted from the distinction first noted by William James in
The Principles of Psychology (London: Macmillan, 1890), Vol. I, p. 221, and
later expanded by Elton Mayo in The Social Problems of an Industrial Civili~
zation (Bostoli: Harvard Univer3ity Graduate School of Business Administration,

1945), pp- 16 and 59,

L] . 10?
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through telephione surveys and constant updating of information about labor

e

market conditions and economic development in the metropolitan area.l™ Job

development is incorporated into a "marketing" strategy which attempts to

‘coordinate visits and information gathered by the many public agencies seeking
emp loyment opportunities from firms into which they hﬁpe to place clients,
including'che employment service, work incentive program (WIN), and special

-

programs for youth, offenders and ex-offendars in the Baltimore arég. But

perhaps the most important factor in helping clients complete Jabor market
transitions to successful employment is the organization and yse of Labor
Market Advisory Committees (LMAC) as part of program design and planning

e .
WY for the consortium.

Y
L.

Many public agencies have advisory groups which may include employers,
unions and representatives of job-related and social service agencies, but the
rolé of an LMAC is much more specific than that gf & CETA advisory council or a
vocational education advisory group for a secondary school. The IMAC for a
;particular industry and occupation is formed from people in that industry and
its unions, training resources and: "gate-keepers' (people who control access to
training and s8) in which quantitative survey data suggest good potential fqr
training add placing CETA clients into jobs. Once an LMAC is formed for a f
<P given ind and occupational group, its role can develop into one of helpi;g

shape programslépd specifying types of training and expéfiencéb required to I

enable people to‘qualify for and succeed in such,‘{iobs In short, the LMAC 1};

R ! ]
v insight and experience of people in the particular occupation to assist with the
\

F

\\
a primary resiurce for keeping qualitative inforfration current by including the

design and operation nf training, job development and placement within t e!
L9
consortium. 1 .

1 Such data is available in many forms in most urban argeas. See‘Exhibit;S:
"Developing an Employment Strategy." ,
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An 1LMAC can be especially helpful in increasing knowledge of acqusintance

‘about a particular industry, occupation or firm, and the work environments and
requirements associated with each, by:
1. Confirming and specifving demand for particular skills beyond

that suggested by quantitative information alone. The LMAC
can help identify the particular sub-industries in which the ’JJ’/,

need is greatest and begin the process of Bathering qualitative
information about working conditions and requirements for entry
and success on the job.

2. Guiding curriculum content in training programs as to real jobs
and their requirements. The training of welders...for example,
may need to differ from one industrial setting to mnother. )
Employers familiar with an industry can help specify the elements
needed to prepare people for success on the job.

-,

3. Specifying criteria for evaluating job competency skills and
determining when the person is ready for referral into competitive
empldyment. Any public or private agency which develops a
reputation for "graduating" people without the skills to perfurm
successfully on the job will soon find employers reluctant to
welcome his staff and clients.

A second strategy was‘found in a smaller CETA training profram in
Etanston Towmship Higﬁ School, north of Chicago. The Evanston progrsm helps
illust:tte the manner through which publi; agencies new to employmépt and
traéning under CETA are most likely to build successful linkages to private
sector employment. Thebkey to the Evanston approach is informal communication
tetween ius_directof and employers. followeg by careful attention to the
special ctnditions, expectations and requirements to which individugl§ must
ad just as they enter competitive employment. Each employer in the Evanston
program begins /1th ore to, three graduates of the training effort. Success

leads to success. Therefore, the initial breakthrough with sny employer

must begin with caréful collaboration of CETA, employers, :unions and

e

-

\ Ve . \
related agencies to assur¢ success with the first placements in‘s given

L]

firm or work environment. CETA participants must demonstrate their ability

—ra

to perform satisfactorily on the job. This atage of the stratégy is based on “

experience in other contexts affirming thst emplovers will cooperate with
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programs training the disadvantaged, the unemploved and minorities if they can

expect referrals of gqualified, reliabLe workers for jobs in which they have

vacancies. Most employers expect somé error and some referrals of people who
cannot perform on the job, but few can afford to hire people referred from
agencies with consistently bad judgements about the ability éf‘their clients to
perform on the ﬁﬁ)’ This strategy requires a willingness to stert with a few
initial participants in a firm, then building on these to develop a reputation
for success as fellow workers, supervisors and employers recognize that CETA
can help supply a productive, :eliaqle lahog force.

The third strategy offers a primary tool for helping participants achieve the
goal of success on the job in the Evanston program through‘s%mulatiou of the
conditions of work to help the - -individuael prepare to cope with the expectations

of employers, fellow workers andeupervisors in terms of the ronditions and

environment of the workplace. This element of curriculum is especially dependent

on the knowledge of acquaintance of members of the Labor Market Advisory Committee.

E 1
.

One element of Qimulation is time. Training programs might be scheduled, for

example,.from noon to 8 p.m. rather than on a regular gchool-~day schqdﬁle with

the resulting benefit that people in training have less difficulty adapting to

working hours and shifts which may not conform to the 8 ro 4 or 9 to 5 pattern.

Another element ©f simulation is to provide practice in dealing with typical work

rules such as pay, tardiness, garnishments, grievance procedures and pathways
into promotion. Young or inexperlenced CETA clients are seldom familz;r with
such rules and procedures, byt they need to become accustomed o the dzsc;\line
of the.uorkplace: being to work on time; pay deductions for tardiness or absence;
geniority and lines of progression from one job to another within the firm or
department; ; fair day's pa; for a fair day's work. Such discipline may conflict

with the individual's values. A failure to resolve this conflict mav

lead to a client's failurd Lo retain the job A third element consists
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of broadening participation within each training group to include older workers

with yauth. The maturity and experience of adults can be a settling influence
and a spurce of knowledge of acquaintance about the limitations of job opportu-
nities for those without the skills required for competitive employment. This
new role, in return, can help build the confidence of older workers as they
provide young trainees with information and guidance. The result can be a

mutually rewarding experience, one which facilitates transition from training

Y
to work by helping equip the individual with an uﬁderstanding‘of attitudes

and work habits which are-required for success on the job.
B ]

A
Summary. Certainly other programs have also succeeded fn‘training to-qualify
individuals for success im the labor market. But the:keﬁ & this series of '
straﬁegies for the employment and training syst;m is mot the accumulation of
minor details with which to shape training progrgﬂf into newer yet stillﬂ

relatively inflexible molds. The key is the development of communication

channels and information resources with employers to keep qualitative and

quantitative data current. Only such communication and information can enable

public agencies in the employment and training system Lo remain responsive to

the changing rieeds, condixions,and opportunities’ in the dynamic local labor

markets in which people live and work.
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9:00 - 9:20
9:20 - 10:00

10:00 - 10:15

10:15 - 11:30

11:45 - 1:30

]

Public-Private Sector Linkage
Transitions to Successful Work
Seminar Agenda

Introduction to the Day
Introduction to the Labor Markat .
A. Exhibit 1¢ The SID Model for CETA and the Labor Market

B. Assumptions and Limitations in our yse of the Model
1. Communications linkages already in place
2. Incentives to link with private gector already
present . .
3. Information- about supply and demand are sufficient
to begin the process

-»
C. Objectives of ocur use of the model-
1. What information do you need to use SID?
2. How do you use information and communication
linkages to resolve loral labor market problems?
Break
How do you describe a local labor market? -

A. Concepts and Terms

- Labor Market Transitiong
- Training Readiness

Job Readiness
Employabilicy

Job Retention & Success

O

AT I R VUR N RN

B. Looking at Local Labor Market Information
1. Southwestern Indiana
2. Southwegtern Illinois

Luncheon with Guest Speakers ..

A. CETA Director of a Local Program with Sueccessfyl N
1. Strategies i aining disadvantaged workers for
transitidn and adaptation to unsubsidized jobs.
2. Incentives for employers to hire and retain CETA-
trained workers.

B. An Employer with Successiul CETA-trained Employees
1. Incentives for employers to hire and upgrade
disadvantaged (CETA-trained) workers .
2. Strategies for upgrading and promotion into highg?L:’
skilled jobs within the rjpq. .
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1:30 - 2:45

2:45 - 3:00

3:00 - 4:00

L4100 ~ 4:30

Marketing to Produce Success
A. Identification and Analysis of Employers

B. Planning the Employer Contaci: Getting Information
about the Pirm

C. Socialization for Work -- Analysis of placement
. opportunities from an internal labor market (employer/

employee) perspective.

1. what are entry level jobs?

2. Where do markinal workers begin in internal labor
markets?

3. How do they adyance into better jo:s after leaving
CETA?

. A
]

Break
CETA as a Resource Mobilizer in the Labor Market

A. What is CETA's Role in Job Development?
B. Baltimore Labor Market Adviscery Committee roles
1. Confirming and specifying demand
2. Guiding curriculum content to job relevance
3. Specifying criteria for évaluation of competency
levels (job readiness) before placement in
private sector employment

Summary and Evaluation

Local ideas and strategies for mobilizing resources
in the Employment and Training System
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EXHIBIT 1

CETA LABOR FAWRYT OPERAYIINS INQIEL
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Tralulng ptbgrazs 10. Hewepapers, lalwr sarket publicaticns funded
' - By ssctor .
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Uneoployid by duratlon | B Exlating Job vava .aa
s The Foclliratora not funded
f . tnenployed by occupational-| .
* ptoups X Rezrdial health setvicead wedltal dencal, Péture, funded
optical, paytheloglenl Future, pot {unded
Unemploytd by Oay cave, houaing, fanily seevice, tesma® {cimetadla}
charstteriscics: pottation
Econozically Pee-employment readiness, orfencation? By location
dlsadventaged literacy, reocdlal ro “tng. dandling . -1 "Urbanerural .
Public Assisiance prracnsl {fnunces, pte vocational skills R Commuting distance wnd
veciplents Professlonal knowlvdpe, technical and skill «ttavel cost
Woxtn g develepaent: Ve DetossaTy
Youth . Technleal lnaclwetes, junior and cormunicy Full tilme, part tlme
Vaterans . collepes, four jear colleres, unjversities,
Hivorities - CETA, priuc sfonsor Ptocrams and aptneite,
HiFranta shore speciallzed provtazs
Llpited Enplish Job success aidal connseling, ¢oachlng,
speaking abilisy orfeotation, psvchological support of
Over 40 peavns cvployec and suPicvisor
. older workers ' Troaacdeiunal tabs (Pub)
Handicapped A
Ex-0ffenders J{:
Fdueationally .,
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E)ﬂl\IB IT 2

DEFINITIONS

Training Readiness

.

Basic skills
--Reading & Comprehension of instructions
-~Computation & Basic math
~=Other training-related prerequisites
Attitudes toward training
Att(Eudes toward industry or occupation as an opportunity system

Job Read’ness
Job skills at entry level adequate, competency for performance of work.
Preparing individual for intzrnal labor market conditions with particular
occupation or industry (simulation experience)}

Employabilicty

. .y;'/
Attitudes toward entry level job . e
Work hablts in conformance with internal labor market demands '
Willingness to accept supervision '’
Yalue systems in conflict 3

Attitudes toward work v

Job Retention & Success .

Absenteeism & Tardiness
> Insubordination -- unwillingness to take orders )
Perception of internal market as an opportunlty system offering . = L .
advancement to better jobs
Concepts of a "fair day's work" )
On-the-job support system

Labor Market Transitions ™

Process of movement through the Employment and Training System from
CETA client to unsubsidired, promotable, successful employee from

perspectives of BOTH employjjsand-uorker.
Northwestern University

Frank . Cassell : .
Ronald C. Rodgers
Manpower Linkage Project
ApriY 1976

bl
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(c)

EXHIBLY 3

SUMMARY
Total Emplovers by Industry Nupber of Explovess
Y hl
8-19 20~49 50 or more Total
Agricultural Services 4 1 0 6
Mining 16 6 7 28
Contract Construction 91 41 19 161
Manufacturing 100 71 145 318
Transportation, Communication
& Public Utilities 73 28 21 123
Wholesale & Retail Trade 522 238 82 837
Finance, Insurance, Real Estate 80 34 10 124
Services 254 88 ‘46 388
Unclasaified 10 2 0 12
Total ¥ of Employers - 8 counties 1,150 } 504 330 1,984
\
*
Source: U.S. Bureau of the Census, County Businéss Patterns,
1973 Indiana CBP-73-16 U. S. Government Printing Ofﬁce,
Washington, D.C. 1974 . -

o
Northwestern University .
Frank H. Cassell
Ronald C. Rodgers )
Manpower Linkage Project -
April 1976 °

1z1
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Northwestern University
(c) Frank H. Cassell

Ronald ¢, Rodgers

Manpower Linkage Project

April 1976 .
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. EXHIBIT 4 =~ | )
i 4 . )
“ - Southwestern Indiana Employer ‘Suxvey
WA\ Jobs, Job Upenings aid Percent of Jobs Listed by Industry
. - - - ’ Pro lct‘ed *
_1975 Employees Listed Job Openings iu 1976-77
Full-time Part-time - 'Full-time Part-time .
Employees ~ Employees TOTAL |- Employees Employees TOTAL
7" Banking 680 134 814 61 26 87
(- ael3 O 3z 5% . 1% R o
_ Construction 449 o2 561 127 356 483
* neld | 2% ©, 4% : : 3% 4h%
Education 751 4 7 150 %01 43 28 71
L T . 6% . 1% 4% '
‘Govérnment 1131 199 - 13" 131 - . 1s 147
.. .nm5 ' 5% 8% . - 3% 2% .
‘Health 5939 897 6836 927 - . 174 1101
a=l?’ 247, 35% 21% _ 22%
Manufacturing : 11913 200 12113 2635 69 2704
a=30 ©49% 8% 59% j 9% -
Mining - ) :
Agriculture 57 0 57 0 0 0
=l - 2 .
Personal | _ . .
: Services / 711 78 889 218 19 237
n=22 . = 3% 1% 5% - 2%
Transportation: i .o
- Communication ) .
& Utilities 1107 - - 123 1230 97 49 146
.n=11 5% : 5% 2% : 6%
Wholesale - p ' :
Retail Trade - 1?{&2 548 2250 214 . 58 272
n=60 7% . 227 5% 7%
- -, a "
— : = ’
TOTALS 24480 2541 27621 4453 ° 795 5248
n=179; A 9% . 85%- 1%
. + Ny
Percentage of Projected Placement ,
\ Opportunities in 1976-77 18% N% 19%

(c) 1676, Frank H. Cassell and Associates . ,
& . 119 ¢
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EXHIB‘T 5
Southwestern Indiana Employer Survey
, Present and Predicted Employment by Job Title
i-Manufacturers (n=30)
Professional -Managerial
. _ . 1975 Anticipated 76-77
: Full Part New Full New Part
. Time Time Time © __Time _
. 01 Accountants ' 99 3 7
02 Credit Managers 2
03 Computer Specialists : 150 1 4
04 Dept. & Division Managers 308 14
05 Chemical Engineers “ 6 <1
@6 Electrical Engineers 36 -
' 07 1Industrial Engineers -~ g2 12
08 Mechanical Engineers 85 6
> 09 Metallurgical Engineers 2 o,
10 Petroleum Engineers . . 1
‘11 Other Engineers’ ' 93 -
12 Pinancial Managers 11
13 ‘Marketing Managers ' 26 3 .
14 0Office Managers 12
15 Pdrchasing Agents_ 54 3
16 Research Workers - 202 25 -
+ 19 Chemists 5
21 Physicists 206 7
22 Other Scientists 27 2
.23_ Advertising Writers 87 4 -
24 Editors 1-
25 Photographers : s/
26 Public Relations 6 1
28 Other Writers 97 3
- Sub-Total . 1601 - 4 97 .
Percentage of Total 13% 2% - &7 ) 1
Clerical & Sales Workers: .~ ,
29 Bill Zollectors 1
32 Mail Handlers 7 10 1 i P
33 Manufacturer Sales Reps. 582 1 124
34 Messengers . 5 \
35 Keypunch Operators . 70 14 ;
37 Payroll Clerks . 32 2' 3
38 Receptionists 10 1 2 . .
39 Secretaries 337 29 43 8
40 Shippiag & Receiving Clerks 62 3
41 Stock Clerks 59 3
42 Telephone Operators ' 24 8 3 .
; 43 Other Clerical 174 5 }8' 1
| Sub-Total 1363 56 214 15

Percentage of Total ’ 117% 27% A . 227

129 {c) 1976, Frank H. Cassell and Assod¢iates .
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Frank H. Cassell and\Associates
Chicago, Illinois

i\

Crafts & Technicians .

44 Bakers

45 Binders

46 Compositors & Typesetters

47 Electr¥xians '

48 TForemen

49 Furniture & Wood Finishers

50 Machinists =

51 Airconditioning, Heating &
" Refrigeration Repair

532 .Auto & Truck Mechanics

53 Data Processing Equip: Repair

54 Farm Implements Mechanics

55 Heavy Equip. & Machinery Mech.

56 oOther Mechanics

Manufacturers (continued)

1975

Full Part
Time Time

74
83
14 L)
187
654 4
50
599

56 1
25

71l
63

58 Photoengravers & Lithographers 33

59 Plumbers & Pipefitters

60 Pressmen & Plate Printers
62 Sheetmetal Workers

63 Technicians

64 Tool & Die Makers

65 oOther Crafts

Sub-Total
Percentage of Total

Service Workers & Laborers

66 Janitors

6?1 Janitresses '

681 Cleaning Supervisors

70" Cooks

71 Cashiers

74 Other Food Workers’

75 _ Freight & Material Handlers
77 Gardeners & Croundskeepers
78 Guards & Watchmen

80 Warehousemen

8l Other Services

Sub-Total
Percentage of Total

25
71-
15
130
198
170 7

2528 12
21% 6%

190
47
29

-] 0

349

85
113
397 46

1229 69
10% 36%

Anticipated 76-~77

New Full

Time

12

18

23

80
18 .

222
8%

31
12

192

42
24
24

340
13%

New Part

Time

10

15
22%

12

12
17%
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Ftrank H. Cassell and Assoc1ates

Chicago, Illinois

Operatives & Transport

Manufacturers (continued)

1975 Anticipated 76-77
_)\ Full Part New Full New Part
/_\l (, ¥ Time Time Time Time _
Assemblers ' 208 1349
83 Bottlers & Canners 9
84 Delivery & Routemen C 6%k 7 5
85 Dressmakers & Seemstresses 258 N 61
87 Examiners & Inspectors 635 89
/—,\98 Files, Polishers, Sanders &
% Buffers 24 ! 1
89 Forklift & Tow Operators 655 71! 20
91 Graders'& Workers 3 20 ,
92 Metal Platers 8 R
94 Mixers 30 N1
95 Oilers & CGreasers 33 16
96 Packers & Wrappers 70 7
" 97 Drill Presses 62\ 40
98 Grinders i 129 100
99 QOther Machinists 115 15
100 Solderea; .71 75
101 Truck Drivers 106 - 22 36 )
102 Welders & Flamecutters 74/ 10 .
103 Other Operators - 695 10 27 7
Sub-Total . 5192 59 1762 27
Percentage of Total 44% 307% 677% 397
Total Employees ‘\ 11913 200 2635 69




. ' Southwestern Indiana Employer Gurvey
Present and Predicted Employment by Job Title

Professionals & Managers

01
03

‘04

05
06
07
08

10
11
12

13

14
15
16

17
18
19
20
21
22
23
24
25

26
28
29

30
31
34
36

EXHIBIT 6

Health and Medical Services (n=17}

(¢} 1976, Frank H. Cassell and Associates

127
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1975 - Anticipated 76-77
Full Part New Full New Part
Time Time Time Time
hccountants 20 2
Business Managers 7
Clergymen & Chaplains 8 1
Computer Specialists 3
Dentists 4 . 1
Dieticians 21 3 7
Food Service Managers 5 1
Health Technologists:
Dental Hygienists 1 1 1
Health Records Technicians 1 .
Medical Lab Technicians:
(Hemntologists, etc. -
special groups) 116 16 21
Medical Equipment Technicians:
(Dialysis, EEG, etc.) 37 16
Radiologic Technicians 112 8 16 1
Surgical Technicians 48 8 10
Therapy Assistants
(specify field)} - 35 4 4
Other Technicians 39 1 10 2
Managers & Administrators 209 11 18 1
Medical Librarians 10
Microbiologists N 2
Operating Engineers 1
Pharmacists 39 . 13
Personnel Workers 26
Physicians 16 "1
Public Relations & Publicity
Staff 10 1
Purchasing Agents . '8
Registered Nurses 936 340 252 47
Social'ﬂorkera
Therapists: 19 1 3
Occupational Therapists 3 2 2 '
Physical Therapists 22 2 6
Other Therapists 31 4 7 :
Other Professionals & /"‘
Managers 4 1 1 ( 1
., Sub=Total 1793 403 N 392 53
Percentage of Total 30% 45% 427% 30%
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Frank H: Cassell and Associates Health and Medical Services (contiﬂued)
Chicago, Illinois '

1975 Anticipated 76-77
Service Workers Full Part New Full New Part
— Time Time Time Time _
37 Janitors & Janitresses 423 -~ 40 . 55 1
38 Linen & Laundry Workers 165 6 14 1
39 Cleaning Supervisors 64 1
41 Carpenters 18
42 Electricians 19 2
43 Maintenance Mechanics 85 1 4
44 Plumbers 8 2
45 Power Plant Workers 23
46 Other Maintenance Workers 22 1 2
" 47 Cooks . 70 7 , - 6 1
48 Diet Aides 195 59 12 26
49 Dishwashers 17 17 1
50 Other Food Service 95 30 11 25
51 Gardeners & Groundskeepers 14 3 2
. 52 Guards & Watchmen 18 49 19 2
53 Attendants = 38 8 20
54 Dental Assistants 3 2 2 3
56 Laboratory Aides 25 11
57 Nursing Aides 1302 86 * 108 35
58 Orderlies 34 5 111 -
59 Practical Nurses 378 31 29 1
60 Student Nurses 29 *
61 Surgical Aides 6 2 1
62 Other Service Workers 286 10 21 2
Sub-Total 3308 398 418 101
Percentage of Total 56% 447 45% 58%
Clerical Workers
63 Admitting Clerks 51 7 6
64 Billing Clerks 52 3 6
65 Bookkeepers . 6 1 1
66 Clerical Supervisors 8
67 File Clerks 43 11 17
68 Insurance Clerks 9 1
69 Keypunch Operators 18 8
70 Laboratory Clerks 13 2
71 Mailhandlers 8 2
72 Medical Record Cierks T 64 6 3
73 Messengers 3 1 i
74 Payroll Clerks , 10
75 Receptionists 29 8 6 1
76 Secretaries 172 8 13
77 Supply Clerks 29 1 2
78 Statistical Clerks 2 2
79 Telephone Operators 27 16 N
80 Typists ! 5 )
81 Ward Clerks 237 21 31 20
82 Other Clerical 52 8 16
Sub-Total 838 96~ - 117 20
Percentage of T?tal 14% - 11% 137, 117,
Q 124 Total Employees "~ 5939 897 927 174
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EXHIBIT 7

BALTIMORE METROPOLITAN MANPOWER CONSORTIUM o

a
1

X. THE MANPOWER SERVICE CENTER NETWORK:
ACCESS TO THE CETA SYSTEM ¢

[

T e
plients entered the CETA system primarily through  a network of fifteen strategically
located Manpower Service Centers (MSC). Two of thz centers were devoted exclusively
. to youth.” Thelr primary function was to recruit clients for CETA-funded training

programs designed to me~t the needs of young persons. ' |
’
One such center was fully funded by CETA and subcon ted to the haltimore County

Board of Education. The other youth center, in Baltimore City, was jointly funded
by Titlﬁ I and Title IV. , Staff salaries and operational expenses (space, office
supplies, etc.) were paid for by Title IV. Administrative and planning services

(MMIS, Marketing, Evaluation and ?1sca1) were funded by Title L.

L]

Thé other MSC's in the network (13) served both youth apd adults. WNine were fully
funded by CETA. In Baltimore City the fully funded centers were!: Dunbar {subcon=~
tractor: Maryland State Employment Service), Greater Homewood {subcontractor:
Greater Homewood Community Corp.):.Lafayecte Square (subcontractor: .Maryland State
Employment Service), Mondawmin {subcontractor: Urban League), Northwest (subcontric-
tor: Norrhwest Baltimore Corp.). In Howard County a fully‘fundéd center was located
in Columbia (subcontraqtor: Howard Community College). In Anne Arundel County a Lr
fully funded center was located in Glen Burnie {subcontractor: Maryland State Em-
ployment Service)}. The Prime Sponsor directly admini;cered two fully funded centers

- whi’ch were opcraébd out of mobile vang. The mobile vans providcdtthe flexibilicy

to reach population sectors not readily accesnible to other M5C's,

In Annapolrs (Anmv Arundel Countyly Bel Afr (Harforod County), Towson, {Riultimore
Covnty), urd Wentminster (Carrnll County), the Prime Sponsor provided supplementary

Q staff to expand manpower service delivery in existing Employment Service lcial offices.
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This scctiom examines the characteristics of CETA participants, the system's ability!

to reach clients-mest in need of manpower wervices, and the cutcomes of referrals
: ,

3
to jobs and trafhing.

Basic demographic information was obtained from each person who visited an MSC seek~

Ing employment assistance. All such persons are regarded as CETA REGISTRANTS.

1
o+

A CETA ENROLLEE is defined\ﬁf a regiscg}nc who 1s determined to be CETA eligible
and ﬁho subsequently: 1) is\ eferred, accepted, and aqtually beginé a CETA funded
training program (including PSE)\or ;ho 2) is referred to and acttally appears for
a job interview with an emplayer,\br who 3) as a result of services received at a
center (counseliné,.employment information, }ob search skills workshop) returns to ’

school, joins the armed services, enrolls in a non-CETA funded training program, or

obtains a job through his own efforts.

kY
1. HWHAT WAS THE SFTOGRAPHIC PROPILE OF FY '75 CETA REGISTRANTS?
o
\ , -
' L
During the past fisca}\year the Manpower Service Center network registered a total

, N
of 22,164 persons. Table 1l presents a demographic breakdown of this registering

population. . When examlu‘né\these data the reader should be aware of several points.

\

The complete network of servias centers was not fully operational for the entire

twelve months July 1, 1974 to Jﬁoe 306, 1975. CETA funds became available in early

\

July 1974 and there occurred a normal "start up” period during which vayious -enters
\

were gradually phased into operation.\ Therefore, several training programs directly
registered enrollees for their first cycle of training. Also, trgiping programs

Y
are permitted to directly registdr up to 107 of subscquent training BKEIES' of

necessity, all enrollees {n the training program operating in tha staté\penal

[

A
{nstitutions are registered by that training program. \
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TABLE 1

DEMOGRAPHIC CHARACTERISTICS OF MSC REGISTRANTS

CHARACTERISTIC b 4 .
¢ . " Male 58.0
Primary Wage Earnar 49.7
Offender 18.8
Black . b 73.4
Lesa than 26 yrs. of age 74,1
Single ' 67.2
Less than 10 yrs. Educatfon 26.2
Veterans 11.0
Econpmically Disadvantaged 78.2
One or more Dependents 41.5

The significant segments of the population particularly targeted for manpower ser~-

vices in the FY '75 Baltimore Metropolitan Comprehensive Manpower Plan were: youth’

primary wage earners, and offenders. As Table 1 reveals,74X of the registrants
were less than twenty-six years old. The percent of primary wage earners in the
registering population was 50%. It is practically impossible to have a high per-

centage of youth and a high percentage of primary wage earners simultancously. As

- R

~ one increases the other naturally declines. In absolute numbérs,however, primary

wage earners rcepresented over cleven thousand registrants. Current or previous
offenders accounted for 19% or almost one.out of every five registrants.” Thus,
in terms of reaching the specially targeted groups and making chem aware of che

availability of manpower services, the intake efforts of the Manpower Service

Center natwork can be characterized as highly effectlive.

Of the remaining demographic characteristics, cconomically disadvantaged, and educa~
tion are particularly significant. Over a quarter of the registering clients had not

completed the tenth grade. Almost four out of five (79.27) of the registrants were

economically disadvéntaged. This is further cvidence that the MSC network attracted

those perSoﬂs most In need of manpower services. .
12
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II. TRAINING PROGRAMS: .

EXAMINATLION OF STRATI'GIES

All skill training proprams are designed to mevt the needs of CETA clicnts who

are not job ready or who desire retraining in order to prepare them to meet local laoor
market needs. Accordingly, panels composed of employers, union represencatives, ecquca=
tors, and tfainers are convened to determine specific local occupational necds. Once

a skiils shortage is identified, these Labor Market Advisory Cormittees produce‘ihe

following essential data: ,

) ) ) . \
approximate number of trainces that. can be absorbed In the short run

(6 months - 1 year)

entry level skill requirements

training equipment peeds

trainer qualifications. .

4hig informacion is translaged inte program scrategices including: work experience,

classroom tralning, on~the-Job training and public service cmployment.

A. WORK EXFFERIENCE

The largest commitment of Prime Sponsor funds provided work experience training program
activities utilizing the'following models:

~ Work Experience Coupled with Skill Training or Remedial Education

- Youth Work Experience

~ Summer Youth Work Experience

= Adult Work Experience

a. COUPLED WORK EXPERIENCE
Training activities using the Work Experience &oupled with £Lill Training or Remedirl
Education m6d01 were implemented by eight subcontractors, providing training In

fourteen occupational aress. Thege sub~contractors began aerving CETA enrollees in
128




Jhly;\l976, and the results discussed in this sectiof™eflect the completion of at
- A LY .\

least one training cycle.

