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SPECIA NOTE

'This monograph is one of a series'entitled' CETA Program ModelS prepared for the
Employment and Training Administration's Ake of Community Employment Programs,

,with financial support by the Office oftResearch and Development. The seems is divided

into two parts. One, on program activities and service's, was prepared under contract
number 81111-71-09 with the National 'Council ?; Employment Policy and edited by
Garth Mangum of the University of Utah.

The monographs being issued or prepared for publication in this pare of the series are
On-the-Job Training by Janes Bromley and Larry Wardle; Job' Development and Place-

ment by Miriam Johnson and Marged Sugarman;* Classroom TrainingThe 01.0 Ap-
proach by Calvin'Pressley and James McGraw; Supportive Services by Susan Turner and
Caroline anradus; Intake and Assessment by\5.et.Bruno; Wbrk experience Perspectives by

Marion Pines and James Morlock; and Public Service Employment by Ray Corpuz. Others

may be added as circumstances warrant.
The authors, experienced employment and training program operators themselves, re-

view the purposes and means of carrying ont CETA functions and comment on methods

they have found useful in conducting programs and avoiding pitfalls. The series is com-
mended not only to program operators aid their staffs, but also to community groups and

other manpower services professionals in the. hope tliat this information will enable more

people to learn about CETA programs, stimulate new ideas, and contribute to improving

the -quality of employment and training programs.
The. second part of, the'series deals with-innoVative programs conducted under, title VI

of CETA. At present, the only monograph in this part is CETA Title VI Project'bescrip=

Lion Reports. It was prepared under. contract number 82-37-71-47 with, MDC, Inc., of
Chapel Hill, N.C. Additional reports describing other innovative programs are-planged.

The series should .not be regarded as official policy or rdquirements of the U.S. Depart-

ment of Labor.. Although every effort has been made to assure that the information is coo-
sistent with present, regulations, prime sponsors are urged to cansult current :regulations

before adopting changes the authors may advocate. The authors are.solely respon'sible for

the content.
Copies of other titles in the series may be obtained froM:

r Office of Community Employment Programs
Employment and 4Training Administration
U.S. Department of Labor
601 la Street, NW. d a

Washington, D.C. 20211 .
-`"

Reader comments and suggeshons are welcomed and may be sent td the above address.
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FOREWORD

On-the-Job Training is one of a series of monographs with the general title, CETA Pro-
gram Models. The sseries is 'designed to make available to ,prime sponsor staffs the lessons
some of the more exPerienCed of their colleagues feel they have learned from service in
Comprehensive Employment and Training Act (CETA) and previous programs.

Tim. Bromley,is assistant director and program manager of the National Alliance of Busi-
nessmen (NAB) gfor the State of Utah. His background "includes 6 years with the State em-
ploymeint service as an unemployment insurance claims examiner and-as an employment

. interviewer before joining the National Alliance of Businessmen as a contract service repre-
sentative in 1971. He holds a master's degree in huMan resource management from thel
University of Utah. .

Larry Wardle is an employment security specialist With statewide responsibility in Utah
for contracting under CETA: He spent 3 years on assignment with NAB and 2 years as
executive secretary of the Cooperative Area Area Manpower Planning System (CAMPS)
after experiences as a local employment service office manager, labor 'market analyst, and
employment interviewer. He holds a master's degree in industrial, relations from the Uni-
versity of Utah.,

Bromley and Wardle draw upon their experiences in a small State with a 'history of
statewide nanpower planning in which the State employment service has played a key role.
What they advise has worked in that setting. As with each monograph in this "series, the
' reader is urged to accept and adapt to the setting at hand only that which gives promise of -
usefulness from the experience of peers.

Garth L. Mangum
Series Editor

.
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PREFACE
.

1.Q
e

As the 1976's:draw to e dote, atten tion .is focused on the direction employment` and'
training programs will be taking in the 'next decade. As 'a result 'of the Coinprehensiy'e
Employment and Vaining Act, old programs are undergoing critical reevaluation,' Hith-
erto accepted solutions to long-standing problems are subjected to close questioning: In line
with these departures, this mOnogtaph attempts to provide a fresh approach to on-the-job
training (OJT) and: in sa doing, io offer, the CETA prime sponsOr-,and the on-the-job
training progrAhr operator the basis for new programmatic. directions. . .

On-the-job training (9JT) is not a new concept, but rather is a form of training that
has bCen usedeince woik began. HoVreer,' since the advent of the Manpower Develop- .

-.' ment end Training Act (MDTA)' of 1962, interest in and study , of OJT have gratly in- 7.
Creased. A review ofthe period since passage of MDTA, Coupled with the extensive ex-
perience of the authors, may prescribe some remedies for today's problems, and for.. the
basis for more effective training prOgram; in the future. _ .

This monograph, however, is not intended primarily as a technical assistance elide but
rather as an a.verview of some philosophical and operatiOnal considerations for 'both. the-
policymakei. and the program operator. Some ofthe material is quite elementary, intended.
for those with little knowledge Of on-the-job training or experience in these activities. Other

sections of the monograph are intended fOr readers quite familiar with on-the-job training, in the hope of -stimulatill their thinking and providing ideas for creating betfer on-the-
Ack. , job training programs. . - , , .

What, for example, are the inherent strengths, weaknesses, and limitations of this type
0 o

' of training'? Philosbphically, what should the central focus of on- the -job traininggrain-
Aing for jobs or 'placing unemployed persons in Jobs? These sometimes conflicting objectives

are reviewed, 'along with the ways in which the issue affects, planning and operations.
' Further on,-the authors argue that on-the-jab training involving private -or -profit employ-

e has not been utilized to the extent that it could be.,Well- planned and aggressive solicit-
1 g of employer OJT contracts can prove successful beyond most prime sponsors' expecta-,
trons. Indeed, the authors believe that this type. of planning and soliciting; when carried
dut in tandem with a well-articulated public felations program, will prodtice a program
invited in' size only by the available funding. . ,

CETA presents an opportunity for 011'11e-sponsors to be innovative. and flexible in de-
gigning'and implementing on -they ob training progtams. Suggestions and examples are
given involving such concepts as incentive paynients, variable reimbursement rates, and
contract extension. Specific tailoring 'o contracts to individual trainee, needs is also. ex-
lained, along wiili Some thoughts on the use of whither systems whereby trainees de-

velop 'their own persoOlized 'training programs.
The,monograph ends with some conclusions about on-the-job training and its pres t

application under CETA, In addition,' recommendations for program improvements re
offered. , o

The authors believe this mondgrayifi, makes. a .significant contribution to the -understand-
ing of on-the-job training and'partially fills a void left -15y other publications on the subject.. I, -, ' , '-
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HY ANEEPURPOSE OF OJT

Philosophy of OJT
,

The basic philosophy of 'OJT is that, for many occupa-
tions, a trainee learns best by doing,the work in an .actual
work situation, using the employer's prOceciures and equip-
rent according to the employer's requirements. This is
par)icularly the case for semiskilled occupations in which
workers are hired an. unskilled level and move upward
through a progression of jobs, each involving small in-
crements of skill. .

The purpose of OJT as an employment ancr- training
program is to place individuals in a' work and training
situation. It is especially well .suited for disadvantaged
persons,who may be disenchanted with classroom types of

:training. Many disadvantaged clients need extra he19.44.-- (4)
cffort., their behalf to overcome obstacles and becothe
meaningfully employed. Reittibursement under OJT con-

* tracts is designed tcrInotivate employers to hire individuals
they might- otherwise not consider by helping the em-

,ployer cover the extraordinary costs.of hiring, training,
and retaining disadvantaged persons as workerst'As an

' employment and training program, OJT has the follow-
inefe5tures:

(1) Some clients have problems so severe that they
cannot meet entry level requirements for employ-

: men/. Such individuals require preemployment
training, counseling, or other service before they.
can, considered job, ready. ' ,.

(2) Clients who are hired -and placed in an OJT situa-
tion often require supportive services to success-
frilly adjuit, or benefit from tAining.. Many em-
plOyers have found it difficult to prciOide timely '
and effective services.

4
,

. ,

' . (3) OJT seems to be feasible and best situated for
entry 'level jobs. Many such -jobs offer :little hope
of advancement to higher level jobs and pay. A
trainee in such a position may quit anct.'once again
be in need Of employment and training.
OJT is not suitable for certain kinds of jobs. If
the..knowledge and, skill required arp theoretical,

'mathematical, scientific, or academic,' a back-
ground in formal education is usually required.
OJT- is generally less expensive to conduct than

bekinds
of training. However, iti may prove to

be more Costly for an emplOyer, since greater
time demands are placed on - supervisors. Also,
combining training and ,production results in less

, output than would..have occurredSif the total effort
had been devoted to prOduction alone.

(6) Often craft or other workers who provide train-
ing to newly hired einployees.tdo not have the
skill to be good instructors. Sometimes they re-

' sent sharing their knowledge and feel thdr the
trainee is being given advantages, they themselyes
did not have.. ,. ..

These - obstacles present a cl4allenge- that may be .over-
come, in part, through innovative design and creative ad-
miristration. 1 ..

I .
.

\ 0

1

..(.1) tlients start work 'immediately. The concept is to
. hire terse and train-later. -, ,
(2) Clients are not trained for theNncertainty of a

. futurejob that.may or may not exit.
(3) Thcbtraining is practical and comprehensive in that

it exposes the trainee to an actual work environ-
ment, pressures( interpersonal relationships with

". yellow workers, and the 'ritual of company pro-
cedures.

(4) Trainee perfortnance canbe evaluated on the job.
(5) The trainee is trained according to empfroyer needs

and desires.
(6) For many jobs _OJT is lesstexpensive and more

flexible than other training prOgrams.
(7) ;'he trainee immediately becomes a ptoductive

member, of the work force. Employment of the
disadvantaged can .also have economic significance
in terms jof a reduction in welfare, unempfoyment,
and similar- transfer payments. Another important
economic benefit is that the individual becomes a
consumer with increased purchasing power.

Each of these 'features is desirable' in an employment
and training program. -There are, however, some limita-
tions and weaknesses inherent in OPT, such as (he follow-
ing:

Pyrpose of OJT--
two VieNipoints ,

t ..
As' an . employment and training., program, OJT in-.

corporates some form of reimbursement to employers to
offset the costs of training. The' only justification for that
payment is tO motivate emplpyers to, perform a public
service they would net normally perform.' Generally,' that
public service js to hire a comparatively disadvantted
person ,whO Might otherwise have been rejected. Less

9



often; it may be to upgrade a current employee in \N, tiom

the public has a special interest. There are two possible
ohje, fives in the sithm,"117ed employment and trainirte 'of va
new employee. First, the reimbursement `.`buy,s- a job for
the trainee, andfainful employ menios the major objective.
Accordingly, success occurs W,lien the person is hired and
retained as an employee. Placement becomes an,end in
itself. One implication of this view is that the amount
and quality of training-.1s secondary to continuedImploy-
ment.

&second view. of tire purposi of OJT. is that the 'rei
bursement to an employer buys training' Which makes th
trajnee more marketable as a result of increased skill. In
this context, the placement 'mid training are means to an
end. Retention of the worker by the contracting emprayer.
is of secondary importance, so long as meaningful training
is provided. Indeed, employment during the training eriocl.
may even be considered as transitional employment.

Each of the above points of view has merits, but the
iewpoint to which a CETA planner subscribes has far-

reaching implications fdr planning and operating OJT
programs. Thekind of employers sought for _contracts, ex-

, pet.tation of training, and evaluation of the contract's suc-
cess arc 411 .affected by one's point of 1,1e\k regarding the' purpose of contracting for OJT.

I
4

Upgrading as ai OJT Program
o

Although CETA'ttlbws upgrade training, little has,been
,done because CETA regulations efitctively preclude it. To
be eligible for upgrading, a person must be employed and
must meet the poverty level guidelines. Few employed per-
sons have incomes in elation to family size that make them
eligible for upgrade training. Basically, upgrade OJT is
used in .situation4 where employees are confronted with

O
;

4\trbarriers to occupational or care advancement:Many
times a person working at an:'entry level job lacks the skill
and training to be promoted to a higher level job The em-
plow may feel .that upgrade training is not a justifiable
cost .as long as .other workers with the requisite skills are
av ailable from inside or outside the establishment. -

Encouraging employers to provide up-grade training and
other services that enhance career opportunities for the
working poor may result in the following benefits.

,t
Cl)
(2),

(3)
II (4)

More entry level jobs, for the unemployed..
Less turnover' as a result of higher morale and job.
satisfaction.
Increased...realization of 114man resources potential.
Greater productiv'ity .of the work force ,through
training.

However, CETA' planners may be reluctant to provide
for upgrade training becadse of the reqiiirement cited above
and becaus/e of such considerations or opinionS as 7

) The lack of resources and the pressing needs of the
unemployed permit expenditures only for entry
OJT.

(2) The payment of government funds, for upgrading is
a subsidization of private business that is objec-
tibhable in principle and philosophy.

(3) It is too expensive, and the cvected returns are
doubtful or.uncertain. Therefore, it is not considered
a prudent investment of funds.

(4) It takes too much effort'add thought to develop an
effective
Unions may plot:support the concept, and colledtive
bargaining agreements .may exclude eligible em-
ployees frpin participation.

(5)

It is advisable for CETA plamfers to give some thought
to OJT upgrade training in of local needs and. cir-
cum, stances.,Technical assistance for designing and imple-
menting\such programs may be available from Department
of Labor representatives;

10
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42ATISTORI-C/VL DEVELO
, TRAINING

On-the-jo,13 training began when a father first taught a'
son how to hunt. It is such a natural process bat it does
not rind itself to Armal historical treatment. Employers
have always assumed some training responsibility partic-
ularly.for those jObs Which do not involve high theoretical
content and which can be taught by a supervisor dt a fellow
worker. Apprenticeships "are:another. variant.

We are concerned here primarily with public policy re-
garding orMiiikjob training as a tool of human resource
development. The real impetus/began during World War II
when the labor orce expanded rapidly to_include women_
and other inexperienced workers or workers untrained in
the specificlob skills needed. Employers -had to train
workers as part of'the war effort; it was expected of.them.
Alter the wa7, the CI Bill proved theyvalue of public-sup-
ported training of workers, often expressed as a c,ombina-
thin of fohnal educ-ation and on-the-job training. That ex-
perience proved a basis for public programs which were to
follow more than a decade later.

On-the-Job Training and the
Manpower Developnient and
Training, Act '.`

.1

PMENT OF ON- THE-JOB
POLICIES

ects. As long as potential employment_ opportvities could
be identified and trainees recruited, an institutional training
class could be develoPed.2 Furthetmore, 01T required 4'17
bloyer participation, and in the existing slack labor market,
employers faced few recruiting difficulties.

In spite of this, Department.of Labor policymakers rec:. 5.

oghized that OJT was lesg expensive- to the public than .4.

vocational education; it offered. no problems of recruiting
instructors, purchasing equipment, keeping up with indus7°
trial developments, or placing graduates. In addition, since
OJT included a jO1 while institutional, training -offered '
primarily a'hunting liervse" with which tp seek,a job, it '
was vfewecrby policy makers as an attractive way to involvi

"private business. 'eat's cif. slack demand had seen coin-
pany training programs atrophy, reimbursement for train-
ing costs were available, and t'he choice of employees was
to be le,,ft to the employer.

. Efforts to Increase Priirate
Employer- Participation

, Surprisinglgrittle in the way of on-the-job 'training was
\

Surprising
unWrthel'Manpower Developmnt and Trainhig

Act- of 1962.'The MDTA was the second of the New
Frontier/Great Society anti-unemployment programs (after
the Area Redevelopment Act), and OJT was included in
the legislation as' a parallel effort with classroom training.
However, institutional training, as th school version came
to be known, had gained a foothold under t!le ARA and
had a built-iti local administering bureaudrady which did
not exist for OJT, leaving the letter to a, late- start and a

'slow grOwth.i Moreover, key congressional figures .com-
plained that OJT had not fulfilled expectationt, becouse
some of the appropriated funds were amused in the existing
slack labor market. Initially, the Labor Department had
little faith in the capability of the vocational education sys-

: tern to train for successful employment; the Deparkment
.. preferred the direct apprOach of.OJT. But promoting OJT

was simply more difficult than, developing institutional Proj-

Garth L. Mangum and John Walsh.
and Training (Salt Lake City: Olympus

4

A Decade of Manpower Development
Publishing Company, 1973), jp. 8.

Accordingly, as time 'passed and the labor markets con-
tinued to tighten, the MDTA emphasis gravitated from in- =

stitutional training to OJT, with the latter:rising from 6
percent to 48 percent of the total effort from 1963 to
1968.3 Employer associations, hoping for a. piece of the '
action, acted as prime contractors tosromote OFT arid to
subcontract with, their Members. Community groups site,,h
as the Urban League, which also served as prime con-
tractors*, had a, different set of objectives 'but lacked ex-

.
perience and employer conlocts. As a result, over one-third
of The avail4ble,slots were used to upgrade employees al-
ready on the payrollf,Moreover, on-sight observatietn found'.
training ranging from excellent to none at all. In a few
extreme cases, employers were unable to identify employees
enrolled in MDTA-OJT.

