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SPECIAL NOTE

~ This monograph is one of a series entitled CETA Program Models prepared for the Employ-
' ment and Training Adrinistration's Office of Community Employment Programs, with finan- -
. “cial support by the Office of Research and Development. The series, on program activities and
services, was-prepafred under contract number $1-11-71-09 with the National Council-on' Em-
ployment Policy and edited by Garth Mangum of the University of Utah.
The monographs being issued or prepared for publicationare On-the-Job Training by James
Bromley and Larry Wardle; Job Development and Placement by Miriam Johnson and Marged -
~ Sugarman; Classroom Training--The QIC Appfoach by Calvin Pressley and James McGraw;
* -Supportive Services by Susan Turner and-Carolyn Conradus; Intake and Assessment by Lee
: - Bruno; Work Experience Perspectives by Marion Pines and James Morlock; and Public Serwce
\ Employment by Ray Corpuz. QOthers nay be added as circumstances warrant,
~ 'Theauthors, experienced employment and training program operators themselves, review the
S purposes and means of carrying out CETA functions and comment on methods they have found .
' useful in conducting programs and avoiding piifalls. The series is commended not only to
" program operators and their staffs, but also to community groups and other-émployment and
training services professionals in the hope that this mformatton will enable more peopletolearn -
about CETA programs, stimulate new ideas, and contribute to |mproving the quahty of em- -
ployment and training programs, ' * - ¢
The series should not be regarded as official policy or requtrements of the U.S. Department of
‘Labor. Although every effort has been made to assure that the information is consistent with
present regulations, prime sponsors are urged to consult current regulations before adopting
changes the authors may advocate. The authors are solely responslble for the content,
Another series of use to CETA priine sponsors and their staffs is CETA Title VI Project
Description Reports. There are two volumes in this series. The first monograph was prepared iy
MDC, Inc.,-Chapel Hill, N.C., under contract number 82-37-71-47. The second volume was
prepared by ETA with asslstance from ptime sponsors, regional offices, and a pmate
contractor.
Copies of othee titles in these series may be obtained from: -

;

Office of Community Employment Programs

Employment and Training Administration . N\
" U.S. Department of Labor :

60! D Street, NW, -

Washington, D.C. 20213

Ly

‘Reader comments and suggestions are welcomed and may be sent to the above address.




0

'.FOREW.ORD, -

On-the-lob Traming is one of a senes of monographs with the general title, CETA Pro-
gram Models. The series is designed to make available to prime sponsor staffs the jessons

some of the more experienced of their colleagues fr»1they have learned from service.in

Comprehensive Employment and Training Act (CETA) and previous programs,

Yim Bromley is assistant director and program manager of the National Alliance of Busi-
nessmen (NAB) for the State of Utah. His background includes 6 years with the State em-
ployment service as an unemployment insurance claims examiner and as an employment
interyiewer before joining the National Alliance of Businessmen as a contract service repre-
sentative in 1971. He holds a master’s degree in human tésource management from the
University of Utah.

Larry Wardle is an employment security specialist with statewxde 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 manpower 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 settmg at hand only that which gives promise of
usefulness from the experience of peers.

Garth L. Mangum
Series Editor
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PREFACE

As the 1970's draw to a close, attention is focused on the direction employment and
trammg programs will be taking-in the next decade. As a result of the Comprehensive
Employment' and Training 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 monograph attempts to provide a fresh approach to on-the-job
training (OJT) and, in so doing, to offer, the CETA prime sponsor and the on- the-Job
training program operator the basis for new programmatic directions.

On-the-job training (OJT) is not a new concept, but rather is & form of training that
has been used since work began. However, since the advent of the Manpower Develop-
ment and Training Act (MDTA) of 1962, interest in and study of OJT have preatly in-
creased. A review of the period since passage of MDTA, coupled with the extensive ex-
perience of the authors, may prescribe some remedies for today’s problems, and form the
basis for more effective training programs in the future.

This monograph, however, is not intended primarily as a technical assistance guide, but
rather as an overview of some phlloséphlcal and operational considerations for both the
policymaker and the program operator. Some of the 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 stimulating their. thinking and providing 1deas for creatmg better on-the-
job training programs.

What, for example, are-the inherent strengths, weaknesses, and limitations of this type
of training? Philosophically, what should be the central focus of on-the-job- training—train-

ing for jobs or placing unemployed persons in jobs? These sometimes conflicting objectives

are reviewed, along with the ways in which thé issue affects planining and operations.

Further on, the authors argue that on-the-job training involving private-for-profit employ-
ers has not been utilized to the extent that it could be. Well-planned and aggressnve solicit-
ing of employer OJT contracts can prove successful beyond most prime sponsors’ expecta-
tions. Indeed, the authors believe that this type of plannmg and soliciting, when carried
out in tandem with a well-articulated public relations program, will produce a program
limited in size only by the available funding. '

CETA presents an opportunity for prime sponsors to be innovative and flexible in de-
signing and implementing on-the-job training programs. Suggestions and examples are
given involving such concepts as incentive payments, variable reimbursement rates, and
contract extension. Specific tailoring of contracts to individual trainee needs is also ex-
plained, along with some thoughts on the use of voucher systems whereby trainees de-
velop their own personalized training programs.

The monograph ends with some concluasions about on-the-job_training and its present

. applicatiori under CETA. In addition, recommendations for program improvements are .

offered.
The authors believe this monograph makes a s1gmﬁcant contnbutlon to the understand-
ing of on-the-job training and partially fills a void left by other publications on the subject.

s
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1. PHILOSOPHY AND PURPOSE OF OJT

Philosophy of OJT

The basic philosoplyy of QIT is that, for many occupa-
tions, a trainee lsarns Hest by doing the work in an actnal
work situation, using the employer’s procedures and equip-
ment uccording to the .employsr's requirements. This is
- particularly the case for semiskilled occupationg in which
workers bre hired at an unskilled level and move upward
theough o progression of jobs, each mvolwmg stnail® dn-
crements of skill,

The purpose of OJT as an en;oloymt,nt and nammg
program is to place individuals in a work and-training
sitwation. Tt is especially well suiied for disadvantaged
persons who may be disenchunted with classtoom types of
training, Many disadvontagect clients need extra help and

effort on their hehalf to overcome obstacles and becotme

meapingfuliy eraployed. Reimbursement under GIT con-
tracts is designed to motivate employars to hire individuals
they might otherwise not” consider by helping the em-
ployer cover the extraordinary cests of hiring, trainiug,
and retaining disadvantaped persons as workers, As an
. employment and training program, OJT has the follvw-
- ng features:

(1) Clients start work immediately. The concept is to
. hire first and train later. o
(2) Clients are not trained for the uncertainty of a
future job that may or may not exist.

(3) The training is practical and comprehensive in that

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

fellow workers, and the ritual of company. pro-

cedures.

(4) Trainee performance can be evaluated on the job.

(5) The trainee is trained according to employer needs
and desires.

(6) For many jobs OJT is less exponsive and -more
flexible than other training programs.

(7) The traince immediately becomes a productive
member of the work force. Employment of the
disadvantaged can also have economic significance
in terms of a reduction in welfare, unemployment,
and similar transfer payments. Another important
economic benefit is that the individual becomes a
consumet with increased purchasing power.

Lach of these features is desirable in an employment
and training program. There are, however, some limita-

tions and weaknesses inherent in OJT, such as the follow~

ing:

Ny

(1) Some clients have problems so severe that they
cannot meet entry |evel reqwrements for empley- -
ment, Such individuals require preemployment
-training, counseling, or other service before they
can he considered job ready. '

(2) Chentorwho are }med and placed in an OJT sitwa-
tion often require suopdrhve services {o success— ‘
fully adjust or benefit from trainlng. Many em- . -
ployers have found it difficult to provvde tlmely
and offective sérvices. |

~(3) OJT seams to be. feasible and hest situated for .
eniry Jevel jobs. Many such jobs, offer little- hope
of advancement to higher level -jobs and pay. A
trainee in such a position may qnit and once again

" be in need of employment and training. * e a

(4) OJT is mot suitable for certain kinds of jobs. If.
the knowledge. and skill required are’theoretical,
mathematical, scientific, or academic, a back-
ground in formal education is usually required.

(5) OJT is gencrally less expensive to conduct than
other kinds of training. However, it may prove to
be more. costly for an employer, since greater
time demends are placed on “supervisors, Also;

" combining training and production results in less
output than would have occurred if the total effort
had been devoted to production alone.

(6) Often craft or other workers: who provide train-
ing to newly hired employees do not have the
skill to be good instructors. Sometimes they re-
sent sharing their knowledge and feel that  the
trainee i$ being given advantages they themselves
did not have.

These obstacles present a challenge that may be over-
come, in part, throuvgh innovative design and creative ad
mmlstratlon

Purpose of OJT—
Two VleWpomts

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 employers to perform a public
service they would not normally perform. Generally, that
public service is to hire a comparatively disadvantaged

weperson who might otherwise have been rejected. Less

b9
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often, it may be to upgrade a current employee in whom

the public has a special interest. There are two possible
objectives in the subsidized employment and training of a
new employee. First, the reimbursement “buys" a job for

the trainee, and. gainful employment is the major abjectives

Accordingly, success accurs when the person is hired and
rcta'ined as an employee. Placement becomes an end in
itself. One implication of this view is that the amount
and quality of trammg is secondaly to contmued emp~loy~
ment, - . :

A second view of the pmpose of OJT is that the reimn-
bursement to an- employer buys training which makes the
trainee more marketable as a wesult of increased skill. In
this context, the placement and training are means to an
end. Retention of the worker by the contracting employer
is of secondary importance, so long as meanmgt‘ul firammg
is provided. Indeed, employnient during the training pemoq
may, evén be.considered as transitional employment.