'

Each of the:é%ghc training ‘work experience projects followed one of two models. One

model combiﬁedKHCCuai work experience in a public agency‘yich remedial education

lhdfo? skill training. The other model focused on occu;acional skill development in

a simulated work setting, employ}ng time <locks, produccion:scheduleé, and appro;- g

imations of the foreman-employee relationship. To reinforce the world of work

r

- simylation, all enrollees were paid hourly wages through the city of Baltimore’s
plyréll system. Pay checkswere¢ distributed by the subcontractor, acting as the

) employer agent.

‘ Q: ~n What are the roles of the Labor Market Advisory Councils?

r
Austin * The IMAC's give us adyice on various training programs. We have them set up

around various programs to give us advice on curriculum, course outlines,
completion criteria and standards, what people should’have at the end of a
program. They assist us in designing methodS*of testing people coming out
of programs to measure the.effectiveness of programs. We currently have 8
comnittees. Some are more active than others. Some we use primarily to
gather information on the labor market and to notice trends that may be

\ occurring but don’'t show up in our data .yet. We have them help us determine
how big a program should be, or whether we should stop or change training
in one area or another. We get information from them about new areas of
training -- new types of training they think would be useful to them or te
employers in their industry. They donate time, equipment and money to
training programs.

Q: What incentives are present for them to provide this assistance?

Austin Basically if they can have some input in the design of manpower training,

. programs will better meet their needs. They’'re telling us they cannot find
people with certain types of skills, or people with the proper work attitudes,
or people able to go into certain entry level jobs given some in-house
training. If they can help us structure training programs to better meet
their requirements, it will bencfit them because they'll have a larger
skilled labor pool with the minimum requirements they’re looking for.

qQ: What' types of empldiur! tend to become involved with your ﬁﬁﬁc’s?q
Augtin 1ts really a mixture  The commitivus are ‘gbout 10-18 people on the average,
i Thev're made uwp of indusrry personncl, plus people from the Baltimore City
o Schunls, from the uninns, from the Bureau of Apprenticeship & Training in

apprenticeable occupatiuns, the State Dept. of Education, so really its a
mixture We generall: try te ha'e the cummittee structured so that we have
prople from varicus sciments of the indusgrvy  Maybe two major employers with
1300 or muore people. plus smelier representation. (enerally they're familiar
enrich with whats peine on in the industrv to speak for the entire industry.

J . ¥ Austin i's Coordinator of Labor Market Advisory Council activicies for the
: Baitimore MHetropolitan®Manpower Consortium.
FRIC 129
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Austin
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Q:

Austin

. Austin

Jerry*

Austin

Q:

Austin

Q:

Avscin

N\

\

b

-

_-Hho in those organizations tends to be involved?

L

Actually we start at the top and work down. You address the presidents. the
vice presidents, the tM's of the company, and they penerally desipgnate. somevne
who has the type of expertise we're lovkiny for, It can be a technical persun,
& shop manager vr foxeman, and industrial relations person or manager; it
depends on the committee and the structure of that particular company,

How do you identify firms to invite to be represented on LMAC'S?

W2 subscribe to the Dunn and Bradstreet file. Companys are listed by SICs.

We match with the S1Cs, employer information, past history of that company

in hiring people, and other information 'we can find to help us make the

decisions as te yhat companies should be involved. Also in terms of training,*
gome of the training contractors have had previous contact with certain employers.
We try to get their input too. We try to use a variety of resources.

The picture you've painted is that every employer is just waiting for an
invitation. .

Not really. There's a lot of public¢ relations involved. You have to talk to
them and explain what you want to do and what your purpose is. By serving on
a committee they're not making a conmitment to hire 'X" number.of people. ’

Austia’s a very good salesman. That has a lot to do with it.

The approach is that we want your help and expertise in helping us.design & train-
ing program. This appeals to a person's and a company's ego when you indicate

to them that we recognize that you have expertise in this field. We solicit

their help in helping us design the correct type of training program. When

you use that approach they're flattered initially., Most committee members

have various types of activities of this kind that they're invelved in.

Do you also give them redognition.in other ways? \

%
Not really. But the comnittees involved with the State Dept. of Education ;Ere
all invited to a special appreciation dinner the Dept. of Education sponsored.
Certain industry publications mention that the LMAC was involved in developing
a program or an aspect of training. We also do our own publication in which we
mention the committees and what they've done. Whenever something unusual
happens, or certifying program completers, from this office letters are generated
to various people saying we appreciate what you've done. There ire ways of
letting people know you do appreciate their help.

How do you anticipate keeping these committees current or representative of

others who might add new leadership or ideas? ;

A lot of the committee mem:ers will feel it is necessary to bring people in,
They'll give us suggestions about whom to invite. On occasion we ask them to
draft lists or suggest names of competent individuals who might help. In
some cases we are restrucluring certain committees where we feel certain
people should be added or aren't the individuals we should be talking to.

* Jerry is Coordinator of Planning and Evaluation for the Marketing System.
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III. THE MARKETING SYSTEM: -
- u;zmcm:c OUTCOMES

-t

. ) !
. The Prime Sponsor's Marketing 3ervice was developed as a strategy to batter serve

the needs of cliehts and employers. Job orders were to be taken directly by pro-
fessional staff ctrained in serving employers and exboehd to a meCropoliCan.ﬁaﬁ:a‘u
pover center network where skilled counselors cluld match abilities and {nmrerests
of clients with the job needs of employers. This syste’ was designed to gdupplement
the efforts of the Employment Service in the hopes uf increasing job opportunities

for CETA clients and improving services to area employers.

v

A key element of this service to employers was to reduce duplication of calls Ty
agencies desiring tQq develop jobs for their own clients. The Prime Sponsor de-
signed a system of allocating among its staff the responsibilicy for calling on
employers thereby controlling duplication, and initiated coordination with other
agencies such as the Maréland State Employment Service, tée Work Incentive Program
and the National Alliance of Businessmen. Success in inter-agency coordination
has been limitoed to date pecause both the Emplo&menc Service and WIN are funded

based on placements, thareby limiting thelr incentive to sghare resou#ces. Co~

ordination, to'date, consists of inter-agency marketing staff meetings and clearinghouse

activities to determine what employers each agecency Is calling on. This is a significant

firse step and efforts will be continued to translate verbal commitments’ to elim-

ination of duplication to actual operational procedures.

The Prime Spqnsor's Harketing Service is composed of a centralized and decentralized
staff.. The central staff scrvices coployere larpe enough to draw employees from
several geographic areas; multi-establishment ewployers who hire throdgh a single

location; and multi-cstablishment employers who hire at separate locations, but *
g,
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whose personnel departmeots are interrelated. All job orders obtained by central

staff are circulated to all Manpower Service Centers, and concurrentl: are sent

to the ES Job Bank for immediate listing. Referral control is exercised by central

marceting until the opening appears on the Job Bank, at which time referral contro”

\ shifts to Employment Security. . -
L)

v The decentralized marketiag staff is apportioned -~tween Manpower Servfce Centers

- -

and training conttactors. The Manpower Service Centers are assigned a geographic
territory encompassing the general area.from which their clients are drawn. The

service centers are responsible for contacting all -employers- in theif geographic

T . PR — e = e e = o m Mmp T ———— -

area eXxcept those already assigned'tﬁ the centrallstgff. The indivi&ualii}d job

b

orders obtained by the Manpower Service Centers fo% specific clients are usually

filled directly by the MSC with tiw center exercising its own referral control.

Eéph training subcontractor has_.one or more wmarketing specialists, These individuals
are responsible for developing jobs in occupations directly related to the type
of training ,provided by the program. They call on a selected group of employers,

coordinating their contacts with the central staff.

All <hree comﬁbnents of the Marketing Service are closely coordinated and directed
togatd developing quality job ;pportungties. Their goal is to obtain job orders
'ruhicllare full-tire, permanent,’and accessible by public transportation; which

pay a wage enabling people.to be self-sufficiept; which do not require excessive
amounts 2f previous ed;cation or experience; and which offer good prospects fo@
upward mobility. The following analysis will examin;'the importance of the Prime
Sponsor's Marketing System as a source of job referrals and placeﬁents, and will de

strate the degree to which the qualitative goals have been realized during the

first year of the Marketing Service's operation.

1. _WHAT DID THE PRIME SPONSOR'S MARKETING SERVICE CiI'RIBUTE TO THE CETA \JOB
PLACEMENT EFFORT? ‘ -
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There were three primary sources of job openings. These were job openings

*

- bris{nated by:. the Prime Sponsor‘'s marketing gygtem, Empleoyment Security,

]

and ‘miscellaneous SourceS. Table 16 examines the relative contribution of each of

these sources. ’
] “- ) . " ‘ . )
" TABLE 16

T4
.

REFERRALS TO JOBS, SHOWS FOR INTERVIEN-ANb PLACEMENTS COMPARED .
) BY SOURCE OF JOBYOPENING - T

+

i T N

v

July 1, 1974 - June 30,

1975

e

Originator of
Job Openings

Referrals

Snows

Show as
Zrof Ref

Placed

Placed as

"% of Shows

A

f\

o,

"Prime Sponser's:
Marketing System

~Eaploymént Security

Other Sources 1

N

3707
3820

1140

L 1=

3086
2724

971

(83%)
(711%)
(85%)

N

1260
565
482

(41%) ‘
(21%)

(502)

TOTAL

e

8667

. 6781

,(7az)f

2306

(347)
~

_Job -Orde¢Fs originating with the Prime Sponosr's marketing system were the referral
p
source for 46% of the total system's clients who reported for job Intervieus
* t - L]

and the source of 55% of the system's total placements during the first year
of operations. This represents a substantial contribution to the fob place-

ment results reported by the Baltimore Consortipm. In addftion, the Prime

. -

o,

o Sprnsor's marketing system was an unexpected job source tor the Emplovment’ Service.

. B94 non-CETA clients were referred to jobs placed on the Job Bank by the Prime

' Spunsarsand 77 of thess were hired in gﬂgﬂpﬁidlzed jobs. This does not Inc lude PSL

fons. pliced on the Job Bank).

E'T{:;:_-l.n?fl;:i;:;“:‘ﬁ(’wspapf'n[-c,; t’t’.‘lp!t}yl‘l“i exll inE
j1bs originating in public agencies Inco whic

transferred. , ‘
137 -
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Table 16 above analyzes the orders generated by the Marketing System in comparison
with other sources of Job orders. This comparison %ndicates that a much higher

proportion of registrants appeared for interviews and were hired in Marketing

T

System originated jobs than were interviewed and placed in Employment Service

&

- \.

The higher show and placement rates for the Marketing éystem are partilally the

originated jobs.

result of procedures by which jobs are developed ifor individual clients. In these

instances a referral is tantamount to appearing for an interview and being placed.

¥
[ iy

[3

2. DID THE MARKETING SERVICE DEVELOP JOBS HAVING EDUCATION AND EXPFRIENCE
" REQUIREMENTS COMPATIBLE WITH CETA CLIENTS?

The Marketing Service is keenly interested in developing quality Jobs, yet it
also seeks Jobs whose eaducetion and experience reqhirements pe}mit ready access

to the most inexperienced of CETA clients.

TﬁBpE 17

EDUCATIONAL AND EXPERIENCE CHARACTERISTICS OF JOBS OPENED -

BY THE CLTA MARKETING SYSTEM - FISCAL 1975

Total . Central Training

Charactéristic HMarketing Staff MSC Contractors
Education .
'Required

8th grade 667 51 73% 864

or less ) )

9 - 11 7% 8% 6% 1%

12 or more 27% 34% 21% 12%
Experience

No 4% 60% 637 91%

t .
Yes sy 40% I 9%
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In FY 75, 54.7X of che Consortium’s registrants had less than a high school edu-
cation. Table 17 reveals that 73% of the Jobs developed by the entire Marketihg
Service requirediless'than twelve years of school. Information on the specific job ¢

.experience of CETA clients is not available. It seems reasonable to assume,

'however. that a mix of jobs 642 of thch do not require experience represents a

relatively substantial pool of Job openings for the unskilled and inexperienced

CETA applicants. -

The marketing specialists consistently encourage employers to reduce pducagioPaI
and experience Yequirements to thg pinimum necegsary to perfdrm the job. This
becomes increasingly difficulet im eimes of high unemployment when the natural
inclination of employers 1is to become more selective and to ralse standards.
Data from the pasﬁ fiscal year indicate that the marketing specialists have been

Yighly successful in countering this trend.
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3, MERE THE JOBS OPE;ED BY THE WMARKETING SYSTEM PERMANENT, FULL-TIME AND |
ACCESSIBLE BY PUBL1C TRANSPORTATION? / ) ;

Lard

During FY'75 the Prime Sponsor’s Marketing System developed a combined total of

6,002 jobs. Table 18Ibe1Qw indicates the percentage of those job openings khat

N r

-were permanent, full-time and accessible by public transportation.
D i

;
!

e TABLE 18

= ’

DURATIQN, PUBLIC TRANSPORTARION AND INTENSITY OF JOB OPENINGS

4

~—RIGINATED BY THE CETA MARKETING SYSTEM - FISCAL 197%

oo . Total
Characteristic Marketing
Duratior <l 4 .
Permanent 847% -
Temporary 167
Public Transportation -
Yes 65%
No 9%
Infrequent 267
Intensity
Full-time 82%
Part-time 18%

It is the total Marketing Service's intent to open.jobs with differing charactexr-
1stics 'to meet the diverse needs of clients. Most clients need permanent znd
full-time jobs and a2 high proportion of the jobs opened met that criterion. Mowever,.
some clients need a temporary job, others need 2 part-time job, and some need a temporary{

part-time job.

Lack of access to many jobs via public transportation isa continuing problem. A

significant proportion of job openings exist in Baltimore County and Howard County,

where public transportation is often infrequent or non-existent, yet many CETA cliente

é
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peedir;g these jobs restide in the city. The Frime Sponsor is examihing ways in
which public transportation can be supplemented in order to increase client
access to jobs. MNevertheless, a majority (65%);of the jobs opered by the Market-
ing Sy;tem were located with access Eo public transportatiqn.

4. DID THE MARKETING SERVICE DEVELOF . JOBS WITH A SATISFACTORY AVERAGE STARTING
VAGE?

As stated in the Introduction, the purpose of CETA is to develop employment and
) .

fraining opportunities that lead to economic self-sufficiency. Therefore, an

examination of wage data becomes critical in eveluat}on. The averaée starting wage
data for jobs developed by‘tpe enrire Marketing Service and its individual components,
are presented in Tabie 19 below. This indicates that each component, and obyiously&\
the system as a whole, produced Job openings well above the federal minimum wage.

‘ TABLE 19
AVERAGE WAGE OF JOB OPENINGS DEVELOPED BY THE

PRIME. SPONSOR'S MARKETING{SYSFEMr FISCAL 1975
(Y '

N\

\
\ 4

Total Central Training

T Marketing Staff MSC Contractors
Average Hourly . )
Starting Wage $2.83 $2.86 $2.52 $3.74

On an annuelized basis, the starting wage for all jobs developed by the Marketing

. Service was 55,986 per vear. does developed by the Central Staff averaged $5,949 .
per year, the Service Centers averaged $5,242, and the training contractors averaged
$7,779. The $1,800—$2,500k;er fear differential between the starting wage of jobs ~
opened by the training contractors and the starting wage of openings generated by

~ the other components sharply underscores the value of skill training, particularly
when compared with cost per placement data. ‘

5. "DID THE JOBS DEVELOPED BY THE MARKETING SERVICE OFFER PROSPECTS FOR UPWARD
MOBILITY?

Given the available data, any judpements about the long term potential of the jobs

[:R\!:eveloped by the Marketing Service requires looking at the industries in which 137
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. jJobs are developed, since it is impossible to collect in-depth information about
each open;ng. 1t i; assumed that openingé developed in industries that are pfo-
Jected to expand in coming years will offer opportunities for prometion a&nd advance-
ment, and that jobs déveloped in industries projected to decline willhoffer fewer

psomotion possibilities.

-

Table 20 presents a percentage distribution by Standard Industrial Classification
code of all jobs developed by the Marketing Service and all placements made against

them. This is a crude indicator, and results must be interpreted cautiously.

TABLE 20
JOB OPENINGS AND PﬁREEHENTS FOR JOBS ORICINATED BY THE PRIME SPONSOR'S

MARKETING SYSTEM BY INDUSTRY - FISCAL 1975

L -
Openings by Placements by jgﬁerage Wage
SIC Industry Industry f Opening
Wholescale/Retail 23% 27% $2.20
Durable Mfg. 18% oA 4.03
Services o127 ) 8% 2.28
Prof. Services 11% 10% 2.92
Non-durable Mfg. 8% 8% 2.78
. Pub. Administration - 8% 4% ' . 2.94
Finance 5% 3% 2.76
Trans. /Utilities 4% 27 3.07
. Mining/Construction 27 2% . 3.62 .
Farming/Fishing 3% 1% 2,98
TOTAL 99% 99% $3.02

PreviSHS labor market analysis, {(Baltimore Metropolitan Comprehensive Manpower

Plan FY *75), has indicated that the fas;est growing industrial sectors in the
Baltimore Metropolitan area are: Services, Public Adwinistration and Finance.

Job openings in these industries accunted for 36% of the total jobs developed by‘

the Marketing Service,and represented 25% af the system's placements. Utilities,

Construction, Farming and Fishing were not projected to grow. Correspondingly,

thege industries accounted for less than 10% of the total openings developed by
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the Marketing Service. and only 5% of the placements:

Durable Manufacturing accounted for 18% of the total job openings and 34% of the’

system's pléceménts. A large proportion of the work experience/ski}l training
provided by .the-system's training contractors are in manufacturing occupations.

The ‘éu;;;ss of their training and the high placement rates they achieved account
fur a high proportion of the system's placements in this area. While the

Durable Manufactuting Industry 1s not projected to expand, 1t is heavily unionized
and has the highess starting wage (4.03) of any SIC category. Collective bargaining
agreements are likely to insure good future prospects here even in the absence of
broad expansion.

The Wholesale/Retail Trade Industry offers part-time and temporary jobs yhich often
require no experience. Therefore it will remain an important source of entry level
Job openings and placements despite its low starting wage and its projected lack of
grqwth. This industry v1ll continue to be an important job resource, but the Market-

ing Service needs to reduce its reliance on quch jobs 1in favor of those with mére

stability and better pay.
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1 PLANNING THE CONTACT: GETTING INFORMATION ABOUT THE

EXHIBIT 8

DEVELOPING AN EMPLOYMENT STRATEGY*

EMPLOYER

A,

OUTLINE OF EMPLOYER INFORMATION

1. Identificatio

Firm name
Address

N

“

, Industry
Products or services

: . Organizational identity (one-site independent firmg main office,
v branch or subsidiary of a statewide or national firm)

Personnel
Chief Executive Officer
Personnel or industrial relations officer
Hiring oflicials
Name of contact

/ . Chuvacteristics of firn
Rate of growth

Dependence on government contracts, ;tlbsidies, regulations

Stability of market

Corporat environment and corporate image

3. Characieristics of work foree and job structure

Size of employment
Current
Usnal
Pcaks ’ \
Anticipaled changes, and their reasons

Oceupational compusition or mix
Unionization, kinds of, degrecs

:kJ\liri ng times (months, seasons)

o

¢

1A preparatory work guide which can be wged by an individual or an organization to
establish.an employment strategy for a firm, a hospital or any employ ing organi zation.

FRAME H. CASSELL AND ASSOCIATES, INC
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~ Bs

Hiring nracticies

dob requiremcents

Job specifications /\P

Master orders /
In-house training '
Usual recruitment sources
EEQ informalicn

Proecdures

Counsideraiions in recruiling and maintaininr work force

Pay rales (comparabilily)
Location {transportalion)
Work enviromuent, conditions

E mployee relations -- alli tudes of man.itfc-menl and supervision
ard work toree

Scasonality .

Worker personal investiment required (tools, safety equipment,
ete.)

'CETA, cinplovment service experience

i\’revious vontacts {
Staff involved )
Special (men-placenment) services provided
Problems encbuntered

Suecess of placement service: kinds iand numbers
Openings received (oecupalions aml levels)
Referrals
Placements
Tolal hirves

SOURCES OF INFORMATION ' :

1.

Newspapers
Your own local neswspaper

The Wall Streel Journal

The New Yorl, Times (inancial section, daily and Sunday)

Barvron's
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Magazines, \General*

Business Wcél\:
McGraw

e 330 West .
o New Yerk,

Dun's (formerly Duk's Review; |
Dun and Bradstreet Publications, Corp.
1040 Mcrehandise Mart Plaza -
Chicago, Illinois\ 60654 '

Forbes
Forbes, Inc. \
60 Fifth Avenue _
New York, New York 10011
Fortune
Time, Inc.

1271 Avenue of the Americas
New York, New York 10020
Nalion"s Business : \
Chamber of Commerce of the* United States

1615 1] Strect
Washingion, 'D.C. 20006

Publications of the local Chamber of Commerce

3. Trade magazines

f Aerospace Daily
' Ziff~-Davis Publishing Cumpany
1156 13th Street, N.W.
Washington, D.C, 20005

American Machinist
MeGrare-I1ill, Ine.
330 West 42nd Strecl
New York, New Yorlk 10036

Sactory (formeriy Modern Manufaeturing)
16 Wostl ilst Street
New Yorh, New York 10023
Industrial Machewry News
Industrisd Machinery News Corp.
P. O, Box 727
Dearhorn, Michizan 4121 -

YOften tese are the magazines that the erplover whom you plan to coatact reuwd-,
and should be carried Iy school and publie bl rarics. See "Job Potential klent -
fication: A Markenng stratety," page 144 Af tiis report.
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Industry Weel: (formerly Steel)
The Penton Pabiishing Company
Penton Buildmg
1213 West 31 Street
Cleselmad, (thio P3O0

Iron Age
Chilton Cao.
One Dedlier Square
* Bala Cymwvd, Peunsyivania 1980Q)

Rubber Augc )
' Palmerton Publishing Co., Inc,
101 West 31l Street
New York, New Yorh 10001

Rubbey World -
‘Bill Brothers Publishing Corp,
G20 Third Aveme
New Yeorh, New Yorl, 10017

¢ 4, _Finaweia] amnd Investmeni Sevvices

F. W. Dodze Corporation .
Dodge Constyuction Contracl Stutisties Seryjee, maoanthh

Dun and Bradstrecet '
Dun's Marke-t dentifiers

Moody's Inveslors Service, Ine. ’

Moody's Bank and Finance .‘\!.'mu;ﬁ, anmual witl updating
servige

Moody 's industrial Maprual, annual with updating serfee

Moody 's Municipal and Gos ermvent Manual, aniual with
aplating service

Moods 's O17C Indusirial Manual, anmal with upedating
service .

Moody 's Publie 17tility Mapual, amual with ppalagi-.
soervice

Moody 's T ranspofiation Manual, anneil with apdiding
senice

Standard and Poor's Corporation

hrlustry Surves, annual
The Outloal, wecelkiy
Over-the-Counier_ap! Regional Kxclange Stach, Reports
Security Qwner’s Slocl Gurde, monthly
Seewriiy Price hndes Recond .
Standard and Poor®s Earnings and Ratimes Boml Guide,

. manthly

' Standard Corpmrition Reeoyds, loose-leal service

1

Uailed Business Serice
United_Business Service Reporl, weck]y

. Vatue Line investment Survey
Value Line lovestment Survey, weekls
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5.  United States Government Publications
U.S, Department of Commerce
Construction Review, monthly
County Business Patterns, irregular
Industry Reports, quarterly
Statistical Abstracts of the United States, annual
Survev of Current Business, monthly

U.S. Department of Labor, Burcau of Labor Statistics
Employment and Earnings, monthly

_+  Qccnpatiogal Wage Surveys, annual

Monthly Lahor Review, monthly .

National Survev of Professional, Administrative, Technical
and Clerical Pay, annua’l

-

Federa! Reserve System Board of Governors
Federal Reserve Bulletin, monthly
Federal Reserve Bulletin, Chicago Bank, monthly

\ 6.  Association Publications

- American Marketing Association
' 230 North Michigan Avenue
Chicago, lllinois 60601
The Marketing News, semi-monthly
Journal of Marketing, quarteriy
Procecdings, annual
National Association of Purchasing Management
11 Park Place
+ New York, New York 10007
Bulletin of NAPM, monthly
Journal of Purchasing, quarterly

C hamber of Commerce of the United States
1615 11 Street, N.W.
Washington, D.C. 20006
Congressional Action*, weekly
pation's Business*, monthly
m Washington Report*, bimonthly

Also publishes special reports, studies and rescarch ’
papers on economie trends, labor relations, educa-
tion, national affairs, internationa: problems and
organization work. ¢

*Sometimes available through the local Chamber, or State Chamber of Commerce,
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General Studies and Information -

National Buremt of Economic Research
261 Maclison Avenue
New Yorx, New York 0016 ,
Annals of Econcmie and Social Mceasurement, quarterly

Also publishes books, occasional technical papers, and
conference proceedings. - \

The Conference Board

845 Third Avenue

New York, New York 10022

Business Scoreboard, weekly

Road Maps of Industry, semi-monthly
Mergers and Acquigitions, monthly
Cumulative Index, imnonthly

Weekly Business Indicators

Graphic¢ Guide to Consumer Markets, annual
Antitrust Proceedings, annual

Also publishes statistics, monthly supplements, _bulletins,
- and results of continuing research in businels and
industry.

Generic types of materials

Middle Mavket Directory
Dun and Bradstreet, ':mnual

Million Dollar Directory,
Dun .nd Bradstreet, annual

Standard and Poor's Register of Corporations, Directors and

Executives
New York, Standard and Poor's Corp., annual

Thomas! Register of American’ Mamufacturers
New York, Thomas Publishing Company, annual

Who's Who in America
Chicago, Maruuis Publishing’ Company, biennial

Who's “Who in the Midwest
Chicago, Marquis qulishing Company, biennial

. Who's Who in Finance and Industry

Chicago, Marquis Pubiishing Company, bienniat
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IL.{ _PLANNING THE STRATEGY

A. BACKGROUND INFORMATION

The outline at the beginning of this guide lists the main items of
information needed. It is intended to organize the information-gathering
process, to assure that all relevant categories are covered,.lo keep
the information base within workable limits and free of encyelopedie
detail. This particular patt of the guide will recapitulate the items

-of information needed, review their function and, as necessary, indi-
-cate sources for them. It should be stressed that information must be
up to date to be usable.

Much of the information ean andfhoul.d be gathered before the em-
ployer contact. Duriﬁg the contaet it may be verified, supplementéd,
and gaps filled in. The more information coliected and abscrbed prior
to the contact, the better will be the impression of the econtaet person
and his organ!zation -~ and the more time there will be for the substan-

tive purpose of the contact: getting more job orders.

1. Identification

Firm name

Address

Industry

Products or Services

Ovrganizational identity (one-site independent firm; main office,
braneh or fubsidiary of 2 state or national firm)

Personael .
Chief Exceutive Officer
Personne! or industrial relations director
Niving officials
Name and title of contact

Much of the above information can be obtained from lceal office
records and staff, Chamber of Commerce and other directorivs,” an-

nual reports, ete. It is simply identification information.

L4
-
-
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T . .
When Morganization identity” involves a branch or subsidiary oper-

ation, it is important to identify the total organization structure so thal

strategy can be coordinafed for units at all sjles in the arca.
: | / .

The person to be eonlacted will (lepe}jon the immediate and
long-range objeetives of the contact. If a policy decision is required \
to utilizg or increasc utilization of the CETA, this may be a viee
presitlent at the plant or headquartars office or, in a smaller firm,
the president. If the range of job listings is to be expanded, this may
be the personnel director. If openings for applicants with special
tt:ents or barriers are sought, this may be a staffISpecialist. It is

portant that the contact person be the one with deeision-mﬁking
authovity abonf. the particular subject you have in mind. Searching out
this- mIormatlon requires du:\lomacfyr as people ma; feel thr eatened by
direct questlons whieh happen to bear on his or her status in the organ-

ization.

2. Characleristics of firm

Rate of g‘rthh ) .
bependence on government contracts, subsidies, regulations

Corporate environment and, eorporate image ,

-Ali of these items of informalion are indieators of dimensions of
opportunities for job de\elol)ment The expansion or ¢ontraetion ‘of
the firm will affect the number and nature of jobs available, as well as
the possibi'ities for upward mobility for applicants.

Dependence on government -contracts ;nay bring the {irm within
the purview of the Office of Federal Contract Complianee and mandatory
listing requirements. 7The stability of the employer's produci or service
market affects r,he_sta_lbility of :amploymcnt. Corporate environment -~

the cnstoms, convenlional beliefs and “iascs about people and how they

*The Employment Service would be of help in learning aboul the organi-
zation, as many locgl operations arce a part of 1 Targer organization
localed clsewhere in the state o1 v o ULS.
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learr and develop, aboui qualifying regui rements, and about productivity

and attirnde of supervision will influence receptivity to minority and

disadvantaged workers. The corporate image that the firm wants o

projeet and reinforece -- in the community, the industry and the larger

business world -~ can alfeet the whole range of rules and practices

which guide the work force -~ everything from selection and training to

wages, benefits, support services, working conditions, promotions, and

opportunity in gencral. .

coliceted in these areas will convey a sense of

the firm’ ks posture apd "personality.’ This can be most helpful as the

job develgper for

lates his or her strategy and detérmines what are
likely to be the most persuasive points and how they should be presented.

3. Job Potential Identification: A Marketing Strategy

Indicator

Sources of Information’

A, Business Characteristics

1'

Rate of growth of the
organization or l'h?n

Effect of technology,
product or process de-
sign upon the veenpa-
tional or skill mix and
job structure,

Dependence (and exteut)
upon government con-
fracts, subsidies or
regulations.