In spite. of the problems with OJT, the 'average bud .

ge6ry costs were lowerand the placement (retention) rate
much higher than for institutiontial training. For example,
of the 83,600 ttainees who completed OJT projects in

Oarth L. Mangum. Manpqwir Development and Trainiqg Act, Foundation-
or Federal Manpower Policy (Baltimore: The Johns Hopkins Pgen, 1968), p.

3 Arnold L Nemore and Oarth L Mangum, "Private Involvement In Federal
Manpower Programs," in Arnold R. Weber. ?rank H, Cassell, Woodrow L.
Gins6urg, eds.. PublicPrivate Manpower Policies (Madison: Industrial Reis:
Bops Restarch Assoc., 1969). P. 64.

Ibid., p. 62.
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'Chart 1. Employment Status of Workers
Completing On-the-Job Training, -

Fiscal' Year 1967

Employed in
other jobs 5 3%

Employed in training
related jobs
855%

advantaged r1ion-disadyantaged trainees;. e.g., fiscal. 1970
guidelines specified. a 5050 placement target.

Still, employers seemed reluctant to hire The undercau-
cated, the young, the old, and 'members of minority groups;
limiting the potential of OJT for serving the disadvantaged
unless new approaches-. were developed. Furthermore; ex-
perience with disadvantaged _trainees 'seemed to , substan-.

tiate the- eniployers' ' foot-dragging*, position. -Training the
'disadvantaged often requircid ,basic education' before they
could uherstand simple -work instructiong, jbb-related

Source .US Department cilabor ManrowecAdnurosirajon

Not employed
9 2%

ucation ) that they could understand the task, s'pecikl
counseling to ameliorate personal protlems, trarl assist-
ance and child care, medical ,and d dental cate, and a smat-*
tering of other supportive services before, any of their work
potential could be realized.

Even after'the requirements for 50 percent disadvantagel .

were imposed employers tended to fill thefrrtraining. slots
.

with the better qualified among the "disadvantaged" ap-
plicanis. In fact, one study. of OJT subsidies to small em-
ployers in New Haven, Connecticut, indiCated thara sizable
number, of the employer (22 out of 95) 'viewed ..the sub-
sidies as paymthitsfor which they did nothing in 'return.
Thirty-nine-were disheartIned by the behavior of trainees,
and either refused to use the 0.1T 'program /Again or put

(new conditions .on continuing its use.? ,

Nevertheless, the deCision had been made to promote,
the OJT idea and to ensure that a substantial part of the
public money would go for, training, worker; .who' did not
have a reasonable expectation of meaningful employment
without some form of assistance. Against this background,
the Department of Labor began to ,explore other approaches

fiscal year j967, about 21 percent were employed at the to Stiniulato molt private employer participation.
time of the last post-training 'follow-tip; most of them in

Motivated by combination of ghetto riots in their hometraining-related work- (se chart 1) ." furthermore, an ex- .
cities and the tightening labor markets of they Vietnam war,aminajion of OJT program expenditures for the corre
a lew employers took initatiies in hiring disadyantagedsponding period of time showed that the average cost to the
workers ftoni the central cities, often in pursuit of defensegovernment of MDTA-OJT was relatively low. It'approxi-

mated $650 'Per trainee, more than $900 below thea-ver- contracts and in response to attrmative action "pressures!. `°

age for the Institutional training Program.6 As a result, con-. Federal 'officials, noting these initiatives, began a series
,siderable government pressure .was applied for continued of Contracting efforts, persuading employers to hire disad-

...
,rapid.expansion of OJT programs. Simultaneously, there iantaged wotjers and offering to underwrite with public
was a tightening of the labormarket,.and ma employers' funds the additional costs of hiring thesewerkers in prefer- _

veres looking 'for new employeesc OJT proghtm admini- ence to more familiar onesAll .or this culminated in 'a
stratois, at the focal point of thee forces and with limited special presidential message in January 1968 and the
staffs, hurried to fill a growing number. of slots. The out- launching of the National Alliance of Businessmen's Job
come was that, in too many cases, the characteristics of.. OppOrtunities. in the Business Sector Program .(NAt-
those enrolled aroused suspicion that the ivorkers were not JOBS).8
particularly different than those the employer would have , .

hired in the absence of the relatiVely small subsidy. . -
..... A '

Robert S Goldfarb "Tho 'Evaluation of Government Programs The Case
" - In an atterapt to improve on this record, subsequent S.

.
of New haven's Manpower Training Activities)" (unpublished Ph.D. thesis,

MDTA-OJT administrative deoisions required that pro- Departmen4.0 economics., ale University, 19619, pp 112-18

gram administrators Maintain an, appropriate ratio' of dis- Sal A Levitan, Barth L. Mangum. and Robert Taggart III, Economic
Opportunity .sir the Ghetto The Partnership of Government and business. A

5 Manpower Report of the President (Washington: U.S Department of Labor, Joint Publication of. the Center for Manpower Studies, George Washington . .0

1975). p. 320 University, and the Natiohal Manpower
'

Policy Task Force (Baltimore:
.1
The

!bid Al)ril.196?, p. 62 Johns Hopkins Press:. 1970). p 81 ' ' ,
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Teaming Government On-the- .

Job Training Programs with
.Piivate Bhsiness Leadership
the .JOBS Programs

Although JQBS was the outgrowth of MbTA-OJT, it
differed it several fundamental respects:

'(1) It was \deSigned to serve 'only disadvantaged
workers.
It was'iargeted primarily to the large urban areas.
It relied on employers to provide not only job and
training but also the full range of supportive serv-
ices required to help disadvantaged, workers make
satisfactory job adjustment-

(4) It utilized t4e services and support of bpsiness em-
iployers to help Promote' the program'i efforts.

"(5) It stressed "hire first; then train and retain."
In essence, then, the NAB/JOBS program was initially

aimed at continued testing of the basic concept of immedi-
ate employment for the hardcore unemployed and at ex-
plOring the training-methods and related services that would.
be most effective in increasing these workers' skills, em-
ployability, and stability on the jO15.: NAB was also con-
cerned with finding better Nrays!ftel enlisting employers'
cooperation in the program and of helping theM to over-
CQflle the serious problems entailed in absorbing thgadvant-
aged people in to their work force.

The JQBS program involved acommitment by employers
to hire these workers ,first and train them fterbuilging
on. the aCcumulated evidence that initial placenV in a
job at regular wages does much more to motivate a disad-
vantaged individual than a 'training period before employ-
ment with only a promise of a future job. The program put
the services and financial powers of 'government at the
disposal of industry, a plan which experience had shown
Was essential if the !disadvantaged unemployed were to re-
ceive the, range and depth of services required to hel
become productive, workers.

Simply stGted,'the objegives of the NAB were as folloWs:

(1) To:2ulate the awareness, involvement, and com-

C*2

(3)

mit t of the business community.
(2) To secure job pledges.
(3) To facilitate, the actions required to get the people

on The job and keep them there.
(4) To have the Alliance advise and assist the govern-

ment in shaping employment ,anaittrainffig programs
to community needs.

Results of theNAB/JOBS
Effort

The evidence suggests that ;All did a fairly good job
of increasing the number of disadvantaged hired by many

OW.

companies. Campaigns/Pr job pledges and OJT contracts
were carried out initially in50 metropolitan areas, which
NAB called "metros': for short.' NAB added 81 more
metros in 1969 -and the total has been fluctuating since
that time. These campaigns produced 8,400 cotatact jobs
in the first 'year, 31,500 jobs in the second. year, 52,800
jobs in the third year,. 60,100 jobs_ in the four.th year, and
88,200 jobs in the fifth and largest year (fiscal 1971) .°
Closer examination Of the statistics, howeyer, reveals that
the JOBS program had ijs greatest success during the period
when,labor demand was high. As demand began to falter
toward the end of 1969, many of the NAB ,metros found it'
increasingly difficult 'to interest employers in OJT, since
well-qualified workers' were available. Of perhaps greater
coQrn- was the fact that many of the JOSS trainees found
themselves in the age-old position of being the last hired
and first fired.

. '.

With the advent of the Comprehensive Employment...)yd
Tiaining Act (CETA) and its focus on*decision making
at the local governmental level, NAB has been phased out
of OJT contract administration, but there -is little doubt
that it has made a significant impact, upon the procedures
companies folloW in dealing with thsdisadvantoaged.after
they are hired. Indeed the provision pf special progr mming
to meet themployinent 'problems of the disa taged
generally dismissed as preferential treatment before 1968
has become a way ct.f life for many of the NAB participating
companies. NAB 110 not been phased of t of existence, and
few of the exeCntWes who have worked for the Alliance
complain about ,its 'continuance.

Today ,t11liance has expanded, its efforts on employ-
mentand'employability development programs for youth,
veterans, and ex- offenders. In 'addition, *the partnership
of governmeni, 'business and labor has been -expanded to
include education in Order to more effectively deliver pre-
vention and correction services. More specifically, NAB is
attempting to strenggien, the eduCation and training' oppor-
tunities of lo4 school, systems with industry know -how

wand resources.,-NAB believes tat both sides can learn
from each other and jointly help the school systems better,
prepare students for entry into the labor-market. Moreover,
NAB experience with OJT programs h8 made a positive
contribution to the design of CETA/OJT provAionr.`,

CETA prime ,sponSors now have the opportunity to
further experiment with the OJT hiring and training tools
developed over a period of inky years. Thee experiments
can take place entirely outside-1HE aegis of NAB;' 6,r they

'can take place on a shared experience basis. Theweight of
evidence suggests that the shared exferlenee approach will
produce better results. .

, . . .

Manpower Report at the President (Washington: U.S. Appartment of Labor.
1975), P. 317.
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3. CONSIDERATIONS IN DEVELOPING AND
OPERATING ON-THE-JOB TRAINING PROGRAMS ,`

Assessing Youi Objectives

Considering the record of achievement for OJT pro=
grams, prime sponsor/planners would be seiftiss not to give
serious consideration to all OJT component in their plan-
ning. However, there are several issues that should be
explored before a planner can intelligently assess the need
for OJT activities and identify the type, size, and timing of
OJT program services, that will yield optimum results. For
example, the planner must first address the issue of pro-
gram- objectives.11-4akets a significant difference in both
developing and operating an OJT program whether the
stated program objective is to meet the needs oftthepartic-
ular market or to meet The needs of the disadvantaged target
population. Under tight labor market conditions, a planner
may be required _to simply locate the high demand em-
ployers and channel the disadvantaged workers to' their
personnel offices. To illustrate, if the planner has sufficient
funds to train 500 workers on OJT contracts and the labor
market is callinefor sbo welders, it may be necessary only
to get the jobs amithe workers together.

8

On the other hand, for the 'planner who wants to nAet
the needs of the disadvantaged target population, the job
is more complex. Detailed analysis of the demographic
data relating to the target. population must be undertaken,
if intelligent judgments about disadvantaged needs are to
be made. Disadvantaged populations include softie people
who are well motivated to work btit who have various
handicaps which prevent them from getting or holding jobs.
Some are young people who are either school dropouts,
or products of very poor education, with limited work ex-
perienee. 'Some are older workers who have been working
at low skill or marginal jobs. Many are women on welfare,
with children to support. Still others may have records of
arrest, imprisonment, alcoholism, drug addiction, and
severe personal or psychological problems.'?

The best OJT plan is one which will meet both the needs
of the labor market and the needs of disadvantaged workers
who irequire help to reach acceptable levels of job per-
formance, .

" Productive Employlnent of the Dish's:van:aged: Guidelines for Action, Re.
. search and De7lopment Findings No. 15, (Washington: U.S. Department of

Labor, Manpower Administration, 1973), pp. 29-30.

./
O

Comparing On-the-Job
Training with Classroom'
Training

Once the question of objectives is settled, the planner
must further analyze the particular planning district to
determine which of the available manpower, training pro-
grams will best. serve to accomplish the objective. For in-
stance, classroom training can do some things better than

OJT, but it has certain limitations. For example, planners
must consider the availability of physical facilities' in the
particular planning district, It might be that, a particular
target area would have only limited classroom training
facilities, and irthey are operating at maximum capacity,
other training programs must ,be considered by the planner.
Also, the classroom training facilities that are available
may have specific periods of time when they can enroll
new students. Many, but not all,, institutions offer some
"open ended" classes; yet numerous occupations that the
planner may want to consider, 'for training programs require
a step-by-step learning process which would limit enroll:
then/ flexibility. specifically, this requirds that the

-planner estimate the general educational development of
the target population, the skill levels required for the jobs
most available twipttarget population, and the capabilities
of existing skill tjaing facilities before-intelligent decisions
can be made about proem mix.

Other issues to be considered in choosing between in-
stitutional and on-the-job training involve the comparative

-inerits- of the:two activities 'in and of themselves. For ex-
ample; the evidence suggests that employers pre* OJT
because there is little question of its effectiveness, /and be-
cause it is More fleztible and less expensive for many jobs.
The effectiveness or impact is readily apparent to. super-
visors who can observe whether or not the worker is learn- .

ing the jab. Moreover, OJT can be tarried out by craft
workers who may not be very effective in teaching formal
classes but who might command considerable respect froth

trainees because of their demonstrated skills on the job.
Thus, -OJT does not require expensive instructors or train-
ing equipment. It is flexible because *can be adapted to a
wide variety of work situations and -can be combined with
all other forms of training.

Workers also prefer OJT because they can see its rele-
vai.tce and are ;tot as likely to consider it to be a "waste of
tide as they often do classroom training.

:, \
'

7 '14

1



On balance, institutional training is more appropriate
where the theoretical content is extensive, where substatttial
training must precede production, where OJT, supervision is
difficult) where safety is an important consideration, and
Where' the work setting can be sufficiently synthesized lo

$

give realism to the training."

Looking at Economic
Condit Lons

/

Economic conditions affecting both the local and
tional picture must also be studied by the planner bef
allocating fundsto an OJT program. An economic do
turn may place, many employees in layoff status; limiti
the option of employers to provide training to new e
ployees. For service representatives to solicit contracts u
der these conditions might encourage employers to:lay o
more of their regular employees in order to make room fo
OJT trainees for which they receive reimbursement (This is
prohibited in the CETA regulations, but it may still occur.)
In other words, the planner would only be determining who
not how manyWould be unemployed. The planner
may be able to identify some growth industries unaffected
by the general slump! Otherwise., the solution must be to
place greater emphasis on public service employment,
classroom training activities, or work*experience. 'Con
versely, if tight labor market conditions exist reflecting
high or rising employment bevels; it is comparatively easy
to interest employers in OJT contracts.

Realistic Budgeting.

0

a-
re

tg

Once the prime sponsor has received the total allocation
of CETA funds available to the particular planning district
and the decision has been made to allocate some portion
of those hinds td an OJT program, the prime sponsor must
determine the level of funding required to do the job. The
budget must cover the costs of such,things as administration,
training, staff services, and supportive services. Since the
Department of Labor provides fairly detailed instructions
on what constitutes- allowable costs for an OJT-program
and what is required in the way of fiscal report5this paper
treats only items which have been learned from/Jay-to-clay
experience that will help planners more effectively utilize
the allocated funds.

FOr example, day-to-day experience has sll'owtt11 at it is
.

helpful' to include the following items in gal reports:

"Garth L' Mangum'and John Walsh. A Decade of Manpower Development
and Training (Salt Lake City' Olympus Putfishing Company, 1973). p. 134

(1) The,total amount of funds 'allocated to the program
for_administration, training, staff services and sup-
portive services. -

(2) The total obligations of funds byline item, prefer-
ably on a monthly basis.

,(3) The total expenditures offunds by line item; pre-
`ferablyon Monthly basis.

(4) The total projectedt'expenditures by line item
through the life of the rime contract.

Without this informatimi, the planner cannot know if his
or her efforts will prodtice the, desired objective within the
agreed upon time. Moreover, it is especially important fob
the planner to understand the relations between obliga-
tions and expenditures. Progress reports have' shown that
most OJT program operators have been able to do a rea-
sonably good job of obligating the funds available, but
not such as goOd job of expending the funds. Table 1 illu-
strates how the funds for the NAB/JOBS program were
obligated and expended through June 30, 1914. Part of
the problem as it relates to expenditures is that trainee
turnover remains an unkown variable. Good accounting
principles suggest that program operators must nbt obligate
more money than has been allocated, and therein ties the

\

problem. If the program operator does not overobligate in
OJT activities, actual expenditures will generally run about

\50 percent of available funds. This is because of'the .high
umber of trainees who leave OJT contracts before the

gaining period is complete. (Ch. 4 discusses the turnover
problem in greater detail.) ,Consequently, there ,is lag
period during which contracts must be renegotiateq, new
trainees must be recruited, and funds must be reoblig

Table 1. Funding of JOBS Program; Fiscl Years 19.68-74
(In Millions)

Festal
Year

Funds
Programmed

Funds
Obligated

Funds
Expended

1968 'S114.2 S 89.9 S60.0
1969 209.9 160.8 4§.4
1970 1° 1750 144.8 21.7
1971 179.3 169.0 18.3
1972' 164.8 118.Z! 15.4
1913
1974 ,o

' 84.3
80.6

72.9
64.0

9.5
8.4

Source. U S. Department of,Labor, Employment and TrainingMal n tion

In addition, most 'OJT contracts are written for approxi-
mately six months.' Thus, if a planner were to expend all
OJT funds within a given fiscal,year, the production sched-
ule (seb Production and Performance Standards) mutt
require that, all contracts be negotiated within the first six
months. This is impractical, because good planning
provide for -services to the target populations dueng the
entire year. /At the same .time, seasonal hiring patterns of
some of thy emplOyers may preclude or limit their partici-
pation if funds can only be obligated during part of the
year.