Dach of the above poinis of view has merits but: the
viewpoint to ‘which, a CETA’ pla\mer supsctibe )/lms far-

reaching 1mphcat|ons for plannjng and oﬁerating It~ ..
. programs. The Kind of employers sought for contracts, ‘ex-

pectation of truining, and evaluation of the'contract’s suc-,

cess ate all affected by one'’s point of view regarding the

purpose of contracting for OJT.

U pgra.ding as an OJT Program

Although CETA allows upgrade training, little has been

.done because CETA regulations effectively preclude it. To

be eligiole for upgrading, a person must be employed and
must meet the poverty level guidelines, Few employed per-
sons have incomes in relation to family size that make them
eligible for upgrade training. Basically, upgrade OJT is
used in situations where employees are confronted with

Y@

barriers to occupationsl or caveer advancement. Many
times a person working at an entry level jobr lacks the skill
and training to be promctzd to a hxgher Jevel job. ‘The em-
ployer may feel that. upgrade traimng is not 2 justifiable
cost as long as other workers with the requisite okills are
available from inside pr outside the establishment,
Encouraging employezs to provide upgrade training and

other services that enhance career opportunities fo& the -

W'o‘rking poor may result in the following. beneflts:
(1) More antry level jobs for the uremployed. '

(2} Less turnover ax a resolt of higher moisle and ]Ob -

‘ satistavtion’
{3) " Increased reahzation of human resouzces potential,

(4) fireatei productivity 0f the work force through

= lrainingg v, T o .

',
~However, CLTA planners n)isy be Mucta»nt to ;%bwde ,

for upgrade 4 training becayse It thes . 3qu1remem cited above,
and pacause of such :on sndé?atlons or opinions as;

(1) The lack of resources and the pressmg needs of the

unemploved pem‘ut upendxtum only for entty.
QIT, - =

The payment of governmen m\ds fm upgradmg is
a, 'subsidization of private pusingss that is obwc«

tionable in principle aid philosophy. * L’
It is 100 expensive, and the expeu'ed returns are

doubtful or uncertain. Therefore, it is not consndered'
a prudent investment of funds.

1i takes too much efforc and thou ahit to develop an

efective program, ~
Unions may not s.pport the concent, and collemve
bargaining agtseiments muay exclude eligible ems-
ployees from participation. :

(3)

(4)

(5)

It is advisable for CE'TA plannets to give some thm)ght
to OJT upgrade training in view of local needs and cir-
cumstances. Technicul assistance for designing and imple-
menting such programs may be avatlable from Department
of Labor representatives. T

Ao
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+ ¢+ Yollow morg, than a decade later.
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On-the-job traf;ing began when a fatber first taught a
_son how to hunt. It is such a natural process that it does
not lend itself to forinal historical treatment, Employers
have always as.umed some training responsibility patic-
alatly for those jobs which do not involve high theoretical
content and which can be tayght by a supervisor or a fellow
. worker. Apprenticeships are another variant, -
We are concerned here primarily with public policy re-

development. The real impetus began during World War 1
when the labor force éxpanded rapidly to include women
-and other inexperienced workers or workers untrpined in
_the specific job skills needed. En:ployers hy‘/:o Ltrain
‘workers as part of the war effort; it was expec dwpf_them,
After the war, the G1L.Bill proved the value of p\:lSlic—sup-
- ported training of workers, often expressed as a ('ombina-
. tion‘of formal education and.on-the-job training.. That ex-
+" perience proved a basis fdr public progrzfm/s' hich were to

™

* ' LY

On-the-Job Training and the
Manpower Development and
Training Aet =, .

Surprisingly, little in,the way of on-the-job training was
developed under the Manpower Developiment and Training
Act of 1962, The MDTA was the sgcopd of the New
Frontier /C;‘nreat Society anti-unemployment programs (after
the Aree Rédevelopment Act), and OJT was included in
ths legislation as a parallel effort with classroom training,
However, institution}! training, as the school version came
to be known, had gpined a fcothold uhder the ARA and
had.a built-in' local administering bureaugtacy which did
not exist for QJT, lgaving the latte to a-date start aiwd 4
slow growth,! Moreover, key congresstoiial figures' com-
plained that QJT had not fulfilled éxpectations, becanse
some of the appropriated funds were unused in the existing
slack labor market. Initially, the' Labor 'i}ﬁpartﬂqent‘had
little faithi in the ¢apability of the vovationgl edutation sys-
tetin 1o teain for successful employneft; ‘the Department
. preferred the direct approach of OJT, But promotinig OJT

was simply more dificult than developing istitutional proj- " -

.

-

0 / * Y B
1 Garth 1,, Mangum and John Walsh, 4 LJJch‘.Y,aK.Manbmvér mwlom;'wm
and Tralaing Salt Laks City: Olympus Publlatfug Cunipany, 1973), ». B

s

. 5. HISTORICAL DEVELOPMENT OF ON-THE-JOB

#
L} ‘q .

POLICIES
. v

ectss As long as potgntial employment opportuities coukd
be jdentified and trainees recruited, a:: institutional traitting
class could be developed.? Furthermo?e, OJT required eRiw
ployer pariicipation, and in the existing slack labor market,
employers favad few recruiting difficulties, |

In spite of thf%&ﬁbpartment of Labor.policymakers rec-

ognized that OJT was less expensive to the public than .

. ] . ' \V SN
,vocational pducation; it offefed no pxtblems of recruiting
ganding on-the-job training as a tool of human resourcecégnstructors, parchasing equipment, keeping up with indus-

trial developments, or placing graduates. In addition, since
OJT included a job while institutional training offerced
primarily a “hunting license” with which to seek 4 job, it

“was viewed by policy makers as an attractive way to involve

private business, Years of slack demand had seen com-
pany training programs atropiiy, reimbursement for train-
ing costs were available, and the choice of employees was
to be left to the employer. . '

"
ke

" Efforts to InéreaSe Private

Employer Participation. - .

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, Employer associations, hoping for a piece of the
action, acted as prime contractors to promote OJT and to
subcontragt with thieir members, Community groups such.
as the Urban League, which also served as prime con-
tractors, had & difierent set of .objectives but lacked ex-
perience and employer contacts. As a result, over one-thixd
of the' available slots were used to upgrade employees ais
ready on the payroll. Moreover, on-sight observation found

training ranging from excellent to none. at all. In a few

extreme cases, employers were unable to identify employees
enrolled in MDTA-OJTS

In spite of the problems with OJT, the average bud-
getary costs were lower and the placement (retention) rate
much higher than for institutiontial training. For example,
of the 83,600 trainees who completed OJT projects in

4 Qarth L, Mangum, Mangower Develppment and ‘Training Ach Foldution
of Padaral Manpower Poltey (Bolthnors: The Johns Hopking Press, 19685, p. 61,
8 Arnold L. Nemore and Clarth L. Mangutn, “Private Involvement in Federal
Mun?ower Progeams.” In Arnold R, Webuy, frank B Cessell, Woodrow L.
Glnsburg, eds., Public-Private Manpower Polictes (Mudison: Industriul Relu-
tions Research- Assoc., 1969), p. 64
41bid., p. 62 :
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Chart 1. Employment Status of Workers
Completing On-the-Job Ttainmg, .
Fiscal Year 1967 :

‘
»N
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' Employed in
" other jobs 5.3%-
Employed in training- g ‘ 4
related jobs . Cey w employed

86.6%

" Sovrce. U.S Dapamaent of Labot, Munpower Adminisiration
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fiscal year 19 167, about 91 percent were employed at the
time of the last post-teaining follow-up, most of them in
tmmmg3 -refated work (see chart 1).% Furthermore, an ex-
aminaton of QJT program expenditures for the corre-
sponding period of time showed-that the average cost to the
government of MDTA-QIT was relatively low. It approxi-
mated $650 per trainec, more than $900 below the avet-
wage for the institutional training program.® As a result,” con-
siderable government pressure was applicd for continued”
rapid expansion of OJT programs. Simultancously, there
was @ tightening of the labor market, and many employers
wucq\bokmg for new employces. OJT program admini-
strators, at the focal pomt of these forces and with limited
btd(fs, humcd to fill yg,lowmg number of slots. The out-
co‘n\g was that, in too many cases, the characteristics of
enroll  aroused suspicion that the workers were not.
particularly difirent than thoge the employer would have
hired in the absence of the relatively small subsidy, .
In an atté mpt to improve on this record, subsequent
MDTA-OJT administrative decisions required that nro-
gram admnistrators Maintain an appropriate Idtlo of dis-

I
e

* Munpowel Report of the President (Wmhlngmn U.5. Departmens of Labor, 1969), p. 92,

) ‘|b|$

‘?\

advantaged to non-disadvantaged trainees; e.g., fiscal 1970
guidelines specified a 50 /50 placement target.

Still, employers seemed reluctant to hire the underedu-
cated, the young, the old, and members of minority groups,
lnmxtmg the potentnal of QJIT for serving tlze disadvantaged

‘unless new approaches were developed, buttnuxmore, ex-

perience with disadvantaged trainees seemed to substan-
tiate the employers’ foot-drdggmg position. Training the

disadvantaged often required basic education before they

could understand simple work instructions, job-related ed-
ucation so that they could understand the task, gpecial
counseling to ameliorate personal problems, trave} assist-
ance and child care, medical and dental care, and a smat-
téring of otlier supportive services before any of their work
potential could be realized.