Swability of emplovment
as reflected instability
of employer's markets.

Influsnice of wage levels
and henefits slructure on
willingness to cimploy
marginal workers,

v

Evansville Labor Market Study; local newspapers;
anuual reports of the firm; reference to business
publications such as Fortune, Business Week,
New York Times, The Wail Street Journal;-invest-

ment serviees such as Value Line, Standard and
Poor: census of manufa_stj.lrers; U.8. Dept. of
Commerce publications; annual reports of companies,
hospitals. ' S

Interviews with corporate operating executives;
plant tours; analysis of technical literature « f the
firm or industry; U.S. Dept. of Commerce studies;
Oceupational Matrix; Burcau of Labor Statistics,
U.S. Department of Labor.

Dun and Bradstrect reports; E,E,0.C,, O,.F.C.C,,
Slate human relations reporis; emptoyment service;
local newspapers (see 1. above); annudl reports of -
firms,

" Review of layoff and unemployment records of the

state; interviews with executives of the fivim;
analvsis of compam ecports made public.

Reports in financial publications; interviews with
exceulive,
\

.
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indicator

Source of Information

G.

Effect of size, growth
rat@ramaturalion, inno-
vation and hiph technol-
ogy on ability of organi-
zations to absorh the
"new' work forcee and
increase employment.

Intervicws with first-line supervision and personnel
peoples experience of applicants; "The Role of
Technical Enterprise in the U, 8. Economy, ' .S,
Dept. of Commerce, 1876*

-

B. Organizational & lUechavioral . '
1. Effecet of organizalional  Inlerviews with corporale executives; analysis of
_ structure on carcer op-  organizational structure based on publications
portunity for the indi- available to public; E.E. Q. C.. reports.
vidnals -

2.-f,Effect of oorndrate or- Interviews with corporate executives; annual reports;
ganization praclices on specilic organizational charts provided by manage-
employce mobility and ment; examinations of goals and objectives of the firm.
training opportunity. '

C. Social & Psychological

Characteristics

1. Value placed by the firm Interaction with corporale exccutives; corporate
on its corporale image newsletters, magazines, public relations reieacses;

applicant experience, .staifs of other organizations
in contact with the firm.

2. Job and carecy gpportun~ Interviews; reports of investment analysts including
ity as reflected by man- publications such as Forbes, Value Ling, -Siandard
agement commitmentdo  and Poor, Fortune.
change and growth. '

3. Influence of corporate, Interviews with workers, applicants, executives of
supervisory and wark the firin, Employment Service.
place environment Sn .
employee relations. ™

1. pExperience of the firm . Emplovment Service; Chamber of Commerce;
in employing the "new* - analysis of contacts with employer; applicant
and marginal workers. experience. )

*Compounded growth rates; 1945-1971 \\\
Girowth Job Expansion Example
Mature 7.8% 1.9 DuPont
Innovative’ 16. 5% 10.8 \\ Xerox
High technology 12.5% 40,7 * National Semiconductor

—
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4, Characterjstics of work force and job structure

Size of employment
Current
Usual
Peaks
Anticipated changes, and their reasons

Occupational composition or mix

Unionization, kinds of, degree -

Hiring times {(months, seasons)

Knowledéex of the size of the work force, what it is.now, what it
usually is, when there are peak demands and the changes anticipated
=~ due to emnomic,- technological or other factors --.is necessary to
timing promotion for maximum effectiveness. Sensitivity to changes
in industrial processes is particularly important as thls affects not
only the numbez but alse the kinds of jobs available. Hiring times by
month and season are closely tied to changes in s.'ize of empioyment.
The best time for employment is clearly when there are work stations
to be filled and the employer is in a "buying mood. " Information on
anticipated changes and openings and hiring times ¢an aid in advance

planning for recruitment and referrai.

Knpwing the occupational composition and job structure is neces-
sary to matching appllc:.m!:s on file, and to focusing recruitment efforts,
with employer needs. Familiarity with and understanding of job titles '
is part of this. So‘mc knowlec s¢ of both job design and job structure
is necessary not only lo determine the various points of entry for ’
applicants but also to ¢stimate whether the position carries a potlential
for mobility or is a dead-ed job. Furthermore, there may be e(iu'c_:a-
tional or profecssional barriers interposed between workers ana
higher level opportunities. There may be various kinds of job ladders
and latticos or there nmay be only limited, unsystematized avenues for
lateral or vertical movement. Employer record forms, inactive orders
and referral unit interviewers should have information’on occupation

composilion and job structure. Such publications as the United Stales
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Department of Labior Handbook lor Analyzing Jobs, 'raining and Rel-

ercnce Manual for Job Apalysis and Volume 11 of the Dictionary ol Oc-

cupational Titles, "Industry Avrangement of Tilles,” p. 531, are help-

ful in becoming lamiliar with job definitions. Employer job titles,

while often not synonymous with DOT, arc frequently similar.

Unionization (or lack of it) should be understood. Labor manage-
ment contracts affect w-.fges, henefits, working conditions and entry; they

are an important determinant of the employee-supervisor climate,

Maifagement's overall posture toward unions is part of climate, too,
Labor contracts may or may not be an impediment -to the use of your
placement services; the lubor contracts need to be examined to deter-

miné whether seeming obstacles are more apparent than real.

5.  Hiring practices

Job requirements .
Job specifications
Master orders

In-house training

Uisuil recruitinent sources
EEO informution
Procedure _

Ewmployers adapt their hiring practices to accommodate changing
economic and social conditiois as well as governmental regulaticns and
policies, so you are dealing with an ever-changing situation. The
practices of particular relevance to obtaining job openings: inelude;
realistic job ’requirements, fm'uilill)ility of in-huusc training, the atti-
tude of the employer toward cmploying enfry workers, the nse of iub
gpecilications and availability of those .spt,ullcumms to the Employ ment

Service,

(_‘nnmdm able information conu.-rmn0 thc, bmplm er's hiring prac-
tices shoutd be available (rom the hmpln\ nu-nt Service. Many emploters

have writlen job specifications for the various classes of workers within
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their establishment. If these are available in the Employment Service
office they'ishould be reviewed, as should‘any job specification and/or
master orders jointly &eveIOped by the employer and CETA, to deter-
mine whether they nced verification or whether changes would make
them more realistic.

Employers are realistic in dealing with theix customers, sup-
pliers and production facilities and it is possible to negotiale realistic
hiring practices with them. '

" In-house training, both the kind and amount available, is relevant
to applicants coming in at the entty level and for promotional oppor-
tunity for all workers. Related supporf services (buddy systems, coun-
seling, ete.) are especially important for disadvantaged workers.

The usual recruitment sources the empioyer.uses for specific
categories aof jobs, and his reasons for doing s0, offer a Key to where
CETA mighl expand its range of job listings.

Equal employment opportunily documentation is increasingly a
regﬁ'lar par't of all employment transactions. Because of legislation
and community pressures, as well as customer relations, employer
establishments are more and more interested in reflecting progress
in I:_his sphere. Whatever the motivation, there is a growing {.eling
that equal employment opportﬁnity cap be good business (and sometimes
there is no business without it). Employers may want to discuss this
subject; be of help to them.

Equal employment opportunity information of a general nature
as well as that on the employer's special problems should be readily
available in the offices of the Employment Svrviee, Application and
referral data are of particular assistance. Informal consultation

with Enmiploy ment Service nray provide clues to the employer's posture,
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and the cqual employment oppoctunity district staff specialist may be
able to provide specific informalion not only on his past attitudes but
also on current problems and pressurcs, including data provided by

various contract specialists.

G. Possible difficultics in recruiting and maintaining work force
Pay rates (comparability)

Location (transportation)
Work environmeni - conditions
Employee relations
‘Seasonality

Worker personal investment {tools, safcty éﬁuipment, cte.)

Receruitment and employment arc affected by pay, job location,
working Conditions, employee relzitions, seasonglity and the worker's

_ personal investment. It is desirable for job developers to be awarc of

any of those factors which make it difficult for an establishment to
recruit and maintain its work force. Knowing this will help him:

(1) to avoid promoting and obtaining jobopenings which cannot be filled
because workers will not accept referrals to them, (2) fo furnish the
employer with solid information on the firm's c r_npetitive; disadvan-~
tages and how to overcome them, Employers will, whe;l possible,
often make adjustments if they are made fully aware of the problems
and given suggestions on ways {o solve them. While the job developer
is in an excellent position to provide fecdback on problems related to
recruitment, caution is advised in diagnosing probiems related to
maintaining a work force. These can be caused by many complex
interrelated factors, such as tra_ining sﬁpervisioi; equa'l/employ-
ment opportunity, promotion possibilities, which require compre-
hensive knowledge and experience to be dealt with adequately.

Employcr record files, consultation with CETA staff members
who have made previous contacts, local wage surveys, maps apd

transportation guides, feedback f. om applicants who have been hired,




]

refused job offcrs or quit, are all keys to obtaining the ne.cessary infor-

mation. A low ratio of hires to referrals, excessivé turnover and
worker dissatisfaction are symptoms of employer difficulty.

7. CETA, Employment Service Employment

Previous contacts:
Staff involved
Spccial (non-placement) services provided
Problems encountered

Success of placement service: kinds and numbers
Openings reccived (occupations and ievels)
Referrals
Placements |
Total hires
To obtain additional job listings, the job déveloper must keep a
record of past performance. You need to know what has happened, how
successful il was, what problems were encountered. Each of the items
of information listed above helps to build up a picture They will help
you determine what next steps to take, and be prepared to respond knowl-
- cdgeably to employer comments or criticisms on past CETA e>perience.
An honest and reasonable explanation of less than adequate service plus
well thought out plans for change can win cmployer cooperation.
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The Exchange of Information and Inter-Agency Linkgges

Deficiencies in the quantity and quality of information available to

administrators was said to be an important obstacle to the creation of

inter-agency linkages (see Problem Assessment Workshop Suﬂmﬁxg page 19). Implicit

. in the statement of this obstacle was a feeling that the barrier arose
because of the failure of other units of govermnment to act appropriately,
‘rather than the failure of the respondents themselves.

While this passive approach to tﬂe cbstacles—to linﬁage may be correct
in some situations, it has only limiied applicability with respect to the
information barriers now faced by administrators. Each agency has the
abilicty to improve the stoék and flow of informagion. What is.needed is an
activé, possibly aggressive, pursuit of its informational self-interest.

-

This theme is at the foundation of the model presented in this chapter.

The Model: Exchange of Information

A model of the relationship between information and inter=-agency
linkage rests on three premises.

All agencies require information to adequately
fulfill their mission. That is, information is
an important and sometimes crucial resource.

No agency (or private organization for that

matter) possesses the maximum amount cf in-

formation it could profitably use ir achiev~-
ing its goals.

No matter how an agency tries to secure more
information, it must bear a cost -= either
real or nonpecuniary -- of informational
acquisition.
Within this framework active pursuit of information creates several

tasks and related problems: {a) agency informational ne=eds must be

identified; (b) criteria must be developed for determining the real value
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of acquiring more or better information; and (¢) sources of desired data must
be located and strategies must be created to secure them. Eventually evaluations

“must be conducted of the efficacy of continuing informational exchanges or

linkages resulting from the model. These problems are graphically related

in Pigure 1.

Figure 1.
The Relationship Between Linkages
and the Active Pursuit of Needed Information

BN

Item Value Item Locational
and Cost ~ > Analysis and
Assegsnent Acquisition/Exchange
Strategy
(H::':::::n g) Informacion Other Types
Exchanges of Linkages
Orientation

Informational |
Needs Asgessment
1 o
| Planning, Inplementation, | € Evaluation

Muinistracion end Evaluation
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Needs Ass;ssment. The informptional needs of an agency are a function
of its mission and the processes it uses to achieve desired goals. Among
Ehe broad categories of information genera}ly relevant to an agency engaged
in human resources are the following:

The characteristics of supply and demand of
labor in the local labor market

]

The identification of other relevant agencies --
their mission, resources and expertise

The characteristics of client groups, with special
attention to detai' on their wants and objective
needs

Past performance data of programs, contractors
and other agencles

The type, extent and quality of resources available
to the agancy

Financial and cost accounting information

Servine delivery performance by appropriate activity
or task

Service receipt information by individual clienv or
relevant groupings

Job vacency data
Client, post-program experiences
Since every facet of an agency's existence bears some relation to

information, it is impossible to create & gefinitive listing of generic
informational needs. Even within a2 single agency; the task of identifying
.informational requirements may be onerous. For this reason, it is often
useful to conduct needs assessment in terms of the major tasks {(and respon-
sibilities) of an agency involved in a national approach to service organi-
zation and delivery. Planning. implementation, administration and evaluation
activities ~- the major managerial tasks -~ are direct influencas on the

overall performance of an agency. It follows therefore that the process of
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assessing information needs, like the process of identifying physical plant
requirements, should adhere to these general managerial activities. In
Figure 2, elements of ihe above listing are associated with the managerial

activicies for yhich they are typically most relevant.

Figure 2.
lgformatioggl Needs by Managerial Activity

Myron Roomkin
Northwestern University
Graduate School of Management
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Evaluative Criteria. If, as assumed,.the acquisition'of degired "
information will represent a cost to the agen&y then it must be detérmined
vhether che value of the in{ormation sought will be greater than the cost
of obtaining it in terms of actual expenditures, staff energies or political
obligations, Five concepts of Information science are of aid in making

this evaluation.
Marginal Cost and Utility. Both the benefits &nd costs cf a
plece of added infcrmation may exhibit diminishing returas.
That is, at some point the marginal value -- or change --
asgsociated from one more unit of information-may be zero and
negative thereafter.

Timeliness. Information must be timely if it is to have
value. As timeliness decreases, the value may glso decrease
at an ever-increasing rate.

Display. Agencies may seek out information of high value \
but not always find it gathered in a form best s :ted for

the agency's needs. Sometimes this is called the format

issue.

Error and Noise. Collected information very often includes
misinformation and inaccuracies. This is called error. This
condition should be distinguished from the presence of useless
or irrelevant information, often called noise.

Risk Aversion. XIn light of the above considerations, an agency
should congider thc extent to which it is willing to take riaks
in pursuit of and in interpreting collected information.

Locational Analysis and Acquisition Exchange Strategies. Having judged.

certain data to be wvaluable, an égency must determine how it will secure them,
The steps in this process include:

Determining which other public and priwvate organization either
posses or could acquire the desired type of information. We
have called this locational analysis.

Designing a strategy of acquisition based on 2xchanges between

agencies, This cntails constructing an exchange interaction _
diugram.
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In an exchange interaction diagram, the information-seeking agency

identifies the uniyue informational resources of the siignificant other

organizations. By q;éwing lines of exchange and interdction among the

component organizations, ‘patterns of exchange, influenc?, cooperation and f
perhaps organizational linkage should become evident. Figure 3 illustrates

such a diagram.l. o i ) ‘e
- T e, L

Figure 3.
~ Information Exchange Patterns Among Agencied

Programs

Community

Naeds

Clients

Info on qualified .
workers

EPA

Y

Plant cloaing
Information

Free Info

O = Organization or Group

O » Unspecified Source -

., ——') = Lipe of Exchange i
o \ NS

15 similar schematic can be fo;pé in DHEW, Region 8, Coordinating IIEW

\ Programs with CETA: An Intriduction. N




Specifically, such a diagram will tell the agency how it must proceei
\
in developing such information, that is: i

whether such development should be conducted by
the agency operating alone, because no other

agen y is likely to value the informaticn sought
or because the seeking agency has a competitive |
advantage over others, :

vhether such information is provided gratuitously,
. i !
\ .
whethar acquisition could be achieved through an

exchange with some other -agency where one type of
information or service is exchanged for the

desired data, or- . L " - “’4{

Wy
whether the sought after inforﬁation can best or
perhaps only be acquired through a joint effort
among agéncies.

. As a practical matter, the value of an added piece of infor-

~mation is partly dependent upon the mode 5f acquisition selected. 4 faw

-

examples illustrate this point. We hav? all received gratuitous information

which is by definition received withoutfcharge. But while the absence Pf
césts tends to make such data relativelly valuable, the benefits of
gratuitously received data can be sighificantly offset if it is received
in an untimely manner or possesses a high incidence of error. Similarly,
too often the data supplied by fe éral authorities tends to arrive in an
inappropriate format and usually govers much more ground than the reciﬁient
requires and therefore contains Joise. The value of this data would be much
greater if the noise were eliminated and the formating were appropriate.
In short,it is important that agencies, contrary to th% conventional wisdom,
be sure to "look a gift horse in the mouth.™

In summary, data costs money. The agency must decide what it needs,

how much it costs, where it can most easily and usefully be obtained. 1In

the next section we provide some applications of the model,
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Applications of the Model

In this section we examine examples of inter-agency linkages which
involve information sharing to some exéént. The discussion focuses on
Iinkaées which have been forged in connection with the following types of
information:

(L) knowledge of organizations -¥ who does what, whe# where,
with what and for whom

(2) 1labar market and community needgs
(3) program operation

(4) program evaluation
.

Knowledge of Organizations. FPerhaps the most important type of information

is that whieh identifies for one agency z11 other -organizations active in
'
oo gmployment and training planning and service delivery.

Among the alternative mechanisms 3¢ have developed for sharing such

information are the following:
. ' : Distributed directoriesl \
1 + Pamphlets and brochures |
* Conterences and meetings
* Inter-agency memos, and
. * Formal Press releases

Regardless of the form which an organizational descfiption might
take, it should include several bédsic elements of informarion.

First, it is perhaps most important that information on ac kroad a
{

range of agencies as possible be collectad. To ensure this, it is necessary
( _to spend considerable effort designing a s&rvey technique which will ensure

broad participation by relevant agencies.

4
The term "direatories" is applicable to a wide range of documents, The
"Directory and Referral Guide® of The Forum of Community Services on McHenry
County, Illinois for example, is a relatively inexpensive project in compari-
son to Oregon's computekized state-wide directory.

This is a lesson well-learned by manpower plarhers in I1linois State
government. See Governor's Office of Hanpow and Human Development, Manpower
Report to the Governor, August., 1975 (mlmeographed), pp. IX-9-IX-16.
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Second, agencies require information on the mission of other agencies.

At its most simple level such information cou1d7 erve to document thi’

extent and characteristics of overlapping mis§fdns among agancies, in terms

of client group or policy goals. An 1llustration of this concept, using
o

a graphical format is Figure & {(on tne following page)-
Third, we must Include information on the programmatic activities of
different agencies. At the Federal }evel examples abound ranging from

straight listing of services and ppbgf&ms by agencyl on one hand to sophis-

2

ticated system descriptions on the other. Locally, thé approach most

o
often used is one of compiling directories which B;oup*aﬁﬁﬁEI:;‘Sy type of

.

service provided.3 —

Fourth, a description of the resources used by external «rganizations
in fulfillment of their missions wo&ld also be of velue.

Fift@, agencies frequently penefit from information on the legal
and. regulatory constraints operating on other agencies. Here again experi-
ence suggests many different ways to display that information. Specialized
&4

studies have been made of the relationship between particular programs

. 5
and directories of applicable regulations have been compiled.

N

1E.g., HEW, Inventory of‘HEw—-Manpower Programs or HEW, Services to Peoplé,
October 1974,

2

See DOL, by J. Q. Enterprises, A Guidebook System For Program Linkage, 1976.

3 Such &s in the directory compiled by the Prime Sponsor in Oklahoma City.

DOL grant No. 21-11-74-31 "Legal and Administrative Impediments to
Cooperation Between Sponsors of WIN and CETA Programs."

Region X of HEW has been classifying all HEW progrzms according to

statutory and regulatory provisions. "F& 1976 Planning Reform Study - Law
and Regulation Analgsis Format." .

[
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: Figure 4. )
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Last, and frequently overlooked is information on the progesses of

hY

external organization. By understanding processes elsewhere,an agency

. increases its probability of obtaining proper and speedy accesg into the

structure of another. To date,the most comprehensive approach to system-
atically outlin%ng agency processes by major program or activity has been
J. Q. Enterprises, op. cit. Howeve;, it is probably too complex for general
use. On a8 less technical level, efforts to produce a listing of standardized
terms and definitions across manpower'programs‘aqd govern@wntal agencies = _..
are in process and eventually may yield the most immediately useful inform-
ation on how agencies operate. Noue, however, is yet deﬁeloped ;hich is

&
of general utilicy.

Despite actions of many manpower agencies to meet the need for
descriptive information on the charactéristics-of manpower-related Qrgani-
zations, three important que;tions remained virtually unanswered. f;rst,
who should assume the responsibility for producing and disseminatiﬁg such
data? Second, which of the large numbeér of potentially ;eneficial elements
should be disseminated? Third, in what form should‘those elements be
gathered to ensure their maximum utility?

Judging from experience, it has been agencies of the federal govern-
ézhc and local gove}nments which have been most active in providing organi-
zational descriptions. At the local level it has been a matter of necessity.
Federal agencies have acted out of mixed motiv[fions, not the least of
which is a’desire to stimulate inter-agency linké?es. ‘States have not, by
and large,'sought to produce state-specific descriptions of relevant

[T

organizations, nor have they generalfy sought to providé a liaison between

federal agencies and local authorities for the purpose of compiling and

/
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disseminating such descriptio,ns.l

Signifiéantly, A-95 organizations have not been active in manpower
programs. Thosé who run this area-wide review process are in an especially
unique position to assume greater responsibilicy for gathering information
on all levels of government on the charactegistics of agenties relevant co
an area's manpower needs. But apart from & few noteworthy instances,2
A-95 bodies have not assumed éhis respensibility.

No matter who acts to gather daca on relevant organizations, a
continuing problem exists over cthe formacring or display of such data. The
diversity of organizational goals, services, and processes suggests that

studies are needed to determine the moct efficacious method of display for

organizations with particular characteristics.

Knowledge of che Labor Market and Client Needs. The 1975 study by cthe

National Manpower GCemmission found that 38 percent of all prime sponsors
wanted.improvementé in cthe quanticty and quality of labor market informacion
{(IMI). This sentiment ranked first among all possible discretionary uses
of the Federal government's & percent funds under QETA.

However, from the govermment's perspective, it is nok enough to provide
disaggrepgated data for CETA alone. Even if data yeve publifhed for unics
identical to CETA jurisdictions, other programs not funded under CETA
necessitate the collection of data on different geographical groupings or

s

with modifications, thereby diminishing ics ucility teo other organizations.

1
As noted previously, Oregon and Illinois seem to be exceptions to this
generalizacion. :

2 The North-Central Texas Council of Governments in Dallas/Forc-Worth, an
A-95 organization, plays an imporctant role in disseminating information on
area~wide organizations involved in manpower. It mdy, however, be the
exception chat proves the rule, since the Council also has actual planning
and adminiscrutive responsibilities for manpower programe in the Dallas/Fort-
Worth and other areas of the state. The Council'’s current involvement in

manpower programs stems directly from its ptevious designation as a CAIPS agency.
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In one sense, then, the design of appropriate LMI is in and of
itself an oFcasion for Inter-agency linkage, as we have seen in the
cooperative efforts of CETA and the State Employment Services. Even more

. opportunity forplinkages will be created once satisfactéry IMI can be
produced and‘d%éﬁsibuted.

Underst;;égbly, che Department of Labor, in conjunction yith other
Federal agencies, hﬁs been heavily involved in the development of more use-
ful IMI. The Departméht has iﬂénqifi;d four more products, which will appear
at different intervals. A descripéion of thé core products can be found
ih "IMI Program Provide= Basic Data for Planners," ETA Interchange, February,
1976, pp. 4-6 and subsequent articles in that newsletter.

But states aﬁd local FETA organizations have also initiated efforts
tgfimprove LMI,‘often.working cooperatively with other agencies. In
Illinois, for exampie, a research and analysis unit of the Governor's Office

of Manpower and Human Development, directed its attention to the following

actions, among others:

- preparation of a data sourcebook

+ coordination of the actions of four state agencies in
the production of occupational projections for the state

* dissemination of descriptions of key local employers using _
information obtained from Dunn and Bradstreet services.

Others doing similar work are the Little Rock-CenFral Arkansas Consortium
which has conducted its own survey of local labor markets concentrating on
large employers and sampling a group of smaller firms, the Duval, Nassau and
Béé;r County Consortium of Jaeksonville, Florida; McHenry County, Illincois:
and three counties in the Consortium of Jackson, Michigan who are cooperating

with the Michigan Employment Service and the University of Michigan in
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deveioping local IMI for use by prime spohsors.1

.Oﬁe of the more interesting sources of new-LMI might come from the
group of eight demonstration projects intended to develop pilot occupational
information systems (018).2 While the grants were given to set up informa-
tional systems ﬁhich wodld aid students to make sound occupational decisions,
the first few months of experience suggest the considerable potential for
inter-agency cooperation bpetween 01S and CETA, as well as other agencies.
CETA can_utilize OIS as a source of labor supply information for use inv
the creation of local manpower plans and in participant career counseling.
Of course it seems prudent to include representatives from prime sponsors on
thé advisory boards of the 0IS. The state of Michigan in fact has surveyed
Michigan's prime sponsors in an efférihto design an OiS'potential useful to
CETA users. Similar actions are pl%gned for the Chio 01S. What appears to
be the most extensive cooperation between CETA and QIS is found in Oregon,
where it 'ig estimated that most prime sponsors are users of QIS data
through an intermediate liﬁkage with communi;& colleges. The role of QIS
information in stigulating linkages may be Further enhanced when .several
grantées move to include job vacancy data, in most cases provided by state
employment services, ;nCO data files already containing comprehensive labor
demand iﬂformafion. - .

Community Wants and Needs. The model used in this chapter calls for

increasing the stock of information so that linkages may result. O{ne type

of information likely to induce linkages is information on the extent to

%More detail on construction, use and problems of employer surveys is
provided in the chapter on Public/Private Linkages.

The eight recipients of grants are Massachysetts, Chio, Michigan, Wisconsin,
Minnesota, Alabama, Colorado, and Washington. See U,S. Department of Labor,
Employment and Training Administration, Cccupational Information Systems
Grants Program: Standards and Guidelines, 1976 and Bruce McKinlay, The Man-
pover Information Clearinghouse, Final Report on Contract No. 82-41-7203
{mimeographed). .
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which different agencies share a common service responsibility or clientele.

But should there exist differences in the perceived needs or wants of

those ciients, then by measuring community senqiments, agencies could build
the administrétive consensus needed to overcome other barriers to cooperation.

The measurement of community wants and needs entails two problems. First,
data on those wants and needs must be gathered. And second, a mechanism must

. .be created for the purpose of establishing a consensus on the priority of
the competing wants almost certain to be extant.

On the matter of measurement, a recent National Manpower Commission
survey found that most prime sponsors have used newspapers, open hearing or
representatives of community groups to learn compunity wants. More system-
atic information, with correspondingly improved gcéuracy, could be gleaned
using any of the established fieldwork approachesxfor measuring community
sentiments. Table 1 identifies some of these approaches aleng with their
respective advantages and disadvantages.

\

The setcing of priorities among competing wants is a less developed
process than the measurement techniques described in the table. One approach
holds considerable promise, however. The Ann Arbor prime sponsor, working
in conjunction with the School of Social Work at the University of Michigan,
has developed a planned routine for administrators which yields a prioritCy
ranking on the needs of important suvbgroups of c¢lientele. While a consensus
among agencies on the priority needs of their respective clients would
eliminate barriers to linkage, the processes through which needs are identi~

fied and prioriti¢ are established would themselves involve linkages among

agencies.
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Table 1.

Advantages and Disadvantages of Several Fieldwork Approaches

Pisadvantages

Approach Advantapes
Mailed * Can reach lavge samples at bLfficult to achicve 100 per-
Questionnaire relatively low cost cent responsc

Personnél nced not be highly
trained

All materials ean be preparved
in advance and distributed
according to schedule

No personal contacts

Cover letter and follow-up
provide the only motivation

Requires carefully written
instructions to respondents

Drop off-pick up

Personal contacts tid motiva-

May require a large number of

questionnaire tion ficldworkers .
' High response can be achieved Travel time and expenses may
within a few days run high
Personnel need only minimal Requires earefully written in-
training structions to respondents
Personnel costs are relatively
low
Most materials gan be pre- .
pared in advance
Little record-keceping by field-
workers -
Group Low cost Very limited use
Administeved
Questionnaive Few staff nceded Must be used with the popu-
lation
Restricted by availability of
respondelits in groups
Interview Personal contacts to motivate Requires highly trained field-
respondents workers
high response can usually be Cost for ficldworkers and
attained training are high
¢ Provides opportunity to probe Travel expense and contact
respondents to gain cxrensive rime can be high
data
' Smaller sample can be used Uéually requires a good deal
, of respondent's time
Substantial record-keeping by
fieldworkers is ncecssary
. Telephone Few staff needed VYary limited use
Interview tlo travel costs Easily biased by the vararies
of tclephone subseriptiuns and
services !
Diffieult Lo motivate respondunts
Source:

Understanding Communitics, by James A. Conway,

Robert E. Jennings, and Mike M. Milstein
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Program Operating Information. The focus in this section is on the

lirkages forged for the purpose of exchanging information on the program-
watic activities of agencies and the status of individual clients. The
gection does not concern itself with management informationﬁsystems, per
8e, since most organizations have access to many materials ;n how to design
and start up a8 management information system.

+ The mechanisms which have developed to exchange information on

3

programs and clients have rangeg from ad hoc communications in response to
specific needs to communicate, to institutionalized and regularized f£lows
of information on predetermined issues.

Newsletters are probably the most widely used means of exchﬁnétng
operéting information. According to a_survey by the Mational Governors

Conference, state councils used newsletters more frequently than other

1
mediums of information transference. The Illinois newsletter, Illinois.