8 ;y. '15



Planning District

- ,

Table 2. CETA On-the-Job Training Financial Report, 'Fiscal Year i78

CETA Title

Contract
Month . Limit

(1) (2)

Expend.
During
Month

(3) ,

Cumula-
tive

Expend.
' (4)

Balance
Remain-.

ing
(5)

Obligations Deoliligaiion Total -
Dbring During Projected
Month. Month . Expend.,

(6) (7) (8)

Balance
To

Obligate.
. (9) ,

TOTALS'
October
November
Dgcealber
January
February
March
April

`. May
June
July
August
September

5525,000 $475,000
'500,000 5,000

10,000
15,000

525,000 ' 25,000
30,000
50,000
50,000
60,000
70,000
60,000
50,000
.50,000

1.
$475,000

5,000
15,000
30,000
55,000
85,000

135,000
185,000
245,000
315,000
375,000
425,000
475,000,

S 50,000
495,000
485,000
470,000
470,000',
440.,000 ,
390,000
340,000
280,000
210,000
r50,000
100,
50,

,$I
111

$710,011 $185,006
100, '" ' -0-6 I I

100,000 0.000
50,000 30,000.
75,000 10,000

100,000 00,000,
50,000 k- 20,000 '

' 50,00Q 10,000
50,000 20,000
50,000 15,000
40,000 20,000
40,000 20,000
5,000' '10,000

5525,000 -0-
100,000 S400;000.,
180,000 320,000

'200,000 3,00,000
265,000, 260,000
355,000 170,000
385,000 140,000
425,000, 100,000
455,000"N. 70,000,
490,000 35,000
510,000 15,000
530,000 (5,000)
525,000 -0-

Given these considerations, the Utah Job Service de-
veloped the fiscal reporting form depicted in table 2. Hypo-
thetical numbers hate been used in the table for illustrative
purposes. For example, this particular planning district 1-

located $500,000 to its OJT program for FY 1978 to
employers for extraordinary training costs associated
hiring disadvantaged workers. 'During the first month
(October), it obligated $100,000 (column 6). However,

----sinectliere is normally a lag period ,liefween the ,times the
contract service representative negotiates the contract, ob-
tains the necessary signatures, submits the required infor7
mation `to the accounting department, and verifies that
trainees have been referred to the employer, only $5,000
was actually paid out (expended) at the end of the first
month (kolumn 3). Column 5 shows that there was a re-
maining balance of $495,000, but Colunin 8 indicates that
if all of the trahres who were placed on OJT contracts
during October siti`yed on the job long enough to complete
the ,full trainiweimbursement period, 100,000 would be
expended,Colann 9 illustrates thatsince $100,000 ofthe
$500,000 had been obligated, there was a balinee -of
$400,000 left to, obligate.

. Further analysis of the table indicates that by the end
of December the Nanning district had obligated $250,000
and expended $30,000. Perhaps more important is the fact
that a pattern of &obligations (Column 7) began to
emerge. With this information, the planner could start to
manage the activity levels of the program;, i.e., how much
money could be obligapd and expended, each month in
order to assure maximum utilization of the funds available.
These data also have important implications for the organk
zation and staffing of th?; program. Decisions canbe made
about how many contract service representatives are needed
to obligate th.c agreed upon monthly totals, and how they
can best be organized-to acomplish the tas1(.-

Column 2 iSf table 2' shows that $25,000 in additional
fynds were allocated to the program in January. This may
be because other programs were 'not doing as well as an-
.ticipated, or because feedback from the contract service

y
th

representative suggested that employer aceptance was good
for 05T and inord funds could be obligated, or because of
any of .a dozen other reasons that required 'shifts in pro-
gram fund.

Five important points should be made from this table.
First, it attests that, if a Nanner ants a maximum use of
OJT funds, it is necessary to ov robligate. Note that in,
this planning district, $710,00 as, actually obligated to
achieve a 90 percent expenditure rate ($475,000 is 90 per-
cent of $525,000). As a rule .of thumb, the Utah experience
indicates .that planners can overobligate up to about 130
percent of available funds. In the example illustrated ,here,

'the overobligation was 135 percent
Second, in order to adhere to sound fiscal and acounting

principles relating to overobligations, sponsors must ensure
that their OJT contract assurances and certifications 'con-
tain the cayeat that "all payments to employers are subject
to the availability of funds." This safeguard is necessary
for two reasons: (1) Due to some unforeseen development,
the Department. of 'Labor may be required to withdraw-
fundiqg to a sponsor; and (2) the OJT program may work
so wel that, "lf carried through, the overobligation would,

,-
resu in actual overexpenditures.
. Third, in this ease even though overobligation did occur,
$50,000 was left unspent at the end of September. This
means that planners probably cannot avoid some carry over
of funds from one fiscal year to another if they provide job
opportunities for disadvantaged persons during each of the
twelve months. Inasmuch as OJT contracts average about
six months in duration, we suggest that for planning pur-

,-poses OJT programs should, be viewed as having an eight-
een month life cycle; i.e., twelve months in which contracts
can be negotiated and six months for final payments to em-
ployers a,nd necessary closeout activities.

Fourth, a fiscal control form. of this type can greatly
facilitate staffing! Too pally' planners assign contract serv-
ice representatives to their OJT programa with little or no
thought about how many c ntracts one contiact service
representative can write or ow much money one contract

9
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will require. This subject will be discUssed in greater detail
under "Staffing for Optinrm Results" jater in this chapter.

Fifth, data of this type can tell the planner at a glance
what the. overall condition of the tptogram is, and whether
or not it will acomplish" the agreed upon objective. For in-
stance, a sizable deoblifation rate may suggest that person-
;lel assigned to screening', selection, and referial of trainees
are not exercising adequate care. Perhaps trainees' are being
terminated for unsatisfactory job performance soon after
starting the training. An'inordinately high deobligation rate
may ail indicate that contract service representative's are
not sakting the best temyloyers with which to contract.

/Perhaps the emplow's supervisors do not 'know hbw to
relate to the disadvantaged workers. Company executives
repeatedly cite the importance of such factors as. "making

.the) disadvantaged productive as soon as possible," having
the trainee ;`make a hit with his/hei supervisOr,". and un-
derstanding _that "strong supervision" is vital to successful,
employment of the disadvantaged. This type of behavior
often leads to another failure for. the worker unless the
management and supervisors can be oriented to the need
for special assistance in adjusting4disadvantaged workers,

- to the job duties. The deobligation rate may also be a
_signal that counseling, job coaching, and other follow-up
supportive services are not effective.

Fipally, planners should be aware that good fiscal man-
agement requires other reports of this type covering admin:q.
istration, staff Services, supportive services, and other ac-
tivities that.are directed at OJT functions. Generally, these
activities .are not subject to the _numerous variables that
influe,nce the payments to employers. Thus, they are not
specifically treated in this monograph.

k

Operating or Subcontracting
Your Program

The first Step for the prime sponsor in organizing an
OJT program is to decide if 'the function will be Operated
by- the sponsor orsubcontracted to another agency or or-
ganization..If the decision is, made to subcontract the func-
tion, the following items should be 'considered:

(1) That the sponsor develop an objective 'method of
appraisal that will identify the agency or organgl
tion most capable of meeting the sponsor's stated
objectives for the OJT program, and

(2) That the sponsor Call, for proposals from all agen-
. cies or organizations interested in subcontracting

for the OJT program.

The following key questions are considered essential' to
' proper evaluation of any agency or organization proposal:

(1) .Does the proposal address existing labor ,market
needs?

(2) Does the proposal address existing target popula-
tion needs?'

(3) Does the proposal provide for flexibility in meeting
changing employer and trainee needs?

(4) Does the proposal show evidence of management
and staff experience and competency?

(5) Does the proposal have administrative cost' com-
parable to other proposals?

(6) Does the proppsal have training costs comparable
to other proposals?

(7) Does the .proposal have supportive service costs
comparable to other proposals?

(8)' Does the proposal have staff service costs compar-
able to other proposals?

(9) Does the proposal provide for linkages with other
agencies and organizations to share costs and serv-
ices?

(10) Does the proposal have adequate safeguartlto en-
sure that the services provided will not duplicate
or overlap with the services of other agencies arid
organizations?

After careful analysis Of the paiticular agency or organi-
zation, the prime sponsor may want to evaluate proposals.
by a numerical rating system. Reviewers would rank each
question on a scale of one to ten points, for example: If
the sponsor felt that a particular. agency was well organized
to meet existing labor market,needi, a score of ten _points
would be given to question 1. In this ,inanner agencies and
organizations could be compared on ,the basis' of total
points. Subsequently, should a subcontract award dispute
arise, having numerically -weighted proposals could help
the prime sponsor's staff to arrive at the best solution.

Norm ly, rime sponsors will want to look first at the
Job Servic as a possible subcontractor. Thete are good
reasons for doing so. First, the Job Service bas been oper-
ating OJT programs since die early 1960's. Often; their
staff will have a wealth of knowledge about the program,
the job market, and the target population. Second, the Job
Service is required by the Department of La r to use an
"added cost" concept in determining its ch ges to CETA
prime sponsors for services. In essence, t is means that
the Job Service will not c/arge for any services it normally
provides to the general public. For example, the Job Sefvice
is required by law to complete a work application arid pro-
vide placement assistance toany person who seeks such
assistance at any one of its offices. For the primesptinsor,
this means that the basic information; required for an em-
ployabifityAvelopment plan for CETA enrollees is already
available nd the normal placement services will be pro-
vided at no charge., Other services such as counseling,
testing, vocational guidance, and computer. job matching
can also be .provided to the sponsor at comparatively low
cost.

The third consideration in favor of the Job Service is
that the CETA require the use of the Job Seiv-
ice Aerever possible. Indeed, prime sponsors must justify

1.0 17
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in writing all services not contracted to the,,Job Service.
This is not fnerely a self-serving retiuirement, but one

. which is designed to eliminate duplication, overlap, and
confusion in program ,service delivery.

Nevertheless,. there ire numerous other organizations
that have experience in taking disadvantaged -workers off
welfare rolls and puffins them on payrolls. In addition to
those mentioned in chapter & a lArtial list would include
the Nationartirban League, the Opportunities Industriali-
iafion Gtnters (OIC'i), and Operation Servite, Employ-

°ment, and Redevelopment (SER). It remains for the prime
sponsor to decide which can do the job best for the least
amount of money.

,Sta ing, for Optimum- Results

a

of positions vary °widely, yet certain basic actiyities are.
ubiquitous.',Contract service representatives, for. example,
were always present in some form or another, Iilthough they
served under many, different titles., The fide, Contract Seiv-.

jce Representative or CSR, is used in this document since
it appears most frequently in directives and publications
issued by the Department of LabOr. '

More specjfically, it -was noted that some CSR's were
responsible for job development and some were not; some
were responsible for follow-up with employers after the-
contracts were written, while job coaches or ether paiapro-
,fessional workers performed that function in other cases;
some developed specific job openings for individual

;; trainees, and some solicited any and all, job openings the,'
particular employer had at the time of the Contact. Chart
2 depicts o OJT program organization chart encompassing
the basic functions that were present to oui degree- or an-

-other in all planning districts. Brief job descriptions of theRegardless 'of the sponkf s decision to operateOr sub-
contract, it is essential to have some jdea of what consti-
tutes an e O T prograin organization. This knowl-
edge wil facititat evalution of the program operator's
ability to perform both quantita ely and qualitatively. In
this regard there appears to be coi iderable room fOr vari-
ation and innovation. Analysis of organization charts from
several different states indicates that the specific functions

key poiitions follow.

Prograiri Director
The program -director is the chief officer, who has the

ultimate responsibility for the program's effectiveness. Oen-

Ise0,-,
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erally, this person is responsible to the designated represen-
tative of the prime sponsor. This is not to say that the

program director, works directly for the prime sponsor (as
in the case of a subcontractor), but it is to say that as the
topii) Trcer in the program, liaison with the,prime sponsor
organization for piogress reports, policy discussions, and
so on, is a paramount duty. In addition to normal person-
nel responsibilitiese.g., hiring, firing, and training of staff
the program director also frequently serves as The signa-
tory officer for the OJT contracts. This means that no em-
ployer contract is official until it has the signatures of both
the employer and the program director. 4

Supervisor`, Fiscal, Accounting,
and Reports

a,
The supervisor of fiscal, accounting, and reports provides

administrative support to the program. Purchasing-of sup-
plies, equipment; spade, furniture, and other materials i.s
under his direction. Determining aJlowable costs for partici-
pating employers and ensuring timely paymentsof invoices

- are the Tint responsibilities of the accountant and the in-
voice cl k. The reports and analysis specialist prepare

,, monthl perattng reports covering such information as the,
number of trainees enrolled, amount of fun& obligated
and expended, and other performance indicators to assist
the program director in evaluating the overall effectiveness
of the program. '

Supervisor, Contract Service
Representatives es

The supervisor of the contract service representatives
7,,,.Atiolds the key to 'program effectiveness. In fact, mu

this monograph was written specifically for the- use of lie"

CSR supervisor. Under the general direction of the program
-director, he or'she must decide what employers are to be
contacted, bow they. are to be contacted, and how this
activity is. tp be'coordinated with other programs, such as
the Work Incentive (WIN) Program, to ensure that dupli-
cate contacts are not made. He or she is also it sponsi6le
for thequality and quantity of contracts. For instance, the
supervisor, must deteriliine how many contracts one CSR
can service at any given time, Alt the prevailing rates of
pay for contract, occupations are, and what type of jobs
should and-should not be solicited.

t

Job Coach

The duties of the job coach are also usually found under
the supervision of the CSR supervisor, but the specific
duties of this person are less well defined. Some job coaches
work primarily with the trainees befOre they are referred
to employers. Duties include assessing the applicant's job
readiness; analyzing barriers to successful job placement,
such'as attitude, transportation problems, day care prob-
lems, minor medical and dental problems; and considering,
other factors which may affect job readiness. On the other
hand, some job coaches focus on problems that develop
on the jobsuch as supervisor-employee relations, under-
standing job duties, language problems, and so on. Regard- ,

less of the approach, the job coach serves an important
function in freeing up the' CSR's and professional staff

members for other duties.

Supervisor, Intawke,
Ass.essment, and Counseling

Generally speaking, the supervisor, intake, assessment,t
end counseling oversees these services for all of the prime
sponsor's programs; i.e., -classroom, training, OJT, PSE,
and work experience. The extent of_ stIch responsibility de-
pends on the size and scOpe of the particular programs. In
any event, it is the responsibility of this unit to determine
the best route for the.digadvantaged appliCant to follow iii
order to arrive at a good job. Counseling, testing, and
orientation are all used to assess the applicant's skills,
knowledge, abilities, and interests. This information is then
summarized into an employability development plan..From
this plan the applicant, working in tandem with the intake
interviewer and the vocational counselor, can evaluate the
placement alternatives and decide on.a plan of action that -

will assure a full and fair measure Of service. The employ-
ability development plan can Aso be used to note the re-
sults of periodic follow-up contacts 'with the applicant.
These follow-up progress reports may indicate the need
for reassessment and modification of the plan.

If

Quality Control Monitor

The quality control monitor works independently of the
thre other unit functions to provide the program direct°,

wi i unbiased information on employer, CSR, and intaXel
d assessment activities. Usually on a random sample

asis, the monitor will. make personal visits to contract
I
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employers to determine the -44ality,of training, progress of
the trainee, and whether or nbt the employer is living up
to the terms of the contract: These visits, coupled with
desk audits of contracts anti invoices, 'provid.e the monitor
with valuable information that can assist the director in
improving overall operations. Additional details. about the
monitoring function can be found later in this chapter.

Establishing Production and
Perforindnce Standar6'

All of the planning, organizing, budgeting, staffing, sub-
milli-acting, and other start-up considerationi that a prime
spolsor mist be concerned with are for one purposepro-
duction" The bottom line question is: How many persons
are going to be helped by your program? The factors dis-
cussed in this chaptere.g., the antount of funds available,
economic conditions, staffing, target po ulation, type and
duration of training, supportive service and so onmust
be considered in answering this quest on. But even after
the planning for all oithese items has be n crystallized, the
prime sponsor will not know how many disadvantaged
workers will be helped by his or her efforts unless some
type of production schedule is negotiated with the program
operator.