Even after the requirements for 50 percent disadvantaged
weie imposed employers tended to fill their training slots
with the oetter qualified among the “disadvantaged” ap-
plicants. In fact one study of OJT subsidies to small em-
ployers it Jiew Ha\icn Connecticut, indicated that a sizable
number ¢ the employers (22 out of 95) viewed the suby-
sidies as pavments, for which" they did nothing in return.
Thirty-nine were disheartened by the behavior of trainees,
and exthet refused to use the OJT program ag,am or put
new condltlons on continuing its use.’ s

Nevcrtheless, the decision had been made to promdte
the QJT idea and to ensure that a substantial part of the
pubhc money would go for training workers who did not
have a reasonable expect'anon of meaningful empioyment
without some form of assistance, Against this background,
the Department of Labor began tc explore other approaches
to stimulate more fisivate employer participation.

Motivated by a combination of ghetto riots in their home
cities and the tightening labor markets of the Vietnam war,
a few employers took initatives -in hiring disadvantaged
workers from the central cities, often in pursuit of defense

‘ contrduts and in response to affirmutive action pressures.
ﬁcdual officials, noting these initiatives, began a series

ol contracting efforts, persuading employers to hire disad-

vantaged workers and offering to underwrite with public ;-

funds the additional costs of hiring these workets in. prefer-
ence to more familiar ones, All of this culminated in a
special presidential message in January 1968 and the
launching of the National Alliance of Businessmen's Job
Opportunities in th¢ Business Sector Program (NABR-
Jons) .-

LT UL S

PRoberg S, Goldfarh, "The Evaluation of Government Progeame: The Cuse
of New Haven's Munpower ‘Training Activitles.” (unpubtished Ph.D. thesls,
Lepartment of Economices, Yale Uni\'ersily, 1968), pp. 112 18,

A 8ar A, Levitan, Garth L. Mangum, and Robert Toggart 111, Economic
Opportunity in’ the Ghetto: The Partnership of Government and Husiness. A
Joint Publication of the Center for Monpower Studies, George Washington
University, and the Natlonal Manpower Policy ‘Task Force (Dal’fmore: The
Johns Hopking Press, 1970y, p. 81, '
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" Teaming Governme 1t On-thei
Job Training Programs with
Private Business Feadership—

the JOBS Prograyis

Although JOBS ‘was the outglowlh of MDTA-QJT, it
differed it several fundamental respects:

(1) It was designed to serve only disadvantaged
workers.
(2) It was targeted primarily to the large urban areas,
*+(3) 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 adjustments.
2(4) It utilized the services and support of business em-
ployers to help promote the program’s efforts,
(5) Itastressed “hire first; then train ‘and retain.”

* In essence, then, the NAB/JOBS program was mmally
aimed -at"continyed testing of the basic concept of immedi-

B ]

ate empldyment for the hardcore unemployed and. at. ex-.
plorm“g the training, methods and related servnees that would:
» . be, miost effective in. mcreasmg these. workers skills, em--"
s ployabrhty, and stability on the ]ob NAB,_ was also’ cong
cerned with finding: better _ways of enlrstmg employers o
-eoopcratmn in the program and of helpmg them tQ over--

comg the serious problems entailed.in absoi bi d idvatit-
p e tbsoLbing ipadva S, has beeome a way of fife for many of the NAB. partrclpatmg

companies. NAB has not been phased out of :existerice, and

aged neople in to: theirt work. force. :

-

¢

companies. Campaigns for job pledges and OJT contracts -
were carried out initially in 50 metropolitan areas, whicn
NAB called “metros” for short, NAB added 81 more
metros in. 1969 and-the total has been fluctuating since
that time. These campaigns produced §,400 contract jobs
in the first year, 31,500 jobs ‘in the second yeur, 52,800
jobs in the third year, 60,100 jobe it: the fourth year, and
88,200 jobs in the fifth and larges: year (fiscal ,1971).0
Closur examination of the statistics, however, reveals that
the JOBS program had its yreatest success dur,ng the period

~when labor derfiand was high. As demand began to falter

- of oIT contracét’ administration, but there ‘is little douwt® =
" ‘that .it has mide a q't,mﬁcant rmpact upoh. the procedur(.s o
dompanies follow in dealmg' wrth the dlsadvantaged after-‘_. o
,they are hlred Indecd the provrsron of specral r o&,lammmgf ' :
“'to meet the employrhent problems of ‘thie drsadvantaged Y.

The JOBS program involved a commltment by employers .
1o hire these. workers ﬁrst and train: them after—-—burldm&.j;

ment. with only a promise-of a £uture ‘job. 'I‘he pro&,hrm put-

_the servmes"und fifiancial powers *of government .at the.
L dlsposul of- mduatry ‘a plan. which ¢xperience had shoivn -

was- . -ntial if thé drsadvantaged unemployed were to re-
ceive the range arid depth of servrcea .equlred to help them
beeorre productive workers. -

: Slmpl" stated, thé ob]ectrves of the NAB were as followq

(l,)

(2)
(3)

To stimulate the awareness, ,nVolvement and com-

mitment of the business community.

To secure job pledges..

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 and training programs

“ to community needs.

. Results oi the N AB/JOBS &
Effort

~ The evidence suggests that NAB did  a fairly good job
-of increasing the number of disadvantaged hited by many
¢ ¢
g

' L

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
concern was the fact that many of the JOBS trainees found
themselves in the nge-old position of being the last hired

and first' fired.

With the advent of the Comprehensive Employment and
Training Act (CETA) and its focus on decision making
at the lo(.al governmental I vgl, NAB has been phased..

generally dismissed-as preferentlal treatmcnt before™ 1968,,

few of the’ executlvesf who hctve wotked for the Alllancc

on the accumulated evrdem.e that mmal placement in o "..'eomplam about® ltb contmuahce

- job at regulur tvages doen‘. much . more.to. motivate a cllsad«,
:u.tagtd mdwrdual than' a training perrod before employ~

. Today; the Alhance has expanded lts efforts on employ-
ment and employabxllty development programs for youth e
veterans, and cxhoﬂendérs In addrtron, ‘the.’ partnerslnp

of g government business’ and: labor has been; expanded o .
include” educatron in, order to more: eﬂ‘echvely delivei .pre-". - i
“vention and: coirection servrces, More: specrﬁcally, NAB ds oY

attemptm;, to strengthen the edhcatron and training oppor-,
tunitics of local'sehdol systems Wwith industry know-how . °

.and resources, NAB believes that: both " sides can leal‘n

from each other and jomtly help the school systems better
prepare students for entry into-the labor market, Moreover,
NAB experience with OJT programs has made a positive
coitribution to the design of CETA/OJT provisions.

CETA prime sponsors now have the opportunity to
further experiment with the OJT hiring and training tools
developed'over a period  .any years. These experiments
can take place entirel: s the aegis of NAB, or they
can take plade on a sha.. . eaperience basis, The weight of
evidence suggests that the shared experience approach will
produce better results,

e i

s
o Manpower Roport of ‘the Prostdent (Wushingten: U.S. Department of Labor, .

. 1918), p. 1,
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Assessing Your Objectives

3. CONSIDERATIONS IN DEVELOPING AND

Considering the record of achievement for OJT pro-
grams, prinie.sponsor/planners would be remiss not to give
serious consideration to an 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. It makes a significant difference in both-

developing and operating an OJT program whether the

. stated pogiam objective is to meet the needs of the partic-

,~ular marketor to'méet the needs of the-disadvantaged target
;1 7i. " “population, Under tight labor market conditions, a planner

.o “méy.be requited to. simply locate the 'high -demand: eni-
¢ - ..ployers and, channel 'the disadvantaged. workers to their

“ persongel offices: To illustrate, if the planner lias sutticient:
~ funds td"train 500 workérs on QJT contragts and the labor

" market is calling for 500 weldeks, it may bé necessary only

o get the jobs and the workers together. -

i - ‘the'needs of the disadvantaged: target population, the job
P, 7'is, more. complek.: Detailed analysis- of. the demographic

<

" if intelligent; judgifients dbout disadvantaged needs are to

.
-

-, Oni the other ‘hand; for the plannér who wants, to. meet

datis velating to thé target.population must be undertaken

be miade. Disadvantaged populations include some ‘people

' who are well thotivated to"work but who have various
“ " handicaps which prevent them from gétting or holding jobs.

. Some‘are young people: who are-eitheér school dropouts .

or products of very poor dducation, with limited work ex-

" " perience: Some are older’ workers. who- liave been-working

gt Tow skili of marglaal jobs. Many are women on welfare,
" with children to support. Still others: may have recotds of
" “arrest,” imprisoniment, ,alcohgl_is'_m, 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 wotkers

who require help to reach acceptable levels of job per-

- formance,

10 productive Employment vf the Disadvantuged: Guldelines for Action, Re-
seateh otid Developtment Flndings ‘No. 15, (Washingion: U.S. Depuitinent of

Labor, Mrupower Administratlon, 1973), pp. 29-30.

p

_* OPERATING ON-THE-JOB TRAINING PROGRAMS

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 fauilities in the
particulur. planning district, It might be that a particular
target arca would have only limited classroom training
facilities, and if they are operating at maximum capacity,
_other. training programs must be considered by the planner.

_ Also; the classtoom 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;. yét numerous occupations that -the

planner may want to consider for training programs require. -
_ » a step-by-step: learning process which would limit enroll-’
,ment flexibility, More specifically, this requires that the

planner estimate the general educational development of

the target population, the skill levels required for the jobs
most available to the target population; and the capabilities
of existing skill training facilities before iftelligent decisions
can be made about program mix. D e
Other issues to be considered ‘in choosing between in-
 stituitional and on-the-job {raining involve the comparative
merits of the two activities in and of themselves. For ex»

cause it is more flexible and less expensive for many jobs.