Manpower Impressions, received special notice by the conference study.

Illinois, in addition, has rezognized the potential value of its newsletter
and has conducted a survey of its readers S0 that the newsletter's content
could be improved.

Another vehicle for exchanging operational information has been used

~

in San Francisco. A Job Training Interchange was treated in which as
exchange of views on community training needs and progress was conducted.

McHenry County in Illinois utilizes a formal inter-agency structure

for exchanging program and client information. About 25 agencies meet

once 2 month as part of the Community Forum.

1 . .
National Governors Conference, State Manpower Services Council.

2 See, "Now It's Your Turn, Impressions Readers," Vol. 1, No. 12, August 22,
1975, and "Impression Survey Results,"” Vol. 2, No. 1, October 31, 1975.
Edited by William Lppley.
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In Fort Wayne, Indiana, local agencies have created & manpower
clearinghouse. The clearinghouse has addressed such problcms\§s: agency
h0pping by clients; disequal access to employers among agencies; and the
coordination of services for multi-problem clients.

One of the more ambitious examples of sharing information on
operations among ageacies is a proposal of the North Central Texas Council
of Governments to computerize the information on the programs and clients
of all social service programs in/its county jurisdiction. The goal is to
have these data easily accessiy e to all interested public and private

/
agencies. /

-

Uhether a clearinghouse is only a weekly meeting of concered
agency represeptatives or an electronic data processing system, the lack of
comparability in gathered information will always pose a problem. In this
connection it ig worthwhile noting the achievements of the Community Service
Council in Indianapolis, whicﬁ has devised a system for categorizing the

needs and received services of clients (see Figure 5).

Evaluation. In its intrinsic form, program evaluation is an information
gathering process. Like other types of Information, appropriate dissemin-
aczion could produce cooperative arrangements among agencies, as agencies
begin to reéognize their competitive‘advantage in providing one type of
service or in serving a particular client group. Cooperative evaluation --
wiiere agencies pool resources in order to gather evaluative information --
is leSS.Iikely to occur. {

One obvious barrier to cooperative evaluative effort ig the political
charactes of manpower programs themselves. This does not mean that local
manpower planners and peliticians desire te distort evaluative data for

self-serving ends, altheugh one cannot rule out such wotivations. There

Iy
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- ' Figure 5. )
. Sample of Clearinghouse Information .

Source. Con;inunil:y Service Council
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Figure 5. .
__l_-_ple of Clearinghouse Informat:ion
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is, however, in tﬁe ¢ "siing structuce~of manpower programs a real (or
perceived) competitﬂveﬁess which makes agencies undes%ifus of sharing
credit for their achievement. Ways oé dealing with this phencmenon,
sometimes labeled “eurf)' are discussed ié ‘the section on."Implement;tion."

L] . .

Political considerésion aside, evaluation efforts ma§ also be

hampered by conceptual préblems. For exampie, who shoéld get credit for
a cooberative placement¥. (Consider twdicompeting agencies_serving an .
identical group. Is theysuccess of one agency/-- say in terms of its t&ifnee
placement reward -- & difrect result of the quality‘of its training and

placement staff or is it the consequence cof pcor staff work by its competitor?‘

A similar difficulty is encountered where the goals of agencies are

competing. S |

Conclusion. While there is consengus on the beneflcial‘QHZZequenceq/bf

improved informatlonal stocks and-flows on the amount of cocperation among
agencigs, we know véry little more about,the best methed for develcping
these data and the proper forﬁ they should take: The strategy of active
pursﬁit of inform;t' > advocated here pemmits an indiv?dual agency to act
Ef:f the information it Judges to be:worth the gost of

kY
acquisition. \\ ' 3

- positively in searc

iy
.

We have noted several examples of inter-agency cooperatfon efforts
structured around the collection or dissemination of information. They are
offere& solely as examples, for we know little about the effectiveness of

alternat{pe information sharing arrangemeﬁts}

IAlthough we cannot be certain, the information based linkages seem to \
follow a pattern common to all . linkages under CETA. They exist where a pre-
CETA history of cooperation can be found. See Sumner M. Rosen, 'CETA:

Some Case Studies," Social Plicy, (Nov/Dec., 1975), pp. 44-48.

-
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FYXHIBIT I

Employment and Training Information Exchange: A Simulation

General Tnstructions:

This simulation may be used to help participants Jperationalize the
concepts explored in the morning session of the seminar, Each participant
shiould receive a set of general instructions, a description of his/her own
role, and s directory of players.

\\\ Goals: .

) 1. To explore the process by which information-based linkages can be
forged in local manpower planming,

S

2. To exawnine fagilitators and barriers to information sharing.

3. Ta identify principles of informacion science wi.ich influence the
cholices agencies facq\}n the process of acquiring information.

A

Group Size: . ’

- Teams of six role players with one process/content recorder.

-« Spacetr—— .- IR U

f—

Each team requires a separate room.

Time Required:

'Aﬁproximately one hour and fifteen minutes.

. /
Materials: /

1. A copy of the Directory of Local Eméloyment and Training Organizations
for each participant,. (p+ 183y '

¥ _ 2. A card identifying the orgznizational role of each' participant.

s . .
3. A copy of the appropriate role description sheet for each participan~, (p.187)
4. .. copy of the Observation Report for the Process/Content Recorder. (p. 194)

Background: .
A

You are a representative of one of several organizations in a local labor
market area that is concerned about the tralning and employment of water quality
inspectors, whose job it is to measure the quality of water samples taken from
a’large lake in your city. At one end of the lake, industry has been depositing
waste materials. The other end of the lake has traditionally been used for
recreational purposes. The mayor of this city along with the governor of the
state have made water quality improvement in this lake a major political issue.
Evidence indicates that all parties to the problem favor ipmediate action to
improve lake water quality for vecreational purposes.
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In this exercise you represent an organizat¥on in the locality. The
interests of the organization revolve around a desire to increase the number
of water inspectors so that the lake reclamation may be achieved.

*

The Task:

To exchange supply and demand information which will facilitate information-
based linkages that lmprove manpower planning in your city. - .

The Roles: Representatives of the Following Organizations

o
~ Employment Service -~ local office
-~ Local Prime Sponsor under CETA q:—H
Community College funded by Vocational Education with state and
federal funds

- Environmental Protection Agency - local office of state agency
Employer Number 1

Employer Number 2 ' . \

Instructions/ : \ ;

1. Each of you has been assigned a role representing an important gnstitution
or agency within the local wmanpower employment and training system. A cardboard
sign identifies the name of your organ1zation Make sure everyone can see your

sign.

2. A special role description has been provided for you. Kindly take a
moment to read it carefully. You will see that it describas yho you are, what

" you are seeking, and how much money (if any) you have to spend in that pursuit.

3. To facilitate matters, you have also been provided with a Directory of
Local Employment and Training Organizations. This document has been sent ro you
without charge by an unidentified federal agency. It tells you who the other
players in the group are, what they are seeking in your locality with respect to
manpower policy, and how they may be contacted (i.e., their access code).

Rules:

1. Any two players may talk with one another. There are no limikations on
who may talk with whom. Group discussions may also take place. !

2. Wo-player will be allowed to respond to another player without first
receiving the appropriate accesns code. Should a player fail to receive the proper
access code from another, the juestioned plaver muct tell the gquestioner that his
access code is wrong. One2 a correct code hus been given there is no need to
reiterate a code .a successive interactions. )

3. Should yu need to learn the access code of a specific player yot may
purchase it fron any player in the group with the money given to you (see your
description). Do not give away this information. Theo cost of an access code 1s
$10.00.

4, The game begins when all players have finished reading these instrvctions
and tneir role descriptions. “The game is over when the process researcher so
announces.

5. You have one hour to obtain your goals.

1814




Directories

Ideally the game should be played by at least three separate groups.
Where three or more groups are formed, the director of the game should vary
the Directories given to each group. Three editions of the Direcrory exist.
The first ig totally accurate and complete; the second is partially inaccurate;
and the thixd is partially incomplete. These directories represent the problems
of access agency's encounter. In past usage,texms with the perfect directories
work through the problem faster than these with incouwplete data which in turn

finish faster “han those with inaccurate data. The three editions of the
directory fol - :

r

*

.

A
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"

DIRECTORY OF LOCAL EMPLOYMENT AND
TRAINING ORGANIZATIONS
(FIRST EDITION)

Gathered and Distributed by
a Friendly Federal Agency

\

* * Digclaimer: The Federal agency bears no responsibility for the accuracy
of this directory. (P.L. 999 § (103.6))

Access
Agency / Code Mission
Employment Service (ES)/ ABC Identifies water quality inspector
vacancies Iin public and private
T organizations.
Community Coilege {CC) VvV Currently offers a course for
water Quality technicians-
Prime Sponsor (PS) DEF Seeks ta train water quality \\\
inspectors.
Environmental Protection XYz Needs to employ water quality \\
Agency (EPA) inspectors and technicians. \\
T Mcmber of the college advisory
board; files vacanciles with ES
regularly.
Employer #1 (El) ¢ " Will need to hire water quality
inspectors; uses the services
of the ES regularly.
Employer #2 (E2) G Will need to hire water quality

inspectors; dges not use the
serviceg of the ES regularly.




DIRECTORY OF LOCAL EMPLOYMENT AND
TRAINING ORGANIZATIONS
(SECOND EDITICN)

Gathered and Distributed by
a Friendly Federal Agency

* * Disclaimer: The Federal agency bears no responsibility for the accuracy
of this directory. (P.L. 999 S (103.6))

Access -
Agency Code - Mission
Employment Service.(ES) TUV Identifies vacancies in public ana
* private organizations in the occu-
* pation of water quality inspector.
A,
Community College (CC) Vv Currently offers a course for
*  water quality technicians.
Prvime Sponsor (PS) v Seeks to train water qq;lity
- inspectors.
Environmental Protection XYZ 4 Needs to employ water quality
. Agency (EPA) . inspectors and technicians. A
’ ; member of the college's advisory
board and files vacancies with
ES regularly.
Emploxur #1 (E1) . GHI Will need to hire water quality
inspectors; uses the services of
. the ES regularly.
Employer #2 (E2) QRS Will need to hire water quality

inspectors; does not use the
services of the ES regularly.

/
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DIRECTORY OF LOCAL EMPLOYMENT AND
TRAINING ORGANIZATIONS
(THIRD EDLTION)

Gathared and Distributed by
a Friendly Federal Agency

* * Disclaimer: The Federal agency bears no responsibility for the accuracy
of this directory {(P.L. 999 S (103.6))

Access
Agency Code Mission

Employment Service {(ES) {N.4)) Identifies vacancies in public ;nd
private organizations in the occu-
pation of water quality inspector.

Community College {CC) Vv Currently offers a course for
b _ water quality technicians.

Prime Sponscor {(PS) (N.AL) Seeks to train water qualicy
inspectors.

Environmental Protection XYZ Needs to employ water quality

Agency (EPA) inspectors and technicians. A
member of the college's advisory
board and files vacancies with ES
regularly,

Employer #1 (El) MNO Will need to hire water quality
inspectors; uses the services of
ES regularly.

" Employer #2 (E2) (N.A.) Will need to hire water quality

inspectors; does not use the
. services of the ES regularly.

N.A, = Not available

 m——— e
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EPA - Code XYZ

You have $20.00 to spend on information.

Your agency will require 3 water inspectors next year. You have notified
the Prime Sponsor and the ES of this fact. You have also told the community
college since you sit on its curriculum and placement advisory boards. The
college, however, is not likely to offer courses at this level of skill, pre-
ferring to concentrate on meeting the demand for water technicians, which is
also one of your job needs. (ne of your goals is to convince them to offer a
course for ingpectors.

At the moment you &are negotiating with Employer #f1 concerning his request
to wait one year before installing automated water quality inspection equipment.
Employer #l requires 10 water inspectors next year in order to meet the EPA
standards. Howeyer, if you gllow the continuance of one year, chances are it
would only need 5 inspectors. Given the political realities and the ecological
conseguences of deldy, under no circumstances will you grant a delay .to Employer
#1. You are not allowed tc reveal the progress of your negotiations with #1,
but you will tell anyone wno asks that an expedienf timetable for the water
reclamation project is your highest  priority.

Every once in a while you must stress the need to the Prime Sponsor to get
moving on his water inspector course. In fact, you think this to be so important
that you're willing to spend your $20.00 +o survey any organization in the group
to determine the total future demand. Since you already know your needs and
those of Employer .#1, you need only query Employer #2. You are permitted to act
independently or in cooperation with other organizations.
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PRIME SPONSOR - Code DEF

You have $100.00 to spend on information gatnering through two tasks.

Due to a number of factors you must contribute to the lake reclamation pro-
ject in one way or another. You have, therefore, decided to finance training
courses in Water quality inspection. Your central problem is to determine the
size of these classes (i.e., number of students). This requires that you make
intelligent estimates as to (a) the number of persons locally wio have the
necesfary qualifications for interests in this occupation and (b) the number of
jobs that will likely be available to them at the time of graduation.

Task One: At a recent public aearing on the reclamation project, spol.esmen
from local community based.organizations indicated a great deal of community support
for the project. These organizations indicated further that there was an ample
npumber of persons qualiaaed to take training as water inspectors and interested in
such training. In the past, however, you have gotten burned relying on the impres-
sions of ccmmunity based organizations since they are not usually based ot hard
surveys.

Your first decision then is either to accept these estimates c¢r to conduct an
independent scientific survey of the_local constituents. Such a survey will cost

you $20.00 and have consequencesfor you'in the completion of task two. If you
decide on a survey, simply deduct the $20.00 from your information budget and
assume the validity cf the ;urvey s results, indicating that an ample number of
prospective trainees exist. i

Task Two: With the money you have left, you must find out the number of
vacancies for water inspectorsilikely to develop within the nuxt year.

There are three prospective employers of such workers: (1) EPA who employe
both water inspectors as well as water technicians (a higher skilled occupation);
(2) Employer #] and (3) Employer #2. EPA has already told you it will need 5
inspectors. Employers #1 and -%2 will not com2 to you with this information.
You must purchase it from them or other organizations. They will set the price.

There is also a local Employment Service office which has already received the
information on occupational needs of EPA and Employer #1. It will give you that
data for a fee, in order to covey tabulation . harges. The Prime Sponsor and Empleoy-
ment Service have not functioned lwell together in this city. The ES is suspicious
of CETA and probably will requirq a’ very nlgh fee to demonstrate the Sponsor‘s

good faith. 1

A local Community College hak been conducting a water technician training
program for over a year and has good ries with EPA and Employer #2, both of whom
sit on the colleges curriculum and placement advisory boards. You haven't been
close with the college ei*her Yet you recognize that the college already has |
much of the expensive wate testing equipment needed to conddet training in water
inspection.

You are permitted toO work independently or in conjunction with other organi-
zations.

When you have leérnedjfhe total number of vacancies at EPA, Employer #° or r“/
Employer #2, the game is over. Tell the process recorder! If you exhaust the J
5100.00 allocated to you, vour part nf the game is over. /
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EMPLOYER #1 - Code MNO

You have $20.00 for the purpose of buying information.

You will require 10 water iunspectors next Ye&r in order to meet the standards
being established for you by the EPA locally. There is & good chance, however,
that should you receive a continuance of one year from EPA, a new technology
could be implemented which would reduce your inspector needs next year to 5. '

During this exercise you will be asked to specify next year's demand for
water inspectors. You will tell anyone asking you that you can tell them one
number now, but if they come back after you've talked with EPA, the number may
be something else., 1f will cost the asking sarty $50.00 for them to learn the
number now or $30.00 to learn it later. Since it costs you the same amount of*

______

warts to know what the number is now and whac it is after you've talked wich EPA.

Becauge you have a lot of government contracts you always tell the ES about
your vacancies well in advance. They've already been advised szbout the 10
inspectors you are likely to need. Should EPA grant a& continuance, you must
tell £S (so only they hear you say it) rchat the job order is reduced to 5.

~

.
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S EMPLOYER # 2 - Code QRS

-

| -
You have $20.00 to spend on information purchases.

You are =ot a receiver of government contracts and are under no- compulsion
to lisﬁ vacancies with the ES. In fact you are suspicious of-the ES for its
‘past practice of sending what you #ave found to be unqualified r\fe:rals. Even
though the Prime Sponsor is a pew organization in town, in your eyes the Prime
Sponsor is just another ES-type agency.

Your firm needs 4 water inspectors to meet. next yegr's EPA frequirementsf
You will not tell ES or Prime Sponsor the magnitude of your needs unless they
pay $50.00, mostly as a sign of their good faith. .

. ]

You sit on the Community College s curriculum advisory boartf"and if you
had your druthers you would encourage the Community College to offer a course”
in this occupation to balance their offerings in the technician occupation.
To bolster your cage, you should siek out Employer #1 so that you‘hay approach
the college jointly (this liaison mll not cost money)

- t
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-1 EMPLOYMENT SERVICE - Code ABC ' .
You have $20.00 to.spend bn information gathering activities’
/ ! L1
You have in- the past taken Job orders from EPA and Employer #1 for water
- ingpectors. For- next -year EPA sdys it will nged 5 inspectors and Employer #1
says it might employ as many as 10.
. ' H

You have had very little success getting job orders from Employer #2 but you

—————— are willing to spend_all of your $20.00 to convince #2 to send in his inspector

huf_; 3-}'

referrals.

Your relations with the Prime Sponsor have been very limited to adversa. Any
attempt by the Sponsor to utilize your job bank information o1 water inspectors
will require a fee of $50.00 because computer manipulations will be raquired to
separate out such informpation. [Besides, you are looking for evidence cf the

... Prime's good intentions. Should anyone else ask for these dates, the charge
¥ might be less.

% Through the grapevine you have heard that the Community College has been
‘c¢onsidering the feasibility of offering a training course in water quality .-
inspection. They apparently are holding back until the size of that occupation's
demand can be definitely determined. You also know, as a matter of fact, ‘that
Employer #2 (the one not cooperating with you} has been feeding the college
information on water inspector vacancies.
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~-% EMPLOYMENT SERVICE - Code ABC .

- L

You have $20.00 to spend on iuformation gatheving activities'
! ’ <
You have in- the past taken JOb orders from EPA and Employer #1_for water

L h‘i:;pectorsc For-next year “EPA seys it will need 5 inspectors and Employer #F1

8 it might employ as many as 10. )
&

You have had very little success getting job orders from Employer #2 but you

—— .are willing to spend_all of your $20.00 to convince #2 to send in his inapector

referrals. —

. Your relations with the Prime Sponsor have been very limited to adverse, Any .
attempt by the Sponsor to utilize your Job bank information on water inspectors
will require a fee of $50.00 because computer manipulations will be raguired to
separate out such inforpation, TBesidea, you are looking for evidence cf the
Prime's good intentions. Should anyone else ask for these dates, the charge
might be less.

' Through the grapevine you have heard that the Community College has been
"considering the feasibility of offering a training course in water quality .-
inspection. They apparently are holding back until the size of that occupation's
demand can bé definitely determined. You also 'know, as a matter of fact, 'that
Employer #2 (the one not cooperating with you) has been feeding the college
information on water inspector vacancies.




ﬁ N . h - [ J,‘ .
: ‘ PROCESS /CONTENT RECORDER

You are an observer to this process. As ycu read this, othérs are learning
that they need certain information on the future local demand for water inspectors. Y,
That infqgmation is known by representatives of EPA, Employer #1, and Employer #2, ,
T The Prime Svonrsor,.the Community College and the ES know some or none of the demand
* information and must try to purchas&.it from the organizations in the exercise.
To succeed, organizations will have fa‘ahare their resources -- this is, the money
each has, been given to purchage informapion.

Your Job has seueral tasks:
-*\.-a.’___ﬁ_

(1) Meke sure that the parties preface all communication with the proper
atcess code, until they hive proven that they know each other s cogdes.

«(2) Document in writing any a%feement that may develop between the parties.'

r
.l

(3) call_the game over when the prime sponsgor, tells you te, or offer one. I

hour of play. - / o
(4) ﬂhen the game enﬂs, see if you can get the g to approve:
) (a) a list of “agreements L\to which they have entered
\ (b) a declaration of mohey held by each player )

. (5) Feedback to thc large group at the end of the hour session. Be prepared
! to speak about: .
‘(a) linkages taking place in your group
(b} how thdt happened
N (¢) things you learned from the prooesg
~ . . .
(6) You w 11 serve as the group facilitator. .If you see that twenty minutes
or sof had passed withoutAny Rrogress you might suggest chat each person
.- take/some time to learn phe:goals and constraints of each representative
e~ - . _.befbre taking additional action..__ ' . . . e

. To give spice to the exercise, the Directory provided the players may have
., a in it, certain errors of fact, such as faulty access codes. If such a problem
arises, you must tell the grcup that a proper code may \be purchased for $10. 00,
He or she may then keep that information as a secret, or share it publicly, -
or sell it fog less than $10 00, v

—

/ .
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Discussion Points

Ask each process recorder to comment on the way the information in

the directory affected the group.

Scarc ng with the prime sponso , ask the participants to state briefly
what their role was and how' they went about playiug it. -

¢
Determine whether members of the groups aought to use the tolls “of
locational -and acquisition.analysis. Did anyone construct an
information exchange diagram?
. *
A3k participants to speculate about t:e impact on their exchanges had
there not been.a common commitment to improving the lake 8 water

0
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Budgeting and Program Analysis

[

In the Problem Aséessment Workshops, one category of barriers to

linkage that was identified by manry participants was the budget and

%
planning cycle, This seemed to have many aspects: differing fiscal years

among agenciis;.the limited time horizon for planning and budgeting; the

unccertainty inherent in short-term funding; and the incongruity of funding

formalas, 4

However, subsequent field interviews undertaken for the'purpose of

locating cooperative ventures among agencies revealed that while' these

Y

structural issues are problems for government agencies, they are not
necessarily barriers to Iinkage;l Of the twenty prime sponsors and other
agencies interviewed, those who engaged in inter-agency cooperation\offered

no evidence that resdlving, these structural issues was a prerequisite for

.cooperation. Rather, it appeared that once cdmmunication, information and

liaison issues were resolved, structural budgeting issues could then be

"

dealt with routinely. In some instances, budget problews, far from being
barriers, actually precipitated linkage, as in the case of an agency whose

funding was unexpectedly reduced, forcing it to turn to a CETA prime
. -

. i
sponsor to fill the gap.

This does not imply that the current budgeting process is optimal,

L]

On the contrary, the current process can lead to suboptimization, in which
- . . W

‘one agency maximizes its own objectives without concern for?higﬁer level
. ~

goals of other agencies. This undermines the objectives of linkage. 1In

this section we presént a discussion of the budget process and a model of

the program planning Process as it relates to the suboptimization question. ’/<

Subséquent sections deal with an application of the mddel.
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The Budgetary Process . _ : .

The budgetarf'process involves the allocation of scarce resﬁurces for
the accomplishment of organizaéiomal ;bjectives. In & éovernment organi-
zation, the procg%é uéualiy involveg_the granting of legal,authority for
spen&ing to spéciéic agencies by the‘legislative branch.

The.procéss begins with a congideration of yhat resources will be

available to the governmental unit, These resources include funds carried

.. over_from the previous year as well as current revenues such as taxes, fees;

" and grants from other organizations. - ‘
£ M .
In allocating resources, traditionally the appropriations are made
\ ’ ,-‘ ' -
for particular items of expenditure to specific qspartméﬁfs or organizational

units, This so called "line item" budget is oft&n organization bound in

L
L

that it-does not permit an oﬁportunipy to consider programs that involve
more than one unit, Furthermore, the focus on inputs discourages consider-

ations of bow best to accomplish.end‘objectives by alternative means., As

a result, budgets are often prepared on the basis of ''incremental” steps
over the previous year's allocations. While this may be éysfunctional,
the question is somewhat moot since such budgets are usually required by

law,

"

One alternative to the line-item budget is the so-called performance
. budget., The performance budget relates expenditure to the scale of activity

which is an improvement over the line-item budget., Howevef, it is 3till

- L

organization bound, and also tends to focus on ;qpivities rather than final
\
'}
t

-

objectives,
Another alternative, the program budget which has been impleniented
in several governmental -organizations, overcomes the basic weaknesses in

both the line-item and perfermance budgets. In program budgeting, the




focus is on end-objective ariented programs and resources may be allocated

on the basis of programs waich span organizational lines.
4 .

» ' . .
Moreover.,, managers in organizations using program budgeting are able
to analyze programs to compare costs and effectiveness of various alter-

natives. Thus regources get allocated in such a way as to best accomplish’

stated objectives. This is preferable to the incremental approach in

which resources are allocated primarily on the basis of previous years’

[ —

- allocations.

A Model for Uptimal Resources Alldcation: Program Analysig and Joint Planning

Committeas

Program Analysis is the firsn, critiéal step in what has become known

4
as Program Budgeting. The.entire process—ofprogram budgetifig 15 shown in

Figure 1.
J'l L}
Figure 1. ‘ f
Process of Program Budgeting o
1. Program analysis: 2. Analyze output of 3. Measure total costs
carefully specify a given program in of the program for
and analyze basic ————i} terms of objectives-—é) several yeirs ahead
program objectives initially specified _
) - in Step 1
4, Analyze alternatives 5. Joint planning - 6. Select optimal
,comnittee analyzes alternatives

— lalternatives with ——9

respect to possible
cooperative progragﬂ

In our discussion we will be focusing only on boxes 1 and 5. The

reader interested in further information on the entire process is referred
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to the readings listed in the attached bibliégraphy.

Step 1, the careful specification and analysis of basic program

objectives, can be accomplished in .a -systematic fashion Ey considering the

following -factors. * y

Objective functions, usually quantifiable, which are the set of

value; to be opt?mized. These could bé numbers of unemployed, ) _ .
- dollar amounts of earnings, watex quality levels, or whatever
parametérs relate to the objectives of the prograg: %he selection
of the proper objEctive function is cru;ial to tﬁg analysis and

cannot be overemphasized. It may seem simple to specify certain

' quantifiable items_such~as~uneﬁployment-rateSjand‘absumentheSE“““—'*4'*‘”"
- adequately refléct the objectives of ‘the program. Iﬁhiaqt,:howevér,-_; ..

the eaéily quantifiable may not be our prime ob}ective; what we must

do is first state fthe objective and then see if it can be quantified.

Criteria, which are the test of program effectiéeness. This,éould be
_ maximiz;tion of jl:S, minimization of unemployment, etc.

Constraints, which are factors limiting the range of feasible alter-

.

natives. These could be physical barriers, resource availabilitigs,

or even policies which resgrict certain activities. Ignoring
"conétfaints will lead to solutions that seem opéimal, but are not

feasible. ' _ ‘
-~ . Models, which are abstract repfesentalions of program opérations. A
mbdel could be descriptive oy predictive. It should permit the
analystlto test variaus assumptions to see their effect.

Alternatives, which are different means of accomplishing the stated

objectives. Too often only a single course of action is considered,
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when other possible solutions exist. Consideration of

alternatives is the essence of analysis, and generation of new

alternatives should be encouraged.
These factors must be weighed against the program cost. If two

programs both cost the same amount, then the oﬁe‘ﬁith the higher level of

effectiveness in terms of the designated criterion should be chosen.
Alternatively, if two programs both achieve the same level of effectiveness,
then the one with the lower cost should be chosen. It may be assumed

that ratiomal decisién makers using a program budget will allocate re- K g

sources in ‘this manner.

Sometimes, however, the rational decision maker sees only the petr-

[ ——
- —————

gpective of one agency when a more optizal solution mig t result from
i - .
considering the resources available from several agencies to accomplish the

same goals. Thus.if each of several agencies acts ratiocnally in allocating

its resources toua}d the accomplishmer.t of its owm goals, it is possible .
‘ .

te have each agency independently arrive'atidecisions that are less optimal .

» -

than those that might have been made through cooperation with another égencf.
. 4

This ﬁ;y be éru%'n?t only when viewed from the perspective of a higher

lgvel entity, but élso from the viewp&int of the individual agencies. This

phenomenon is referved to as “sub-optimi?ation." It results from program

analyeis app%ie;'at t?e individuaf agency level when an analysis which

ingluded inter-organiéational cooperation would have been more beneficiaf.,

A classic example of'sﬁb-éptimization is the "Prisoner's Dilemma" (Exhibit 4).
T; overcome this weakness in the traditional program-planning model,

we have added'Step 5 which proposes that planning committees be formed

from among planning and budgeting personnel of various gpvernmental agencies

and organizations. These committees would not be actual decision making
» \
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-

entities, nor would they validate decisions made by the constituent
organizations. Rather, they would serve &s & forum for sharing progvam (.

planning information and for developing inter-agency progrems and goals, |
/ T .

'l'he commlttee would have aw analytical staff capable of analyzinz program

- -

costs and effectiveness ut @ level higher than the individual §gency. in

addicion, the staff should be capable of monitoring and evaluating the

inter-agency programs. . o i
] ‘ e =
While the project did not attempt to formulate the decision rules for

elcertainipg which agencieg should participate on the planning committee,

! . .

. i' 'it was observed that dgencies with close program ties can initiate¢ inter-
. agency planning on their own. Rotating leadership on an annual basis

h——— L

1 would alleviate leadership burdens on only one agency and would pt ide .

for equal allotment of time and energy on the part of each agency.