A monthly production schedule will indicate to the spon-
sor such items as how many workers the prOgram operator
plans to e11 in OTT contracts, and how many were
actually enrolled. Also, it can identify other performance
standards the prime spo,nsor will want to measure on a
monthly basis, such as the number of placements (i.e., the
number of trainees who stay on the job beyond the planned
subsidized employment period) or ihe counterpart early
termination figure. In addition, IpOnsors will want some
measurement of follow-up with the trainees who are placed
to determine how long they remain in unsubsidized employ-
ment. The Federal Register indicates there are three levels

DISTRICT
\TITLE

of placement based on the expected duration of the job: (1)
Short-term, in which the job fasts three days or less; (2)
mid-term, in which the expected duration is from four days
to one-hundred-fifty days; and (3) long-terrh for those
jobs that last more than one-hundred-fifty days. ,Thege in-
dicatog will help both the prime sponsor and the program
operator assess the quality and quantity of program
services'.

Table 3 depicts a sample production schedule. Note
from the table that the. program .sponsor plans Ito enroll

- 500 applicants in OJT contracts during the year, and that
he or she expects 300 of them to stay on the job long
enough to complete the trailning reimbursement period and
enter into unsubsidi;ed employment. Some prime sponsors
may think that a 60.percent placement rate is not loo im-
pressive, and perhaps it isn't, but the corresponding figukes.,
for the JOBS program and OJT activities under the MDTA-
ranged from 40 to 70 pertent.12 Additional information
on the production schedule shows that the progiam oper-
ator did in fact make the goal of enrolling 500 applicants,
but fell short of a 60 percent placement rate.

More specifically, the prime sponsor received the first
clues during jle first quarter that the planned place! ent
rate might no be reached. Note that the actual numbe f
early terminations far exceeded the anticipated figures fo
that period. This could indicate j-oblems over the entire
spectrumpf program services; i.e., intake, screening, select-4.
ing,,or quality of supportive services, and follow-up, For
example, ii may indicate tht the disadvantages trainees are
being enrolled in jobs for which tliejore not well spited.
The may be encountering work adjustment problems and
th eemployer .may not be providing the .agreed upon sup- ..
portive services. It may mean the wages are too low, or the
jobs are too far away froth the trainees' homes. In any
event, the data rep4rted on the production schedule an
sense the pulse of the entire program. Thus, it- is a valuable
management tool1h l can be used to makesmonth-to-month
adjustments in program activities. .

" The Contetence Bpard Inc., Employing the 'Advantaged. A Company
Perspective (New York. Conference BoArd Report No,- $11, 1972), p. 12.

Table- 3- CETA Production Schedule, Fiscal Year 1978

n

FUNCTIONAL ACTIVITY: "ON-THE-JOB TRAINING t

Performance 2
Indicator

Total
FY '78 Oct. Nov. Dec., Jan. Feb:

<

Mar. Ap May June July Aug.: Sept.

Planned Number of Applicants to be
Enrolled - 500 50 60 50 ' 40 30 20 0. 50 60 70 .20 20Actual dumber of Applicantd Enrolled, 500 30 50 50 60 40 35 a 30 40 50 75 30 10Planned Number of Placements 300 0 0. 0 0 10 '20 30 '40 60 60 40 40 ,Actual Number of Placements'
Short-term Placements

255
-16

. 0 p
0

0
0

0
0

0
0

15'
' 1

15
'2

15
0

25
2

40
3

50
3 ,

SO
2

45,
3Mid-term Placements 7 0 0 0 0 0 0 0 1 1 1 / 2 , 2Long-term Placements 11 0 0 0 0 0 0 0 0 0 2 ! 4 N5Anticipated Number of Early

.

Terminations 150 5 5 5 5 10 20 20 20 20 20 10 r- 10Actual Number of Early Terminations 195 10 15 20 15 20, 20 30 20 20 20 5 0 'S.
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One other dimension of production that should be given
careful consideration"by both the sponsor/and the program
director is individual workload tap-staff members. Indeed,
how many OJT contracts can one CSR negotiate, develop,
and service in ohe year? How many disadvantaged workers
can one counselor be expected to counsel? What can the
program, director expect from eatb of his kb coaches, in-
take interviewers, and others?

Unfortunately, There is little empirical data on this sub-
ject.'This is understandable in view of the diverse nature of
OJT programs. Nevertheless, from the experience of the
authors, the following observations may be usefill:

(1) :Discussions df individual production should involve
the staff members who are going to do the work.
At the outset of1the Utah NAB/JOBS program,
management representatives decided thai>all things
considered, a CSR should -b &able to negotiate-, de-
velop, and service 40- contracts per year. Subse-
<pent discussions with the individual CSR's in-
creased this figure to 60 contracts per year. Since
the traininperiod for the contracts generally lasted
W:out six months, this meant thpt a CSR would
have approximately 30 active Contracts at any given
time.

(a)- Goals for the intake staff workers were more diffi-
cult to establish because they were dependent on
walk-in- applicant traffic or applicant outreach ,ac-
tivities. For example, intake interviewers were ex-
peCted to complete the initial screening interview in
approximately twenty minutes and the entire em-

/ pioyability development plan in thirty minutes. By
comparison,' counselors were expected to see an

1 -- average of six applicants a, day. The quality control
monitor was expected to perform_ either esk audit
or a field audit or both on 50 per
tracts negotiated.

Developing Linkages,with
Other Employment and
Training Programs

.t
Program sponsors interested in deve1

ordinated CETA program in their
withdevelop linkages and coordination with

and training organizations or programs.
Sideration should be givi to WIN; NAB, Job Corps, local
apprentice programs, and other program* of community.-
based organizations. The Work Incentive rogram (WIN)

. is designated toi agsist welfare recipien in the Aid to

I

ping a well-cO-
thould -seek to
her employment
pecificalry, con-

.

-'Families with De
program's objec
meaningfully em
in welfare. Tow
provided, whit
OJT contracts. Inasmuch as WIN is als
contracting, it is vertu important that
with CETA to avoid duplication oft err°
with employers. It, is very annoying an
ployers to be contacted repeatedly by
tives, each offering similar programs. A
is by definiticm a person elegjble for
other words, all WIN enrollees- are within what should be
the CETA target population. Lt is recommend1d that prime
sponsors develop a good 'working relationship with the
WIN coordinaer in their area. To develop an effective
working relationship, iontual consideration should be given
to the following activities:

11 con--

Admittedly, these were mostly guesses about what could
of' ought to be done. Yet they were important beeaust thee
gave everyone a starting point for action: Supervisors
could then compare performance on an individual basis
and provide adilitional training and guidance as needed.
MoreOvei, as data accumulated, new and more precise
goals could be developed and staffin5, adjustments could
be. made to better ,meet the goals for the program as a
whole.

Of course, prime sponsors can develop goals for any----
particular function, and the goals can'be rigidly adhered to
or .they can,sbe used for planning only, but it should' be
remembered that most people work better if they under-
stand the nature of their jobs and have clearly established
responsibilities 'setup in such a way that their combined
efforts -are directed toward achieving the overall program
goals. However, planners sluiuld also be aware that overly
rigid managenient policies May produce the desired figures-
at great cost to the quality of services rendered.

ndent Children (AFD
ye is to assist recipi
oyed and'thus recluee

this end, a wide ran
include job, developmg

) category. The
is in becoming
e funds paid out
e of services are
t and the use of '

involvedin
oordinatioh exist
s -and ipmpetition
conftfsing for em-
fferent representa-
y 14 participant

E programs. In

.14

(1)

(2)

Planning. WIN and CETA staff _perswel should
be thoroughly familiar wit the ,feature, of both
programs. It would be helpful to have reKesenta-
tives' attend Planning sessions for both programs
for the exchangeof ideas 'and information. Exper-
tise and previous experience should be 'shared. Mar-

leting plans should' be developed jointly, with
thought to which employers will be contacted and
by whom.
Job Development. Since both programs have a com-
mon objective, and since duplicative, efforts are
wasteful, cooperation in job levelopment is highly
desirable. In addition to joint planning of job de-
velopment activities, information should be ex- .
changed regarding employer ,Contacts and results.
C4TA job developers could also help market the
-WIN tax credit which.is available to employers who
hire and retain welfare recipients. This tax credit'
is a very attractive, yei little luipsym proposition
which could have much apjtal to employers. The
-tax credit an employer may, receive is 20 percent
of the cash wages paid a certified employee during a

4,twelve-Month period: This tax credit has expellent
'potential as an inducement to an employer to hire

21
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WIN enrollees. It is our opinion that this fe-ature Determhas not been given enough publicity or been aide- ining ich In,striesWh
_glytel, presented fo many employers that might be and Jobs Are Best
interested.'

A ,joint activity that might be, advantageous to
WIN and CETA would be a sientral clearing point"-
on job openings. If an opening secured by a'job de-

', svelOper cannot fie filled in a reasonable give with
a clientirom one of the programs, it could be
opened, to clients of the offier,program. It might
also be feasibile to team _up or pool staff for job,
development /efforts, which would result in _bene-

, &ts for both programs: It would also seemdesirabie
to conduct joint job ,solicitation campaigns. NAB
has been referred to a number of times throughout,
this paper. It is 'strongly recommended that prime
sponsors develop communication and program
,linkages with the Alliance. The effectiveness of NAB
varies from one part of the country to anothei, big
in areas Where a streng Alliance 'program exists,
prime sponsors can expec* t a great deal of help and
support in marketing employer contracts, conduct.:
ling awareness training seminars, and providinglia-
son with the business community. NAB also ,offers
excellent help in job development campaigns and
prom9tional activities to stimulate the hiring and
training of ex-Offenders, needy youth, and veterans,
as well as the disacWantaged individuals.
,.

Another highly desirable linkage is with the local ap-
prenticeship council. If a prime sponsor is interested in
maximizing the quality of training in OJT, an apprentice-
ship ,program can be a vital ingredient. Apprentice pro-
grams are a low cost, widely accepted, and effective means
of providing OJT in skilled occupations. Technical experts,

.
available in most prime sponsor areas throughottthe coun-
try, can work with employer to develop apprentice stand-
ards, training outlines, ge structures, affirmative action
plans, and special services to _veterans. Also apprenticeship
councils can assist the Prime sponsor in developing a co-
operative relationship with organized labor: ;The need for
skilled craftsmen in certain occupations seems to be per-

, sistent. Answering this need and on:hiding a trainee with
A..c_ertiftedWcill is a wort* objective for a CETA prime
-sponsor.

In many locations, particularly /the large urban areas,
there are oi:gptions such as Opportunities Industriali-
zation Centers (OIC's), SER maniower offices, and other
groups: Competition and interprogram jealousies must be
avoided if the disadvantaged and society are to receive
the greatest benefit from available resources.

-9 9
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.:NA, . - , .itoo many CETA Clients arelilaced for, 0.1T training, in
.-i vely low payipg jobs with few career opoirtunities
for ad,Vancement. Many clients are entered ;into 13w. skill

'entry level Oositions, where'they become thellagt2lured and
first fired. Tkiqhenemenon seems to be in direct relation-
ship to the business cycle' and Aonomic fluctuation. If a

-company is extending Iproduction or expeencing .a sea-
sonal increase in activity demand for lalp increases and.

job openings for the clisadvantagedbecome more numerous.
It ,is ironic that this is not the best lime for companies to
train employees, but it is the .time when ;most hiring occurs.
CSR'g would do,well to try to influence employers to hire
when production. slackens, because such periods afford
superyis9r3r personnel more time to

- $evral encouraging observations of current OJT pro-
grams are that trainees are employed in a wide range of
occupations, and there are aninertasiflg number of female
clients being placed in non-traditicinal jobs such,Ts welders,
truck drivers,,macthnists and constniction..;workers.Unfor-
tunately, thele seem to be few effeciive linkages with ap-
prenticeship programs. Another; oliiservalion we save made
is that CSR's have a tendency to continue writing contracts
with the same employe-is over and over again. This "re-
harvesting" a c,ontfacts has positive and, negative aspects.

ro-n-the positive side, it can be argued thatstith employeis
have proven their ability to train and provides a continuation
of meaningful employment. C:In the negative side, it may
be thata CSR's time would be better spent contacting com-
panies that have not participated. Sometimes a CSR has

'developed a al relationship with an employer and
it is hard to No" to a request for a contract, although

aining is marginal at best. Also, gregt
by CSR's to, make sure trainees fie

the .company and that CETA funds are

ay
the quality of past
care must be to
ben* jetained
not being used to subsidize compknies with turnover ptob-
lems.

.
.

Prime sponsors have a responsibility tb use OJT fluids
wisely and to ensure ttiat expenditures contribute to resulti.
ofiastin value. With this in mind, we suggest that affirma-
tive aro to the following questions are an indication of
a desirable for a diskjvantaged person in a OJT
situation: !.

(1) Will the job result in toe trainee- having a market-

4
. able 'skill that 3f,till t.;01befieficial now and in the

, future? Would such *ills Vnsferable to another
,t- 1

. jobtjs the traininpitirenti ble?
4 Jr' '6A

Is the job a gOod Opportunity for a disadvantaged
person to which such a perion normally w,duld nor
have- accdss? , ,--0- .

$.'

(3) Does the employer have the necessary facilities,
staff, and equipnientto piOvide.quality training?

4 at
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(4) Does the employer understand the purpose and

* philosophy of CTA/0J-17 programs, and is the
employer willing to participate, in accordance-with
the prime sponsor's poli ies, rules, and regulations?

(5) Does the employer ha a good business reputation
and stability in the community? Does the employer
intend to yrovide continuous employment 'beyond.
the contract training period? Is there a low ,em-
ployee turnover rate in tl4e' company? .,. ,
Dees the j011 provide an opportunity for advance-fi)
ment within the fwm or industry?

(7) Will the job provide an adequate income with good
4fringe benefits for the'trainee?

(8) Is there reason to believe that the trainee"will.,find
eel-sonII satisfaction in the job? Will the working

, conditions be acceptable and conduciveto the de-
velopment or enrichment of the trainee's self image?
Will the trainee enjoy, teaming the tasks and job
duties and find a sense of accomplishment through
his or her efforts?'

It has been our experience in working with JT pilom
grain,s.iliat Item 8 is perhaps the most important nsidera- ,

tion, at least for the duration of training. If the trainee does
rfeel good about the job, he or she will probayy quit

within the fifst four to six weeks. Many trainees,will be
happier ,at a lower paying job that provides self esteem
than a hard, dirty, high paying job. A job as a bank teller,
fof,example,.may provide more self esteem and job satis:
(action than a job as a mechanit,-even though it may'pay
less. It is important- the best kinds of jobs be sought
for trainees rather than writing contracts with employers
who just "happen to come along." All of this requires more
deliberation and planning, roupled with good working
knowledge of local jobs and industries.

meetYt,he prime sponsor's standards and level of accept;
ability. We suggest that each CSR hgtequired to make
monthly review of each contract for which he or she is
responsibile. This should include a desk audit' of reports
and performance indicators, supplemented by telephone
contact w' h the einpipyer and trainee asieeded.

Ca ion should/be exercised not to interrupt the, trainee's
work or'to take the employer's time any r4ore tan neces-

sary. Nevertheless, the CSR should personally visit the
training site to interview the trainee and supervisor at least
-once a monthThis interview should be brief. The trainee
and supervitor should be interviewed separ'a'tely and ques-
ttoned to determine the following things:
/ (1) Is the employer satisfied.with the trainee's work and

, pi-Ogress?
Is the employer meeting, the financial obligations to
the trainee:

(3) Does the employer or the trainee see any problems
developing?
Is the employer in compliafice with the assurances
and certifications of the contract?
Is the trainee being trained in the agreed occupa-
tion, and is the training outline being followed?
Does the-trainee feel the satisfactory _progress is
being made toward the career goal?
Does the trainee have a good feeling about the em-
ployer and the work situation?
Does the trainee know about available supportive
services, and are tiey being furnished to him,,or her.
akneeded? . .

Have supportive`services _ had any affect on the
trainee's attitude or adjustment to the job?
Is the employer keeping adequate rectxds, and are
reimbursements received provtly?
Is there any technical assistance that the CSR, or'
spun. other person -could provide 'which would be

. .

Monitoring Why and HoW?

Monitoring is the assessment of the .process of delivering'
services to a, client population and the identification of
strengths and Weaknesses of services provided by the em-
ployer. Monitoring is a very important aspect of OJT prp-
gram operation's. Regardless of hoW well) a program 'may(
be developed and implemented, unless the prime sponsor
receives periodic feedback on progress_ toward objectivet,
the program may not be SuCcessful. Problems should be
dealt with as they arise so that immediate corrective action
may be taken and plans made to prevent fnture occur,
rences. .

A monitoring'syste must be well planned and imple-
mented,-with an unde tending 'of who will monitor, when,
and how the monitoring will be conducted: It is recom-
mended that a checklist of specific things tb review be
devised so that, the quality and quantity of _training will .

(?)

beneficial?