The effectiveness ot impact is readily apparent to super-

visors who can observe whether or not the worker is learn-
ing the job. Moreover, OJT can be carried out by craft

- workers who may not be very effective in teaching formal -
"~ classes but who might command considerable respect from
‘trainees because of their demonstrated skills ‘on. the job, -

Thus, OJT does not require expensive instructors or trains
ing equipment, It is fexible because it 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-
vance and are not, as likely to consider it to be a “waste o
time" as they often do classroom training. : :

7
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ample,. the evidence’suggests that employers prefer QJT .
because there is little question of its effectiveness, and be-’

8




On balance, institutional trainir - is more appropriate
where the theoretical content is extensive, where substantial
training must precede production, whers OJT supervision is.
difficult, where safety is an important consideration, and
where the work setting can be sufficiently synthesized to

. give realism to the training, !

Looking'at Economic
Conditions

Economic conditions affecting both the local and na-

* tional picture must also be studied by i planner before

allocating funds to an OJT program. An economic down-
turn may place many eraployees in layoff status, limiting

. -the option of employers to provide training to new em-

ployees. For service representatives to solicit -contracts un-

. der these conditions might encourage employers to lay off
- more of their regulat employecs in order to make room for

OJT trainees for which they receive reimbursement (This is -

prohibited in the CETA reguluions, but it may still occur.)

In other words, the planner would only be determining who

—not how many—would be uery loyed. The plahner
.. ~.may be able to identify st me geowty vindustries unaffected
- . by the general slump. Otherwiss, the solution must be to

place greater emplasis on nublic strvice ‘employment,

A gt g N
- classroofn training . :tivities, or work experience. Con-.

. versely, if tight labor w.:-ket conditions exist reflecting

‘to ‘interest employers in OJT contracts. v

Q 5 e

high or rising employmert t=vels, it is comparatively easy

 Realistic Budgeting

" 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 allodate somé poition -
of those funds to 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 adtinistration,:

training, staff services, and supportive services. Since the
Department of Labor provides fairly detailed instructions
on what constitutes allowable costs for s OJT program
and what is required in the way.of fiscal reports, this paper

-treats only items which-have bﬁeen learnéd from day-to-day
- experience that will help planners more effectively utilizg

the allocated funds, . <
Fer example, day-to-day experience has shown that it is
helptal to include the following: items in fiscal repotts:

ottt ol 118t ettt

W.Garth L, Mongumt and John Walsh, 4 Decade of Manpower Devo{opmmu
and Training (it Loke Clty: Olympus Publishing Compnny, 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 by line item, prefer-
ably on a monthly basis.

(3) The total expenditures of funds by line item, pre-
ferably on a monthly basis.

(4) The total projected expenditures by line item,
through the life of the prime contract.

Without this information, the planner cannot know if his
or her efforts will produce the desired objective within the
agreed upon time. Moreover, it is especially important for
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 a 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, 1974, Part of
the problem as it relates to ‘expenditures is that trainee .
turnover remains an unkown variable, Good accounting

principles suggest that. program sperators must riot obligate .
more money than has been allocated, and therein lies 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
number of trainees who leave OJT contracts before the

“training period is complete, (Ch. 4 discusses the turnover
problem.in greater detail.) Consequenly, there is a'lag

period during which contracts must be renegdt_i'ated:, new
trainees must be recruited, and' funds muét be reobligated.

- “Table 1. Funding of JOBS Program, Fiscal Years 1968-74
L ' (In Millions) ' :
 Flscal _ Funds - . Funds < Funds.,
o Year . Programmed Obligated . . Expended
1968 $114.2 $899 8600
1969 209.9 1608 . . 494
1970 1750 148.8 21.7
1971, 179.3 169.0 18.3
1972 164.8 118.2- 154
1973 “84.3 729 - 95 -
1974 80.6 64.0 - 84

Sourcc:"‘ff:&.ﬂwgrtmcm of Laboy, Employment and Training Admlnls‘tmtldn.

. )

In addition, most OJT contracts are written for approXi-p
iately six months, Thus, if a planner were to expend all
OJ 1 funds withiu a given fiscdl year, the production sched-
ule (see Production and Performance Standards) must
require that all contracts be negotiated within the first six

“months, This is impractical, becavse good planning would .

provide for services to the target populations duting the
entire year, At the same time,- sersonal hiring patterns of
some of the employers may prec'ade ot limit their partici-
pation if funds can only be obligated during part of the
year.




"Table 2. CETA On-the-Tob Training Financial Report, Fiscal Year 1978

Pla "i.\g l)lm'lct e e bir e i i NPT - . CEBTA Title e .
Expcnd. Cumula- Balance ) Obliuatiom Dmbhgulmn _Total Balance
Contram . During tlv Re!nalm ~During During Projocted To
Month Limit Month Bxpend, Month Month Bxpend, Obligate
M (2) @) 4) (5) _(6) {7) (8) )]
TOTALS $525,000 $415 000 $475,000 $ 50,000 . $710,000 $185,000 $323,000 © Qe
Qctaber ‘500,000 00 5,000 495,000 ,000 ‘ 0~ 100,000 $400,000
‘November ’ 10,000 15,000 485,000 100,000 20,000 £80,000 %20,000
December _ 15, 1000 30,000 470,000 50,000 30,000 200,000 300,000
Ynnuary §25,000 25 000 55,000 470,000 75,000 10,000 265,000 260,000
February ’30,000 85,000 - 440,000 100,000 10,000 355,000 . 179.000
March | 40,000 135,000 390,000 50,000 20,000 385,000 140,000
- April 36,000 185,000 340,000 30, OO() 10,000 425,000 100,000
May 60,000 245,000 280,000 50 000 20,000 455,000 70,000 .
June 70,000 315,000 210,000 50.000 15,000 490,000 35,000
July 60,000 375,000 150,000 40,000 20,000 510,000 . 15,000
Augnst 50,000 425,000 100,000 40,000 20,000 530,000 (5,000
Septembeor 50,000 475 000 5,000 10,000 525,000 . -

e

i ¢

‘Given these considerations, the Utah Job Service de-
veloped the fiscal reporting form depicted in table 2. Hypo-
thetical numbers hrave been used in the table for illustrative

" purposes. -For oxample, .this particular. planning di«rict al-
located '$500,000 to its OST program for FY 1978 to pay
employers’ for extraordinary training costs associated with
- hiring  disadvantaged ‘workers, . During, the first month
(Oct.ber), it obligated $100,000 (column 6). However

contract sérvice reprceematwe negotiates. the contiact, ob-
~ tains the riecessaty signatures, submits the required infor-

_ trainees have beenyreferred to the employer, only’ $5,000
was actually paid out (expendcd) at the end of the first
_month (colurhn 3. Column 5 shows that there was a re-
maining batanee of $495,000, but Column 8 indicates that
“if all of the trginees who were placed on-OJT contracts
curing October stayed on.the job long enough to" complete
the .ull-training reimbursement period, $100, 000 would be
expended, Columin 9 illustrates that, since $100 000 of the.

- $400,000. 1eft to obligate. "

Further .analysis of the table mdicates that by th(, end
of December the planning district had obligated. $250,000
and cxpendcd $30,000. Perhaps more itaportant is the fact
that a pattern of deobhgatnom (Column 7) began to
emerge. With this information,. the' planner could start to
manage the activity levels of the program; i, e.,chow much
money - could be obhgated and expended each month in
order to assurg maximum utilization of the funds available,
These data also have important jmplications for the organi-
zation and statfmg of the program, Decisions can be made
about how many contract setvice reprcsenté’txvcs ate needed

can best be organized to acomplish the task.

Column 2 of table 2 shows that $25,000 in additional
funds were allocated to the program in January. This may
be because other programs were not doing as well oy an-
tmpnted or beeanse feedback fmm the coutract servico

" this ‘planning; district, $710,000 was’ actually obligated to

since there is normally a lag period™between the times the. achieve a 90 percent expendituré rate ($475,000 is 90 per+,

‘muation'to the accounting departmeént, and verifies  that'

$500,000" had been obligated, thuc was a balance of .

representative suggestcd that employcr aceptanice was goad :

for OJT and more funds could be obligated, or becausc of
any of a dozen other reasons thqt 1equned shifts in pro-

gram funds.
-Five important points. should be madu from tbls table.

Fitst, it atfests that, if a planner wants a maximum use of .

QJT funds, it is necessary to overoblxgdtc Note that in

cent of $525,000). As a rule of thumb, the-Utah cxpenenco‘
indicates that planners can avoxobllgatc up to. abioiat 130

the omobligatmn was 135 percerit,

‘Second, in detlor to adhere to sound fiseal and ac(nmtmg

pn‘mcxpies relatiig Lo overobhgauons, SPONSCTS. Must, ensure
that their OJT contract assurances and c'eltmcano@

to the availability of funds,” This safeguard is’ necessary
for two reasons: (1) Toue.to some unforesesn developmcnt
the Department of Labor may be required to withdraw

funding to a sponsor; and (2) the OFT program may work -

© so“well that, if ‘cacried through, the overopligation W(mld

result in actual overexpenditures,

cons’ .
tain the caveat that “alt payments 1o ymployms are subject - -
pay

Third, in this case cven though ovmobhgatlon did occur, ‘

$50,000 was loft unspent at' the endd of September. This

" means that planners probably cannot avoid sdme carry over:

to obligate the agreed upon monthly totals, and how they .