L] . -, , - . . } R - ] .

departments which dispense state and federal funds to state and IOﬁaL, . -
. . . . / \\m . *
agencihs =- departents of vocat;qpal education, child welfare3 anpower,

L3

public ald, for example -- can encourage inter-agenty planning by accepting

State

-

"
-
-
g

proposels for sharing costs with the cooperating agencies. 'This would

require endorsement of the concepi ofinter ~ggency program pianning by the «

- governor and his administration.‘ a ] . -
Summary _ . - T

- Our research indicates that while budget rules EEE:EE are noe a signi-/

ficant barrierlto program linkage, cerrent budgét\and ﬁlanniﬁg,procedures | s
can and do lead to suboptimal decision\maxing. iﬁ this diséeesiOﬂ of the T .
budget and planning process we have emphasized the @mportance of two Steps

in the planning procedure: program analysis and the uyge of joint conmitiees. =

In the application secg‘gn of the report {Applying the Models), we will -.- -

demonstrate how this procedure can be taug . ¢ and how it cam be used.

L}
* . -

LS
L3
~
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N L , . Budget ang Planning ‘Seminar Agenda

L3
'
- .
. -
- L . - .
ve . '._ B v B . « o ;-

i

L .9:00 - 12:00- - BucLaecing Process ‘ '}’ )
: / ) T .o Uel.come' o o ) ] . _'
L Y . - K ‘ . . . 4 . X -
A Lo . . 1. rIncroducci.on ! . .
. ) o - 2, 'Put seﬁinar in theycont:ext: of whole ’ .

. A . ’_ i ! project
/ ‘ . ’ 3. Define L;p\l;‘agp .in Budgeting Com:exl‘]'r
z

L\ ) .- . . . .- e ‘
i " " Mechanics and Structure:. (Lectute)

. The mechanics and structure of the governmental '
L oy '/ 4 .allocation process. The’spegker should be - - s
' - . e . familiar with mariagement, allocatfon, and man- ,
] ) D . : “\ 3 pover processes. An outline of contéit is found_ ¢
P e : in Exhibit 1. The point: must be made that all ‘

- < . .organizations have l}mitzud resources. In order * ) g
. : . ’ , . Lo provi.&e the maximum effectiveness from the « -

L, U el ’ " utilizacion of these resources, “allocations must
b Lt be made ?the basis of program costs aiid’ -

! -, » efféctivdness, .o /
| ‘. i a3 !

]
- Cam 2 1 e
- o .

T T e qufeg Breale nay B E | .—r- PPN
- - 1 ' I BN

Lo - . ., e'Bﬁdget: as Barrierr to, Linkige (Discuss:.on')

. . 'Participant’ d:.scussi.on of. the/buclget as & barrfer.
. : St Confirm the fdct that perhaps its not, but discuss - ¢ .
. s T " why 1t: is. const:ant:ly ment:ioned as one. - 8 B ’,

S o ‘ How to CoPe with Budget:.ng Ppobiems (Lecture, Guest et

. ced . Speaker) = o \ﬁ, - )

, M .Speaker should be selected from an agencyﬁ that

o “ : : ’ A successfully rung programs: which are.funded by .
~ T e o several sources. Leave time for questions. :

' "f"":%-oo - 1:00 | *" Lunch’ . ‘ - T A A
t . - - . .

. 1:00 < 4: ®° " Program Analysis
b v i [

s

K o . . .

', e Ir;t:roduc t:ibn to Program Analysi.s (Lecture) -

’ - -

- ALY ”Arrouf:line FOr EhIs sess:.on is Included in ,
4 ) » . Exh!:bitx.'z and Exhibit 3. To illustrate the ton- - !
L . .- ) ‘cepts involved the}rticle entitled "A Cost-Effect- .
P Y " iveness Analy$is o lected Manpower Programs™ by |
i T .. Hatiy and Cotton }iiaL' e dsed, - . . .
el . .
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“\\SubOPtimization

-
1

Coffee Break * !

A Small Group Exercise

F ‘A small group exercise’ forcing people to choose
the most appropriate alternatives. We have
developed a hypothetical case for class discussion
-purposes to demonstrate the effect of suboptimization.
The case provides program cost and effectiveness
information for alternative programs for two '
different ‘agenciés . (Exhibit 5), . ) ,
The deminar participants sre divided into small.
/}groups of about 10 to 12 persons to facilitate
digcussion. Each group is-given one.of-the agency
problems byt. does not know about the complementaty
problem for the other agency. q ) e .
\The groups designated as Group 1 are instructed to -
‘analyze the programs -of the hypothetical Water
2rotection ‘Agency (WPA)7T When this case was ‘tésted, °
the consehsus scemed to favor Program A, although
one group did select Program B in a close vote.
Program A provides a slightly lower level of effective-
ness, but the cost is substansially less- from the WPA

- S——

e

point of.view. . G

The groups designed as Group 2 are’instructed to
analyze the programs of the hypdthetical Manpower -
 Development Agency (MDA). When this was tested, the
consensus “seemed to favor Program A. For the ssme-

cost as Program Bl, it provides 45 more jobs with .
nearly the same alaries, and provides only slightly

fewer lobs-than arogram B2 at substantially lower cost
from MDA point of-view. .

. "

* When all the particiJants are reconvened in a plenaty
sessioq, “a spokesperson for edch group reports the
results of the group's deliberations. It should be
clear that from. thejstanQPOiht of the individual :
.agencies working separately, the ;programs dg81gnatg.” l
as Program A would most likely havé‘been chosen.

With 411 /the groups together, the case is' reviewed

from a cooperative point of view. A major.cost ele- ‘:J
ment of/Program B for the WPA is the cost of training
($600,000). If thia could be reduced to $200,000,

then Prfogram B would cost the.same as Program A, yet
“provide a higher level of effectiveness. Similarly,
the primary advantage of Program A to the MDA is

that 4t costs 12ss than Program B2. If the cost of

L] ‘ . LS




- " . successful planning.

Proér&m B2 could be reduced to $500,000, it would

then cost the same ag Program A, yet provide a ;\
higher level of effectiveness ~ more jobs at higher L
salaries, . ) N

The potential for a cooperative solution) then emérges.
. If the' MDA could provide the training needed by the
WPA, perhaps it would improve the solutions for both
agencies, The WPA could afford to pay the MDA up
_ to $200,000 for the training segvices and still be
( better off.. On the other hand, if the MDA received
) anything more than $100,000, it would be gble to conduct
the training program for less cost than the referral
program, and with a higher level of effectiveness. An
area for negotiation exiets in a range.of $100,000.
to $200,000 that would leave both agencies {as well iy
as - the public) better off. .

|
1Y

Iowa Pesticide Inpentory Project: An example of

This project, described in the case we developed
(Exhibit 6) involved the successful utilization of’ .
senior citizens (with funding provided by the Older——"
Americans Act), to provide manpower resourcas”ﬁbeded
by.an important environmental protectior progfam.

- - This successful gase helps reinforce the cofpeptual’

framework developed previously, and provides an

o optimistic conclhsion to the day. .
0f course, other examples of successful planning ) »
and budgeting could be used.

The Joint Committee (Alternat1Ve Seminarx POSSlbllity)

. Close the day with a participant discussion on the
. possibilities for the Joint Committee as a Linkage
- opportunity. .

] .-
L8 .
.

et
.
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EXHIBIT 1 .

The Budgeting Procee;;, Mechanics and Structure

., . . v Yy

Rationality in Management : o . ¢ -

I.

A. Theory of the firm: the classical economic model assumes

that .a rational ‘manager acts in ‘such a way as to maximize’
“. profits of the firm.

‘B. Non-profit organizations'caﬁnoc use profit maximization as a

criterion of rational behavior. Nevertheless, they can be
-“managed rationally.

C. It is axiomatic that it is better to have rational management .
than irrational management. The budgetary process ¢an be used _
effectively to rationalize management in all types of organizatioms. |

‘I1. ‘Definitioms v
. ° // €
A. Planninge--consideration of objectivés of- the organization andﬁ—:>
__weighing costs ‘and benefits of alternative activities.
- e e

B. Programmdng--makzng specific decisions as to whic. alternative
activities will be undertaken. .

Cf.“Bﬁﬁheting--assigning rescurces to the various chosen activities. .

- . IIL. Budgeting COQFepts

Az Objecté of expenditure {(or "line items') ) : )
1. Usually required by law
2. Oriented toward control {in a narrow sense--tb dlsceurage

theft or overspending) .
3. Focus on inputs ° _ .
4. Organization bound ‘ ' "
a 5. Disproportionate in detail ' .
B. Performance budget J ! .
- J. 1. Relates expenditures to scale of activity &
2. Focus on\efficlency
i 3" Requires‘quantltative measurement of workjunits
[ Organization bound .
- .’\‘ -
C. Program Budget ) Co j} !
_1. Focus on end obiectives )
2. Considers effectiveness ™~
. 3. Allows consideration of alternative megns of accomplishing
objectives ’ . T .
4, Cuts aByoss organizational lines ; . .
5. Control 3t policy-makinz level ia
% - i
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1V. Characteristics of an effective budgetary system N
A. Explicit recognition of objectives
. . : *a
B. Program budgeting ?
C. Extended time horizon
D. Evaluation of alternatives through systematic analysis
E. Reporting of accomplishments ' . ) ’
. &
/ -
t’l t > l\
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1 © EXHIBIT 1 (Continued),
Example of Performance Budget
i
/ N L
{ - WORK UNITS reesOunEt
. ) Number _ Number Man Mooy Sarn-Hoats
T CROR ACYIVITY AND SUB ACTIVYTY News e 1073 Budget 1977 _Au 1971 © 1073 W7) 1073 N L)
"$114  Bureaa of Health Services: ... ' : : 191 190 188310 181,310 . ...
. 01 Sopervisory dnd elerien? L. M. 1 26,800 B0 ...
N 68 Deotal treatznents givet - _Eech 410000 440000 32443 3B 38 43750 40670 09
Patients examined ........... ......_Enmintion 400,000 228,750 328,565 135 136 105,480 ; 111520 .26
Hnl!.h education senices ... ’ . Voo 4 7280/ 72807 ...
L U Adeit Heshth ond Agingi.-im. . et Fo 54 5. " 91530 90388 ...
% Supervisory and clerial .. - v tie e e 18 18 A.652  eSL ...,
Heart patients risite ~Visit T 44370 253,188 233210 I - 15 24,440 24238 08
| 03\ Cancer patients visita __ *__Visit: $4389 65921 41803 % 9 15938 B8 29
. 04\ Disbetes patient vinita—____Visit T 59190 B5548 39601 L | 8.580 8580 a4
5 o Qummul n.id.l.nu viaits .__.wn ~ N 24300 23,000 18,627 6 s 10920, 10920 4§
HR @ f
| ——$126-'Caatrel of Commanlcable .~ o » : P
i Disessos: o N . 8083 123080 123,79 .
. . 0 Supervisory and derical e Y N e 33330060060 60837 ...
02  Health officers vhilta " Viait 10,000 Y a 2 1820 1820 .18
08 Madieal tterviewers vistta — . Visit " 40400 36,552 12 13 20020 22NT 50
04 VD, potient. ¥Rt ..o Vislt 128000 113, 100225 24 2 250 21187 21
¢ vD huuhpt.iou -mh..___l'm e pso.ooo 45,000 9 » 14,560 16331 29
P . -.tl . " L. . . .
$117 Contagions Disense Bospital -\'__._;_‘--, e ' . : .-
Facllltion: . . R T - M7 155  ° ZIGA23 - 284905 ..
0 Supervisory and clarfeal S e 16 17 29020 3090 .. .
02  Potiint care provided...——-Patintday m.oeo 8282 56 59 104988 110053 1050 11.01
1 O 08  X-re¥s taken and interpreted _X-ra¥ 6,500 126 3 4 4.095 6160 . .63
" 08 . Maals pripared and served ___Menl 150,000 L b ] - 60060 1880 35 At
n Laundry processed .cooneemPoand « - 275000 220,000 zsx,%ls 13 15 23660 < 23660 09
Providing serbulance servics...Round trip 900 1,000 7 4, K | T 857 ¢80
EK muhlu bospital hildimm!ul 130360 13036 1036 2. B w1 a0 n
4 3 * o r

il Toxt Provided by
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, EXRIBIT 1 (Continued)

. rvnce Budget’

L
i

\riu_gmu't

OPIRATING £OSTS

= i Shabw | Mesiewn _  Mwstiewn Per ek Yotol fov Yoir . Cout
W AT M3 7z V91 - 1 ) 1973 " 1wy
...... o e 1901 190 /1183310 181,310 . e e $28883258  $2B2TIIE e e
32808 e U AT | GER00 2IBO e o 20865 495 . o
' .ooo ou3 8 B[00 w0570 09 0% 663580 520219 § 141 § 238
' 8,750 328565 I35 136 /105480 - 113,520 26 49 1906942 1828366 41T 199
14 gy 44> 1280 1280 el o 66,866 TR 1 B N
R 54 55 91530 90388 .. . 658,165 684473 ...
e Remge W 1B 31,652 B16M4 iewn e 208838 188,307 ...
3,156 233210 34 1S 24460 26338 05 .00 203,086 214008 ¢4
$21 61808 9 ?  C 15938 1808 M 23 INITE . 106906 153
$.548 © 89601 — T T T T 8580 8580 T Ay T e14se 95,563 148
2000~ 19,627 [ € 192 10920 45 4@ 6,788 79808 17
. . |
- £
; oo e B0 B3 123080 39S .. .. 10025617 _ 96830 .. e
o vomine, 33 83 60060  OOBT .. ... 355956 - 329143 ' S
300~ 16T ] Z. 1820 18200 a8 , .1 3,156 T 29388 312 L7
9500 36572 12 13 . 20020 22117 50 32 55836 181,106 346 218
100225 26 26 26590 27087 217 2% 20010 312391 257 2.7
B0 . 9 ® MBSO 1633 29 . 2T 160408° 145265 3 A8
' oo ) / 2 1’1
........ i, M1 155 270423 286905 i . - 0289857 1 1180888 ... 2T
..... rre 18 1T 29420 090, .. . 1862 266608 . ...
saby. S -59 100988  11009% 1050 1301 D3I 44916 4041 €549
#.000 5728 . 3 >4 4,098 6180 .63 100 31,143 24117 4 42
5000 153201 33 4 - 60060 61880 88 A8 28472 260,751 .. 167 LIS
000 231973 13 13 2366, 23,660 .oo . 08 L VT S N T |
‘nt 4 6 M0 k9472 8T wam . uxe an
138 N B 0.1'!' - 42400 / S m.m e 13 LIS
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" JOURNAL—CITY COUNCIL—CHICAGO

100—Osrporate Fund.
Appropriations for expenditures for the fiscal year
beginning January 1, 1975 and ending
December 31, 1975. _
Ne. 1. CORPORATE PURPOSES FUND—100

MAYOR'S OFFICE.

M Amountt
: $

moim Formo “mm RN NN NN NN NN EIENENNSEMNSEHNHNNNNN;;} 551'358’@
ulo'lw For_‘conn"' unl “Mces [E NN ERN NN N EENENNNENNNNNENN] 23'850‘00
mo.zw For mvel '........'.‘ s AR gt AR R gt E R ERER 3;7500&
$110.300 For commodities .oviveceveseererrrcereresesecene 14,500.C9

4

s

s

Tow for w”f. Omchmeu.ﬁ“...-....i..w
‘ ' Mayor’s Committee for Economlo and
& Cultural Development, - :
ms.m FOI' pérsom! 'SBMCBS o'ooosooooaaooo‘ooooooooaooo‘ 228.-467.00
1115100 For contractudl services ceceseesresersiorececees ¢ 1130000
o mm FOI' tn'el ooooootaaoooooo.oooo_ooooooo-\‘ooooooot‘o . 3.000.00
%\ o msaoo F'or mﬁiﬁe‘ sEETREREERREERERETERERERRERER RN R RE® - 2’000‘00
Tt T -ﬂh h ;‘dﬂ—_—_- oo 1!-3-5’700' _For oonﬁngendel—-rn—;...-.ﬂrhﬂ V?\%‘v;c‘waw-ﬁﬁ __.__——250.0&_ R
. 52 Total for Mayore Committee for
*‘:_.' 5 ) Economie and Cultural Development.'. eeseees  245.017.00
} ] g —_—
o 2 ‘
> oM Mayor’s Office of Inguiry and Informatiob. »
- @
P 1120000—-For~pemmmmmﬁ____ﬁ_e\quu‘um445__lalj75m
g PJ 1120.100 FDI' ¢0ﬂmctl.lal Ser\?lcw ttaooooiﬁo‘ohaaoooooooooo 300000'
] Uy um.aoo Fol'commﬂdjtles .oia-aaao!ooiotottt‘ood’tto!oot%i 3‘00;00
’ a o‘ m’?w For mntmgencie' .'...".'...."'..1........... l’om-w
“ 2 Total for Mayor's Office of Inquiry snd '
g Molmthn .'...'.....!..................M'
d T .
= Mayor's Ofice for Senior Ciﬂuus. ’ -
1130.000 "For personal ServVICeS ,......eccececccececereres  140.224.00
i Iuao‘lw For wntractualuﬁ’lces ‘.."..'...'...'...b.'.!. m‘oso-w
. ¢ 1130.200 *Fortravel . ...iciesiecinnrarecrcccicaecracesercs 17,000.00
lmaaw Fol'commotiltieﬂ.o-...-... LA L RN TR NN 12,500.00
1130.400 For equipment .,. reseseresititeeiieseecirerenne 3.8¢0.00
kS 1130.700 For contingencies ... . ..o iiiiieereeicecsi ereee 500.00
1 1130.801 For Community Leadcrship Dcvelopment. tresseeae 7.500.00 *
1130.802° For Retirenent Education Program «...cecieeensss 7.500.00
! 1130.803 For Advisory Council on AZINg ...eccovvenrenrees . 1,000.00
- ;o To provide for research, plagning and service pro. .
. 1130.804 grams for t.he handz’mpped....,................. 25,000.00
‘l'otal for Mﬂ)’or 8 Office for Senior Citszens. cesee 931,074.00
1
Fl ]
) ) Mayor's Omeo-lf{ndsohrr Diviston. .
r\ * um_mmm_oaoo e w ooooooooooooooé_ooo _52%00——.————
s 1140.J00 For contractusl BerVICeS .. ceeveerreceersoevereens 70,550.00
o - 11‘0.2& F(t uavel ....'{..'........."‘.....'....'....... 12'7251w
- 11‘0.300 Forcommodiﬁe‘ ttti!!too.to.ott‘tttttttoot..ot‘o‘ 3,700.0‘0
, - 1140400 For'eontingencieR .. .eceeverrsnecrcerscnnregsnes $0.00
- ’ - Tom for Bl.ldgetl.l'}' m?i.lon trever vt 6%;499-00
2i2

Source: Citv of Chicaao Amronriat_ion Ordinance :l'oz.'_ 1975.
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EXHIBIT 2

Program Analysis

1.s Characteristics of program analysis
-y

A. Involves the use of many disciplines for the solution of coﬁplex problems
T . l
B. Scientific method .

. 1. Systematic
. : 't . 2. Objective
* 3. Reproducible

C. Use of models -- abstract representations of reality

1. Desceriptive
2. Predictive
3. Quantita;ive )

-, ' .

/” D. Evaluation of alternatives

*E. Time contexﬁ is the futufe
\

-F. Consideration of.uncertainig

K -..

-y

H. Use of judgment -- art vsf science

L . P / ' 'i;‘.:;.
I. Timeliness~""

\ N & X Hifﬁod'of_programranalysis{ ‘ X .
. A Objeéiive function -- ihe—set of values to be optimized

B. Criterion -- measure of effectiveness . t
K i ‘J )

. ‘C. Cogstrgints «= limits on thé’;ange of feasible alternatives

, .1 Resourceg -- money, men, machines, etc.
) 2. Political -- ward boundaries, interest groups, etc.
. - 3. ?hysical -- capacity, speed, etc.

‘. D. Models . ' - -

-

1. Simple emough to allow analysis and manipulation :
2. Detailed enough to include all important variables

2 . J

" E. Deveggpment of alternattves

o . Analytical tools .

-

1" Matliematical programming
2. Program Evaluation and Review Technigue (PERT)
3. Simulation
) 4. Scenario construction
. . ?' Cost-effectivenéss analysis

213
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III. Cost-effectiveness analysis l. / .
A. Definitions ‘ .

1. Cost-benefit analysis -- benefits usually measurable in mcney terms
2. Cost-effectiveness analysis ~- effectiveness measurable in any terms

B. Evaluation of glternatives

Frequently onz hears the statement, '"We want the maximum effectiveness at
the minimum cost.” This is not a rational basis for decision makinrg, as
the maximum effectiveness is infinity vhile the ginimum cost is zero.
These two states are generally incompatible. fThere are, however, two
rational basis for comparirg alternatives:

1. Giveh a-constant level of cosé, maximize effectiviness
2. Given a cqgftant level of effectiveress, minimize cost

IV. Measuring costs. L.

’ 3

A. Estimates may be necessary

. T A ~

B. Full system costg -- inc}qgf operation and maintenance as well' as invest-
ment T

€. “Incidence of Fost§-~- direct-c sts vs. Eosts,iﬁposbd on others

b K -
* ] !

V. Scale factors .,

. Py \/
A. Limitations of ratios -- cost/effectiveness ratio should not be uged

unless comparing-alternatives—ofsimi : -

B. Diminishing returns -- highest priority alternatives may be attractive
for spending the first avzilable dollar. Affer spénding a certain .
. amount in any one direction, however, the effectiveness gained from the
last dollar spent in that direction may be less than the effectiveness
*. expected from spending a dollar on an alternat:;é\project.

L4 L] N AN '
C. Marginal analyasis ~- optimuwm mix of expenditures re} hed-ghen.mapginal
effectiveness from last dollar spent is the game forghgl alternatives.

- I * 4

LN
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EXHIBIT 3

*

Cost Analysis and Multi-Year Plasming

I. The multi-year financial plan
A. Present decisions made with consideration of future conseguences ;
B. fututc eatimates for planning furposet arg not definite conuitments.

5\ C. Comprehensive vy, sllcctiﬁg_projection - . ‘

i}. gituationa requiring forecasting

© A. Small programs to gttack long-term needs

B. Future costs expected to increase rapidly .
C. Funding sources expected to change

D. Capital programs expected to impact. on operating budzet

. II1. Cost estimation

A. Cost estimating relationships

1. Statistical regression techniques
2. The problem of extrapolation .

— -

" BT Tmpact of inflation
IV. Tiwme phasing of ¢osts
A. R & D phase :

B. Investment phase -:ﬂgﬁgg;xgﬂﬁhxﬂncale_of_operation—v-w~~~~—~—--1—~‘*“*'=*—“*-—‘

-

>

C. Operating phase --" affected. by scal~ of duration of operation

<

D. Present value vs. cash requiredents -- budget@ng requires that money be
appropriated in years when needed. Present value calculation may be
useful in planning (choosing Between alternatives) but not“for budgeting.

V. Uncertainty . .

A. Cost estimating uncertainty -- difficulty in predicting costs when
configuration g known.

! B. Configuration ﬁncettainty -~ most cost changes are due to design changes-

C. Uncertatiity is related to time horizon -- the distant future is more
uncertain than the near future.

. ‘
VI. Dealing with uPcettainty. .
A. Cost sensg&ivity analysis
B. A fortiori analysis

C. Ranges-and probabiiities

215
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EXHIBIT 2 (Continued)

FIVE-
YEAR ;
FORECAST

]

Tha five year projections of revenues and expenditures
make it passible to view the recommendations centained in
this budget in 2 longer range financial perspective. In par-
ticular, they provide insight inta whether or not curfent
plans can be carried through without tax increases and the.
sxtent to which funds might b2 available to finance future
sdditional programs; further, they illuminate the Jong run
impact of the City's Captial Improvemeat Proaram on

opwrations.

The -projections are based on the assumption

thit all capital improvements contained in the Capital

Improvements Program for the next five years and rated

ot Peiority Threz or higher will be financed. This in-

cluded such items as a $1.2 million Senior Citizen's Center,
P

from\e comparizon of the bottom lints on both sheets —
“total Unrestricted Funds™ available on the revenue sheet
and total “Unrestricted Funds required” on the expendi-
tures theet. It is clear that, with low growth or high
growth, increases in Unrestircted Hevenues will fall short of
being able to finance the current progreras at their higher
costs and, in addition. thase new programs represented by
Propased ‘capital improvements of Priorities 1, 2 and 3.
Excluding undependable increases in revenues such as
increased federal aid, a less ambitious future sot of pro-
grams is demanded.

The Y«tral conclusion suggested by the projections comes

Another important point illuminated by the projections is
that if General Revenue Sharing is not extended beyond
19786, 2 §1 million shortfall in revenues in 1977 and 1978
will become 1 much more threatening $2 miltion shortiali.

Though no figures are included in this budget, it canbe
.shown that 3 sybstitution of the more elagtic sates tax for
the current level of Property tax would very nearly couse
revenues to grow fast enough 10 eliminate the discrepancy
shown with the City‘s current revenut structure.

enter, Core-Area Land-Acquisition:
Parkside Park, Paik East Park, Tantra Park - Phase 11,
$275,000 upgrading of ofider parks $1.9 million of neigh-
borhood park deveispment, Pottery Building and Art
Center, $1.2 million Central Boulder Recreation Center,

- $100,000 annual bikeways construction, and Rumerous
other public facilities in the water, sewer 4nd transPOrta-
2300 areas supported with restricted funds.

Alstion, population ¢rowth and growth in real purchasing
power. Since it is impossible to predict future changes in

been inade to Fepresent upper and lower bounds on their
fiiure values, Reflecting these upper and fower fimits,
eoiresponding higher and loweg projections/of expendi-
twres znd revenues are included. The fow esgimates reflect
ihe minimum growth that might reasonably be expected in
‘these determinants. The high estimates fépréserts maxi-
" ewm growth. -Of course, neither of these'extremes is very
Hikely to occur. Much more probiole/is some path in
between, The following table sets out the specific assump-

The projections aiso reflect the effects of continued in-

these variables with certainty, two getg of esti,-nat-.s have -

tiong implicit in the high aod low-expeadituce estimates:.