Both the employer and trainee should have the CSR's'
phone number and be encouraged"to call without hesitation
should a need or questio4 arise. It is essenti/1 tIkat all
parties involved' in the contract training process be honest)
and cdoPTtive, and that they cornwnicate well witheeaclt
other. ,.Although what has been deTcribed is a monitoring
"function, it may be more useful to view it as a service visit.
We have found, that CSR's often'feel a greater obligation
to the employer ttran to the trainee, CSR's tend to become
employer relations representatives, and re concerned whit*
maintaining a goad rapport with the employer. Thfs some-
times makes it difficult for a CSR to be objective and firm
`with'an employer if there areproblems with contract com-
pliance. In other words, there may be a tendency to be per-
missive with employers in order to maintain a friendly re-
lationship. 'This is somewhat understandable because the
CSR's often see themselyes.as salespersons and not as con-.
tract compliance officers. Sometimes it is difficult for one
pelon to play both roles effectively. For this reason, it is

1-6 2
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recommended that someone other than the CS R make at
least one monitoring visit to the employer in a compliance
rather than service capacity, during_ the contract period or
as problems arise. This quality control monitor should
make a more formal visit than those made by the CSR- and
should examine certain things in. greatei depth. The need
for such a visit may be matte manifest from a yeview of the
CSR's often see thethselves as salespersons and not as con
of this type can also be conducted on the basis of a random
sample of active contracts. At this level of monitoring, the
performance of the CSR and the quality of- service visits
could also be checked. Care must be taken not to have too
many people calling on the same -etripToyer with such fre--
quency 'as' to cause annoyance. When the quality control
monitor visits_ an employer, some very basic and easily ,

Overlooked matters spould be checked. We consider -the
following to be important concerns for a monitor td in-
vestigate:',

.
(1) `Does the trainee exist, and is he or she on the job?

-(2) Are adequate payroll record;'and personnel files
being maintained which suligtantiate the employer
invoices submitted, for payment? .

(3) Is ere adequate documentation of supportive
sere es for which the employer has claimed reim:.
bursement? ,

I
'' :

..

(4) Are there good internal payroll controls so that
the sante individual does not keep,time, issue, and
distribute checks? Such a one-person iystetn could
invite fraud or payment abuses. . .

watch for irt,monitoring an OJT contractOther things' to
include:

(1) Check to see that the newly hired trainee has been
properly certified for Ctl'A eligiblity. Determine
whotmade the certifications and if it was done prior
to the commencement of-training. Some employers
have been tempted to have regular employees cer-
tified as trainees, and _a method should be devised
to prevent this from happening. Sometimes a ',ques-
don to the trainee, such as asking when he or she
began work, wJ)1 reveal this practice. may also)
revealtthat the date the employer started claiming
reimbursement Preceded the date the trainee ac-
tually started work. Further information 'can be
secured from examining time cards and payroll
records/

Since the length of -training(is usually determined by
the skill, level of the occupation, a monitor.should

( )
t
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make-certain that/the trainee is ing trained in the
agreed occupation .and not at a Ift e r skilled job.

(3) Occasionally, an employer deliberately or inad-
vertently pays .a trainee a loWer wage than what
is called for in the contract. There are a number
of ways this can oceur. One of the more common
is when 'an employee considers the trainee to be in
a safamd rather than% wage job. Since OJT con-
tracts usually base an employer's reimbursement on
a yearly wage, paid for, a standard 40-hour work
week, a situNtion maybe encountered where -the

.: trainee receives less than the fell wage fdr each
hour worked. Foi example; let's assume That an
employer, and a CSR have negotiated and agreed
upon a 6 ntract with a wage of $3.00 per hour.,
Subsequently, the employer tells the trainee that.the
pay is- $120 .a week and the trainee is required to
work more than,40 hours per week. This' results
in the trainee's receiving a lower hourly wage than
was agreed upon in the contract. Some corrective
action or ,resolution of this problem must be made
if the employer is to be in compliance and. the -
trainee is to be treated fairly.

(41 Although a prime sponsor must assume good faith
and honest intentions on the part of an employer,
reimbursement for providing supportive services is
a provision that can be abused easily. It is wise to

4 to ask a trainee if he or she has received the service
for which `the employer has invoiced. In order to
verify the employer's claim, it is a good. idea to
request that the employer'maintain receipts for any
such services provided. For example, if transporta-
tion money is given to the trainee, it would be well
for the employer to have a receipt signed by 'the
trainee. .

When trainees are terminated, a CSR or monitor
should investigate- the reason givjen by the trainee
and whether not it matches tfie reason given by
the employer. Termination trends and the recur-
rence of the same reasons may suggest theneed for
corrective action and have implications fqr the de-
sirability of future contracts with the effiployer.

Both CSR and sontract monitor shoUld submit written
reports of their visits and findingi. These reports should be
reviewed by a supervisor or other third party,on the prime,
spon r's staff. An adequate follow-up system must be
mai ained on an}/ corrective action that is ta n. A goodlyie
mo toring systm, throughtfullf designed an executed,
ma make the difference between success and failure in
providing a quality OJT prograni.

e )'

(5)
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4. CONSIDERATIONS 1OR MARKETING
.OJT CONTRACTS

,
For prdgram operators, the product they are trying to

sell is the applicants who need ,jobs, and the btiyer is the
employee who needs workers. Approaches to marketing
are structured entirely by the product to be sold. Thus, as
pointed out in chapter 3, if the objective is to place hard-
core disadvantaged peraons on permarkent jobs with large
firms offering career, ladders, the' approach will be quite
different from the approach used by the program operator
who Wants only y buy as 'many jobs for unemployed
workers as is possible with the available funds.

pnce the program objectives are established, the .pro-
gram operator should then consider the following key
. marketing factomoo

(1) Target population priorities and characteristics.
(2) Legislatively mandated priorities.
(3) The job market.
(4) The economic picture.
(5) :Contract service representatives and

tract procedures.
Advertising, promotional 'campaigns,. and
public relatioili tools.

employer con-

(6)

4

,

Target Population Priorities
and CharActeristics

other

:,

In the first consideration, that bf target population prior-
ities and characteristics, the prime spotfOr must, make an

I even more detailed decision about who will be served.
Unless unusual circumstances prevail_ in any given plan-
ning district, the available funds cannot serve the total
eligible population. Tiflis, selection criteria must be estab-
lished that will focus on those individuals who the ptinie
sponsor his determined will be given priority. This iden-
tification of priority groups will obviously affect the entire
marketing approach, as pointed out earlier. For example,
the more disadvantaged the -trainee, the more money that
Will be needed for supportive services incLextended sub-
sidized training. In addition, more intensive individualized
job development, follow-up, and counseling will be needed
it'&urnover is to be kept within acceptable limits. All of
these considerations may require_ more staff and additional
admini ,native controls.

way of example, in, the early days of the JOBS Pro-
gram, a number of contracting companies decided to hire

only the most disadvantaged, most problem-prone trainees
they could find as a matter of social commitment. Thus,
program operators established screening .procedures that
permitted referrals of only those individuals from the bot-
tom of the disadvantaged' barrel. The results were some-
what mixed, with some discouraging and some rewarding
experiences.

In general, however, it was learned that both the pro-
gram operator and the contracting comppny should estab-
lish minimal realistic requirements aId provide for the
hiring of .a mix of those trainees who- require extensive
special assistance and those who can succeed with only
minimal. specialassistance. This combination will enhance.
the likelihood of 'success, and ensure that employeri as-
similate a fair share of the more seriously disadvantaged
applicants into their regular work foice. In addition, this
procedure will permit those - employers with limited experi-
ence in hiring truly disadvantaged trainees the. time to as-
sess their training capability and their social -commitment.
There is no social pr economic value in taking as disad-
vantaged .worker with a hittory -of job failure and de!eloP-
ing yetanother.job with an employer who is ill equipped
to cope with the multitude of problems that stand between
the worker and successful job pficement.

./\ .

Legislatively Mandated
Priorities

,

Generally sPeaking the ETA legislation directs that the
funds are to be used to piovide the economically disad-
-rantaged, theuuriemployed, and the, underemployed. with
the assistance they need to compete for, Secure, and hold
'jobs challenging their fullest capabilities. Beyond thjs,
prime sponosors are also required to prbvide spacial" as-
ista,nce to veterans, women,- older workers, ,youth, and
persons who have exhausted their unemployment insurance
benefits. The CETA legislation requires that these signifl-.
'cant segments have services provided to them on,an equit-
able basis, giving considefr'atroli to the relatii'e numbers
unemployed persons in each such segment: Prime sPonsol%
thuat exercise care hit deterniining any new pribrities,that
result from changes in regulatiorilublished in the Federal
Register, .

.2.5_
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.The Job Market

Analyzing your job market, the third factor, must encom-
pass a,,,careful review Of the number, type, and location of
businesses in the area to be served. Where are the com-
panies? pow many potential job openings do they repre-
sent?'Which firms employ the greatest number of people
a few l4rge companies, many small shops, or a mixture of

the two? How many are involved in "collective bargaining
agreements, and which unions are involved? There are
many sources that can be used by prime sponsors to -an-
swer, these questions and to determine the pulse of the
business community. Monthly _studies" of the area labor
Market by the state 'employment service should give a clear
picture of the employment situation, indicating where labor
shoitages or labor surpluses ekiSt. The Chamber of Com-

merce can supply additional information concerning em-
ployment in the business community and -anticipated
industrial' gi-'owth.

Another convenient source of informationbut one
"which.is often overlookedis the "help4wanted"- section

_ of the local .newspaper. Caution is in order, because help
wanted ads have limitations as lahOr market indicators and
job sources. Nevertheless, tfie----expansion and contraction
of listings ,call suggest, valuable inforniatiokabout trends in

.hiring patterns, wage rates, demand occupations, and re-
quired,worker skills. Help wanted listings can also bb used
as a "door opener" with employers to explain the benefits
of an OJT contract. For example, a contract service rep-
resentative 'linty see a listing for a secretary', and one of the
applicants ftir OJT services may have clerical skills. Thus,
the employer can be contacted and apprised of the ap-
plicant and the availability of an OJT contract. .

Experience with,all of these sources of. data have shown
that smaller employersi.e., those with fewer than -five
employeesare the most likely candidates for OJT cones_

tracts. Some of the reasons for this are:
.

(1) Larger employers may be reluctant to accept federal
funds and the related real or imagined "redtape."

(2) .Some larger firms maintain comprehensive training
programs as a standard-practice. Thus, the costs .are
nOt extraordinary in nature. It °would, however, be
an added cost Githe smaller shops.

(3) Most larger employers recognize the need to project
more positive- social images. Racial Unrest, labor
strife, riots, and other actions of people out of the
economic mainstream during the tumultuou5 '1960"s
were very expensive to business. Thus, many; firms
have taken steps40 ensure that the extraordinary
assistance needed to convert disad'antaged trainees
into productive worjters is already in place and
operating without federal assistance.

14) Personnel directors of some of the larger firms may
' feel that their main interest is not in recruiting dis-

V

advantaged workers but in complying wits federal"
anti-discrimination and equal employment oppor-
tunities 'legislation. Also, some personnel directors
feel that it is not difficult to recruit, adequate num-
bers of target group employees on their own. In-
deed, many reported an excess of available workers,
since wage and fringe benefit offerings of the larger
firms were'more attractive than those of the smaller
employers. Thus, when they are approached by a
contract service representative; they express little
interests unless the representative has a well or-
ganized and, appealing presentation which suggests
to, ersonnef directors that the service being offered
is of significant value to their companies.

(5) Larger firths have a greater likelihood Of union.
agreements. This not to Say that unions intrin-
sically resist participation in programs designed to
assist disadvantaged workers, but it to say that
collective bargaining agreement's usually identify
exacting procedures by which workers can he hired
or fired by the represented firm. If they are .to be
successful, it is a good' idea if OJT contracts with
union represented firms have the support, of the
dnion. "

The, 4cOinolitic Picture

General economic conditions affecting the prime spon-
sor's area must be another job market consideration. A
basic concept of any OJT program is that it is'in the public
interest to _expand the supply of ,trained workers' by reim-
bursing 'private businesses for the cost of hiring, traini
and retraining disadvantaged persons who they otherwi
would not have hired. A major problem with this concept
is that, the successful (placement of such persons depends', /
an labor demand. If there is a loss of biloyancy in the-area
economy, employers will find it difficult to provide wprk
for their fibit qualified and experienced 'workerslet alone e

the disadvantaged 'Worke'r with few qualifications and
limited work experience. Of perhaps greatbr concern in a
declining economy is the fact that OJT trainees are fre-
quently the first ones to:be laid off, leaving Them no better'.
off, and perhaps worse off, than they were before entering
the program.

Since OJT programs are not normally job creation Pro-
-grams, they do not -increase the number of existing. job,
openings,,and in periods of declining or relatively stable
labor dernandthe programs 'may the.burden of
unemployment from the di idvantaged to other pedons.
When the economic pictly not toetright, the prime
sponkir may want to shift t sublic service em-
ployment or 3vork experience activities ich are job crea;
tion programs. .

- ,
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Contract Service
s Representatives and
Employer Contact
Procedures

4

The importance of selecting the very best contract serv-
ice representatives becomes clear when viewed against the
above considerations. The contract service representative
must be someone who can talttthe employers' language and
who can understand and relate well to the business, com-
munity. Some prime, sponsors have used representatives
who were from the disadvantaged community, thinking they
would" relate better to the disadvantaged. While this may
appeal to some employers as a good example, the weight
of evidence suggests it is not the best approach. The same
is true for any'tCR. Unless their style-incorporates a work-
ing laiowledge of the business communityor of the pros
and cons of-placing the disadvantaged in 0.1Tthey will
probably have only limited success.

On the other hand, re niatives who are well trained,
informed, and sensif to the needs of both the employers
and the applicants are more likely to gain and hold the
attentioh of the employer. In. our exiieripnce a team con-
sisting of a volunteer private business executive and a con-
tract service representative from the state employment
services has proven to be the- best, combination: ( Utah
Job Service had been chosen by the prime sponsor n the
Salt Lake City area to administer the OJT program com-
ponent.) The Job ServiCTTepresentalive developed a list
of prospective, employers to contact, using the employer
record files of the Job Service. Subsequently, the executive
telephoned the employers arid, talking executive to execu-
tive, made an appointment for the team to explain the 'mis-
sion of NAB and the mechanics of the OJT contract. This
process continued until the team had a full day of appoint-
ments arranged. Two things were considered essential for
success in making appointments: (1) The telephone con-
tact Must Be made with the head of the firm, and (2) the,
head.must.agree to have their personnel director present
for the personal visit by the team.

During the personal visit, the employer and his or her
personnel representative were given an overview of the
OJT ct and a general assessment of the type of
Workers ould expect to have referred to them for
consideration. In some cases the characteristics of specific
trainees were discussed, and in all cases it was made clear
that the referrals would be workers who needed special
assistance in becoming prOductive employees.

Next, the business executlyecattempted to.solicit a pledge
from the employer to set asia4 `specific Muni* Of pres-
ent and future job ppenings for 'disadvantaged workers. AS
a rule of thumb, NAi3 usually asked fOr_10 .percent of all ,
new hires. If the employe,mressed interest in contracting

for some of his or her immediate ope ngs, the,Job Service
representative arranged for a more etailed meeting with
the personnel director for completion of the OJT contract.
Also,..if, the firm was, represented by a union collective Bar-
gaining agreement, arrangements were Made to diteuss the
program-,and OJT contract with the business agent or Union
steward. Administratively, it was decided to request a letter
of agreement from the union before the contrac
ized.

"Business persoin talking to business pers n" was the
cutting edge of success. Not only.do.the executives have ,a
better' knowledge of the employers apd their personnel
problems, but they also have many baIsiness friends they
can call on for commitments or new employer 4eads for
future visits. As time passed, variations of this procedure
were Used to penetrate deeper into the empl er community.

One interesting, although ugsuccessfu ariation was
called the "Industry of the Month Cam ?' In this ap-
proach, the NAB chairperson solicited aned executives
from one specific industry; e.g., t manufac-
turing, trade. In turn, these executives were given a list of
five to ten digadvantaged workers, along with brief resumes
of the workers' training and experience. The mandate to
the executive was to.4nd jobs for the workers, either within
the loaning company oi in other firms within the industry.

Regrettably, the Industry of the Month Campaign met
witli.only marginal success. Executives found that the lists
had to be constantly updated becauie of the transience of.
the group enrolled. Moreover, the business person would
make job interview appointments for the workers only to
have them fail to report to the prospective employer at the
appointed time. This tended to reinforce the feelings of
some of the executives that the disadvantaged would make
unreliable employees. Some would then conclude that their
participation in activities such as NAB was little More than
corporate philanthropy..

The potential still exists lor this approach, if such prob-
lems can be foreseen. For example, coordination and com-
munication are critical. There should have been frequenk._
contacts between executives and CSR'S or job coaches
assigned to work with the prograrh to ensure that the
workers were properly notified of the job referral and that
they reported on time.

This again points out the importance of well-qualified
CSR's. An alert CSR might have interceded to see that th&
loaned executive hal some, background knowledge in un-
derstanding the disadvantaged, and that' problems with
contacting and referring the workers were solved rather
than passed over.

Unfortunately, NAB has fohnd it increasingly difficult
iri Utah, recruit and train loaned executives, a trend
which may also be developing in smaller population centers
throughout the country. Nevertheless, the p ofential value of
involving the business community in the planning and op-
eration of OJT programs.makes itworth serious considera-
tion by prime sponsors. '
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Good wokk done efficiently, is the measure of success,
'whether done by a business persdn or government worker.
Because of their day-to-day contacts with employers and
disadvantaged workers, CSR's possess a wealth of knowl-
edge that can he channeled into effective sales activity.
When it comes to the actual explanation of the 'OJT con-
tract, most employers are not concerned wit who des
the expXaining, so long as it is brief and to the point.