9

of funds from one fiscal year to another if they provide j-o

twelve months. Inasmuch as OJ7T contricts aveiage about
six months in duration, we suggest that for phm‘ mg pur-
poses OJT programs should be viewed as having ‘an eights
een month lite cycle; i.c., twelve months in which contracts
can be negotiated and six months for final payments to em-
ployers and necessary closeout activities,

Fourth, a fiscal control form of this type can greatly
facilitate staffing. Too many prainers assign contract serve
ice representatives to their OFI progean: with fittle o¢ no

thought about how wsxay cortiws. one contret sevies

veprescrtdtive can write or how much money oae conte et

16

‘percent.of available funds; In the example lllustrated he; e, T

A

-opportunities for disadvantaged persons durlng each of the *
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will require, This subjject will be discussed in greater detail
under “Stuffing for Optimum Results” later in this chapter,

Fifth, data of this type can tell the planner at a glance
what the overull condition of the program is, and whether
or not. it will acomplish the agreed upon objective. For in-

stance, a sizable deobllgatlon rate may suggest that person-

nel assigned to screening, selection, and referral of trainees

are not exercising adequate care, Perhaps tramees are being

terminated for unsatisfectory job performance soon sfter.

starting the training. An inordinately high deobligation rate
“may also indicate that contract service representatives are
not selecting the best employers - with which to contract.
Perliaps-the employers superisors do not know how 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/her supervnsor,” and un-
derstanding that “strong supervision” is vital. to successful
cmployment of the disadvantaged. This type' of behavior
often ledds to another failure for the worker unless the,
management and supervisors can be- oriented to the need

for special assistance- in adjusting disadvantaged ‘workers |

to the .job duties. The drobligation 1ate. may also be a -
. signal that eounselmg, job coaching, and other follow-up
.supportive services are not effective, |

Fmally, planners should be-awaré that good ﬁscal man.

. agemrnt requires. other reports of this type covering admin-

istration; s€Aff services, supportive services, and other ac-
. tivities that aré directed at OJT funetnons Generally, these.
- dctivities .are not subject. to the -numerous ‘variables that
‘influenge the payments to ethployers. Thus, they are not
epccnheally treated in this monograph :

&‘

Operatmg or Subcontractmg
- Your Program -

[

The first step for the prime sponsor in or;,anmng, an
'OJT program is to decide if the function will be operated
by the sponsor or subcontracted to another agency or or-
ganization. 1f the decision is niade to subcontract the func~
,pon, the following items should be consldercd/’

- (1) That the sponsor develop an objective method of
appraisal that will identify the agency or organiza-
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-
- ¢ies or organizations interested in subcontraetmg
for the OJT program, '

The followm;;, key questions are considered essential to
proper evaluation of any agency.-or organization proposal:
. (1) Does the proposal address existing lubor murket

needs? S

R
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(2) Does the proposal address existing target popala-‘

tion needs?

Does the proposal provide for ficxibility in meeting
changiilg 'employer and trainee needs?

Does the proposal show evidence of management
and staff expenence and competency? .

Does the \proposal have administrative costs com-
parable to' other proposals?

Does the proposal have trammg costs comparable
to other proposals? :

Does' the proposal have suppurtive service costs
comparable to other proposals?

Does the proposal have staff service costs compar-
able to other proposals?

(3)
4)
(5)
" (6)
(7
(8)
:(9)
agencies 7nd organizations to share costs and serv-

ices? - *
(10)
sure that the services provnded will .not duplicate

or overlap with the services of other agencles and
orgamzanons? :

After careful analysns of the partlcular agency or organis.
Zation, the prime sponsor may want to evaluate proposals

by & numerical rating cystem. 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 needs, a score of ten points-
would be given to. question 1. In thlS manner agencies and .

.organizations could- be compared -on ‘the basis of total
points, Subsequentl’y, should a subcontract.award dispute

Does the proposal provide for linkages wnth other -

Does the proposal have adequate safeguards to en-,

»

arise, havmg numencally weiglited proposals could help - -

the prime sponsor’ s staff to arrive at the best solution.

Normally, prime sponsors will want-to look first at-the -

Job Service. as a possible subcoptractor, There ‘are good
reasons. for. domg so. First, the Job Service has been oper-
ating OJT programs since the early 1960's.-Often, their

staff will have' a wealth of knowledge about the program, .

the job market, and the target population.iSecond, the Job

,Service is required by the Department of Labor to use an
““added. cost” concept in determming its charges to CETA .

prime §ponsors for services, In essence, this means that

the Jab Service will ot charge for any setvices it normall; ¥
provrdes to the general public. For example, the Job Service

is required by law to complete a work application and pro-.

vide placement a$sistance to any person who seeks such
assistance at dny one of its offices, For.the prime sponsor,
this means that the basic information required for an em-
ployability development plan for CETA enrollees is dlready
available and the normal placement services will be pro-
vided at no charge. Other services such ‘a$ counseling,
testing, vocational guidance, and computer job matcling

can also.be provided to the sponsor at compnratlvely low‘

cost

The third consideration in favor of the Job Servlce is
that the CETA regulations require the use of the Job Serv~
ue wherever pOSlele Indeed, primé sponsors must justlfy

' A
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. in writing all services not contracted .to the Job Service.

This is not mierely a self-serving requirement, but one

. which is designed to eliminate duplication, overlap, and

confusion in program service Jdelivery.
Nevertheless, there are numerous other organizntions

“that have experience in taking disadvantaged workers off

welfare rolls and putting them on payrolls, In addition to
those mentioped in chapter 2, a partial lisf would include-
-the National Urban League, thc Opportunities Industriali-
zation Centers (OIC’s), and Operation Service, 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,

Staffing for Optimum Results

Regardless of the sponsor's decision to operate or sub-

contract, it is essential to.have some idea of what consti-

tutes an effective OJT program organizatién. This knowl-
edge will facilitate evalution of the program nperator’s:
ability to perform both quantitatively and quahtatxvely In
this regard there appears to be ‘considerable room, for vari-

ation and innovation. Analysis of ofganization charts from .

several dlﬁerent states indicates that 'the. specxﬁc functxons

of positions vary widely, yet certain basic activities are:

ubiquitous, Contract service representatives, for example,

were always present in some form or anothes, although they

served under many different titles, The title, Contract Serv-
_ice Representative or CSR, is used in this document since
it -appears most frequently in dircctives and publications

.issued by the Department of Labor,

More specifically, 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 other parapro-

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 a. the time of the contact.’ Chart
2 depicts on OJT program orgamzatxon chart encompassmg

 the basic functions that were present to one degree or an- -

other in all planning thrncts Brief job descnptxons of the -

key posmons follow. . ~

Prog'r.am Director

" The program director is the chlef ofhcer! who' has the'.

-ultimate respons1bxlxty for the: pnogmm S effectlvenegs. Gen»

c

ARNE :
. Chart' 2. OJT Program Organizatioh o .
,QUT Proghem Direstor |
Faolljtetlng ¢
. Serv]ces _"

, [ — —  — - - .
- Supervlw. | ' - Supervicor, Contract ' Supervisor; Intake, . Quallty. Control
Fisoal, Aocountinn. and Reportn - Service Representatives Assessment, ahd Counseling / Monitor

Lo ontraot Servtoe “Intake and Aa‘saasm'entt
‘Adequntant ‘Representative Intefiewar -
| - T 1
' ' ~ Gontract Sarvice o Intake and Asséssrrient
Involce Paymet\t Gtartz_ ' Representativo - Interviewer -
. o
R”""%‘ng&gt"my"i? Job Cotich 1 | - Vostional Gounselor

- Test Clark
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erally, this person is responsible to the designated represen-
tative of the prime sponsor, This is not lo say that the
program director works direetly for the prime sponsor (as
in the case of a subcontractory, but it s to say that as the
top officer igythe program, linison with the prime sponsor
organization for progress reports, policy discussions, and
50 01, is & paramount duty. In addition to ncrmal person-
ael responsibilities—c.g., hiring, firing, and traiviug of stai
~=ie program director also [¥equently serves as the signa-
tory officer for the OJT coatracts. This means that no cra-
ployer contract is ofticial natil it has the signatures of hoth
L employer-aad hy ‘prcz,{;rja e direetor.

-~

bupervisor, Fiscal, Accounting,
and Reports . *

The Supervisor of fiscal, accounting, and reports provides
. administrative support to the prograni. Purchasing of sup-
~ plies, equipment, space, furniture, and othe; iraterials is
. undey hi¢ divection, Dctérm_ining allowable costs for partici-

pating cinplovers and ensuring timely payn' nts of javoices

are 1he jolnt vesporsibilities, of the dccountant and the in-
veice clerk. The reports and analysis specialist prepares
manthily eperatiag reports covering such information ag the

armber of traineos envolled, - umiount of funds obligated

ancexpetded, and Sthek performance. indicators to assist
. , . .0

evaluatiag the overall effectivencss .

L eprogram divecior in
" of the progrea,

Supervisor, Contract Service
Repregentatives .