Ii’ercent Annual Increéase

. . Low ¢ High
. Boulder Population | 3 -3
Consumer Price index 25 4
Real Pessonal Income ¢ 15 3
Wages for Municipal Employ es 4 8
’('.‘omlruclion Cost Index 5 11

| ERIC

IToxt Provided by ERI
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EXPENDITURE
PROJECTIONS

EXHIBIT 3 (Continued)

PROGRAMS

m”n L lﬂc@e M
. UA BUOGET BUDGET
HUMAN DEVELOMMENT ’
Library Gonerst Aeforvce ' 4130 8187 Hiw
Livary Sarvrcs to Chidemm %460 0413 12800 »
Lwtary Satvicn b0 Adulny 172348 $82.740 Xl ]
Manicipst Goveroment Ruteratcn Conewr 210 Man 43007
Proproms lor Soncr Crtivems nns A2 X4 $00
Hurman Rzotemn N39 44,147 174%
Programa for Yourns 23462 49426 - 2
Social Pragram Divelgpment sad Sansgement e n,m 18750
TRANSPURTATION .
Publie Tramportation "% 345598 b7 B
e AP TEIMBOINNA - - - e 2% e — MW 88—
Mejor Thoroughgeny 1,300,287 1814 1008 287
. Ascah Surents 905841 120952 1007941
Porhing 4984) 88002 N1
Bikioways nd Watkways 029 140158 413308
Teampot tstion Marsgen ant M 10278 1D
. . f . .
SRONTH - o - -
Davetapmant Revew snd c.md-mtoa "wan 2493 S8
PHYSICAL ENVIAONMENT - - - - . <,
Tomng sad Sgn Cody Enforcement 45790 Sa.4 - 5274
Cammynty Planning aod Canign ns 120463 bl = 3
Community Pannng Adnmunistiatin $5.76) 35714 um
Grosnbelt 366,789 2122189 909540
Knvitdamantst Cantrol 262 $2.704 s
Urbsn Grology s “ue 12,000
. Buikting Cady Enorcamans 1058 3N 742
‘ ? .
uuusmr.' .
informat inaleoe 14208 10204 b AL+
Houung Unit Manmm( 2L 16141 nm
Houting Cody Enforcement BN %776 48007
mu Rehablitation - ,om e
Prowuon of Houting Units ree $0,000 At 548
JAOTECTION '
< Public Mralth Secyicat . 38,400 106 840 gl Fo, )
Anml Control - 80.292 60883 1.7
Racve Activitres 2851 32238 197512
Praventian at Chimes Agaiast thr Prrwdn My,260 £78.937 LM
Preveneon ot Coime Againtt Propecty 201502 594 507 27440
Firs At Ruiponie - 554,954 904 407 wene
fug Prruialian 41,114 ___ taRAR)
Chadter Prrparednetys §2.417 nan 31228
SERVICES TO PROPERTY .
Water Supply 1855 $1.014,123 1100013
Water Tenstmunt 116693 ssi.ns 4674
Water Date.but on and S1ai%* 1.310520 1124477 410519
Water Uty 8.neiement neor 497,113 4550
Santaey Sewer Colmcton 2 7 467,642 1052452 an
Sanitary Sewnr Tenatment -l 1.107.005 184,175 4.8
Somppy Sewer Mondgement A 145.080 ° 3 !
Flacd Connel g4 ° 02120 10.N7
Source: City of Boulder, Colorado: Objectives and Programs, 1974; pp. 94-100. . 217




EXHIRIT 3 (Ceatinued

1975- 1978

. v e -
- % '.
LOW HIGH -
[ ] -
1906 1977 1978 TR 1936 1597 R
s atus s 9318) $ 99270 § £6.506 s 97129 S 108958 ’
158.7¢9 161,642 112,178 150505 168,759 - 183227
3208 268 949 285 671 252,161 281,328 NIL9 '
54523 $8,009 - 8LN9 $3.857 0,110 €7, 413
12£2948 - 91588 ¢ 91830 62,042 1,293,032 108,717 .
2an nser 11934 . 20,051 22,464 25,154 ..
81424 86716 92253 80,403 $0.051 100,357 -
166919 197987 2084d azan? , 201558 241 '
- - . . .
5017 28581 0,176 24713 21428 X523 13830
13457 14,203 T oTa M 13305 14628 15,038 17708
1,121,233 1200122 1205239 1135435 1276934 1,437,197 1617851 ¢ -
S W -—— — 1239073 1,300,357 1.975 g4S 1218 11§ 1,352,173 1501578 166675t
129058 137487 146,757 , 127 648 14291 160,066 179,49
452 209 484,041 517580 452263 522,454 $00,253 673362
17,762 1839713 20247 17,558 19,733 22,19 24530
. ’ . '_/
w4 S " 6350 .12 R i o EOEN che
61733 €553, 69955 E3.612 63,105  Jes5n 259635 :
S 897 163,642 $9203 $72,118 S07,684 -~ 178,567 13,58 " .
€7.138 71628 76435 €6,783 <. r4s03 83741 ’ 94,125
e 871,228 973411 2813940 39,778 1195572 1,419,653
89,140 95657 101.965 e 9,191 112,161 176,054
13,127 14,613 15599 13570 15,262 17,154 19261
110,406 nrear 1:5.455.’ 109200 122249 137 567 158,01
- Lo . - i
3 . a .
] . . - .
0.1%0 0.755 9.5 . 8.084 .19 10288 11,003
2844 158 34978 560 3421719 . 33426 43017
52,358 $5321 59 681 $1.683 sa,am €5.224 71321 iy
e L) A e . ‘ew - ee
895 365,180 1 898 MHran . 314.5:0 403,050 axnmi
19011 203,633 !onraar 107 234 212,753 239846 nels
138,900 145,774 135,723 135214 151,424 16987 129,505 -
5017 240,161 256,338 . 271900 249,302 280083 " 24618
623,255 655,474 T10..3! . 677,588 €N N a0 " 813,176
$90.548 630,612 672,419, €48,767 £31,358 631,783 474997
763502 815,149 - 870297 753178 246,352 951,056 106311
188,461 179958 . 192,244 166,415 187,598 1.4 2 L
42,504 45,096 40,01: 4164 47013 $2265 o420 " b
f 1760 1614141 1622874 1,635€92 1619479 16550797 - 1691823 1,171,027
Ml 400782 411,170 435.2Nn 293,266 479239 463587 500504
$10.451 Q3o 628,578 652 561 624234 692 59 £a3,140 . N3
' 474,428 522,40 $37 123 $615M YL §46103 €02 837 €£5 599
n1586 211,302 269 1€0 2C%5 498 i 292181 201519 T 211003 27046
©9622 £E9.CH4 672.619 carsro 615169 162,750 126919 1534
422 638 449151 428,855 5G9 161 226,205 470,854 $1S &7t $11413
3132812 913,314 2831007 T OHISOES 246123 1065544 3024282 L1E6,494
213 .
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. . - ) B " iy -
) (1) ] L 191
YRS T 84,188 29,659 | 888y a8 21918, 1000865, .
L 10® T nsue 122 585 130,995 125,520 127,708 143,208 160,747
< NN 2497801 128,50 e . 98438 21508 848 150,744 169,438
Vs a89 209401 22,758 246846 215792 20,963 267980 ¢ 298109
a2 19197¢ 93,761 Wws 913 108,877 10550 . NI - 111,030
66520 2244 1429226 , 80841 Py XY 49499 1,480,437 27,113
. $1635 . 9Tese 104,093 s 110851 98513 108275 121.470 13627
- 896858 1008219 N8’ 987,636 - 974563 / 95952 859,498 7m
78348 0. 7 80745 8607 191755 . 79718 89,451 © 100,34 112,609
. 80,130 , - 537,951 879054 125898 m.s:} 742,162 . 840,158 959,259
o, .. * . R -
' - .-’ . 1 " ! ' )
160577 ¢ wess - g9 2000024 174485, - 195074 2i8.0%3 203828
- 2T R s R T S 138/202 146771 03517 - | 141150 159513 177,690
. 43402 . 52762 350 €0,181 - $1393 I S840 5 507 . 1387
- G038t T Tea9] 9,409 84,850 71552 #2525 92591 103,889
BN a1 507 . 3618 " 452372 406,664 451398 501,051 556,157
L 161578 172,397 181,945 196270 120,650 . 191866 1522 241,797
108857 11878 , 120479 132,686 115542 129869 145 964 164055 .
61814 - 7281 "76.904 81,897 71,299 79,850 839429 100,158
178710 + -139.408 - 200,767 212793 187 245 207842 220705 * 266,081
- 44897 7557 *OS1L1 * 54,507 47445 . 51328 59941 €7,174
31362 12887 | " 3s907 35827 2,100 I 73567 -4352)
151525 158,244 65,469 42285 156,500 163,128 162,658 19721
~. . P a - . LN . H
AN ‘22402200 . 2248008 19931811 ?onRMy 2391360 26,781,022 1S40
2569059 . 754209 847,295 ‘947815 - 2806656 974820 1.167.620 1.308,345
1,447 70% . 15118 n 1.319.705 - 1874089+ . 1,654,100 1908296 2200.198 2534 885
T 1451914 123,20 o nmaa) - 151,300 2.464,703 {123,373 0914 _ -
.5 S (> X E AR ?I'D?.-II?_ ] 111,220 . 101010 109.063 115382 121,975
. A0000< 10000 . 10,060 10,000 .10,000 10.000 10,000 10,000
| 3021222 1092070 1,167,438 1,219.456 1092222 1234210 1,387 05t 15007
T 1363807 1,396,137 1,419,254 1,451,229 1,395,517 1451754 1529861 1.601 408
1,948,500 *159,720 2,321,164 Lvo3283 1,965,000 491875 270004, 406,02¢
120,000 125,000 130,000 s 120000 120000 125,000 120,000 120000
" kS . " . .
18423720 10972744 -° 9,583,070 7,966,505 11,299,005 12.781821 10,790,335 9.512,004
. - - 5 Y .,
- . . . wt
;p,:lzs,m 11,469,456 12,556,638 11,862,005 ’ 10732520 " 12132870 - 140000 14075438
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EXHIBIT 3 (Continued)

"

»

a 1912 1873 1974
. ACTUAL SUDCET SUDGET
- CULTURAL AND RECREATIQNAL * )
Antsand Cralts . . BBS 53,859 39,894
Achistics . 245,108 w218 * 157,448
Sociat Programy 11.456 16,339, . 86.155
Sovesl Groug Programs 15522 105,046 195,118
* Focr eation a1 Baulder Reservon ' *» 94,861 105,562 20515
Reatavan Centtr Achvites h e 128864 214 958
L3 Swimmung Poolt " 9132, 81885 85,042
2 City Parksy . . 579 894 2 T ISEIIS 615,879
¢ Movtain Parhy N - - 42909 - - 54658 1n.o5s
Forestry and Horhiculture ) 5840 BaAS $43.604
GENERAL MANAGEMENT AND SUPPORY T .
£ Legitlativs and Legat 105,567 95.138 156,969
Poticy Formulation and Admumtiraton #0989 102253 %383
. Policy Reswearchand Analysy 0917 712852 46157
e Piscat anct Treasury Management - 13155 ~ 26173 65554 =
P Reverue Cotlecnion, Accounting and Conrol b 9441 369200 ’
S Employes Red Owvelopment and Wellirg 70,552 57,338 155918
| , Adminntrative Sytemt Qevelopmen: 55,74 * £9.008 102315
- Pubrtic Recards amxd Communication N4 35719 | 64,221
Binldrg aad Equpment Management 1 21768 224133 168,541
Procuremant o Materah, Equipmani 4m) Suppl éma £1.960 - 22211
Ciigen Informat-on ard Participabion 62592 -3 2.7127
; Cantingency N . 24X - 89373 145 000
! TOTAL FUNDS REQUIRED — ALL PROGRAMS N5 B155407. D ECAT
- RESTAICTED FUNDS USED BY TYPE: . )
. OpmSsuce ' R mee . 272282 50,044 y
Mafor Tharoughlares : 1,045,420 1.290.000 - 3ABEBO00
Pureranent Parit 678723 1,633 609 280 600
Libvary . ; ~ 140857 56,549 106,295
5 CATY - . - / . == . L] '0.003
} Water Uity . . 2292525 392491 2806541 .
i Seww Uulity 1653471 1,991,708 188687,
: " Fiood Contral Ynlity - e s 860
! . Spacdic Giles and Gran [Not Qiverwig Restricued| 156077 148 500 L)
1 TOTAL RESTRICTED FUNDS GSED - 805402 1222350 1435,
TOTAL UNRESTRICTED FUNDS e DIRED 463421 2922133 9551223
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EXMIBIT 3 (Continued) °

. REVENUES AND FUND
“BALANCE AVAILABL

‘ . 1969 1970 L 1972 _nun
. ACTUAL ACTUAL .- AGTUAL ACTUAL WoLeEr
1. TAXES AND FEES:
. . Property Tan 884 28728 .mmu 1,184,407 1842000
o . Franthise Yar 1Public Serwte Ca., Mr, Bal & Cabile TV) M6t 310,385 42080 434363 WAN
by Contribution frém Viater ard Sewer Fundy . m.tho 153.700 151,600 176,600 / 253600
Cigarette Tan R 135951 144,550 X2.998 1R
Salesand Use Tau ' mun 3.008.908 3935 200 4409167 £970000 -
. Public Accommadation and Admirkons Yu e . 1525% + 180,543 ‘170000
N Liconms anc Faey . u::s 109.499 140,15 152,545 179000
Court Fingsand Cays 129.489 e 154,00t S 200,000
Intarest Earnings and Property Bentsd 195929 117 A1 sh T 85,157 ST 000
City Shar of Stata Mghway Users Tar 238,358 - M7 x50 15507 . 150500
: City Shark of State Auto Regestration Faes 4 120497 1780y 205083 ntaey 175000
City Sharg of Countd Rosd & Bndge Property Yas sun 11588 ags 62 M
County Contribution for Libeary 50 33000 35,000 35,750 45000
Recreation Charges - 112,968 191,382 2,06 14940 e300
Suilding IMEcHon Feag 4,34 nsoz2 119471 112149 120,000
Ocer Muse. Aevinurs J6.258 tant 123018 488512 200.20¢
L GIFTS AND GRANTS: ' . . .
- Specilic Gaanyy 479,407 2081 #8150 A t48 43
Rrvewyn: Shiving o “en < van noms #50 D00
3 UTILITY REVENUES Uncluding Grants): . -
Water 32155 1504535 2695810 3442289 - 13015
Sewe . 1410612 1,320,427 2284,04 2.445.292 1841200
'mm - . aa - tay e LY
& TOTAL REVENUES (1+2+3} 9,655,484 10,269,311 12,530.057 1541401 16.306.5H
% UNAPPADPRIATED FUND SALANCE: . ' n .
Genesd) Fund 090,684 (RITR74 8067 01320 1847
Ravenue Shicing ves e “ee Leem Q50
Water Utility Fung 4482024 . 4050437, $.325,222 903,418 908,487
Sewar Uritity Fund . 4031 150218 1294201 .38 1,368,000
- Flood Cantral Utility Fung e AL e - -
€. CHANGE I§ DUTSTANDING BDNDED DEBT {740.526) {769,049 . (s30.018) . A3 " s030t
2. TOTAL FUKDS AVAILABLE {Restricted aad Unrestricted) -, ) :
{15+8) 15,320.50¢ 15,171,595 15,425,762 19,344,079 21,030.64
§ RESTRICTED REVENUES: _ *
Ooen Space Acqusstion 61213 839012 1,110,205 $18,255 2031250
Major Thorsughtsis Contruzhion $.267.042 1.092.005 112005 - 1472213 . 1,200,600
Parks 4G Rpraation Canrrucion 15131 252.63¢ 220045 " t900.887 W
Litwa i &i,208 4,100 113 %4 oss.t a5 123,548
CATY .- wes aew —
vut«’&m-w $299,118 01508 1.197.801 2.952.045 285N
Stwar Utinty 1 m.m 1075093 193800 1,900,354 1,393423
Fiogaet Cantrol Utility wes —— vaat PP
Starcilet Gilit 408 Granats [Nat Otherwise Restricied| 319.‘01 150811 34129 158,077 _ 149,500
- | ) 9. TOTAL RESTRICTED REVENVES 5545619 5590.271 8732334 90412 . 3.030.600
10. RESTRICTED uuappanpamen FUKD BlU-I'II:ES'
Generat Fynd 1.8 Jr3043 03.99% {18,226 4101
 Watar Utinty 4482025 0056437 1,325,322 963411 905,
Sewer Utitity 210537 T202,145 120430 $19.39 1 166,040
Flaod Contra) Uty " e s e [ ems b
1. TOTAL RESTRICTEC U.‘JAPPHDPRIATE'D . - N
FURD BALANCE 5592975 ) s.00.228 21918 699 1,504,584 12,1414
12. TOTAL RESTRICTED FUNDS {3+11) 11,232,652 $1,451,002 460,303 $1,485996 tL82,040
11 TOTAL UKRESTRICTED FUNDS$1=12] 4000947 110593 36411 | 050002 .1050
[] . ‘ bt
\)4 - "
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. . EXHIBIT &

\ ' " Prisoners' Dilemma ‘ . .
IN A SHMT WESTERN TOHN recently twy outlaws had committed a nearly ' ) A

perfect crime,’ People suspected them of doing it, but there just was not

any evidence on which.to convict them.: T!w quick thinking sheriff placed
y . _ 0
K g them in separate rooms and made each the same proposition, "If-you coufess

1
+ .

- I will give you $1,000 reward and fine your partner $2,000. However, if you \
both confess, I'll fine yoG each $1,000." Each ind ividual properly reasoned

‘that he would be better off confesﬁ‘ing, regardless of what his partner did:

, _ ,
However, it can be seen that both would have.been better off if nmeither had

k!

1

'\’ -

£

| The Payoffs ‘ ' .
, | B ~
- Partner A's strategies , -
! v - {Don't confess Confess .
¢ /. Partner B's Don't confess | 0, 0 -2,000, +1,000 .o
Ve ' stratcegies Confess . L+1,000, -2,000 -1,000, ~-1,000

(Exarple of sub-optimization: 1In this situation, each outlaw acting alone
achieves a less advantageous result than would be achieved if the two
" individuals were allowed to solve their problem jointly.) s -

-

4
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. _ — EXIBIT 5 o e
e Group 1 - Water Protection Agency (WPA) v L . \

t- ) ji
. The Water Protection Agency isﬁresponsible for assuring high standards of
. water quality in the State of Illiand. The agency is cufrently con$idering two
alternative programs for opgrading, Mater quality°in, the state. Estimates of
costs and effectivenqu*of the tqp programs are shown below. '
. . : , . N J . ) . ‘ ., L[]
Progrmm A jf o N S

Program A irvolves physigfily removing pollutants from waste water by the -
addition of chemicals which se pollutants to precipitate, dhere they can be’
removed by a vacuum machipe/ The machines can be operated by common laborers
working with ' supervision ‘ ' “

Effectiveness: ffi Quality Index = 8% .
Cost Estimates . (Based on ‘L Billion gallons treated) -
Personal Services - .o E B

v " 10 ng)e‘r\vi.?sory @ $12,000 . $ 120,000
150 Laborers @ $6,000 N 90%,000_ :
. ) 1,029,000°

Materfqls and Supplies .
Chemicals and Precipitates ) 1,250,000 -

.
2 ' - A

= H o
TquIpment

G 50 Vacuum Machines . . 1,000,000
) Total” Cost - - - - $3,270,000

.

Frogram B

Program B involves the use of a portable electronic phlushastrobe to detect
water impurities and-convert. toxic substances into soluble oxygen by use of a
. laser beam. Although this process results in slightly better water. quality than
the precipitate-vacuum process used. in Program A, the phlushastrobe is a very
sensitive instrument and must be operated by skilled personnel At present there
is a severe shortage of trained operators, and it is felt that the only feasible
- way of obtaining these operators is to train them. °’

Effectiveness: Water Quality Index = Y0
Cost Estimates - (Based on 1 Billion gallons treated)

Personal Services

10 Supervisory @ $12,000 $ i20,000

' 200 Machine Operators @ $9,000 1,800,000 *
‘ ’ 1,920,000
Materials and Supplies Vot 150,000

3 »
Contractual Services’
Training Phlushastrdbe Operators

/ (200 @ $3 000y . S " 600,000
Equipment
H ] .
200 Phlushastrobés & . . 1,000,000
Gh Total Cost ) ' ' $396?03P00f ‘ 225




. Group 2.~ ManPower Development égénEy_iﬂD&l .

The Manpower Developaént Agency is responsible for developing e@ploynent
opportunities for persons residing in the Stste of Illiana. The state currently

has a high rate of unemployment. The agency is currently considering two . B
alternative programs for déaling with this problem.” Estimates of the costs and ’;
effectiveness of the program are shoun below.

‘Program A \ .. )

Program A involves a placement -referral service for unemployed workers. It
cons’sts 0f contacting employers arranging interviews, and counseling workers = .
in proper interview techniques, . )

~ . P

Effectiveness: 1t is estimated that. 195 unemployed workers can be placed

in jobs averaging $8,000 per year. v
Cost Estimates: Y :
) Personal Servicesc , T '
"7 Counsellors (30 @ $10,000) |, ~$300,000 ° i
Clerical Workers (12 @ $8,000) 96,000 d
Contractual Services ‘ :
Rent, Telephone ;-- ; 79,000
Materials and Sc?plies . 25,000
Total Cost ’ . 500,000

Program B ’ ¢ _
Program B involves training unemployed workers to operate a Phlushastrobe

.

machine ,—a-daevice -vsed-in-reducingwater potlution, —Becaiise there is d shiortage

of Phlushastrobe operators, it is felt that between 130 and 200 trained operators .

ﬁ-_can be placed immediately in jobs paying $9,000 per year,

Alternative Bl (Based on 150 workers) - -

Effectiveness: Estimated'150 workers placed at $9,000 per year.
» Cost Estimates: ' .

Personal Services .
Instructors (30 @ $10,000) - ‘ " $300,000

Clerical Workers (12 @ $8,000) ' 96,000
Contractyal Services . - ,. o
sRent, Telephone, etc, . 79,009
Materials-and-Supplies- . : ~253000
Total Cost . $500,000 .

Alternative B2 (Based on 200 workers) "3
Effectiveness: Estimates 200 workers placed at, $9, 000 per year.

- Cost Estimates: , v -
Personal Service§
Instructors {40 @ $10 000) $400,000 .
Clerical Workers (12 @ $8, 000) %6,000 ° _ .
COntractual Services
.Rent, Telephone, etc. 79,000
Matecials and Supplies » ‘ 25,000
Total Cost o $600,000

. 220 "




. .EXHIBIT 6 .

TOMA vssrlcms INVENTORY 'PROJECT :
One of the contrlctors designated by the Department of Labor to:administer funds
undar the Older Americans ‘Act is the National Retired Teachers Association/American
Asacciation of Ratired Persons {NRTA/AARP). In June 1974 the NRTA/AARP iteceived
an Older Americans Title IX.grant of approximately $110,000 for fiacal year '74-
'7S for programs in the\State of Iowa.
Glenn Northup is the Exncutive Director of the NRTA/AARP. Leona Peterson is the .
Executive Director of the Iowa Commission on the Aging. Darold Albright is the g
President of tha National Field Research Centar, a private consulting firm whose
_servicas have bean engaged by thé Commission on “the Aging. Northup recalls that
_ he, Peterson and Albright were at a meeting about another mattar in the
Aging Commiasion's Office shortly after the amounts available :
became known, when someone mentionéd Title IX. Albright auggested that a pgssible
uae would be in-thé environmental’ area under the Federal Insecticide, Fungicide,
Rodenticide Act (FIFRAY and thie lederal Environmental Pesticides Act (FEPCA).
Petersen "had long been concarced with projects .atressing interagency coopkration
aa an adjunct to employing older adults, and as a consequence, was anxious.to
cooperite with the ‘NRTA/AARP in developing a model‘project.“* i . .
. Robert Eaton, then an- employee of the Commission, now a consultant to-the Counﬁssion
explains that it was decided to pse the money to train older ,Workers.to be cartified
peaticides applicators, pending the 1isting by the EPA of peiticides that would
i:c-clnniﬁication;h—There—waSHIitéie"acéfvtty—on—the—project‘untti—futi—‘at——“‘___‘_‘
which time it became apparent that for a number of reasons the EPA would not be in -. v
a position to release the:list in_time to use the Title IX money. At that point
tha decision was made to shift to another project, and statewide 1nvent9ry of
banned and obsole;eﬂpesticides L .o

The pesticide inventory like the pesticide certification arose out of the FIFRA-
FEPCA, which mandates that the pesticides and their containers must be registered

" and stored or disposed. of, by October 1977. The Iowa Department of Agriculture - .
had been designategpas State Lead Agency by tlie EPA, responsible for bringing . » T
private and public institutions into compliance with.the law.

At vhich point the Department of Agrxculture was contacted is not certain. What
is certain, howevér, is that the Department was less than enthusiastic at first
_,gbgug_mp.eu.ting__on..the project - lukewarm! -in.. the-uords-oﬁ—JMook.—Admin
istrative Assistant to Secr~aryiof Agriculture Robert Lounsberfy. Hook remarked
that "some agencies don't lilte to get involved with other agencies.” His agency
had misgivings about ''not using state employees" - the older workers were required
by law to be employees of thke NRTA/AARP - and "what embarrassments you might get
into.” What convinced the Department to cooperate? According to Hook, "The nature

of the job: where would you find a young person willing to do this typb of job?
We had a ready-made work.fcrce." Paul Bridges, Senior Consultant to the WFRC,
said that the NRTA/AARP and the Commission on the Aging presented “testimonials”
to the Department of Agriculture in an effort to persuade them that senior citizens
would be capable of doing the, job. : .
s
. * Employment of Older Workers in the Environmental Field of Pesticides, A Model
: Program prepar by the National Field Research Center, Inc. Iowa City, Iowa,
1975. T

This case was written by Cynthia Goldring, Northwestern University, Manpower Linkage
O Project, for the purpose of class discussion. W . 227 3
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Onco the Departnent of Agricuitu;e agreed to cooperate a series of meetings was
held during the fall of 1974 at which representatives of Agriculture, NRTA/AARP,
NFRC, Commiasion on the Aging and eventually the EPA, planned the r cruitment
trlining and implementation phases of the project. It was determined that Agri-
‘¢ulture would provide administrative support during all phaces, and supervision

of the older workers during the impizmentation phase. The coordination of recruit-
went by state and local agencies would -be the responsibility of the Commission on
the Aging, and the NFRC would develop the' training program.

W

L1
F}

Agriculture's and the Commission's responsibilities would be met from their current
budgets, and the Title.IX maney woulu pay the wages of tie older workers. NFRC |
then approached the EPA for funds to develop the training program. Northup recalls
the argument Albright used to sell the project to the EPA: "For .every one dol}ar
you spend, we will spend several. How can you refuse?" The EPA awarded the project
& grant of approximately $20,000. None of this was used to pay instructors - these
were provided by cooperating agencies. Training sessions were to be held in
community colleges in several locations in the state. (For full description of

the training program, see Employment of Older Horkers in the Environmental Field

of Pesticides, op cit.)

- When the plans were substantially completed by the core agencies, other agencies
‘whoae cooperation was needed were contacted by phone or letter. A very important
ingredient in gaining cooperxation; according~to,3ridges was explaining to each
agency how the project fit-into its program and goals. Eaton recalled that the
only agencies that refused to cooperate on the project' s terms were a few local
CAP agencies who were asked to recruit, but would not unless reimbursed for
_sdvertising costs. . . - =

Finally a meeting was held attended by all agencies who had apreed to cooperite.
The meeting was, in Bridges' words, '"The formal a2pproval stage." The following
1ist includes the agencies uhich cooperated in the project:

Iowa Department of Agriculture

U.S. Agriéultural Stabilization Conservation Service (provided desks and -
phones for workers during the implementation phase.)

Iowa Employment Security Commission (helped recruit senior citizens)

Iowa Office of Planning and Programming

Local CAP agencies (helped recruit senior citizens)

Community Colleges

Towa Commission on the Aging

Iowa Area Agencies on Aging (local armsiQjLjJELJEnmnission_on_theﬂAging

helped recruit and trajin)
National Retired Teachers Association/American Association - of ‘Retired Persons
Iows Department of Social Services (helped recruit)

Northup said that all interagency agreements were verbal, while Eaton noted that
everyone "knew in general who would do what." Bridges feels that all agreements
shoul? be written, so that no agency can pull out and leave others "holding the
bag." Also, he feels that written agreements are more effective than verbal

agreements. in "assigning responsibilities." d

Recruitment and tr2ining took place in the winter and spring of 1975. Both Bridges
and Eaton remarked that during this time they spent much time on the telephone to
remind recruiting agencies ;to send qualified individuals for interviews. Eaton
stated that at the first ;faining sessions attended by the trainees, many individuals
did not know the nature of the job for which they were recruited, suggesting either

. poor communication or a lack of ugderstanding on the part of the recruiters,

/
228 .
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~ 7 “During the récruitment, training and implementation phases, meetings of the core
agenciea took place only as conditions demanded, One such meeting concerned data
Proceasing, procedures for which Bridges say$ received inadequate attention during .
the planning phese. The data processing problews were resolved by the Department
i - of Agriculture's employing two CETA/public service employees and Title IX older
L. workers to process the data manually. Another cause for interagency meetings
concerned situations in which the Department of Agriculture wes dissatisfied with
the performance of individual older worker employees. Agriculture's instinct
4 . was to fire the individuals, whereas the Commission felt that efforts should he
] - made to retain them. The two agencies usually were able o come to mutually
S .asreeable terms in individual cases.
Both Northpp aml Eatcn made the point that lowa is the only place where a project
of the type described has been attempted. In .response to the question, "Why .only
in Iowa?" Northup replied that Iowa 1 "unique in having a excellent commissioner,
Leona Peterson, who will run rampant ovar bureaucracy. The state has ‘a ldrge
number of elderly and there has been .a long-time build-up of relationships among
those ¢oncerned with thelr prollems." ,’
Eaton's response wag that the "Comm1331op was a prime mover. Leona Peterson has
a clear coomitment as to what the Commy rnioner's business is. to provide a better
. Mfe for old people. Darold Albright has his ears open to all kinds of things.

them if we feel they're unjust. We do a lot of hustling. We're neat .people.”

Bridges commented that "implementation and design are more of the problem than
~__ finding funding. If an agency wam:s}; program it can usually fit it in utilizing
. current resources. There is usually slack in an agency budget; most budgets are
flexible enough to deal with the unexpected." With regard to EPA as a manpower

user, Bridges observed that the pesticide”inventory project demonstrated that the
agency doesn't always need highly £a11fied people; individuals with non-technical
backgrounds can be trained to perform many jobs in the environmental field. He
statgl that "planning and linkage are almost synonymous.” He felt that the pesticide
inventory project "developed operfating and plamu.ng linkages' that can be used as

a model for ag(.ncies w.i.l.h "mutual interests."

Fi

He's not afraid of the new and different. We'ye willing to bend rules and fight o
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Applying The Models . .

The previous sections of this manual have provided conceptual noda;ls for
overcoming commonly idenl.:ified barriers to linkage. This section offers.a
prototype seminar for teaching the application ;,f tho,ge models. The key
element of this seminar is that Papticipants are sive.n the opportunity to
apply the ;oncepl:ual ‘models to their owm u;rkplacesf

What follows are the ,conl:em:s of a workbook used st the applical:lion

seminar designed for occupational level personnel from Regivn V, USHOL. . ,

. \
The contents of the workbook are genérilly self-explanatory.” We have

added explanatory information where we felt it necessary. The workbook

begips with the agerfda and continues with exhibits and work pages used in

‘sma_il groups. It should be noted that the morning sessiomns are lectures on -

the models, the afterncon sessions are small group work sessions. During the
afternoon sessions project staff serve as consultants and/or facilitators to
the work groups. 7The pages in the workbook serve to forgce the Work groups

into applying relevant deecision processes to their own problem areas.

—

W8
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Agenda - Pirst Day

9:00 - 12:00

Welcome

COMMUNICATION (lecture) ) .
= Leslie Nathanson , i .
) *
y IMPLEMENTATION: Defining and Solving®Liaison Problems (lecturé) ;
. « = Hervey A. Juris N\ | ] .
PUBLIC-PRIVATE SECTOR COORDINATION (lecture) " .
- Ronald C. Rodgers

Small Group Assignmerits

L

LUNCH
R AR . \
1:00 - 2:30  GOAL SETTINS (lecture) , .

Y. 7 I - Aller:R. vrebin

-

2, 2:30 - 3:30  IMPLEMENTATION/PUBLIC-PRIVATE SECTOR COORDINATION
~ Work Groups (Project Staff) - ‘.

3:30 - 4:30 IMPLEMENTATION/PUBLIC-PRIVATE SECTOR COORDINATION
. Work Groups {(Project Staff) . .

4:30 - 5:00  Summary of Day 1

i e o r e — 4 i TTem e — —
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Aogendd - Secomi Day

. ' o
9:00" ~ 12:00 - ‘ -
‘Welcome . .

L] b . Ll
- > +
.