If business executives, are hot available to the 'prime
sponsor, efforts should be directed toward making the
CSR's the salespersons as well as the techniciana, training
the CSR's if necessary, by the same techniques businesses
use to train their sales representatives.

Whichever approach is uted, experience strongly sug-
gests that prime sponsors ensure that their contract service
representatives are familiar with 'their product: This in-

' cludes a thorough knolkledge of the OJT contract itself and
its advantages and limitations for the employer, including
such considerations as the availability and value of suppor-
tive services, the length and amount of, reimbursement,
records requirements, hiring and firing conditions, and the
rules and regulations that apply to both the employer and
trainee. Moreover, the contract -representative must have
,considerable knowledge of the target population and the
common complaints or misconceptiOns employers have
most frequently voiced about disadvantaged workers. Some
of the more frequent comments and question's directed at
contract service reprOentatives are:

into two less difficult bookkeeping jobs, thereby making it
possible for two disadvantaged trainees- with limited ac-
counting skills to qualify and find meaningful employment.

Advertising, Proniotionai
Campaigns, and Other Public
Relations Tools

(.0

Advertising, promotional campaigns, and other public
relations tools, our sixth consideration, can be most valua-
ble in the hands of skillful practitioners. As the saying
goes, "nothing succeeds Tike success." This is true of the
OJT concept, as of most other human endeavors. Almost
invariably people respond better to a- program they have
heard about and know to be a proven success than to one
thely haven't heard of or are skeptical about. Prime spon-
sors will find their work easier if they build an effective
public relations program, and if employer6 in the area know
about CETA in general and the highlights of the OJT com-
ponent in particular.

National advertising and fatures about OJT programs
in national magazines Will help to build a favorable image
of OJT among the local businesses and community leaders
in any planning diStrict.-But those are no substitute for
local public relations.

Generally speaking, there are three different audiences.
the prime sponsor will want to reach, depending on local
circumstances and on how well the,program is already ac-
cepted. These are;

(1) "If' these disadantaged people need' a jots so bad,
how come they aren't over here talking to me in-
stead of you?"

(2) "My experience has been that they work one or
two days and then quit in favor of welfare."

(3) "Any good worker who has any get-up-and-go has
got-up-and-went."

(4) "I've hired a few as janitors and service workers,
but they never seem satisfied to start at the bottom." .

(3) The disadvanta ed whoTo properly answer these and other questidhs, the rep-
resentative will need to know what, if any, efforts the em-
ployer has made to recruit and train disadvantaged workers -

in the past. If the employer has hired disadvantaged
workers, what has his or her labor turnover been, what
entry level jobs have been made available to disadvantaged
workers, and what career ladders have been opened? Armed
withthis information, the representative can offer sound
suggestions to the employer for greater success in meetilig -
his or her labor needs.

The employers' hiving requirements may be unrealistic
when .viewed against the actual job ,duties. For example,
some employers by tradition have hired only high school
graduates fdr routine production jobs, even when it ob-.
vious,that other persons with less educatiip could do just as
well. To ideal with such pr.oblems; the representative must

(1) Local business executives.
(2): The general public, including local community

leaders.
need the help offered by

be familiar with job analysis and job restructuring tech-
niques. A well trained CSR might' point out tha fairly
cbinplex accounting job can be analyzed and broke down

OJT.

This is nos to imply tlicat public relations can substitute ',
for the hard work &soliciting jobs, or for the necessary
follow-through on job procurement and placement, but it
does imply that"the work of the CSR will be far easier if
the executive he is calling on already knows what CETA
is, how OJT functions as a part of it, who's behind it, and
what it hopes to accomplish., Beyond this, if' the executive
has a-favorable image of the program and knows it is a
practical approach supported by respected business leaders,
heot: she will respond more favorably and do more, per-
sonally to make the program work for his or her company.

The prime sponsors with the best public relations activ-
ities are the ones with the most successful OJ.T programs.
However, it is impo'rtant to remember that we are not
talking about razzle-dazzle, but about sound, factual, busi-
nesslike public relations progr, iris designed to convey facts._
Some of the most frequently us&1 materials are'newspaper
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stories, press releases, pamp ts, handouts, fliers, radio
and TV commercials, telephone surveys, billboards, lunch-
eons, and awards banquets. Once again, the primary con-
sideration for the 'planner may be cost. Public relations
materials, such as TV commercials, luncheons, and awards
banquents, can be very expensive, and unless well planned
and timed, can produce only marginal results.

Nevertheless, each has its own special appeal. For ex-_
ample, if the prime sponsor is a city, county, or even a
state, the top elected official can often gain newspaper
space for articles or press releases. Events will occur reg-
ularly which will present opportunities for quotes from this

be mailed out to selected employers prior to telephone sr
personal visits. Employers prefer the pamphlets or hand-
outs for two reasons: First, they can review the materials
at their`convenience, and second, they can use them in
subsequent discussions with the personnel directors or other
officerr-of the company. amphlets and handouts should
be brief and to the t. Avoid govenmApt jargon. For
instance, don't u e term "supportiye set14, ices" by itself-,
rather, it is ter to explain that the program can offer
payment r extra costs of job related education, minor
medical and dental services, child care, orientation, and
transp ation assistance, These are universally understood

official. Progress reports, speedily by representatives of by employers and recognized as genuipe extra costs of
participating employers on their experience stmd success in r4frring workers who do not have marketable stills and ex-

,
6''hiring the disadvantaged, NAB supervisory ,and human perience.,

relations training seminars, the start of the 'five- hundredth Radio and television commercials have the potential of
OJT trainee, the start of the fourth year of serviceall reaching a great number of employers and offer unlimited
are events that provide newsworthy stories.. The prime possibilities for unique attention getting approaches. Fur-
sponsor can use these events not just to announce names thermore, the cost of preparing these materials is
and numbers but to make a few well chosen points about sometimes high, especially for TV, most stations will run
OJT and why it is important. them for little or no cost as public service messages. .Un-.

Apart from these normal events in the life of every OJT fortunately, motoktions will not normally run public serv-
program, the best Opportunity for news is through "suc- ice messages during "prime time.",Thui, the OJT appeal
cess stories." Ideally, planners should try to get one par- sometimes goes out in the aternoon or late at night when
ticipating employer after another. to put out stories about few employers are watching. Also, because of the high
"men and women it has hired under the OJT program-or cost associated with TV and radio commercials, prime
about the success' of one or two specific trainees, perhaps sponsors may want to contact the closest NAB office for
with photos of the new trainees on the job or in training. help in this area. NAB has produced several thirty- and
These stories can be issued at one-month intervals. Work- sixty-second radio and TV commercials that tell the story
ing with participating companies to locate the right people of disadvantaged workers very well.
for these success stories and then preparing the stories for Luncheons and banquets can also work for or against
the press takes thin, but it is probably the most effective the, prime sponsor. It is not unusual for an employer to
of all local publicity. receive an invitation to a luncheon during which he will

At least once a year, the prime sponsor should hav,e a get a sales Pitch. Therefore, the response to this approach
press conference to announce results, talk about plans for is generally good, especially if the invitation just happens to

- the future, and generally discuss the OJT program. This be from the governor, mayor, or some other prominent
does not need to be a forLnal production. Inviting reporters public, civic, or business leader. Hocever, the agenda must
to a relaxed chat in the top elected official'soffice is the = be short and well timed. Many appeals of this type have
usual setting. Here, questions and answers can be put forth failed because there were toe many speakers and too many
incandid.presentation. If they feel the sponsor is being subjects to' be covered. As a result, the employers were

en with them, reporters will almost always put the best walking out the door before any commitment was made.
li ht gossibleon what is, said. .,- On the other 'hand, if the meeting is well planned and

Whenever a reporter makes contact with a program executed, impr,pssive results oan be obtained. Some of the
sponsor, the sponsor should try to think of something that do's and don'ts for planners to consider ate as f011ows:
will make a story. Don't fudge or exaggerate. If the reporter Dosend the invitations out at least two weeks in
is looking for figures on the program results, it is best. to advance. '-
provide what can be 'released. Don't be afraid to discuss
probldrns,,as well as accomplishments. Quotes from an
elected official candidly admitting fhe difficulties a prime
sponsor may be having in achieving its goals, as well as
what is being done to overcome those'diffioulties, will help

. malc.# credible and effective story.
.

Well written, colorful pamphleti and handouts; high-
lighting the salient feafTes of, an OJT contract can alsd,
be a valuable part 4:public relations. These can, he left ""-,-_ (4)
with employers at the"time,of personal visits, or they can 4.

(2)

(3)

qt

Do be specific about the employers you invite. It
makes little sense to inv)ie an employer who is on
layoff status orwho is in the Second week of his
going-out-of-business sale.
Do be sure your mailin4 list is up to date. Good
rapport is not established by inviting Sam Head-
stone, if Sam has been under his headstone for
three years. "i _

Do try to hasfe a keynote <speaker' who AsIvidely 11
recognized: and who is supportive of yoffr program.



(5) Do have a program that will answer the employer's
questions. Question and answer periods are not very
productive because employeri are reluctant to ask
questions in a group meeting. Also, unless carefully
controlled, questions can sometimes sidetrack the
discussion with arguments or discussion comments.

(6) Don't overdo it. If you are giving awards to em-
plpyers who have done a good job with OJT con-
tracts, give them the award with genuine thanks.
Excessive flattery or 'hyperbole will only cause ad-
verse reactions from other employers.
Don't forget to get a commitment from those in at-
tendance. Give them a pledge card .or piece of
scratch paper on which they can indicate they
would like to know more about OJT contracts or
your program in general. Y*u may even want them
to pledge that 10 percent of their total new Mires
will he from the disadvantaged 'ranks during the
year. The National Alliance of Businessmen has
used this approach with ctonsideple success.

(8) Don't forget to follow up on the pledges. Tickler
card files have been used successfully for this pur-
pose. PH's of this type permit clerical workers to
inform contract service representatives when em-
ployers want to be contacted, or, recontacted, Tor
job-openings. NAB experience indicated that many
employers made pledges to (participate while attend-
ing luncheons or banquets; but that they had no
immediate vacancies on their payroll. Thus, it was
necessary to discuss with the pledging company
their particular hiring patterns and to recontacr'
them as much as six months later. .

. -

During the folloW-up activity, NAB also found
it of value to have prepared a brief resume reflec-
ting the personal characteristics of several dis-
adv_antaged applicants currently in the jobless files.
Thus, during the conversation, the contract service
representative could personalize his or her sales
pitch, by talking abo,ut the particular skirls of a
trainee. This humanistic approach has great appeal

(7)

0
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to prospective employers. Moreover, even though ..
the particular trainep depicted on the resume may
have been hired by another employer, other trainees
exhibit enough similar characteristics to be accept-
able to the employer.

Another often overlooked marketing tool is keyed to the
companies which already have OJT contracts or have had
past, experience in working with OJT contracts. Almost all
employers have at one time or another been'contacted and
asked to -participate in government programs. Since, in the
pass, many such programs were admriStered by the em-
ployment service, local offices have records of participating
employers and may make this information available to
prime sponsors upon request. These records will facilitate
reharvesting of these employers,' and may yield valuable
information for future campaigns.. ' .

,--,

There are a few cautions thatsprime sponsors should bear
in mind when contacting employers who have participated
lQ, the past. First of all, some employers view the OJT con=
tracts as a source. of cheap, labor.. By nature, these em-
ployers offer little in the way :pf career opportunities or
meaningful training. As a result, high turnover is not an
inordinately expensive business cost to them. Prime spon-
sors shoulti ensure that sufficient research is done by the
contract service representative to avoid employers with
questionable performance histories.

Other problems sur6ced during a cursory -overview
of ;some employers who have fiarficipated, in numerous.
contracts are: poor working conditions, sporadic pay, and
problems related to rates of pay, contracts negotiated on
the basis of a 40-hour week when in fact the trainees work
50 to 60 hours per week, negotiating contracts for high
skill occupations in ordei- toeobtairi a longer reimbursement
perio and then working the trainees in comratively low
skill -occupations, offering goOds and services to the
trainee instead of pay, and failing to prOvide agreed' upon
supportive services. Prime sponsors should develop some
type of contract monitoring system and evaluation tech-
niques to -measure contract effectiveness as outlined in
chapter $,
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5.. OJT CONTRACT DESIGN
,

Essential Features Prime sponsors should have a thorough knowledge of
the rules and.regulations of the Secretary of Labor as per-

.
tains to Title I activities. These rules and regulations are

Although there are numerous ways that an acceptable
contract may be designed, there are certain essential fea-
tures. A good guideline to keep in mind is that the contract
should state clearly what is t& be done, by whom, and in
What manner. It is not our purpose to present here the
principles of contracting in a leghl sense. Suffice it fo say
that CETA planners should know something about contract
concepts, such as offer and acceptance, consideration, ca-
pacity, mutual assent, certainty of -terms, and so forth..

To be assured that the contract design is legally adequate
and proper, professional legal advice should be sought. A
prime sponsor would a well to consult with .legal .experts
who are able to provide t 's service at no cost. AssistanceIf
might be sought in,the cit or county attorney's office, the
state attorney general's office, the Job Service legal,.coun- ,

sel, the public defender's office, a law school, or a public
icy with ajegal department. II may also be possible

to acquire the service of a private attorney who is willing
to donate his time as a community service. Perhaps fl,;q_,
state bar association could be of assistance in securing spry- )
ice of this type. Whichever kind of contract a prime sponsor
designs or chooses to use, there are certain essential fea-
tures which should,be included, such as the following:.

(1) Signature page or sect *It. Space should be provided
for each party to .. :date the contract, thi)g
binding theM to their agreed p ormance. This page
should also contain a brief stat slept as to the na-
ture of the contract and what has
agreed upon. Somewhere on this page it would also
be appropriate to list such things as cdmpanPfame,
address, contact person and phone nutribe4 the
contract number, beginning and ending date of the
cbntract period, amount of money to be paid, and
other such major items.

(2) Occupational and supportive service information.
This section or page should specify- a brief outline
of the training program, cost data, and other per-
tinent information regarding supportive services.

(3) Assurances and certifications. This part of the con-,
tract lists any rules, regulations, definitions, and
conditions under which the contract will operate
and to which the contracting parties are bound.
This section should be as short as possible to avoid
the appearanpe Of excessive "red tape" and. com-
plexity. Otherwise, the ominous appearance of the
document may causi employer's to have-some reluc-
tance.in'

A
signing.
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published in the Federal Register. For example, one of the
'general assurances, makesgoreference to the . Hatch Act,
which prohibits train roni engaging in certain political

Some e ployers are active in political parties as
district officers, convention 'delegates, and so forth. They
also may be candidates fOr office themselves or actively
working in the campaigns of party candidates. Such em-
ployers should reminded that it is not permissible to use
OJT trained for clerical or other work involved with po-
litical activity. Alsb, it is our opinion that a trainee working
for an advertising or- public .relations firm should not per-
form job duties for political clients.

Somewhat similar prohibitions pertain in the area ofsre-
ligion. CETA assurances include a statement that trainees
"will not be employed on the construction, operation, or
maintenance of the part of any facility which is used for
religious instruction or worship." This has presented a
problem for some building contractors and janitorial service
firms. For example, if a contract is providing CETA reim-
bufiement for OJT training for carpenters, the employer
cannot use them to -work On a, project such as building a
church: Also, an indiyduat being trained as a glazier may
not legally replace a church window: Many other examples
could be cited.

While we agree with the intent of these general assur-
ances, we have seen situations where strict conformity by
an employer has caused a hardship by excluding trainees
fro ertain training and work assignments. The general
assurances also state that tapprOpriate standards for health
and safety in work and training situations will be main-
tained. This has been interpreted to mean that an employer
must, operate in compliance with the Occupational Safety
and Health Act. While prime sponsorshave some responsi-
bility in this area, it is probably not reasonable for,the prime
sponsor to monitor OSHA compliance. However, the CSR's
should be aware of the working conditions in an employer's
firnT and be alert to situations whiCh may present safety
and health hazards for trainees.

A 'Pre -CETA Model

Preceding the advent of CETA, the Department of Labor
was using an OJT contract called the MA-7X. This wat an
experimental contract designed to overcome problems ex-
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perienced in previous contract program's. Problems had
arisen in the following areas:

(1) There was consistent an e:zie underutilizalion
of funds. Money would be obligated on a conjract,
and training slots would not be filled or refilled

.when vacancies occurred. This unnecessarily _tied
up funds that could have been used on other con-
tracts. De-obligational 'procedures were bilateral,
and a great deal of extra effort and work was re-
quired on the part of a CSR to do the necessary
paper, work and secure the signatures of both par-
ties. The procedure was both complex and bur-
densome.

(2) Contract approval time in some regidns, of the
country exceeded two months, during which time
employers became impatient and inmany.cases can-
celled, their contract before rt was 'approved. The
flow of paper work moved too slo\vly.
Contract forms were too complicated-' .
Many employers were dissatisfied with the "red tape
and hassle" in securing a contract.