The supervisor of the contract service representatives
holds the key to.program eflectiveness. In fact, smuch of
this monograph was written specifically for the use of the
L3R supervisor, Under the general divection of the program
director, he or she tust decide what cmployers are to be
contacted, how they are to be contacted, and how this
activity is to be coordinated with other programs,”such as
the Work Incentive (WIN) Program, to ensure that dupli-

cate contacts are not made, He ot she is also responsible’

for the quality and quantity of contracts, For instance, the

supervisor must determine how many contracts ons CSR
CWstviee G any piven time, what the prevailing rates of
pay for contiaet oceupations are, and wha free of jobs
shonle and should not e seliciied, -

Job Coach |

The dutics of the job coach are also usually found under
the supervision of the CSR. supervisor, but (he specific
uties of this person are less well defined, Some job coaches
work primavily with' the trainees before they are referced
to caiployers, Dties inelude 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 cousidering
other faciors which may affect job readiness. On the other
hand, some job coaches focus on problems that develop
on the job such as supervisor-cmployee relations, pnder-
stapding job dutics, 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 stafl
members for other duties, * '

©

Supervisor, Intalke,

Assessment, and Counseling

Gcnerixlly spcak‘ing, the supervisor; intake, assesseient,

and counseling: oversees these serviees for all of the prime.

sponsor’s programs; i.c., classroom training, .OJT, PSE,*
and work experience. The extent of such responsibility de-
pends on the size and scope of the particular programs. I

any cvent, it is the responsibility_‘oflt!n’s-lmit ‘to. determine -
" the best route for the disadvantaged wpplicant.to follow in .

order -to arrive at.a’good sjob. Counseling, testing, and
orietitation ate “all ‘used to asséss the applicant’s skills,

knowledge, abilitics,.and intetests, This information is then
“summarized into an employability development plan. From

this plan the applicant, working in tandem with the intake *

interviewer ard the vocational counselor; can evaluate the

tacement“alternatives and decide on a plan-of action that
. p

\?‘

will assure a full and fair measurés of scrvice. The employ- |

ability development plen can also be used to note the re-

~sults of periodic follow-up contacts with the applican,

These follow-up progress raports may indicate the need
for reas.essnicnt and niodification of the plat.

A

Quality Control Monitor

The quality control monitor works iidependently of the
three other unit functions to provide the program director
with unbiased information on employer, CSR, and intake
and assessiment activities. “Usually on a random sample
masis, the monitor will make personal visits to contreact

19
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employers to determine the quality of training, progress of
tho tralnee, and whether or not the employer is living up
to the terms of the contract. These visits, coupled with
desk audits of contracts and invoices, provide 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 chaptér.

Establishing Production and
Perfmmam*e &tandards

All of the planning, organizing, budgeting, staffing, sub-
contracting, and other start-up considerations that a prime
sponsor must be concerned with are for one purpose—-pro-
‘duction. The bottom line question is: How many persons
are going to be helped by your program? The factors dis-
cuss 3 in this chupter—e.g., the arfhount of funds available,
economic conditions, staffing, target population, type -and

duration of training, suppontivc services, and so or—must

be consiuered in answering this question. But even after
the pl‘mmng for all of these items has been cly‘:tdlh?cd the
prime sponsor will not know how many dlsadvantabcd
workers will be hclpcd by his or. her efforts unless some

type of productxon schedule is m,gotmtcd thh the prog,mm

- oper Ator.

A monthly pxoductlon schedulc wnll mchcatc to the spon--

sor such items as how many workers the program opérator - They may be encountering work adjustment problems, and

‘the employut may not be providing the agreed upon sup-

- plans to*‘efiroll in OJT contracts and how many were

detually énrolled, Also, it can identify -other pérlormance |
standards the pnme_sponsox will want to measure ‘on a
monthly basis; such as. the number of placements (i.c., ‘the
number of trainces who stay on the j(‘)b bc'yoml the planned.
subslduvi employment. period) or the counterpart carly’

temnnatnon figure. In addition, spcmsors will want some

measurenent of follow-up with the trainees. who arc phced'

.to determine how, long they remain in tmsubsmh/ed eploy-
ment. The Federal Register indicates there are theee levels

table 3.
DI TRICT o e e et o,
TITLE . -
}UN(,I[ONAL AL "HVIY‘:’ L SCTHEJOD lP/\lNIN(; R
l"crfornmncc . ']'ol.zx'
Indicator FY'78  OQct. Nov.

[
IR I (P PY IV

Dec,

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

Table 3 depicts a sample production schedule, Note
from the table that the program sponsor plans to 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 training reimbursement period and

~ cuter into unsubsidized cmployment. Some prime Sponsors

may think that a 60 percent placement rate is not too im-
pressive, and perhaps it isn't, but the corresponding figures
for the JOBS program and OJT activities under the MDTA
ranged from 40 to 70 percent.!* Additional information
on the production schedule shows that the program oper-
ator did in fact make the goal of enrolling 500 applicants,
but fell short of a 60 percent placement rat.:.

More specifically, the prime sponsor received the first
clues during the first quarter that the planned placement
rate might not be veached. Note that the actual number of
carly terminatious far exceeded the anticipated figures for

that period. This could indicate problems over thc'cntiu .
. ‘SptCtI’Ll']l of progmm services; i.e., intake, \screenmz,,, seledts
ing, or quality of supportive setvices, and follow: -up. For

example, it ma; indicate that the .dlSd"iV’mt, wed trainees are
being enrolled insjobs for which they are-not well suited.

portive services. It may mean the wagoes e too low, ovthe
jobs are too far away from the trainees’ Nomes. In any

event, the, data reported on. the ploducuon schedule can -
“sense the pulse of the entire program. Thus, it is a valuable . .-

management tool that can be dsed to make month-to- month
adjustments i In ploudm activitics, ‘

@ 'he Conference Board, !
Perspective (New York: Conference Board Repo-t Ne. §11,

Inc., Fanploying the Disadvantuged: 4 ("n'nmuny
1972y, p. 12

CEI'A Production Scheduls, Fiscal Year 1978

i e e e e
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Jan. Feb., ®ar.  Apr. May June  July  Aug, Sept.

Plhnnul Number of Applicants to be

mn NIRRT 1 GGUTINNE SR R LIARALY AB 1SS B ERED ara + e TN DM LA ALE. &AM ¢

‘Enrolled 500 50 60 S0 40 30 20 40 S0 .60 70 . 20 20

Actual Number of Applicants sovolled 500 3o 50 50 60 40 35 30 40 50 75 30 4]

. Planned. Number of Placements 300 0 ] 0 0 10 M 40 60 60 40 40

Actun! Number of Placements 255 0 0 0 0 15 15 15 25 40 50 30 45

Shorteterm Placements 16 0 0 0 0 1 2 0 ? 3 3 ] 3

- Mid-tetm Placenients 7 0 0 0 0 0 0 0 1 I 1 2 P

Longtderm Placuments . 11 0 0 0 ( 0 0 0 0 it} 2 4 §
Anticipated Number of aly

Terminations 150 5 5 5 5 10 20 20 20 20 20 10 10

' Awml Numbu nf ¥ urly Termin: "h«m, 195 10 15 ) K] 20 20 RI¢] o a0 20, 5 0

. 13 20
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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 for staff members. Indeed,
how many OJT contracts can one CSR negotiate, develop;
and service in one year? How many disadvantaged workers
can one counselor be expected to counsel? What can the
program director expect from each of hlS job coaches, in~
take interviewers, and others?

Unfortunately, there is little empmcal data on this sub-
ject. This is understandable in view of the diverse nature of
OIT programs. Nevertheless, from the. expetience of the
authors, the following observations may be useful:

(1) Discussions of individual production should involve
the staff members who .are going to do the work.

- At the outset of the Utah NAB/JOBS program,
management representatives decided that, all things
considered, a CSR should be able to negotiate, de-
velop, and service 40 contracts per year. Subse-
quent discussions with the individual CSR's in-
creased this figure to 60 contracts per year. Since

Developing Linkages w1th
Other Employment and
Training Programs

Program sponsors interested in developing a well-co-
ordinated CETA program in their area should seek to
develop linkages and coordination” with other employment
and training organizations or programs. Specifically, con-
sideration should be given to WIN, NAB, Job Corps, local

. apprentice programs, and other programs of community-

based organizations. The Work Incentive Program (WIN)
is designated to assist welfare recipients in the Aid to
Families with Dependent Children (AFDC) category. The
prograin’s objective is to assist recipients in becoming

‘meaningfully employed and thus reduce the funds paid out

the training period for the contracts generally lasted

about six months, this meant that a CSR would
have approxunately 30 active contracts at any glven
time.

Goals for the intake staff workers were more ditfi-
cult to establish because ‘they were dependent on

(2)

walk-in applicant traffic or applicant outreach ac-

tivities. For example, intake interviewers were ex-
pected to complete the initial screenmg interview in
- approximately -twenty minutes and the entire em-
_sployablhty development plan in thirty minutes. By
comparison, counselors were expected to see an

in welfare. Toward this end, a wide range of services are
provided, which include job development and the use of
QJT contracts. Inasmuch as WIN is also involved in OJT
contracting, it is very important that coordipation exist
with CETA to avoid duplication of errors and competition
with employers. It-is very annoying and confusing for em-
ployers to be contacted_ repeatedly by different representa-
tives, each offering sxmll‘ar programs. Any-WIN participant

is by definition-a person eligible for CETA programs. In * .
other words, all WIN encollees are within what should, be .

the CETA target population. It is recommended that pnme
spongors .develop a good workirig relatlonahnp with" the

.WIN coordinator in their -area. To develop an effectnve ,
“working relationship, mutual cpns‘deratnon should be glven o

© to the fcﬂowmg, activities:

-average of six apphcants a day. The quality control

monitor was expected to petform either a desk audit
or a field audit or both on 50 percent of all con-
tracts negotnated :

Admxttchy, these were mostly guesses about what could"

or ought to be done. Yet they were important because they
gave everyone a starting pomt for action. Supervisors

could then compare performance on ap ndividual basis.

and provide additional training and guidance as needed.