! INFORMATION (ledture) - ' -
- Myron Roomkin ’

' BUDGE‘I‘ING/PRO?;RAM ANALYSTS (].ecture) .
= Allan R. Drebin -

. - & .
. LUNGE A .
N , -

+1:00 - 2:00  INFORMATION/BUDGETING AND PROGRAM ANALYSIS
".  Work Groups (Project Staff)

3€ & INFORHATIO‘UBUDGETING ARD PROGRAM ANALYSIS
Work Groups (Pofect Staff)-

L]
[
-
[=

1

wF

3:00 - il:.DO Feedback ‘and Seminar. S.umary
- Participants .
\ o, w - Project Staff:
. c $
- - 1 P 2 |/ - .. }/‘;
° ) J .
e !
¢ oot . - . / ’
J/’ " : . EY
.ot : ‘ R ' +* ,
= ;/ &"""’_..--. )
» h o " -
. 5 . 2
L] . .
" ’ ! i
T - ' A4 l .
& - * - »
b : ® , ’¢
- - -:-:h:‘ : - ) .
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) [ LT ' ' ISSUE AREAS- - ' : {

K In thé workshop conducted for the DOL, each'member . [

. of the large group was assignéd to an issue larea of

P his or her choice for the aftexrnoon sessions’. The
T issue areas on the pages immediately following were

. . written for the use of the participants in this

L]
seminar and serve as examples. For other seminars,

¥ 1ssue areas should be probtems that the managers g of. .. |. - ; &5
* . the agencies for whom- thé seminar is corducted actu- " A
. ally face, problems ‘that might be solved by linkage
~ |- efforts. It is important to select problems which . P

1?

are of imediate operational concern to the auciience. )
The key concepi: underlying the application sessions
is that egch person be forced to apply the models to
a specific issue--to' work through the entire appli-
cation ff:m beginning to end. .

. ’ Y !
s o \
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ISSUE AREAS

I. mnmnt Development ~ ‘"'"‘\\ .
Definition ~ Services which develo;.emﬁinymé' opportunities and services which
match participants with employment opportunities. This encompasses all of the

~employer related activities such as job e elopment, "placement, job solicitation,
and job creation. . ) ¥ . : .

%

L]

There are numerous factors which hinder effective employment development services.
---—Some’ Of,— them-aree= ——— -— -— e e — e

~

«~Duplication of contacts to employers by job developers, representing various

- agencies frequently causes employer animosity. This is sometimzs exhibited
through- verbal and/or written complaints by the employers ani other times by
the’ employers' action of mot hiring individuals referred by any of -the agencies
whose job developers contacted them. . :

==Job dévelopers representing different sgencies often have different target
group priorities. . . .

-

~~Duplication of employer contacts creates competition for available jobs
among agencies motivated by their interest in favorable evaluations often
resulting in inefficient services to participants and/or inappropriate
job referrals. ' ' .- ‘ '
am " M ..
‘esMuch staff time is wasted in the development of relationships with employers
_ vhen this relationship may have already been established with another agency.
Given that these are problems, what would your go.';ls be for a project that would
overcome some of these barriers?: ’ . . <

4

4

Aésuming that linking with other programs or agencies would reduce these sorts of
problems, what ot agencies would you look to in your area?l
If you don’t know, how)would ypu find out?

- -

. ’ M " " -

1I. Assessment . . : .

Definition -~ § ZViceS designed to determine each participant's employability,
aptitudes, abilities, and interests and to develdp a plan to achieve the partic-

. ipant's _employment and related goals. This service may be accomplished through

. the processes of interviéwing, teating, and counseling.

A successful tvaining and/or job match depends on’an accurate understanding of the
participant's abilities, interésts, and needs. Unfortunately, this ascessment is
frequently superficial or inadeguate, often resulting in inappropriate services .

. being provided to participants. This may be reflected in high drop-out rates and/

or low placement rates. In depth assessment and testing services may be extremely
costly. In addition, they require extensive staff resources and technical expertise
usually not available on a single agency's staff. Prime Spomsors are often

unwilling or unable to allocate the amount of staff resources and funds necessary

to provide couprehensive assessment services to all partizipants. . .

Given that these are the probleqs, what would your goals be for a project that
would overcome some of these barriers? -

a

Assuming that linking with other programs or agencies would reduce these sorts i
of problems’, what other agencies would you look to in.your area? .
1f you don't know, how would you find out? 1 239
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IXl. __pportive Services =~ //
Definjtion ~ SupportiveLservices provide assistance t individu 1s in overcoming .

personal or environmental handicaps which inhibit theéir employability. For the

purpose of this exercise we are limiting the definition to health services, child

care, and transportati services. Health services include diagnostic and treat-

ment service provided ?%r participants to identify and correct Physical, mental

and dental deficiencies! Child care services gfe provided to ensure_propeﬁ'c%re

of children while the patent participates in g program or is employed. Child care

may include day care for pre~school children/and afger-school care, Transportation
-services—are—arranged-or-provided—for -part: pants—to—inaure~mobi1ity~between*home—“—-*~—
and the locations of training, employnent/ and supportive services. . .

There are numer ous prob&em areas which requently hinder provihing comprehensive
supportive services: ihe primary problem is the high cost of these services. An
adninistrator charged’with the development of a comprehensive manpower delivery
system i8 reluetant/to allocate a ldrge-portion of his resourdes to services not
. directly related t the program's primary objective of unsubsidized employment.

served. Therefgdre, it is ge¢ ~vally impractical to offer tue Services internally. "
However, the lure to provide these services may mean that & significant portion
of the target pOpulation is fiot gerved. In addition, many i ’ividuals, once .
enrolled, are-unable -to -complete-participation-in-the-progr i ey

Each sgervice ::#Feeded by ¢ re1 jively spall percentage of thé total individuals

ks

Given that these -are tie prot.ems what would your goals be ﬁor a proje~t that
would overcome some of -these barriers?. A }
Assuming that linking with other programs or agencies would reduce these sorts of
problems, what other agencies would you look to in your area?

If you don't know, how would you find out?

IV. Labor Hg;ket Infg;ggtjgg

Definition - Data indicating the present and future -supply of workers by occupation,
. : . the present and future demand for workers by occupation, and the identity of the
) —-—-intermediaries in the procesg of matching workers to jobs. .

There are numerous problem areas related to the collection and use of labor market

_information. Many agencies in*a geographic area employ individuals with respon- .
is is unnecessary : -

staff duplication. The information which is collected is often not available in ..

a2 usable format. The content may not directly relate to program objectives. 1€

may relate to a differeni. geographic base. Ihe assumptions on which projeptfans ‘

are made are not availabfe or alternatives are not presented.. There is’ o accurate

inventory of data sources. Although a great deal of information is available, the

diversity of sources makes it impractical to-put together for an individual project.

Given that these are the problems, what would your goals be for a project that
would overcome some of these barriers?

-

issuming that linking with other programs or agencies would reduce these sorts of
problems, what other agencies would you look to in your area?
- 1f you don't know, how would you find out? o !
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' GOAL SETTING.

The first task for each group is to’
: ;o C establish their goals vis-a~vis their
. . issue area. This exercise forces the

group through that process.
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© GOAL SETTING . :
- In effect, at the initiating stage of a liniage there is no consensus on
values and goals vis~-g-vis the project The communications network in the N
initiating stages should be an open one so that discussion and consensus
with respect to goals can be reached. '
Ordinarily this would take a long time Two or more agencies have to take the
time to establish relationships, open communication networks, and establish
realistic program goals (which are flexible and may be changed over the 1life
" of a project). .

4

. T~ Howéver, for thé purpose of this two ddy seminar, we ate asking that you
.condense your time frame and reach agreement within your group about ome or
two goals which you can uork toward-over these two days. =

1 - L]

The following steps may help your, progress:
(1) Take.a minute to introduce yourselves to one another.
(2) Take some time to write some ideas about goals on a piece of paper.

V1 (3) Have those who want to, share their most salient ideas with the
" whole group. ) .

(4) Vote on one or two-goals that you are comfortable enough with to be
‘ able to work on for the next two days.

(5) Write the group goa%s at the end of these sheets. .

H Is "
Program goals - broad statements of what the organization would like to
,accomplish for its clients over an extended time period.

{The handoyts are available for future reference, you redlly don't have time
to review ‘these now. )

] .

The issue my group is working on is

n

~

AN g

» ' My ideas for program goals with respect to this issue are:

(1)
- P
) il (“.
L@ N
(3) I 3

L A U . - 243"
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(5) .
———The-goal- that this—group-has-agreed-to-work-with-is: _ -
. i)
> —_— .
N
F)

_____ A




L | ( *
A
- 3}
GOALS AND OBJECTIVES ' \\ K
™
The pages which follow are handouts to AN
help the group think through goal- e
setting as a process.
2 . I
] ‘ .
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1.

‘Hierarch, of objectives

ron

;Goals and Objectives .
' ' \

-

A. Goals--brOId‘statéments of what the organization would
like to accomplish over an extended time peried

B. Objeétives--more specific quantifiable statements of
what is to be-achieved in a more limited time period

Clarifying objectives
A. Defining‘thg scope of activities

. [Each organization has some limitations on its . .
purfoses which  place boundaries on the scope of
activities '

B. An iterative process S

~- A tentative statement of goals and objectives .
may be proposed, but when the cost and availability
. of resources is considered, a more refined state-
. ment will be developed

C: ‘Not an 2nd in itself -

- The process of clarifying-objectives should continue
until .a reasonable degree of refinement is reached.
But the process is supposed to assist in-management
decision ‘making and is not an end in itself. Thus’
th; process should be considered completed at some
point )

D. Participation in the process

Persons divectly affectéd by objectives should
participate in their determination. This has
positive behavioral aspects in addition to providing

I11.

informed inputs to the process .
\ N i L .

Criteria-for estahlishing objectives

A. Objectives of a program‘should be compatible with each
other . -

B.’ Objectives at one level of organization should be
compatible with objectives at higher levels

+

C.. Objectives should be translatable into specific benefits

that can be quantified

‘ . 247
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D, Objectives shauld be stated in such a way as to
encourage consid-ration ¢f alternative activities--
they should not\be so explicit as to define the method
of accomplishing\them

E. They should be spegific enough to permit identification
of activities which\do not contribute to the achievement
of the objectives

Any orgarization will have seYeral objectives and these

may conflict with one another.\ At the Federal government
level there 1s a conflict between increasing farmers' inceres
and reducing consumer prices. . At the local level there may
be conflicts between traffic safety and fast transportation,
, etc. These conflicts must be resolved by policy makers, but
, . snalysis is helpful in clarifying tradeoffs

-

Fy

“a . -

i
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Mushkin et al.,

r

End objectives of gomerament, formuicsod 8t the big. st program fovele, *

Are very genersl, expreizing tha commonly scceped values of . For the
3.5.8 project, the highest Jeve! casegories 5 objectives we ulsied by the
pariicipating Jocal goverameals in such broxd termm, a8 “predeciion of persens
ead property,” “epporiually (or sducstion,” “creatiog an sttractive, sals,
aad bealthy commuaity.” . N -
Tha prelimioary statement of basié objectives developed in Nashvitle.-Dav
00 Is presenied hece 1o show the direction of the lormulstion of objectives
In s local government with » faisly broad range of public respomsibilities. -
L To reduce the amounts and effects of personsl harm and the fos of propesty
0 the citizens in this community. to produce aa atmosphere of secucity frem
scs andexiemnsievents).

IL.. To provide & comprehensive mmotpub&:hu;lhnuleu for the el
mﬂ%ummumhmr&mthnnﬂmﬁdwmma&p
L. To provide foc intelicctusl development and personal enrichment for the

-

eitizens of the communaity. .

+ IV. To lotter sconomic davelopment, & sat in investramnt '
- b pment isfaciory growth and

:.L‘ro peovida leisure tire opportunities,

To & trany, tion servicen (includi ision for arr

of miumd miﬁmu will move tr'lﬁc i:: mum friannct).
Substantial.commonality among the brosd objeciive statements of the difs

farent jutisdictions would be expecied. That s, every juritdiction would be

expecied 1o express an end chjeclive eelavant to the hesiti of its citizens sad

similarly to have end objectives for each of the other basic dimeasions of

what ia considered the “good™ government or the “good lile.” And that is what

was lound ia the projeet. The broad program categories of Nassau County

{New York) differ in some waye (rom those of Nashviile-Davidion, dut by

-and fsege there are 0o substantial diffcrences between the statement of goals

set forth sbove snd those Jisted below from Nassau's progtam stiuctute.

" To provide proteetion trom persanal harm and property oss,

To conserve and promote health. to anafyze health care meeds. to continue
0 improve county health standards. .
To loster seil-evaiuation and scif-fulfiliment: to cnable each individusl to
function successfully to the full extent of his abilitics in both the economie
and poneconomic secicrs of socicty. .

To maintsin and improve the couniy's econamic inlrestruciure; o iosce
‘the ordetly physical growth and development of the county.

To provide a astisfeetary balance of recreation and cultursl opporturities.

To provide help (consuliation, referrs] and su ing servicea) to.individuals

.- —_aod lsmilics-in-social-economicorpersonat ditfcultics 7~ Tn OTder 10 PR

oF enhance their c2pacity for self earc or 10 be sbie to funttion more success-
fully in society. . .

Objectives that né ss broad as “to insuce otderly physical growth and de-

.
o

velopment™ are xot VETY USETLT TOF PIannig purposes. The most difficult taak

From:
. JImplementing PPB in State, City, and County.

—n

ia deveioping objective siatements is to break dawn the broad statements.into
nscrower, more festricted. and ultimately more operational terms. That is the
phase where signiSicent differcnces smong jutisdictions would be expecied. s
differing perapectives are brought to bear on the probieme with which & gov.
emment must deal.

{t secma clear that there is no single, “best™ pateern for definiag objectives
or developing s program structure. Essentislly whet is calied (or is & lormue
lation of purposes In terms of those bssic to meeting public “ends™ or goals, or
that define end produets produeed, Statements of objeetives that sre east in
statutory termes—i.c., “10 implement Act of —— 6f 1969 —cast no light on
the demsnd or the underlying purpose that ked Lo the enaciment of the law.
Nor do gtatements of purpose in: termy of “to operzce an existing facility” or
"33 esrry out mpous_ibi lity (or its operation™ illuminale the basic end sought.

Objectlves formulated by relerence to malntsining and opcrsting ongoing
programe=sheclth progrems, for exsmple-~nccessarily cop Provide justificas
Uon only for what exiuls rather then & bacis for rkview, sssesament, and com-
parisen of mesns loward !!umd_pals‘uin‘_ 2 43 . 249
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Docember, 1966.

THE OUA!.ITY OF LIFE

The Comprohensive Plan is a statement of
the city's purposes and a guide to what
should bc done next 1o build on basic
strengths and regent accomplishments. The
plan is strategic in that it focuses on those
#ssucs and opportunities that are mpst crit-
ical today. It deals with things that can be
done now to have ihe grealest bencficial’

" impact on the quality of life in Chicago

immediately as well as in the long run.
Thetefore, policies far action programs ace
focused on six strategic-objectives:

Family Life and the Environment. Neighbor-
hoods thai are attractive to families with
growing children, as well as young unmar-

ried people and older couples. will be

created and retaiped. .

Expanded Opportunities for the Disdadvan-
teged. The city will increase. intensify, and
coordinate programs to arrest poverty and
imptovn living conditions for low-income
people, through urban opportunity pro-
grams, education and job training. public

. housing, social services. 3nd other efforts.

Economic Developraent and Job Oppor-
tunities. Chicago’s dynamic industrial and .
busineas aconomy continues 1o thrive be-
cause of the city’s location at a focal point

—

the lakeftent, rivers, and major transporta-
tion routes. But there are opportunitics for
great improvemant in the qualily of arons,
especially in the cential city. while still re-
taining their present functions. t

Unified City Development. In translotusg -
these straleqm objectives into tangible
progress, the city will contintie to work for
cooperation and coordination in public and
privale efforts. The Development Area plan.
ning procedurc will serve as a means of
achieving maximum effectiveness of pro-
grars within {arge areas of the city.

The' Comprehensive Plan envisions an im-
proved quality of life for all Chicagoans.
derived from a wide range of actions di-_
rected toward both human weifare and .
physical order. its proposals are designed

to achieve two basic human objectives :

—individual capability 1o act.-assured by
essential standards’ of the physical and so- -
cisl environment, and

—individual opportunity for variety. range
of choice. and personal advancement,

The quality of the environment as 3 means
of improving the quality of life involves so-

;‘f
:
i
Ay
:
g
:
]
E
b

of world trade routes and because of its

expanding role as a regional capital. The
city’s programs will select and emphasize

~the kev—opporlumlses—-lo—build—upon this .

sconomic potential.

Moving Pcopla and Goods. Chncago s role
88 & regional transpostation center réquires’
efficient and convenient air. rail, highway.
snd water routes and terminals. Within the
Chicago area, a system of high accessibility
cotridors will provide a logical framework
for the development of both major tans.
portation routes and high-intensity land
uses.

The Proper ‘Allocation of Land. The city’s
basic pattemn of land use is Ingical. In most
cases aclivities are appropriatcly related to

24
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siderations. A major goal of the Compre-
hensive Plan js to broaden human oppor-
tunities. and this must occur on two scales.
the rcgiong! and the local. On the regional
level the unique advantages,and actvities
that exist here because Chicago is a majer,
world city must be made readily available
to all residents. And within the local com-
munity. the widest possible opporiumties
for a varniety of individual and group activi-
ties must be assured. -

The Comprehensive Plan is presented a$
both 2 vision of the future and a vehicle by
which citizens and government can. oC
guided to act together in rasponding effec:
tively to the challengs of building 3 great
city. .

cial.and.economic.as well as_physicalcon-



IMPLEMENTATION

The implementation model is a diagnostic routine for predicting
success or failure of a par icular project based on ex ante .
knowledge about the relationship among goals, structure and \\\
comaunication. Vhat follows is an exercise which forces the
groups to work through the routine before procaeding with the
design phase and points up ways that potentially unsuccesaful
projects can be made successful by changing underiying condi-
tions. '

" Rule conflicts- are a potentially important barrier to.coordi-
'~ nation. ¥For eath issue area used in the workshop seminar
leaders should be familiar with the relevant rules. On the
next page ruics relevant to the four DOL issue areas are

- includcd.
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Bules
1. Employwent Development . ’ .

-

A) §ince the Employment Scrvice is funded largely based on the number of
placements it makes, it is unwilling to share job orders with other agencies.

B) Some agencies have a mandate to serve a particular client group, e.g.,' .
veterans, minorities. . ‘ ¢ -

) €) At least one state employment security agency has a strict regulation
regarding the confidentiality of job orders and applicants.

-

It. ‘Assessment .
A) The Emponment Service can only use ES approved tests.

B) Under the proposed new CETA regul:tions, an individual does not become a
participant yntil having received services other than outreach and intake
{including assessment).

&
* II{. Suggortivelgervices - i -

% .r
A) The WIN regulations say that if a cliept is suspended to CETA, WIN '

resources should be used for supportive services only if they are
not available through CETA resources. ‘

B) Some programs have cost limitations for specific services.

IV. Labor Market Information .
" A) Confidentiality of information.

B) Data collection methodoiogy may be legislatively mandated {e.g.,
employment service unemployment data is based on place of residence.
not pla"e of employment). . .

R C) CEIA requires data related to its specific jurisdiction. Many other "

k ) agercies do not collect-data on this basis. .

—
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Ilm MENTATION: D, sﬁnins_nni_SﬂivicgmLiai;son_Brohlems___ﬁ
. . - ¥ ' t ' .
There is a-cdecision logic we can go through which will help us to know, before
we begin a prpject, whether that prdject is capable of b lemented as
conceived., While not foolproof this logic can help ug f€void gross errors of
deaign or concepl:ualization. ( T

What follows are some' questions you might ask yourself so that you can take
first steps toward utilizing the fmplementation model in your planning.

v

-

- ﬂy issue group is: -

MY T ot T ot

" Ourygoals are:__% . o F
< . -
¥
] ” * ’)'
I CLIEN‘I‘ INTERACTION L . ) )
‘ 1 Hit.h respect to‘ your project who is the "client"? . 2 av ,
& - . - 1.
- .4 oty . * .. .
2. Would you characterize this project as -, ) s
yA highly interactive with clients? ~ _ o
: low interaction with tlients? .. “
- . B : S~
II RULE SPECIFICITY —_ ° ‘

3. haat are some of th* rules and regulations governing this project
which mlght present barriers. to cooperat:l.on.

a) " ) . Fl o’

. L]
- L * I ]
- 4
- * .
£ oo~ Q T
»
b) .
- 1 - r 4
- - ! 3
-~ ': £ +
)
- .,
v " - -
c)
= L3
B [
- -
v - . -
) ]
d) .
] -
]
s ,
-]

. Y . “~
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%, l'efor each of the rul.ofs mentioned inN!'3" above.
, °

2 - . ) ) i ' (a) (‘b) (c)
T T What" is the domain of the Tule? ] T : E

Who ‘ ’

. What

What is the force of the rule? ) "

1 Rational '

o+ T

’ Inten ti.oﬁal




T i = e —_— —— e ————————

.. . P .
‘3" above * \ .
(a) (b) ) () d\ (D
" k"
- : ! }
. |
™~
~
S
\\ - A *

-
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5..0n _the basis of your answer to question "4" would you say that the

rules and regulations governing this project are, in general:
highly specified and unambiguous
of low specifity, i.e. ambiguous

3II. -PROJECT STRUCTURE

6. Would the proposed project organization be :
—_highly structured (bureaucratic) ‘ ¢
of littlé structure (collegial) .

IV.  PROJECT AUGIUNUNL

7. The persomnel of this projeéct, relative to the participating agenciea,
have

a great deal of autonomy . . .
very little or no autondmy

V. DEGREE OF OPENNESS ’ - | : SN

8. Within each of the participating agencies, the euvironaent could be

classified\aa.
: e o ggency™(a) - Toperi-~ o e
. closed ‘ ) ' .
: . !
Agency (b) open _ . -
K _ closed
"Agency (c) ,open J .
closed

bad

VI. UTILIZING THE MODEL

9. Now let us walk through the decision model on the next page.
s
Pay attention to the signals - .
- if you reach & "go," continue with-the decision process - °
- 1if you reach a "go (caution)" take time tg consider whether
thereis some way to change the design to get the program

. ' - into a "go" format
_/”J’H - if you reach a "stop" consider ways to get into the "go"

. format. If that s not possible consider aborting the project

. ——— -

- s

/" N




i e e et At e

] ; l‘. N
* Planned .- Bi/Lo Specification Hi/Lo Structure } Hi/Lo Autonomy H
Service | ‘of Rules and’ of Project - of Projects vis-a-vis |
! Regulations Governing Organization ‘Participating Agencies| A
' Participants.
e iy H
¢ Stop Go
. - ) -l
) . High - ) Hi . L
Interaction '
Service - i .

Go Go - "
*. (Caution) [l

Go * Stop
. e waim e v ot o . aam in m T tmemenim Tem 3 -Ht‘-—-—-_—-—v-—--—.—u = -_m--—m-:-\--- -H:
\ . . Ll
Low Hi - Lo Co L

. Interaction Stop )

?ervice &o Stép
~ i\“‘ao Hi Cautfon) |Hi H
(Caution) > = . ‘ic

top
’ (Caution)

"

dpm w

Problem Solving Paths for Improving_the Implementation

of Inter-Agency Projects




Bi/Lo Structure . Hi/Lo Autonomy “| ri/Lo Openness
of Project of Projects vis-a-vis' | within Participating.
Organization Participatisig Agencies- Agencies '
r . . —a
o ) o ) Hi e
Stop ‘o <
Hi ' Hi , Lo ~ TTT—Go .
; ; ’ (Caution)
Lo _ Lo - Ri Go "
Go | Go - < -
L _ ~ (Caution) {Lo “Stop
.+ o " Stop ' 'Sto o
Hi it o B G -1 Hi - S B
Stop ‘ " Go . ~ Go
i . Stop ’ Stop )
Hi . _ Hi
—
Go
(Caution) (Caution)

Paths for Improving the I lementation

! 4
of Inter-Agencx Projects .
' ' 259
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. PUBLIC/PRIVATE COORDINATION

‘

This diagnostic tests each work group's understanding

of the privaté sector labor market model (the model
itself ia reproduced on the next page). The point

to be made in this session is that it is not enough
to know what jobs are available marketwide; -one must
also know enough about the labor market to know which
jobs are relevant to CETA ¢lients and what CETA must
do to prepare clients for employers.

~
I

-~ o
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CETA LABOR HANKET OPERATIONS MODEL

Wenpouer Sup ply

Esployed by sacror:
Mblic -
Private

Enploymaat Status?

Full time

Fart time

Wich Jobs, not
working

ln achool:
Sstondevy
Comamunity or
Jr. Colleges
Teeh. Inst.

Tov_(afermediarles

Personetab information and Access

1. Recall of leld-afé or former saployees

2. Hiting on ¢ire, welk~ins

3. Wotd of mouth, cslatives, friends

&. Clvil Setvics or other employnent llsc:
locsl, states federsl

5. Publie #nd private employment sgantles

Hal

6. CETA-sssoclated sgenclas, programs, prize
15poneats

7. Other employere (public and privets)

8, Profeasors; Teschers, counselors:
Gradusce schools
Collegesi Jr. and Compunley Colleges:

seyaat Collegin
Gradusts Sthools
Tralning programs

tirane
Unteployed by durstlon

Mloycd by ‘octupatlonsl
groupe

Unwployad by
cheractarfsatics:
Ecoromlcelly
dissdvanteged
Public Assletencs
reclplants
Woman
_Youeh . ... .
Vaterans
Minoritles
Mfgrants
Limited Englieh
speaking abilicy
Ovar &0 persans
Older workavs
Randitappad
Ex-0f{endars
Educaticnally
dissdvancegad
Hatlve Aerlcans
Pormer pover
sncolleas

Locetlon

{c)
258

T

—Job e and— -

BY Sector:
Publlc
Locsl
Fublle Service
Emp loyment
Job Corps
Nelghborhood
Youth Corpe
State
Faderal
Privats

By oecupstlon

HIgh Schivoly™ — -
9. Profeselonsl soclatles
10. Newspapere. lebor market publications

-

.|Dey cers, housing, family service, trans-

{ Techafcal insritutes, Junlor snd communlty

The Facilitetors .

Rewcdlsl heslth servitas: medicsl lencsl,
opticsl, psychologlcal
portation ’ .
Fre-employment ceadiness, crleatetlon;
litsracy, racedisl resding, handling
ecscnal flnances, pra-vocstlonsl skills
Profsaslonel kaowladge, tachnical sad skill
davelopaanc:

colleges, four year colleges, univarsities, |
CETA, pritce sponsor proframs end sgencles,
short speclallized programs
Job success elds: coundeling, coachlug,
aorlentetlon, psychologlcel duppott of
sxployee #nd supstviscr

Transltionsl jobs (PSE)

{

Ld T

Exlsring job vacencles
Sunded '

By sactor

By functlon

By accupstion’

Existing job vacantles
not funded

Futurs, Eunded
Futurk, not lunded
{timeteble)

: By lotstlom

Urban-rursl

Commuting distence and
travel cost

Hove. Decesssary

{Fuil ctoe, part cime

R‘ quiremency

Those of che pation Thoas of the eaployasr
(Suppiy) (Denand}
Productivicy Job Requirements
Skille Tachnicsl
Koowledgas ‘Professlonal
Experisnce Wsges, hours of work,
Acticudes working condlitlons
Geographlc
Avallabilicy Arciflelsl
Mobility
Job Resdiness Organisetlion
Employeblitey dpportunlty structite
Pocta of sntry
Praferencas Aulsa: ssalority, tasts,
Becupetlonsl [ 12
Lifetine Caresr S
opportunlty Environment
Environnent Resdiness of mansgemant
Suparvislion, work to sccommodets the
ehallange, pace, supply
varlsaty, suivncay
Life style »
Pay, beneflte, nat
(-3 14 ]
Hork~lelsurs
- v

Job Declslon

Rejectlon T Accepiance

Y

S

Frank N.- Cassell

Horthwestern nlversity Graduate School of HMansgement

Hanpower Liokage Projcct
April 1976

ERIC

PAFullToxt Provided by ERIC
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PUBLIC-PRIVATE SECTOR CUOORDINATION ' '

/

— —anh—of—uhat"w are gbout in this geminar requires the knowledge of /the "
operation of private sector labor markets and potential linkages to' chese
caployment opportunities, support services gnd intermediaries.

What follows are some questions you might ask yourself so that you may take
first stéps goward discovering the publice.private coordiuation issues which
are relevant to your own goals, _ |

My issue group is: - ' \

Our Goals are: \

— et b e e 1 A it
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PURLIC-PRIVATE SECTOR COORDINATION

A STRATEGY FOR BUILDING A JOB TRAINING AND SUPPORTIVE

SERVICE SYSTEM

I In whilch Industries are |
jobs potentially open?
Table 1

INDUSTRY

JoB 1

Al

INDUSTRY

'For which jobs might CETA
clients be trained and
hired?

Table 2 and 3

JOB 2

JOB 3

Jog 4 -

-'Hhat are entry level
requirements for each’ job?

. . :
(1) Phyaical/medical  _ °
" requirements

(2) Training/skill
Yequirements

(2) Travel/mobility
requirements

(4) Employer-specific
{. ___requirements

Whag are job survival
requirements for each job?

{1y Working conditions
(2) Supe:rvision

(3) Relationships with
256)ther workars

(4) Appearance

(5) Work habits specific to
firm, depa tment, job.




-

LIC-PRIVATE SECTOR COORDINATION

DING A JOB TRAINING AND SUPPORTIVE S'E:R'.?I](;_é\s__‘{gT_‘E__M e

“—'_'m—_ INDUSTRY - .
308 2 J0B 3 308 & 305 5 308 6
.
/ -

I

-.:’




A STRATEGY FOR ’BUILDING A JOB TRAINING AND SUPPORTIVE SERVICE SYSTEM

__ .. INDUSTRY. . . INDUSTRY '

what diagnostic services are
required to place clients?