=

In an effort to resolve thisZ problems, the new MA-7X
contract made a radical departure-from past contracts. The'
new contract consisted of at least two separate documents
referred to as a Basic Ordering Agreement (BOA) 'and .

one or: more Task Orders (TO's)..the BOA did not com-
mit the eibployer to the hiring of an individual at that
Point; rather, it stated the mutually agreed terms and con-
ditions Sunder which an employer could be reimbursed in-.
the future for hiring and training a properly certified dis-
advantaged person.

The BON established the basic, parameters of. employ:
ment andiraining, but did not commit either contracting
party to arty performance, No fOdsAvere obligated at this
stage. This agreement remained in effect for two years 'or
logger. Milo hiring occurred within two years, it was'auto-
matically cancelled. If hiring did occur, the BOA could re-
main in effect indefinitely, subject to modifications ag cir-
cumstances mightsclictate.

When an employer was ready to hire, he or she notified
an SCR, who prepared a Task Order *hich specified the
dauber of trainees, thfiengtkof training, and other per.,
tinent information. It was at thisstage'that funds were ob-
ligated and trainees were hired to fill the a roved slots.
The hiring and training was to be done in acs ance with
the previously a'p'prcAied BOA. The Task Order as the
device that ImpleTented the things agreed upon t the
BOA and committed both parties to their agreed perfor-
mance. If slots were not filled within a certain time, or if
vacancies occurred, unused funds Could be unilaterally
deobligated by the Department of Labor. With a few ex-
ceptions, an unlimited number of 'Task Orders could be
written against a-single BQA.

When CETA came into being, many prime sponsors im-
plemented this kind of OJT,contract with slight modifica-
tions.. It has been successful in overcoming many at the

(3)
(4)

;
problems experienced with some of the OJT contracts pre-
scribed earlier. It is one of numerous alternatives from
which a prime sponsor may choose. It seems to. be espe-
dially well suited for larger companies that will* hiring
a number of people at different times. However,*' not
entirely satisfactory, for smaller employers with ediate
needs to hire, or for employers who may not have need for?
other contracts in the future.

Cost Reimbursement vs.,
Fixed Costs

A major 'decision facing a 'prime sponsor in 'designing
contract Program ig whether the contract should-be cost
reimbursement or fixed cost. A cost. reimbursement type,-
contract provides reimbursement for the employer's actual
expenditures in providing the training and supportive serv-
ices agreed upon. The kinds of expenditures allowed should
be agreed upon in. the contract. A fixed price contract spec-
ifies a definite price to be paid to the employer. This fixed
amount is'not altered if the employer's costs prove to be
higher or !tower than anticipated. In .a fixed price contract,
the employer has the major responsibility to ensure that
the quality of training is acceptable to all contracting Par-
ties. Historically, many fixed price contracts did not make
provisions for supportive seryices.

Under a cost reimbursement contract, the prime sponsor
or its authorized representative has the responsibility to-
review requests for payment in order to be certain that
they are valid and appropriate. A fixed price contract lends
itSelf to ress administrative concern for the prime sponsor
inasmuch as ther'einployer performance is either acceptable
or not acceptable. The agreed fixed price is either paid or
rot paid. With a cost reimbursement contract, the prime
sponsor's own authorized representative" should -review,
each request for reimbursement to be sure the request is
reatonable and acceptable under the terms of the contract.
The simplicity of the fixed price contract must be com-
pared with -the mutual advantages of minimizing $helitisk
of underpayment and overpayment for services :afforded
by accost reimbursement contract.

ti

High Support vs.. Law Support.

Another decision facing a CETA-planner'with regard
to contract features is whether the contract will provide*
for supportive seryiees. Traditionally, OJT contracts with
supportive services have been referred to as "high support"
and contracts without as "low support." High suppdrt con-.
tracts are intended to assist the trainee in adjusting to the

26 32



.

job and overcoming problems 'which may have a ,bearing
on Continued employment. Generally, the more severely
disadvantaged trainee benefits from and has greater need
for high support contracts than do the less severely dis-
advantaged.

Low support contracts are more suitable, for individuals
who are job ready 'due to previous experience or par-
ticipation in other training programs. Often trainees who
have participated in WIN or other 'manpower programs,
may have received pre-employment training or may have
been prov' ided all of the supportive services they require.
Thi§ points out the heed for planning information regard-
ing the characteristics of clients to be served.

We cannot overemphasize the desirability of having a
flexible program that can be adjusted to the needs of an
indiidual, rather than attempting to fit a person into a
predetermined training slot.-In situations where the need for
supportive services: is in doubt .or where reasons and cir-
cumstances do not permit .an adequate assessment of need,
it is better to have the services available and not, used than
to have no provisions made. Under CETA, the vast major-
ity of OJT contracts have been low support. However,
many prime sponsors have provided supportive services
before and during training, independent of the contract
with the employer.

Nevertheless, including supportive services in the con-
tract is an option ?hat pryne sponsors should consider. Pro-
viding supportive services outside the contraci2'has some
merit, especially in large areas where the prime sponsor
has sufficient staff and resources or _direct access to re-

-sources'of other agencies capable of providing the desired
services. The simplicity of a low support contract may be
Tore appealing to many employers.

It can be argued, however, tha the employer may be in
a better position, on a day-to-d basis, to assess and at-
tend to the trainees' needs. 'Ph re are many variables per-
tainingto this issue which suggest that the decision and the
resulting contract design are best determined at a local
level, according to local circumstances.

4- Types of Supportive Services
4.-00

There are many k nds of supportive services that could
.be included ih the c tract design.,Some of the more typi-
cal supportive services are:

(1) Job-Related Education. This is !isually basic reme-
dial education in such- subjects as mathematics,
reading, and langulie skills which are needed to

.%

perform job duties satisfactorily. Technical infor-
mation required for job performance may also -be
included. The purpose of job-related education is
to help the worker assimilate his efr her OJTEx-

- perience has shown that the more directly related to

the job education 'is, the more effective it is. An
example would be providing shop, mathematics for
machinists.'It has 'also been found that job-related
education is 'best utilized when provided concur-
rently with OJT, 'rather than in a total block prior
to the OJT phase. It is imperative that employers

) clearly understand the purpose of 'job-related edu-
cation and the kind f things that are allowed for
reimbursement.

Experience has shown That job - related educa-
tion is often misunderstood by employers, and oc=
casionally the concept is abused. Normally, a prime
sponsor will pay a training cost based on a percent-
age of ,the trainee's wage for each hour spent in
job-related education. In addition, there is usually
some hourly reimbursement to the employer for
the supervisor's or trainer's time.

(2) Orientation. This is assistance provided to familiar.-
ize trainees with the job and help them adjust to
the work environment, the employer's establishment,
and the specific tramming program in which they are
enrolled. 'Orientation should also provide any in-
formation that the trainee should have regarding
company policy, procedures, benefits, and work
rules. More specifically, some activities recom-
mended for orientation are, an explanation of the'
'training program, a "description of the occupation
and its career ladder, a description of the cOrnpany,
basic information about the industry and the com-
pany's relationship to it, and an explanation of
supportive service available while in training.

Dui-Mg the orientation phase, it has also been
found useful for the trainee, the employer, and the
CSR to set aside time'for a meeting. In such a meet-
ing, mutual expectations should be discussed, the
training outline should be reviewed, arid other mat-

sllould be covered in which each party has an
interest. During the orientation phase, the prime

. sponsor may Wish to provide reimbursement to the
employer similar to that described above for jbb-
related education. -

(3) English as a Second Langudge. This is training in
the English language for individuals whose primary
language is, not English. It should be provided to
those whose fluency in English' is inadequate for
them to successfully perform the job duties of the.
occupation for which they were hired. Special em-
phasis should be given to the vocabulary and shop
terminology related to their work.

The need for this supportive service -wilt vary
greatly from one geographic region to another.
Planners should make a careful assessment Of the
need for this activity in their local area. The limited
experience of the authors in this activity was with
a program that was not effective. A major employer
in the area -set up .a special program for Spanish:
speaking persons recently hired through' the NAB
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(4)

program. The trainees were given an opportunity
to improve their English language skill after normal
working hours, when most trainees were too tired
to learn. It is recommended that training in English
as a second language be given on a released time

.basis during normal working hours.

SupervisoiSI arid Human, Relations Training. This
is attitudinal- and skill training for supervisors and
other employees who will work with the trainees,
If resources permit, a prime sponsor could develop
its own training program. However, in many parts
of the country this `service is provided free of
charge to the prime sponsors by the National *Al-
lianec of Businessmen.' In offering thiiitype of train-
ing, NAB provides an excellent, se ice for
employers.* t

At the present time, most of the AB offices
throughout the United States offer a program called
"Awareness Training.'.' This training is designed to
provide human relations skills to personnel ini,rolved
in working with newly hired employees, especially
the disadvantaged. The training Consists of seven
exercises which provide a series of learning activ-

ities that focus on effective communication and in.:
terpersonal skills.' InclUded are such things as
selective listening, instruction in giving and receiv-
ing information, bias, value systems, problem
solving, and management styles. If a supervisor has
an enlightened awareness of the problems and view-
point of a disadvantaged person, 'communication
with trainees is enhanced.

A frequent reason given by Trainees for- terminat -)
their employment is that they don't like ty

supervisor or the way they are treated. AlsO,,ff-fer-
visors may have the necessary technical skill to
teach, but they may not havi the skill to interact °
and relate successfully with people. An important
part of the OJT process is communication and sen-
sitivity to the needs of others. If these skills are
found in a. supervisor, the probability of the trainee
being successfully trained and staying with the com-
pany is greatly increased. It is 'strongly recom-
mended that program sponsors contact the nearest
NAB office to see what supervisory training pro-
grams are available locally. Most employ-erg who
have had reprefentatives attend these training
sessions report that it has been useful in keeping
newly hired disadvantaged workers on the job.
Reimbursement to employers for any registration
fees or other related expenses could be included i.
the OJT contract.

(6)

-...

It can also include reimbursement for any trans-
portationportation costs that 'result from job-telated l Ma-
tion and" other supportive services provided way
from the work site. Local conditions and costs will
vary greatly from one area to another. This should
be taken into consideration during negotiations )vith
an employer.

A number of creative things have been-done with
regard to transportation as a supportive service. In
some areas, larger employers have provided ,a, bus
or have made car pool arrangements for trainees.
Local bus compatlies have issued special psses
and tokens at .reduced rates. Buddy systems ,have
also been used_effectively to alleviate transportation .
problems for the disadvantaged. In situations where,
the trainee must drive a car and that car is irsneed
of repairs, perhaps a local v.ocational,school Or skill
center wheremechanics are trained-Could'make the
repairs for a minimal cliarge. Experience has st own
that automobiles used by disadvantaged trainees
very often /require some repair if they are to be
relied upon for dependable transportation:

It should be kept in mind that for some of the
most severely disadvantaged individuals, reading
bus. and subway schedules of getting information
about public transportation is a 'formidable task;
Such information and assistance could be provided
by a CSR, a counselor, or- an employer who is
aware that this may be a problem. Problems with
transportation are a, major reason for trainee ter-
minations:

.

Child Care. (As in the case with trapsportation as-
sistance' funds for child care. should be paid only
for a short period of time until the trainee- starts

-receiving a paycheck. Some companies have been
willing to extend,cash supplements to trainees until
their wages are high enough to reasdnably support
child care. Some larger companies have established
their own child care centers; others may be recep-
tive to the idea, of doing so. Prinie sponsors should
be familiar with community organizations and agen=
cies.which offer this service. It is also advisable`to

,... check the prevailing rates in a community before
-'? writing an, amount in a contract for this purpose.

Medical and Dental. .This can include expenditures
for physical examinations, ,minor tnedicaland dental

(7)

treatment, and other things such as glasses and hear-
ing aids when not available from other sources.
The medical and dental services provided should
be over and-above the same type of services usually
provided by'the employer. For example, if an em7
ployer normally provides physical examinations
free -of charge to otlfer employees, no reimburse=
ment should be made do behalf, of' the trainee. Fur-
thermore, it maA be possible for an employer to
secure services at reduced rates through -business
cortnections.

(5) Transportation. This supportive service takes the
forms of financial assistance to the trainee for a.
short period of time. Its purpose is to cover the
cost of transportation to and from the werk. site'
until such time as the trainee receives a paycheck.
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Hi addition to. the types of supportive services plready
discussed, some contracts provide for tools, special cloth-
ing, legal assistance, counseling, and other kinds of sup-
po4ye,service. With regard to providing tools, experience
has shown numerous problem's in terms of purchasing,
maintaining inventories, and questions of ownership.

Before 'authorizing expenditure's for any supportive serv-
ices, the program operator should survey community 're-
sources...Other agencies may be able to provide services at
little or no charge to trainees who _meet certain eligibility
requirements. -A prudent use of government funds also,sug-
gests that inqnirie; should be made to determine if the
enrloyer customarily provides any required services. If so,
the employer should riot be reimbursed. An 'alternative to
providing supportive services via the*, contract with Aim-
buts6ment to, the employer is to provide the services out-:
side the 'contract mechanism. A. special account and
procedure can beset up for this purl)" ose. For example, the
CSR or some other person could see that the service is

ovidtd directly to the trainee, or perhaps another agency
uld provide the servicd through a subcontract with the

prime. sponsor.
From the-employer's point of view, there are a number

1 . -

f pros and cons in providing supportive services. Em-
oyers may not want to have supportive services included

in jIce contract. They may feel it would involve unwarranted
responsibilities and extra workihilosophically, they may
be opposed and feel it simply is not a good idea. Sometimes
the trainee's fellow workers resent the trainee being treated
as a "privileged character" and'receiving benefits not avail-
able to them.

From a prime sponsor's point of view, careful consiilera-
tion should be made of the increased contract and adminis-
trative psts. Providing supportive services means more
assessment effort, clerical work, and monitoring respon:,
sibility. The most basic question in providing a supportive
service is. whether or n tpit accomplishes the desired result.
More specifically, do it assist 4n facilitating adjustment to
the job and ,increase he trainee's proba ility of remaining
on the job? With reg rd to the former, e believe that in
many cases it does. Bu s a means of im rOving completion
and retention rates, we h seen little evidence to show
that it is a major factor. owever, we have seen some in-
dividual cases where providing supportive services was a
deciding .factor and meant the difference between success
and failure-. ..f
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6. OJT PROGRAM ALTERNATIVES, INNOVAiIONS;
AND FLEXIBILITY

Incentive Nyinent to Trainee"'

Several years no, the authors had some experience in
administering anincentive Payment' feature of an OJT con-.
tract program. On an experimental basis we decided to pay
$50 to each trainee satisfactorily completing the prescribed
mining \outline. It was hoped that this would decrease the
number of early terminations. This feauire was limited in
application to one planning district of seven in a statewide
OJT operation. At ihe\end of the one-Year experiment, it
was discontinued for the following reasons: e

(1) The number of early terminations had not - decreased
significantly compared to the early termination rate

.in other pip of the State.
The number of 'early terminations had not decreased
significantly in comparison with the early termina-
tion rate in the same plionning distriCt the year prior
to the incentive payment implementation.

,(3) A number elf employers and other interested parties
developed ftelings against the experiment..qn,the
basis that it whs an'unwarranted. "hand out" and
caused resentment on the part of otter workers.

In retrospect, one of the failures 'of the experiment was
probably due to the fact that the CSR's and employers did
not effectively keep the trainee aware of the incentive. Also,
a number of trainees expressed the opinion that a mone-
tary incentive of $50 was not a sufficient incentive in either
type or amount, to have an impact on their desire or abil-
ity to complete training. ,

(2)

Variable,ReimbursemehNIZate

Simultaneously with the above experiment, another plan-
ning 'district in the state alloptedia variable reimbursement
rate for employers. In, this experiment, employers were re:
imbursed for training costs in an amount equal to 80 per-
cent of ihettainee's wage for the first 200 ho\urs, of OJT,
50 percent for the net 200 hours, and 30 perjent for the
remainder of the training nne.. The philosophy behind a
variable reimbursement rate is that the employer experi7,
ences higher costs of training initially, but as the trainee
becomes more productive, tht training costs should de-
crease. Accordingly, the employer should be reimbursed

in terms of some relationship to his extraordinary costs. At
the end of one year, this, experiment was discontinued for
the following reasons:

_(1) Employers and employment service, and NAB clerks
did. not like theexira computation work and rec-
ord keeping. It was too6clyriCally burdensome.

(2) There was a fear on thuart,of some planners and
administrators (not neeessarily proven or well
foUnded) that employers 'Would' abuse the system
by terminating trainees when reimbursement rates
decreased. Also, it was found that trainee produc-
livity varied so greatly from one individual to an-

1 other that fle*ible reimbursement rates were very
difficult' to establish and`administer equltably.`

Nevertheless, we believe thai there are still possibilities fo r
further development of this or a similar concept.

.

Contract Extension.
. .