Moreover, as data accumulated, new and more precise.
. goals could be developed and staftitg ad;ustments could.-

~“be made to better meet- the goals for the program as &
whole,

Of coirse, prime spensors «an devuop goals fm any
partmu!aa function, and the gouls can be rigidly adhered to

ot they ¢an be used for planning only, but it should be
remembired that most people work better if they under-

stand the nature of their jobs and have clearly established
responsibilities set up in such a way that their combined
efforts ute directed toward achieving the overull program
goals. However, plangers shonld also be aware that overly
rigid management poficies may produce the desired figures
at great cost to the quality of services rendered,

Q
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(1) Plannirig. WIN and CE'I‘A staff perSomwl should:
. be thoronghly familiar “with. ‘the' ﬁnatules ‘of *buth
" prograws. It would be hr‘]pflﬂ to ‘Have’ representa-

tives attend planning sessions Yor both pzog,rams-.,;.“' ) '

tor the cxc‘aange of ideas and informat mn Bkpet- .

ise gad previous girperience should be @hared Mar-
ketmg plans should” be ~developed - jointly, with . "~

- thought o which employerb will be f'ontacted and_ :
by whom, :
2) an Developmer't, Siuce both p ograim havc a.coMme
moti- objeetive, and since duplicative: efforts are
“wasteful, cooperation in job development is highly
 desirable. In addition to joint plansing of job. de--
velopment activities, mtmmanrm should be ex-
chzmged fegarding employer ¢ontacts and results,

- CETA. job developers could also help market the -
WIN tax eredit which is dvailable to ¢mployers who )
hire and rotain welfare recipients. This tax credit

is o very attractive, yot little. knowh proposition
which could have much appeal to employers, The
tax credit at employer may recelve is 20 percent
of the cash wages paid a certified employee during a
twelve-month perod. This tax credit has axcellent
potential as an Inducement to an employer to hire
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WIN enrollees. It is our opinion that this feature

has not been given enough publicity or been ade-

quately presented to many employers that might be
" interested.

A joint activity that might be advantageous to
WIN and CETA would be a central clearing point
on job openings. If an opening secured by a job de-
veloper cannot be filled in a reasonable time with
a client from one of the programs, it could be
opened to clients of the other program. It might
also be feasibile to team up or pool staff for job
development efforts, which would result in bene-
fits for both programs. It would also seem desirable
to conduct jo' 1t job solicitation campaigns. NAB
has been teferred to a number of times throughout
this paper. It is strongly recommended that prime
sponsors develop communication and prograrrt
linkages with the Alliance. Th. effectiveness of NAB
varies from one part of the country to another, but
in areas where a strong Alliance program exists,
prime sponsors can_expect a great deal of help .and
support in marketing employer contracts, conduct-
ing awareness training seminars, and providing lia-

- son with the busmess community. NAB also offers
exccllent help in job development campaigns..and
promotronal activities to stimulate the hiring ‘and

training of ex-offenders, needy youth, and veterans,
as wéll as the disadvantaged‘iridividuals :

Annther lnghly desnrable lmkabe is with the local ap-

prertreeshrp councxl If a prime sponsof is interssted in .

maximizing _the quality of trammg in OJT, an apprentlcc»

Determining Whici Industries
and Jobs Are Best

Too many CETA clients are placed for. OJT training in-

relatively low paying jobs with few career opportunities

for advancement. Many clients are entered into low skill
entry level positions, where they become the last hired and
first fired. This phenomenon seems to be in direct relation-
ship to the business cycle and economic fluctuation. If a
company is extending production or experiencing a sea-
sonal increase in activity, demand for labor increases and
job openings for the disadvantaged become more numerous,
It is ironic that this is not the best time for companies to
train employees, but it is the time when most hiring occurs.
CSR’s would do well to try to influence employers to hire

when production slackens, because such periods afford

supervisory personnel more time to train. :
~Several encouraging observations of.current OJT pro-.
grams are ‘that trainees are employed in a wide range of
occupations,-and there are an increasing number of female
clients being .placed in non-traditional jobs such as welders,
truck drivers, machinists and construction workers, Unfor-
tunately, there seem to be few effective linkages with ap-
prenticeship programs. Another observation we have made
is that CSR’s have a tendency to continue. writing contracts
with the same employers over and over again. This “re- .

' harvesting” of contracts, has posnthe and negative aspects

On the posmve side, it ¢an be drgued that: such employérs -

- .. have proven their ability to train and provide a contintiation . -

of meaningful employment On the negative side, it ,may

"be that a CSR’s time would'be better spent contacting coms

o ‘ship program can be a vital. mgredrent,( Apprentice. pro-

: grams are a low t,oet widely accepted, and effective means
© "of prowdmg OQJT in skilled occupations. Technical experts,
L ' avullable 1} most prlme sponsor areas throughout the coun-
- try, can Vtork with employels to develop apprentice standJ
'-ards, tmmmg outlines, wage structures; affir tive action

“panies 'that llave not participated. Sometimes a CSR ‘has -
developed a personal relatronshrp with' an employer and . -

it is hard to say “No” to a reque t for 3 contract, although
the quality of past training is marginal at best. Also, gredt.

care. must be.taken by. CSR’s to 'make, sure’ trainees are - .

“being retained by the company and-that CETA- funds are -

plans, and special services to veterans. Also- apprenticeship -

; councils can assist the prime_sponsor in developing a co-
. opérative refationship ‘with organized labor. The need for

not being used to snbs‘dlze compames with turnover prob~ '

lems. o
Prime Sponsos have a responsrbrhty to use OJT funds o
wisely and to ensure that expenditures contribute to results
of lasting value. With this in mind; we suggest that aﬂirma-

' tive answers. to the’ following questions are an indication of

‘skilled craftsmen in certain occupations seems to be per. .

sistent. Answering this need and providing a trdinee with

a cettified skill is a worthy ob]ecnvc for.a CETA prime -

SPONSOr,

In many locations, particularly the large urban areas,
there are organizations such us Opposmmtlcs Industrral;-
zation Centers (OIC's), SER manpower offices, and other
groups. Competition and interprogram jealousies must be
avoided if the disadvantaged and socicty are to receive
the greatést benefit from available resonrces.

a desirable job for a dmadvantaged person m a. OJT :
situation:

¥

(1) “Will_the job result in the trainee having a m'\rket- .
- able skill that will be beneficial now and in the -
future? Would swuch skills be tranisferable to another
job? Is- the training apprenticeable? -

(2) Is the job a good opportunity for a dnsadvantaged'

person to which such a person normally would not -

have aceess?

(3) Does the employer have the necessary facrlmes,
staff, and equipment to provide quality traihing?

Yy
<<

et




KAOHERAEEEENE

DR T R L LAl

2

(4) Does the . understand the purpose and
philosophy . 1 T ‘programs, and is the
employer will patticipate In accordance with

- the prime sponse. policies, rules, and regulations?

(5)

inicnd to providé continuous employment: beyond
the contract training period? Is there a low em-
ployee turnover rate in the company?

Does the job provide an opportunity for advanco~
ment within the firm or industry? .

-Will the job provide an adequate income with good
fringe benefits for the trainee? _

Is there reason to believe that the trainee will find

Does the employer have a good business reputation
and stability in thie community? Does the employer

meet the prime sponsor's standards and level- of accept-

ability, We suggest that each CSR be fequired to make
monthly review of cach contract for which he or she is

responsibile. This should include a desk audit of reports

and performance indicators, supplemented by telephone

contact with the employer and trainee as needed,

Caution should be exercised not to interrupt the trainee’s
work or to take the employer’s time any more th.an neces-

“sary. Nevertheless, the CSR should personally - visit the

personal satisfaction in the job? Will the working

conditions be. acceptable and conducive to the de-
velopmient or enrichment of the trainee’s self image?

Will the trainee enjoy iearning the tasks and job.

duties and find a sense of accomphshment through
his or her eflorts?

Yt l:as buen oar experience in working with OJT pro-
grams that tem 8 18 perhaps the most important considera-
tion, at least for the duration of training. If the trainee does

not feel good about the job, he or she will probably quit -

wrtlun the first. four to six weeks. Many trainees will be
..appier al a lower paying ]Ob that provides self csteem

~ than a hard, dnty, high paying job. A job as a bank teller,:
~ for example, may provide more self esteem and job satis-
+ . faction than a job as a meohamc even though it may pay

less, It is important that the best: kinds of -jobs be sought i

* for trainees rather” than writing contracts with en‘rployers

- 2

who ]LlSt “happon to come along,” All"of this requires more

A4

M‘omtormg is thc atseesment of the prdcess of dehvermg

© Borvicestto a- chent popwlation and the“identification of
' stu‘ngths and weaknesses of services provided by the em-

ployer. Monitdritig is a very important aspect of, OJT pro-
be dwelopcd and impi¢mientod, ypless the prime sponsor
receives "periodic feedback on progriss toward Sbjectives,

dealt with as they arise so that immediate. corrective action
miay be taken and plarw made 'to prevent Tuture occur-
reneos

T A moniioring w=,tem must be wéll plannf*d anhd imple-

mented, with an vhderstanding of who will monitot, when,
il how the monitoring will be. ondnctcd Tt is recom-

mended that o checklist of spucilic thines to réview be
,deviged 50 that the moht} and "quantity of trainihg will

» S e e
" . R
\

* deliberation and: plannmg, coupled wrth good workmg '
.knowlcdge of local jObS and mdustrres ‘ :

..V'

g o .‘.‘.'. o . | ; . - N . -. L '... e
~--Mortntm mnghy- mrl .-l:tow? - .
nE e .' C o : . - ;phone number and be emouraged to call wrthout hcsltatron )
' . should a nieed or question 'arise. ‘It is rssetitial that all -

training site to interview the trainee and supervisor at least

once a month, This interview should be brief. The trainee -

and supervisor should be interviewed separately apd ques-
tioned to determ:ne the following things:

(1) Is the employer satisfied with the trainec’s work and

progrecs?
Is the employer meetmg the financial oblrgatlons to
the trainee?