(1) Skill asaessment
€(2) Job readiness

(3) Referral

‘| ¥hat supportive gervices are
required during training and
after job placement?

(1) Transportation

{2) Wages or allowances
{3) Day care

() Medical/destsl .

T {5) Other

1deatify sirategien for
operating training, supportive
sorvices, job pPlacement which
lead to job success-

(1) Would you still use CETA
fund: to prepare -clients
for each job?

<2 which cETA clients are
most ready to train for
and succeed in each job?




> A JOB TRAINING AND ’suppoan\vz SERVICE SYSTEM

“INDUSTR

~JoB 2

JOB 3

JOB &

308 5

JOB 6

259




Southwestern lndiana Employer Survey
Jobs, Job Openings and Percent of Jobs Listed by Industry

Projected
1975 Employees Listz° Job Openings in 1976-77
Full-time Parc-time Full~-time Part-tige. -
Employeps’s  Emp.oyees TOTAL Emplovyees Employees TOTAL

Banking 680 134 814 €1 26 87
n=l5 3% 5% 1% 3%

Construction 449 112 561 127 356 483
n=1l3 2% 4% 3% G4%

Education 751 150 901 43 28 71
=5 3% 6% ' ' 1% 4%

Goverament 1131 199 1330 131 16 147
n=5 5% 8% 3% 2%

Health 5929 897 6836 " 927 17 1101
n=17 24% 35% 21% 22%

Manufacturing 11913 200 12113 2635 69 2704
n=3Q 49% 8% 9% 9%

Miring - ‘
Agriculture 57 ;0 57 0 0 g
n'l -2% !

Personal ]

* Services 711 178 889 218 19 23/7
n=22 3% 7% 5% 24

Transportation
Communication .

& Utilities 1107 123 1230 97 49 14 \
n=11 . 5% 5% 2% 6% .

Wholesale - )

Retail Trade 1742 548 2290 214 58 27z

" n=60 7% -22% o, 5% 1%

e — r
JTOTALS | 24430 2541 27021 4453 795 5248.
n=179 °1% 9% 857 . 15%

Percentage of Projected Placemecnt
Opportunities in 1976-77 18% 314 19%
(c) 1976, Frank H. Cassell and Associates
262 ) ~y
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Table 2°

Y,

Southwestern Indiana Employcr Survey

Present and Predicted Ewployment by Job Title

Profess ional'-}{anageriél e

" Manufac turers (n=30)

-~

ticipated 76-77

. - 1975
' - * Full Part New Full
. ‘ Time Time Time
01 Accountants 99 3 7
02 Credit Managers™ =~ =0 2
03 Computer Specialists 150 D! ¢y
<+ 04 Dept. & Division Managers - 308 4"
05 .Chemical Engineers 9 1
. 06 Electrical Engineers | 36 5 -
07 Industrial Engineers -’ 82 . , 12«
. 08 Mechanical Engineers 85 . R
09 Metallurgical Engineers 2. -
. 10 Petroleum Engineers 1
+11 Other Engineers 93 .
12 Financial Managers' 11 .
13 Marketing Managers 26, - 3
14 oOffice Managers 12 .
15 Purchasing Agenfe. A . 3
16 Research Workers - ’ 202 25
. 13 Chemists 5 . '
21 Physicist: 206 T
22 Other Scientists 27 2
23 Advertising Vriters 87 4
24 Editors 1
25 Photographers ( 5
‘26’ - Public Relations . 6 \ 1
28 , Other Writers 97. 3
, Sub-Total . 1601 4 .97
- Percentage of Total . 13% 27, 47
Clerical & Sales Workers
29 Bill Collectors 1
« 32 Mail Handlers 7 10 1
33 Manufacturer Sales Reps. 5397 1— 124
34 Messengers 5
35 Keypunch Qperatots . 70 - — 14
37 Payroll Clerks’ ’ 32 2 3
38 .Raceptionists ' 10 1 2
19 Secretaries - 337 29 43
40 Shipping & Receiving Clerks 62 k|
" 41 Sprock Clerks . i 59, - T 3
%ﬂjﬁephone Operators / 24 8 ) "3
43 Tpther Clerical p 174 S 18
. Sub-~Total 1363 56 - 214
* Percentage of Total 11% 27% 8%
{c) 1976, Frank H. Casseil! and.Associates ' -
A + e - 261 ¢
- I '--r-_ _.:5- } - ‘ ',‘_‘_-. .
A L SR ¢

New Pary) '

Time

)

22%
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- ¥
.- Frank H. Cassell and Associates ~ Manufacturers {(continued) i \

Chicago, Illinois » \ )
Crafts & Technicians . . .
C ) 1975 Anticipated 76-77 {
. Full ' Part New Full New Part
‘ - Time Time _ Time  _ Time
44 Bakers ‘ 74 , 5 ! -
45 Binders 83 ' 9
46 Compositors & Typesetters 14 - -~ 1
. 47 Electricians 187 o 6 . -
48 Foremen ' 654 . 4\ 12
749 Furnilure & l-‘ood Finishers 50 ' io o
50 Machinists . 599 14 /
S1 Aircondilioning, Heating & : . .
Refrigeration Repair 1 . .
52 Aulto & Truck Mechanics 56 1 <
53 Data Proccssing Equip. Pepair ~ 9 2
,Farm Implements Mechanits 23 -
S Heavy Equip. & Machiner Mech. 7l 2
56 Othet Mechanics . 63 : 12 :
58 Photoengravérs, & Lilhographers 33 1
59  Plumbers & Pipeflitters 25 18
60 Pressmen & Plate Printers 71 1 *
62 Sheetmetal Workers 15 8 )
.63 Technicians 130 23 10
64 gTool & Die.Makers 198 80
65;0thcr“Cra£ts - . 170 18 , 4 7
Sut-Total 2528 222 15
Percentage of Total - 21% ’ 8% 22%
Service Workers & Laborers - -
66 Janitors , .190 1
67 Janitresses ) 47 _ 12
68 Cleaning Supervisors 29
70 Cooks i -3 1
71 Cashiexs 1 ‘
74 Other Food Workers 5. .
?5/ Freighl & Material Handlers g, 192
77. Gardencrs & Croundskeepers 10 6 A )
78 Guards & Watclimen P 8s . . 42
80" Warehousemen ' 113 24%
81 Other Servitss ) 397 - 46 .24
Sub-Tolal © 1229 69 340 12
Percentage of Total . 10% 36% 1% . Y77
r 202 - _ -
i : . ) ’
- t o ’
* I . .
! N
. P -




Frank\ﬂ. Cassell and Associates
Chicago, I1linois

82
83
84
85
87
88

89
91
92
94
95
9%
97
' 98
99
100
* 101

103

Operatives & Transport

Assemblers

Bottlers & Canners
Delivery & Routemen
Dressmakers & Seamstresses
Examiners & Inspectoxs
Files, Polishers, Sanders &
Buffers

Forklift & Tow Operators
Graders & Workers

Metal Platers ’

Mixers

Oilers & Greasers

Packers & Wrappers

Drill Presses

Grinders

Other Machinists

Solderers

Truck Drivers

102 Weldexrs & Flamecutters

Other Operators

Suﬂ-Total
Percentage of Total

Total Employees

" Full

Time
2081

67

258 -

635

24
655

30
33
70
62
129
115
71
106 -
74
695

5192
447%

11913

263

-
Manufacturers (continued)

Anticipated 76-77

New Full®

Time

20

30%

200

1349

5
61
89

1
71

16

40
100
15
75
36
10
27

1762
67%

2635

. New Part
Time

20

27
39%

69

,.
il

265




Table 3

Southwestern Indiana Emp 'oyer Survey
Presant and Predicted Emplent by Job Title

Health and Medical Jervices (U‘fl?)‘

Professionals & Managers

Anticipated 76-77
New Full New Part

Time Time
0l Accountants -2
03 Business Managers
04 Clergymen & Chaplains 1

05 Computer Specialists
06 Dentists -
07 Dieticians [
08 Food Service Managers
Health Technologists:

10 Dental Hygienists , 1
11 Health Records Technicians |
12 Medical Lab Technicdans: -
.(Hemotologists, etc.\- ‘
special groups) 116 16 21
13 Medical Equipment Technicians: . -
(Dialysis,-EEG, etcf) 37 16
14 Radiologic Technicia 112 8 16 - 1
15 Surgical Technicians 49 8 10 '
' 16 Therapy Assistants
(specify field) ) ) 35 4 4
17 Other Technicians ) ' 39 1 10 2
‘ 18- Managers & Administrators 209 11 Z 18 1 .
/ 19 Medical Librarians . . \\\.10 \j '
. 20 Microbiologists 2 )
/ 21 Operating Enginesrs 1 : .
: 22 Pharmacists 39 \ 13
23 Personnel Workers .26 '
24 Physicians 16 ot
25 Public Relations & Publicity
‘Staff . . 10 1
26 Purchasing Agents 8
28 Registered Nurses ‘936 340 252 &7
29. Social Workers ' :
- Therapists: ) 19 1 3
30 Occupational Therapists » 3 2. 2
31 , Physical Therapists 22 2 6
34 Other Therapists 31 & 7
36 Other Professionals & .
Managers [ 1 1 - 1
Sub~Total 1793 403 392 53
Percentage of Total . 39% 45% 42% 30%
. (¢) 1976, Frank H. Cassell and Associates
266 .
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Frank H. Cassell and Associates
Chicago, 1llinois *

Service Workers

37 Janitors & Janitresses
38 Linen & Lzundry Workers
39 “Cleaning Supervisc.s
41 Carpenters

42 . Electricians

43 Maintenance Mechanics
44 Plumbers

45 Power Plant Workers

46 Other Maintenance Workers
47 Cooks ) .
48 " Dlet Aides

49 Dishwashers

50 Other Food Service

51 Gardencers & Groundskeepers
52 Guards & Watchmen

53 Attendants

54 Dental Assistants

56 Laboratory Aides

57 Nursing Aides

58 Orderiies

59 Practical Nurses

60 Student Nurses

61 Surgical Aides )

62 Other Service yorkers

Sub-~Total
Percentage of Total

;Gf;‘ ical Workers

WL

63 Admitting C.._rks

64 Billing Clerks

65 Bookkeepers

66 Glerical Supervisors
67 File Clerks

68 Insurance Clerks
-69 Keypunch Operators
70 Laboratory Clerks
71 - Mailhandlers

72 Medical Record Cleris
73 Messengers -

74 Payroll Clerks
75 Receptionists

76 Socrotaries

77 Supply Clerks

78 " Statistical Clerks
79 Telcphone Operators
80 Typists

Bl .Ward Clerks
<82 Other Clerical

Sub~Total
Perccntage of Total

Total Enployees

-

Health and Medical Services {continued)

=

1975

Full

Iim>

423
. 165
64
18
19
85
8
23
22
70
195
17
95
14 -
18
38
3.
25
1302
34
378

286

3308
567

‘172

27
5

237
52

838
14%

5939

1265

-

. Part .
Time

40
6
1

59
“17
30

49
11
86

31
29
10

398
447

[ dR T N |

897

Anticipated 76-~77

New Full

Time

55
14

. 108
111
29

21
418
45%

=

31
16

117
13%

927

New Part:-

Time

1
1

i0l.
58%

20

20
114

174 267
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INFORMAT ION R

&
The purpose of this session is to sensitize
participants to the kinds of information
needed in their issue area; to help them . -
determine alternative sources of supply for
this information; and to introduce.them to
cost/benefit analysis in order to help them
determine if ar aggressive posture is

. desirable. . .
. » .
The first two pages which follow are summary:
. charts from the -informarzion model.
f +
- v
A
”
-
- /
H"/
-
. s
" -

.
" -
»“ N
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+ ‘ Item Value f , ? ‘\:Rtem,

and Cost Locational .
Assessment . Anelysis and __
- . Acquisition/Exchange ™~ -
. Active ! Strategy '
{(Marketing)
Orientation :
Info:
, Excl
J
* Informational

Needs Assessment

(

Plarlming, Irﬁplementatiog,' Admini]stration Evaluation
and Evaluation

- s
. ; . .

1

Tie

. ' &

267 | - Figure 1: The Relationship between Linkages and the Active Pursuit of Needed 'In!




Item
Locacional
Analysis and
Acquisition/Exchange
Scrategy

Information Other
Exchanges Typas
of Linkages

Evaluation

: 2468

\“T




Programs

Communicty
Groups

Needs

Clients

Info on qualified
workers \

Plant closiug
Igformati.on

Free Info

Figure 3 Information Exchange Patterns among Agencieé

O = Organizition or Group

Q = Unspecified Source

~———>. = Line of Exchange

2559
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I
INFORMATION

To some extent each of the four issue areas generate injomational needs for
an agency operating in the area of employment and training programs. The
model of information exchanges and interagency linkage depicted in the pre-
ceding pages yields the following diagnostic questions ‘and directions.

My issfgroup is: ;
AN -
r k-_"

Our goals are:

I. Identification of Informational Components

1. What data do you need to solve this problem? -

2. What is the form of the data you need? i

3. What shoulc}\be the pericd of measuremen:? ™
" {(weekday, month, year) )

4. What should be the frequency of collection?

Fl L

5. How will this data t= used in the performance of your mission?




11, Ability to Colleet Data
In order to assess the abllity of your organization to acquire the data outlined
above In the form desired consider:

[
6. Which of your data needs do ycu have in anguate abundance? -

7. Who supplies the components you now have?

8. Which components do you not have in adequate quantity?

Y

.,

9. Which components do you not have in adequate quality?

10. Which components do you not have at all?




I1I. Abpropriate Dsta Posture

In order to establish whether or not an aggressive posture is worth while, we
should ask the following questions.

11. How would acquiring thc missing informational components contrfbute
to the performance of the managerial task:

- with respect to the issue at hand?

¥ L]

- with respect to the total mission of the organization?

v-_
12, What costs would be associated with getting the information?
{Be specific) )

- Monetary?

- Political?

- Organizational?




1v. Feasibility of an Aggressive Posture

In order to determine if an aggressive posture is feasible we can take the
following steps. - .

13. Construct an exchange interaction diagram using the attached format.

~ Identify the significant other organizations ip the local
manpowﬁr system

- Identify who has the information you need

L]

- Specify the form in whi¢h these data exist

i
Now that you identified: k

- the informational needs of your organization
- whether an aggressive posture is worth while
- whether an aggressive posture is feasible

and where the relevant 1nformat10n is

You are in a position to develop a strategy for acquisition of the needed
information for interagency linkage.




Exchar,. Interaceion Diagram

- -

Agency:!

Yhat
Data:

Form of
Data:

ERIC

PAFullToxt Provided by ERIC
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BUDGETING 'AND PLANNING

This session emphasizes t:lE/budget:ing and planning
for projects which are determined by the gxpup to,
be feasible, once other linkages are in place.. The
group focuses on alternative programs to schisve
their goals, and estimates costs and benefits of the
alternatives. . - . _{P

The six pages immedigtely following are a summary
réminder of the elements of program and budget
analyais..




AN

.,

Program Aﬁalysis

L]

I. Characteristics of program analysis
A. Involves the use of many disciplines for the solution Qf complex problems
Scientific method . J '

1. Systematic
2. Objective
3. Reproducible

Use of models -- abstract representations of reality

-1..Deshriﬁtive ‘ . -
2. Predictive
3. Quantitative

Evaluation of alternatives
. Time context is tﬁp future

Condgideration of uncertainty

L]

Recognition of externalities

* .
Use of judguent -- art.vs. science R
Timeliness

" II. Method of.program analysis
. e .
' A..Objective function -- the set of values to be optimized

-
L]

kY
_B. Criterion -- measure of effectiveness =

C. 'anstraints -~ limits on the range of feasible alternatives

/ 1. Resources -- money, men, machines, etec. . )
"f" *2. Pclitical -- ward boundaries,. interest groups, atc.

. 3. Physical -- capacity, speed, ete.
L]

——

s

4 D. Models . . ' !
LN

- - N

* 1. Simple enough to allow analysis and manipulation
2. Detailedenough to include all important variables

\L ) - »
b, Development oi alteraatives

F. Analytical Eools

1. Mathematical programming
2. Progfam Evaluation ard Review Technique (PERT)
3¢ Simulation :

4. Scenario construction -
5. Cost-effcctn_gle;s analys* 5

F

27 f“!
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f

III.\Cosé-effectiveness anélysié
/

~———— - A. Definitions f
? 1. Cost-benefit analisis -= benefits usually measurable in moncy terms
2. Cost-effectiveness analysis -- effectiveness measurable in any terms

|
B. Evaluation of alternatives

L

. . ) Frequentlyfbne haars tﬁe statement, "We want the maximum effectiveness at .
\. . the minimum cost." This is not a rational basis for decision m651ng, as
d the maximum.affectiveneps is infinity vhile the minimum cost is Zero. -

These two states are generally incompatible.¢ There are, however% two
rational basis for comp ring alternatives:
‘|
1. Given a constant IeVeifof cost, maximize effectiveness
2. Given a constant level of effectiveness, minimize cost

IV. Measuring costs . RPN

el
-
.

A. Estimates may be necessary .

s

. . /

B..Full system costs -- inzlude &peration and maintenance as well as invest-
ment ’

£

C. Incidence of costs -- direct costs vs. costs imposed on others
p :

V. Scale factors

. t P :
A. Limitations of ratios -- cost/effectiveness ratio should not be used
unless comparing alternatives of Si?ill' scale’ &

B. Diminishing returns -- highest priQrity alternatives may te attractive
' for spending the first available dollar. After spending a certain
amount in any one direction, howqber, the effectiveness gained from the
» . last dollar speunt in that directxon may be less than the effectiveness
ixpected from spending -a-dollar 6n an alternative PrOcht-

C. Marginal analysis/-- optimum Lk of expenditures reached when marginal

_effectiveness from last dollar spent is the same for all alternatives. K
’ £

. L]
1 <

*a



. The Budgeting Process, Mechanics and Structure
I. Rationality in Management
A, Theory of the firm., The classical economic model assumes

\ that a rational manager acts in such 8 way ~s to maximize
‘profits of the firm.

]

Non-profit organizations cannot yse profit maximization as a
criterion of rational behavior. - Nevertheless, they can be
managed rationally. , ’/,

It {8 axiomatic that it is better to hzve rational management

than irrational management. The budgetary process can be used

effectively to fationalize management .in all types of organizations,
] Y -

v
.,

"I, Definitions ' : ' \

“ .
A, Planning~~consideration of objectives of the ~rganization and
~weighing costsyand benefits of alternative activities,

/B, Programing--making gpec1f1c decisions as to which alternative
R activities. wil; be undertaken ) =

Budgating—-assign1ng—;esou;ce5—ta_the_various chosen activities

T

——
1I1. Budgeting Concepts

aal

+

A, Cbjects of expenditure {or "line items'")

1. Usually required by law i /
. 2,. Oriented tow.'d contrgl (in a narrow sense-~to discourage
theft or overspendingg | /ﬁ .
3. Focus on inputs }
4, Organization bound -

S. Disproportionate ‘n—de#a%i”'—_-_-

ferformance budget

1, Relates expenditures to scale of activity .

2, Foeus on efficiency f

", Requires quantitative medsuremen of WOrk units
4, Organizztion bound

] L
. . ‘

Program Budgst |

1, Focus on end oljectives
Z, Considers effe¢tiveness
Allows cousideration of alternative means of accomplish1ng
objectivas
Cuts across organizational lines
Control at policy-making level

.
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IV. Characteristics of an effective budgeta‘zry system

A. Explicit recognition of objectives |
Progr;m budgetiné ‘i ‘

Extended time horizon,

Evaluation of alternatives through sys‘temati.c analysis

Reporting of accomplishments

-




of Health—Continued
PERFODMANCE DATA—Ceatimwed

wWORK UMHITS - FEESONNEL

. Nunber Nembor Man-Hours Marn. Haows Fer Unlt
LO0T  ACIWIET AND SULACTIVITY Nama Bl 1923 Budgel 3972 Ad. 1v70 (97) 1972 . _iend o1z, W13 un

8114 Durman of Health Services; oo, [ e e o " 191 190 183,310 161310
01 Sapervitory and clerical we . . v i 2 06200 ' 2LE0 .. e
€2 Detta) treztmenls given Esch . 410000 440000 432,33 38 38 G150 40870 09 89
63 Patests examined ......em—Examination 400,000 28,7507 326,565 135 136 105,480 111,520 26
0  Health education aervieed . ) : 4 -~ 7280 7280

an wras Hrhuiat

3113 *Aduit Health and ALnG towmmee . - 81.530 20380
01 . Supervisory acd derieal oo 1ot ermem - 31,652 3
02 - Hecrt patisots visita Vialt . eTe3 283156 233210 T Y [ N 11
b3 Cancer patients vijta . Vit o 54389 . 63,921 © 41,808 15938 4698
T8 Diabetes patiedt wiaithemm——Viajt $9.199 65,548 20,601 8,580 8,586
95 Nuuitiecal guidases visits o .. Viait 24,300 2000 18,627 16920 10,920

3116 Contrel of Compankable ! {
Diserses; . . 123050 177192
1} Supsrvisory and cleriaal ) . R : . 60,060 60337
Beaalh oBeer's vila Vislt T, 14,348 1,820 1,820
Bedleal leterdewers vialts —.Visit 36,52 . 20020 22117
V.0, paticot vialta . e Vialt ) 103,225 26500 27,187
V.D. inseatigstiotis . ut.miam—Perzon 45,000 50 16391

- B
»

-

3117 Centatlous Discane 1oPital . .
Fadlitio® . . [P, 270,423 264,908

01 Superrivey and derieal o\ P— 29,120 30340
o Paticot eare provided.. - ..Pa!k.‘nt day t10,000 10000 7 6362 t 105,989 110,023
23 X-rsfs jalen And inur;i‘rzui-.x-uy\ 6.500 6,000 5.126 ] 4.095 Gle0
05 Meals preépared and aerved —__Mead N, 170,600 165.000  15%.207 60,060 6l.8J0
08  Laundry processed inwmicmanPound 215,000 220,000 251,973 23,660 25660
07 Providing ambulance atrvice.—Round trip: 290 £,000 M7 ) 2120 $572
08  Maintaising hespital buildlnga. Square fmt\\\ 130369 130,969 130369 .. 40,780 42,600




Boxrd of Health—Lontinued
TERFOHEMANCE DATA—Cantizoed

PERSONMEL
ManMevn

OPERATING COSTS
LAl

Humb ot monHovrs Porbfalt

Av, Comt Parito®

Ak A9

1973 1973

328 1972 1973

e

W

432343

T 318,565

. 233,186
a2l
83393
23,000

PL T

A

e

m210
41,503
32,601
18,627

191 150 183,210

1£1.310

12
3 a8 £3,750
135 13¢ 105,180

4 7200

20,800

55 91530

21,540
40,670 .09
111,520 .26
T60 s

——

20,338

.

14 31,652
15 24,440
9 15938
7 8,580
[ 16,920

/ 1
123050

N6 ms
24,336 05

14598 23
8580 [ M
10920 / 5

121192

60060

1,220
20,020
25,590
14,560

270,423

60,337

1,320
211
211P7
16,331

284,905

Wb

26,120

G000

- £65,660
220,500
1,000
130,367

5126

153.207
251973

17
130,369

10988
4295
60,060
236160
7720
40,780

30,940
110,093
6160 H3
61,880 .11
23660 o
|}
47 41

anime v

1050

N

1972

1973 "

1972

1973 \erd
L

$2.856.233

P

$2.521,714

250,265
603,560
1306342
£6,966

.09
a9

Las. 165

203,833
209,036
103,974
37,486
67,786

1.032,547

423,542
520,2:2
“31822,166
49,751

e
182,107
234,003
196,504

95,563
19,656

956.340

T 5505
11,156
153836
320,391
160,408

1.280.557

o

329,143
20,353
181,188

nzser

145,265

1,180,986

181,212
494,121
51,143
284,72
90,116
40.732
164819

11.01
1.03
as
2
957
33

166,506

484016

24,117
260,751
76,466
A
156,209

—— ——

i 414

$ LU
471

$113
159

P
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JOURNAL-CITY COUNCIL—CHICAGO ’ December 13, \974

100—Oorporate Fund.

Appropriations for expenditures for the fiscal year
beginning Januery 1, 1975 and ending
December 31, 1975,

No. 1. - CORPORATE PURPOSES FUND—100

MAYOR'S OFFICLE, Aot

$

1110.090 For Personal CIvices ..oieesessesrsesscescscssss 991358.00
nlo.loo FOI' contractual Sel'\'icts R R T Iy 23!850.00
mo.zoo For m\'el ...Oooto...oo.o.o.oo....b..oooooo...o 3.?50.00
1110.300 Forcomodlt.es ‘B iBetesttsnsnnrttonnstatbun BEES 1450000

Tom for L&)’O‘l"s omckkecuu"e.oooo sasavae 593!453.00

) lIu:yor'c Comalttco for Tconomio sizd
Cultura! Pevelopment,
]

m54000 For pcnonal senim‘s ‘......................... 228‘46?-0‘0
11150100 ror mntmctual scmcca L R N N BN NN N NN NN NN .).0. R 11‘300!00
.nm'zoo ror u‘u"el [ R N TR FEREEEE R E R R R R RN RN R NN LN NN N INN ] ; 3[000-00
nls.aoo ror mmodltles ...................‘..0......... ' 2.060!00
ms‘?oo Fo.r COnmgcnci“ ................................ 250-00
PN Total for Xizyor's Corumitice for
Econor.-:..q and Cu.l‘uml Deavelopment......... 245.017.00

!'_‘ : S +
Mayor's ﬂice of Inquu-y z0d informa{lon.
mo For wmnalumcea .000...0;....0............0 131.??5-00
nzo.loo FOI!‘ Qoﬂmctunl scﬂices co.o..oocoooooooooooo [ X RN 3.000.00
mo.soo Forcomoditics o.ooooOcofoocoooo'o-oo'...oooo‘. 3,500.00
mo.?oo Fh. conm,cncles LI R N N R N SRR N I N NN I N N NN N . 1’000-00

Potal for Mayor's Ofice b Inguiry and -,

Morﬂn‘ﬁon (E R RN N NP E R AN NN NN YN .139.275.0”

Mayor's Quico for Scmiar Citizcus.

nso.ﬁno For pcisonal sewiccs LECN N N BN NN R .........0 LR NN N} 740‘22‘1 00
1130.100 Fof contractual FOIViCeS .. eevesverssnsocassssnsse 129.050.00
mo.zoﬁ r'orlra\ﬂ:l..-...c................(.....-........ 17:000.00
1130.300 Por“ommﬁltles 0..c-c...(...cc.....‘....‘....c. 12.500.00
nso.‘lon Forcqulp:".cnt.. .. .ooooooccoaccooo«oo.co.co.oa 3,3130.00
3130.700 'For contingencies .o, viiie.fiviieine vinienrencns $00.00
1120501 For Community Leadership Development ., eel.... 7.500.00
1120.802 For Retircnicnt Education PTogram ev,vevs.sessens. 7,500.00
1130.803 For Advisory Council 0n-AZIng . eiviviviianans - 1,000.00
. To provide for rescarch, planning and scrvice proe
1130.504 grams for the handicapped...vv v ivevivivannes 25,000 00

Total for Mayor's Oflice for Scojor Citizens,..... 944.074.00

Ea¥or's Oﬂlco—-Budgotnry Dh'h.!ou.

1140.000 *For peraonal SCIWICCE toeeicetvanssasessanssenees 5Ly af4.00
3140.700 For contractual BeTvices svvv.vriesocessososassssn 79.550.00
n‘00200 FOI!‘ t.ﬂl\fl:l rcccocooccoo0‘..0........0..00ooo..o.o 129?25.00
11‘0.300 For conmoditica I R R R I I 3.700.00
11‘0.?00 ForCOBlIngenCieﬂ PN R R L T I -50.00

Tota.l Ior Budgcmry Dlﬁ.ﬂion settisssssssssans 6260‘199.00

Source: City of Chicago Appropriation Ordinince for 1975.

| pacender 13, 1974; p. 9440, 2&3
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BUDGETING AND PLANNING

Accompliahing goals rzquires the development of programs or groupings of
functions directed toward goal achievement. With limited ‘resourcee, we
must analyze programs in terms of cos({ and effectiveness and select
&lternatives chat will best pexmit us to accomplish cur goals with our
resources. /

The fo,lliwing are scme questicng that might be conaidered analyzing programs
from a budgetiny perspective.

v

My issue group is:

OQur goals are:

1. What alternative progré-ns could you propose to accompliéh the stated goals?
- Describe them.

'

Program A.

Program B.




13

2. What resources are requiréd to perform the activities involved in each
" program?

A

Personnel

Materials & Supplies




3. How can we estimate the costs of these resources?

Personnel

Equipment

Materials & Susplies

’

i

* Otherx

289

e




I
4. How would you measure the effectiveness of each program?
&

w

-
R
1 - ./

5. Are there an: other agencies yéu'can think o. that might benefit from either
program A o B in accomplishing their own objectives?
If you don't know, how ¢an Yyou find out?

A i
- _.':""""'--._1‘“ '.1
\ “, ‘J
| .
|
B \ ul
el
\
L
|
i
vi
6. Are there any other agencieslyou can think of that might be able to provide
resources {functions, aclivities) needed for program A or B?
'1f you don’t know, how would Wou find out?
A
. .
- L
l R
B S een eas
. l e I
. | ' : -
. £ L _ -
N\




- .//

, 7. How would cooperation with another agency permit us to accomplish our goals
&t & higher level of effecci}reness or at lower cost?

-

4

!
I .
. T
i / |
.
S
/ . -
288 , \
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