.

successfulOne Of the most sticcessful innovations we have- worked'
with is thee concept of contract extension. Such a concept
provides f6r approval of all OJT' contracts with a short
maximumlength of training time. An initial Period of 500
hours of approved training lime has proved sufficient. To-
ward the end of the training peridd, an assessment is made .
of the trainee's needs and desire for further training, as
well as of ;;he employer's performance and "training effec-
tiveness. The opinion and recommendations of the.CSR
are also considered. If there is of need and if conditions are
faIrable, the contract is extended,:and"fUrther r'imburse-
ment for training is approvellt, This fe3,ture has worked
very well in theState of Utah for the past three years. The
State WIN :program has recently adopted this contract
feature, with some modifications. Some of the advantages
'of the extension provision are the following:

(1) Expenditures of contract funds are more closely,
related to employer and trainee needs.

(2) Long-term obligation of funds is reduced.
(3) A" ihechanism and requirement for evaluation of

.perfbrmance andneed is-provided. r
The only real disadvantage is the increase in administra..

tive time and cost. Hollever, it is our opinion tfiat this is
more than 'offset by an increase in program quality and
effectiveness;
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Tailoring Contract to Trainee - Wage Incentive Payment
to Employer-

Another highly recommended OJT. contract innovation
is tailoring the contract to the individual trainee. Histori-
cally, most OJT contract programs, have higun with the
contract being developed; negotiated, and 'silted with the
employer. Sub-seqnently, a trainee is identified and hired
to fill the funded slot. A number of problems are asso:,
ciated with this method:

(1) Money is obligated, tied-up, and unused .while a
suitable trainee is found and referred for the em-
ployer's approval. -

(2) Once the trainee is identified and hired, it is often
discovered that the individual's need for suppor-
tive service was either not provided for or that

' unnecessary supportive services have been funded.
(3) The trainee may need more or less training time

than provided in the contract, based upon the in-
dividual's background and experience.

The above problems can be avoided by tailoring the con-
tract to the trainee. This has been successfully done in the
following manner:

( 1 ) The CSR discusses the program with an employer.
If the employer is interested, a training outline,
Wage amounts, and other details are discussed and
agreed upon. A rough. draft of the contract is writ-
ten on the spot, but not signed or dated. If the CSR
has not already done so, he or she checks/the em-
plover's background and eligibility to determine
if it is desirable to contract with the employer.
(Ideally, this should be done 'before the employer
is contacted in order to ,avoid the possibility of
embartassment should a contract be denied after
negotiations have started.)
Eligible clients are referred to the employer.
As soon as the employer selects a client he or she
intends to hire, the CSR is immediately notified. In
consultation with the client or other individuals
who should have an input, an assessment is made
of the -ctielit's need for, supportive services. Those
things specifically required by the client are added
lo the contract. The length of training is determined,
and a final copy of the contract is- made and pre-
sented tb the employer for signature.

It is,jmportant for the client to be hired and commence
training as..soon as possible. 'If the employer is' willing, it
could be arranged, for the hire to occur prior to the signing
of the contract. In such cases it may be clearly understood
by all parties that if four someirhson a contract is not ex-
ecuted, there will be no liability for reimbursement to. the
employer. It'may be advisable to have the employstrAign a
statement to this effect. .

(3)

It is desirable for the }rainee's entry wage do a contract
to be sufficiently 'high so that the trainee is afforde,d ari
adequate income a ell as an incentive to remain on the r
job. Experience has shown that in many cases, low 'paying
jobs only .encouraged high turnover rates: .

One method drat has been used to induce, employers' to
pay a higher-wage is So provide wage incentive payments to
employers. Federal regulations provide for reimbursement' ,
,to "private for profit" employers for extr6Orilinary training t.

costs up to 550,percent of entry level wages. Priiiie sponsors
may design other methods of cost reimbursement, provided
that payments reflect only extraordinary training costs. A
method could be established whereby employers ming a
higher wage would receive -a higher percentage reimburse-
ment' for costs. For example, a training cost reins -1
,bursement scale could be established ranging from 30
percent to 50 percent of the entry level_iwage. Thus, an -
employer paying $3.00 an hour might be persuaded to in-
crease the wage to $4.00 by being offered43 percent reim-
bursement for $3.00 an hour and 40 percent for $4.00 an
hour. This would mean that the wage could be raised $1.00
an hour with a net cost increase to the employer of only
400 an hour.'

Client-Developed Jib and /
'Per-sOnal Voucher Contracts

.

'Another innovation that has been tried is the training of
clients-to develop i6bs for; themselves. Clients are taught
to 'explain to potential employers that some reimbursement
could be available for hiring at4 training them. Promising
leads are then referred to CSR's for appropriate follow-up.

'This approach was found to work best if the clieat>as
Self- motivated and had the attribute of being able to "sell"
himself. This wdtild-not lie a productive 'venture for many
of the severely disadvantaged who hiay lack self-confidence,
be shy, or be incapable of effectively performing such a
task. Many employers respect and admire the fact that the
client secured his or her own job. The client also benefits
through a sense of:personal accomplishment.

Planners in some parts of the countrrhave expanded this
concept and are ,experimenting with a, personal voucher
system. The essential feature of thisconcept is that a client
goes out on his or her-own-and contracts for manpower
training and services. The client is given a voucher .to bb
completed by the employer or training facility telected: This
voucher --is;, then submitted to the prime sponsor for-pay-
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men ne of the more promising experiments with an OJT
vbuche system is being conducted in Florida by the
Manatee ounty prime sponsor. An attempt is being made
to determine if such a program will:

(1-) Help the disadvantaged client feel that he or she
has control over his or her future, which hopefully
will lead to greater self-sufficiency.

(2) Result in the client becoming employed in a
"better" job and receiving more meaningful train-
ing than the client would have received in a con-
ventional OJT program.

Participants In the experimental voucher program are
selected at random from a list of eligible 'OJT applicants.
Those selected receive counseling apd program Kientation

this phase. Also, occupational objectives are dis-
cussed and established. In some cases, aptitude tests are
administered to help the client realistically establiikthis or
her objectives. The client then participates in a two-hour
'orientation session where the voucher contract is explanied
in detgl. Also discussed are job-seeking skills,- negotiation
techniques, and client rights. Each client is given a per-
sonal leiter of introduction signed by the CETA 'Director,
an OJT program Description, and a personal voucher con-
tract. The client then begins searching for a job ancrthe
attainment of his, or her occupational objectives.;There is
continuing follow-up with each client, and further counsel-
ing, orientation, or job leads are provided 'when necessary.
After the client obtains a firm commitment from an em-
ployer, the prime sponsof's OJT "coordinator reviews the
voucher terms with the client and the employer...If every-
thing isin Order and the contract is acceptable, 'it is signed
and fuhds are committed. From this point on, the voucher
program is conducted in the same way as the conventionil
OJT program, with the employer being reimbursed up to
50 percent of the entry level,wage for each hour of trim-
ing. This experiment has not been in operation for suffi-
cient time to make an evaluation.of comparative results

Andther experiment with the personal voucher system
. was implemented in Wichita, Kansas, in November /1976.

With strong input and involvement from the private sector,
',_.,:..local NAB officials in Wichita developed a proposal incor-

porating the Manatee County program model. The pro-
posal was Presented to the prime sponsor, and an ,agree-
ment was..niade whereby business executives on loan to
NAB would do the following:

(1) Solicit CETA.program OJT contracts.
(2) Provide office space and furniture for the prime

sponsor's manpower coordination staff, assigned to
the NAB office for administering the OJT contract
writing.

. .

(3)

(4)

As its

(1)

Comply with all of the procedures established by
the prime sponsor for the OJT program operations.
Provide CETA program delivery agents withthe
leads on employee contacts for CETA participants
to secure an individualized OJT contract;

part of the agreement, the prime sponsor would:

Provide the staff to administer the OJT contract'
writing. .

(2) Provide the OJTforms and procedurbs required for
the implementation of the OJT prograth. -

(3) Provide NAB with up-to-date information_ on the
monies available*. OJT contracting.

(4) Process the OJT contract itiVoices for paymenk-

With little modification, the same forms and procedures.,
used in Manatee -Cdunty, Florida, were adopted. NAB
officials in Wichita have a strong philosophical commitment
to the concept of a pergonal voucher system. They believe
it will be less expensive; minimize government "red tape,"
and provide many additional benefits for society and the
individuals involved in the program.

Other Ideas

One of the truly great things about the spirit of decentral-
ization and local determination which CETA allows is that
prinie sponsors have the opportunity to be innovatiye and
flexible. Many prime sponsors and .local CETA planners
have tibt taken advantage of this opportunity. In too many
'cases there has been little creativity, and old, rigid concepts
have carried over from the pre-CETA programs. In addi-
tion to the alternatives and options already cited, it is sug-
gested. that planners give thought to the development of
new concepts which would be workable in their own area.

For example, why not design a three -party contract with
the prime sponsor, employer, and trainee each being signa-
tory to specific terms and agreements? By includinrthe
trainee as a party to the contract, perhaps more respdnsi-
bility and better trainee performance could result. It would
also seem that a better understanding of the contract's pur-,
pose would be reached. It might also be conducive .to a
more beneficial relationship and flow 'of communications
between-tire employer and 'the trainee. In such a ,situatieft,
the contract should be periodically reviewed.to see if each ,

of the partimare keeping his or her part of the agreement.
Other ideas which might be developed Could include the -
cliestrdesigning his or her own training ,program under the
direction of a skilled counselor.



7. CONCLUSIONS AND RECOMMENDATIONS

Conclusions

Whatever problems may be present in Q./T programs
opdrating under current CETA legislation, there is little
question that they .have nade a significant contribution td
facilitating the-employment of unemployed and disadvan-

, taged persons. Since the concepts of CETA are so broad,
and represent ,a major departure from past programs, it is
hardly surprising that some problems have been encoun-
tered in attempting implementation on a practical, efficient,
and nationwide scale. As employment and training-legisla-
tion, "CETA is unique in placing decision-making responsi-
bility at the local level. Many locally elected officials now
have a greatly increased understanding of the problems of
the disadvantaged and an increased concern for the solu-
tion of these problems.

CETA has now begun-to Work its way through a neces-
sary but somewhat misdirected fascination with numbers,
and it is settlingclown to a concern for quality performance.-
If this trend continues, the combined efforts of all prime
sponsors could have a significant impact on the problems
of the disadvantaged. While it is true that the high turn-
over rates inherent in most entry level OJT programs make
it possible for a tremendous number of workers to pats
throfi-211 the programs without noticeable effect on national
unemployment statistics, therell be numerous examples
of those who find themselves vAth improved skills and work
experience with which to compete more effectively, in the
labor market. In the interest of improving OJT program
accomplishments, the following recomatendations are
offered:

^

4

Recommendations for OJT
Program Improvements

(1, Prime sponsors should give first pliority to estab-
lishing and maintaining a good management infor-
mation system. Successful managenient of an OJT
program depends in substantial part on the time-
liness, accuracy, and comprehensiveness of data
generated. Recent CETA piOgress reports are not
bad, but they clearly indicate a need for more effort
in obtaining compliance from both the 'program
agents responsible for administering QJT 'programs

.)

(3)

(4)
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and from the contract empldyers who are', being
reimbursed-for participating in OJT activities.
Prime sponsors should give highest priority to dis-
advantaged clients and others with the greatest
need. Many persons enrolled irk QJT- programs an-
der thp present eligibility criteria appear to nee
only placement assistance ,and not the subsidizatioU
of training and supportive service. . Furthermore,
some criteria should be developed' which take a4.
cht of the job readiness of a prospective enrollee.
This is usually left to the -subjective judgment
placement interviewer-Mirth-in.:an intake control cen-
ter. However well intended, this prohdure -appar-
ently has placed many trainees on OJT contracts:,
who ware -already sufficiently motivated and :fob
ready. e

More precisely, this, recommendation is that
priorities and criteria be established to better focirs
the limited program resayrceson those persons most
in need of assistance. Secondly, the staff person
assigned' to intake assessnient and referral functions
should be, given...detailed instructions 'tor screen.-
ing prospective enrollees, ..and for each Vaal:
they should prepare an employability development
plan to justify how the services of the program are
going Co be used to fulfill each client's specific zneed.
Such procedure ,should-provide for reasonable veri-
fication of thpse elements upon which eligibility
determinations are based, particularly client state-
ments as to family income and length of unemploy-
ment. Even though verification of this dime may give
the-program a "bureaucratiC" appearance, it is not
realistic to accept all such information without
question. The practice of confirming eligibility state-.
ments should be a standard procedure where public
funds are involvecrat least on a sample basis..
Prime sporisdrrshould consider the possibility of
personal vonct&-rl:ccrntracts such as those dismissed
in chapter 6. We particularly recommend the type'
of cooperative working arrangements made between -

NAB and the primesponsor,in Wichita.
There is a need for more meaningful employment
opportunities in OJT contracts. CETA records in-
dicate that there are still a significant number of
jobs that appear to offer little or no opportunity 'for
Advancemant.,Offen they are the types of jobs- that
traditionally are filled with unskilled or low-skilled
persons, which suggests at we are not gettpg the
greatest benefits fbr, the funds expended. It is there-
fore recommended that prime sponsors use some
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form of a pre-award rating system -.a guide for
judging the desirability of contracting for a partic-
ular job in a specific employer establishment. A
number of years ago, the, Department of Labor
used a rating system called the "Occopational Op-,
portunities Rating System." This rating system,
based up4zn the igSR's judgment, gave points and
was weighted according to the relative importance
of such things'as:

(a) Job. Potential. Does the Company hive the
ability to prdvide training in worthwhile mar-
ketable jobs? Will the jobs provide opportunity'
for career advancements, good benefits and
wage increases? Is the company and industry

- of which- it is a part stable or growing? Is thew
company known for good labor practices' andi-

(b) Scarring Wage. goes the job offer an _accept-
able wage which is at least the prevailing rate
for simiicir jobs ;Ty the labor market-.area?
(More points were 'given for higher paying
jobs.).

(c) Special. Incentives. Have normal entrance re-,
quiremenjs or pre-employment tests and pre-
requisites been waived to allOw the disadvan-
taged to be hired? Will the employer provide
additional training beyond the contract period?
Will special consideration be given for high

)-7
schPol drop-outs, ex,-offenders, minorities, and
others whom the company has historically not
considered for employment?

Other things were included in the rating syste
such as expected educational development and a

415

thalmation of the skill code contained in the Dic-
tionary of Occupational Titles. The higher skill
codes gave more points to the jab. Using the alcove
questions as guidelines,-the contract service repre-
sentative would make the rating and submit it with,
the contract for funding to the contracting officer.
Thig rating system,. or something Similar, could be
used by prime sponsors, not only to determine the
desirability of yontraeting for a given job but also
to establish priorities in funding for OJT contracts.
Prime sponsors should le and utilize OJT to a
much greater extent. CE A is, quite limiting in the
waysAliat Private-sector employers can directly par-
tiCipale in programs. The Department of Labor en-
COUrages more private-sector involveinent 'in. em-
ployment and training programs. OJT programs are
vehicles to help give private-sector employers an
opportunity to be involved in a major CETA pro-
gram. Employers can and should have the oppcg;
tunity to contribute t; the resolution of.employ=
tent and training problems, facing their Cbmmun-
ities.

Beyond,thek suggestions, there is a continuing need for,
review and study of OJT programs if we practitioners are
to make them a more effective and efficient means of train-'.
"ing. For exAtipple, ways should be sought to 'develop greater
accountability to the public fen expenditure of time and
mone/ in OJT programs.

In sum, we believe OJT is the most direct approacrto
regular'private e oyment for a disadvantaged worker.

- With imagination and persistence, this useful employment
and training tool can be honed to even greater effectiveness.
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WHERE TO GET MORE INFORMATION

I

For more information, contact the Employment anti Training Administration, U.S: Department
of Labor, Washington, Q.C. 20213, or any of the Regional Administratoirs for Employment and
Training whose addresses are listed below.

Location States Served

4 John F. Kennedy Bldg.
Boston, Mass=. 02203

1515 Broadway
New York, N.Y. 10036

)P.O. Box 8796 fr

Philadelphia, Pa. 19101

1371 Peachtree Street, NE.
Atlanta, Ga. 30309

Connecticut New Hampshire
Maine

, Rhode Island
Massachusetts Vermont

New Jersey
New York
Canal Zone

Puerto Rico
Virgin Islands

Delawares -,Pennsylvania
District of Columbia Virgikia
Maryland West Virginia

Alabama \ Miss15sippi
Florida Norfh Carolina
Georgia e South Carolina
Kentucky Tennessee

230 South Dearborn Street Illinois
Chicago, HI. 60604 dridiana

Michigan

911 Walnut Street Iowa
Kansas Gity, Mo. 64106 Kansas

Minnesota
Ohio
Wisconsin

Missouri
Nebraska

555 -Griffin SqUare Bldg. Arkanlas Oklahoma
Dallas, Tex. 75202

° Louisiana Texas
r New Mexico

tio

- 1961 Stout Street Colorado South Dakota
4 Denver, Colo. 80294 Montana Utah

, North Dakota Wyoming

450 Golden GateAvenue
San Frpcisco, Calif. 94102

909 First Avenue
Seattle, Wash. 98174

4

Arizona
California
Hawan
Nevada

American Samoa
Guam
Trust Territory

Alaska Oregon
Idaho Washington ,

-,
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