(2)
(3)
@
(5)
(6)
(7).
. (8):

developing?

Is the employer in comphance with the aqsuranoos
and certifications of the contract?, .

Is the trainee being trained in the agreed ocoupa—
‘tion, and is the training outline -being followed? .
Does- the trainee feel the satisfactory. progress 1s
being made toward the career goal? :
Does the trainee have a good feeling abotit the em-
ployer and the work situation? .
Does the traipee_know. about available’ supportive "
- services, and ‘are they bemg furnished to him or her
‘ as needed? - - - - “

- (9) Have supportive sefvices had any effect on. the

trainee’ s attitude or adjustment to the job?

(10)- Is the. employer keepmg adequate records,.dnd are -
reimburseménts received . promptly?” R RN

(ll) Is there ﬁ’ny technical assistance that the: CSR" or

: beneﬁoral? ‘
Both the employer and tramee should have the CSR’

paities involved in.the contract tr:ammg process be ‘hongst”
""and cooperativé, arid that théy communicate. well with éach’

~

other.. Although what has been described is 'a momtormr, -

: functroh, it may be inore useful to view it as a service: -visit,’

. gram operations, Regardleds of how well a programr may
- the program may not be successful. ' Problems should be-

© with an employer if there are problems with contract come’ -
phance In other wotds, there may. be a tendonoy tobe’ petr-..

16

We have found that C'SR’s often feel a greater obhgahon
to'the. employer than to the ttamee. CSR’s tend: to bocome

'2
employer relatrons representatrvés, and are copcerngd with

majntaining a good rapport with the employer This somi-.
‘times makes it difficult for a, CSR-'to be objoctlve and fitih -

missive with ‘employets in.ordler to maintain’ a trrondly rc-
lationship, This is son\ewhat untlerstandable hoemlse tho.
CSR’s ofteti see themselves ag “salespersons and not 43 Lop

tract compliance officers. Sometimes it iy difficult i’or om,9

person to play both rolos effectively, For this rcason 1t is

Does the employer or the trainee see any problems .

-some other person could “provrde whrch would be

o ot

’.




recommended that someone other than the CSR'make at

Jeast one monicoring visit to the employer in a comphanee ,

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 greater degth. The need
for such a visit may be made manifest from a review of the
CSR monthly reports or a request from a CSR. Monitoring
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 hayve too
many people calling on the same employer with such fre-
quency as to cause annoyance. When the quality control
monitor visits an employer, some very basic and easi

‘overlooked matters should be checked. We consider the

- following to be important concerns for a monitor to in-

vestigate:

¢1) Does the trainee exist, and is he or she on the jeb?

(2) Ase adequate- payroll records and personnel files
being maintained which substantiate the employer
invoices submitted for payment?

L3

“serviges for which the employer has clalmed re1m~
bursement? - ' :

'<4')

he same individual doés not keep time, 1ssue, and

distribute checks? Such a one—person system could

* invite fraud or payment abuses

3

(3) Is there adequate documentation of. supportive.

Are -there good mtemal payroll controls so- that

‘ .Othu thmg,s to. wateh tor in mdmtormg an OJI contmct'

melude

* have been” tempted ‘to have regular employers’cer:

. ”-.bwan ‘work, wilt réveal thi§. practice. It may’ also,
s feveal that: the clatt, the.- emplqyer started rlalmmg

( 1) Cueck to see that the newly hlred tramee has been
L 5’p1(>perly certified for CETA ehgxblity Determme-‘,... .
s who made thie certifications and 1t it-was doie prior |

. Yo the commcneement of training. Some emiployery

'-; 'tlhed as tr ainegs, - zmd a method should be: dev1sed_.
L to prevem this fmm happenmg Sometlmes a ques-;";"- "
R Lgh to the frainge, ‘such’ ‘as asking, whcn he ot she .

' mmbuzsement pm, ded” the date" thie- tt‘amee :\c-j...-

e umllfy started wark, Hurthier information, can-be -
' R uud uom wuumnmg_nme cams‘and payroll- -

e 01(&‘3 LI .

,the sklli level .of the occupatlon, a momtm bhould

e

4

" make certam that the trainee is being tramed in the
agreed oecupdtlon and not at a lower skilled job.

Occasionally, an employer deliberately or inad-
vertently pays a trainec a lower wage than what-
is calle@ for in the contfict. There are a number

(3)

of ways this can occur. One of the more comimon -

is when an employee considers the trainee to be in
a salarivd rather than a wage job. Since OJT con~
tracts usually base an employer’s reimburselnent on
a yearly wage paid for a standard 40-hour work
week, a situation may be encountered where the
trainée 1eceives less than the full wage for each
hour worked.. For example, let’s assume that an
- employer and .a CSR have negotiated and agleed
upon a contract with- a wage of $3.00 pe1 houir,
Subsequently, the employér tells the trainee that the
pady 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. -
Although a prime spornsor must assume good faith.
and honest intentions on the part of an employe1,

4)

reimbusement for providing supportive services is R’

" a provirion that can be abused easily. It is wise to'

- fo ask a trainee if he or she has ‘received the service
for ‘which the employer has invoiced. In orrier to
verify tire employer’s elann. it is a good idea to

. request that the employer, maintain’ 1ece1pts for any
such services' provided. For example, if fransporta- .
tion money is given 'to the trainee, it would be well .

fr- the employer to have ‘a r%cnpt slgned by, the

PRRREE tramee.

' .‘_When trainees .are, termmated, a (“SR or momt,or
. should. invastigate the reason-given by the tramee
ALY and wheth(l of not it ,matches the reason glven by

rence of the same; reasons. may suggest the need for .
'coneenvc actlon and “have 1mphcat10ns folr- the de—
sarabnhty pf,f,uture cont*r'u,ts W1th the ethployu,

Both CSR. and. eoutract momtor should .,ubimt wutten e
1epmts of -tlieir-visits and findirigs, These mpblt should be 1 -.

leVlCWLd By'a supexvnsul or otlier th1rd party ion-the pnmc

may,. mdke the duletence between wctess and f‘ulure m

‘p)ovrdmg u quuhty OJ’I proglam e
- r' ‘ “ : "‘.ll : ‘ .; 1 '-‘.'..., -‘I' ',. ’;_";,:
' ",
D o

U

ot

the ‘employ et Termmahon trends ‘and the repuy- -Z

-}spon ;or's smﬂ ‘An adequate foilow~up systun must e . L
-nmmt'uned o :my correciive action thiat is taken,." A good |
: rnOmtormrf 5Y8 t(m, thxoughttully dcsu,ned ‘and executed &
(2) Sipce the lenpth of txauuug is usually determmeti by -




CONSIDERATIONS FOR MARKETING

oJT CONTRAC IS

For program operators, the product they are trying to
sell is the applicants who need jobs, and the buyer is the
employer who needs workers. Approaches to marketing
are structured entirely by the product to be sold. Thus, as
poxnted out in chapter 3, if the objective is to placé hard-
core disadvantaged ‘persons on permanent jobs with large
firms offering career ladders, the approach will be quite
different from the approach used by the program.operator
who wants only to buy as many jobs for unemployed
workers-as is possible with the available funds.

Once tlte program objectives are established, the pro-
~gram- operator should then consider the following key
marketing factors:- :

(1) Target populatnon pmorltles and characternstus
(2) Legislatively mandated prrormes
(3) The job market.
(4) The economic pncture .
- (5) Contract service representatwes and employer con-
' ‘tract procedures.

_ s

r.

publnc 1elattons tools .

Target Populatlon Pnontles
and Charactenstlcs -

t b

PRI, '.ﬁrst cdnsnderatlon, that of target populatlon prlor~
L rtres andncharaeterrstltfs, the prlme sponsor must make an

3 f.‘;_'_'veven ‘mote detailed; decision- about who "will -be ‘served; e

UnleSs unusual cnrcumstances prevanl in -any glven plan-,,.-
S ning disfrict, fhe available funds cannot ‘servé: the_ total::
.1- . €ligible population Thus, selection ‘criteria. must be. e&tab-

lished that will focus on- those, mdwrduals wihié-the pnme
Sponsor has t.etérmlned ‘will be- -givgn prlorxty; This iden:. !

i ‘-: tifichtion of: prlorlty groups will obyiously afféct the °m‘fe

:';ﬁiarketmg appronch as, pomted out earlxer. For example,

lie ‘more; drsadvantaged the tramee, the ‘mpté; honey"that '
.wrll b necded - for” supportwe semces and exterided sub- -
““sidized trmnmg In addition, more inténsive. mdmduglnzed

only the most dlsadvantaged most problem-prone trainees
they could ﬁnd as a matter of social commitment. Thus,
program operafors established - screening progedures that
permitted referrals of only those individuals from the bot« -
tom of the disadvantaged barrel. The results were some- .
what mixed, with some chscouragmg and some rewardmg _
experiences.

In general, however, it was leafned that both the pro-
gram operator and the contracting company should estab- -
lish minimal realistic requirements and provide for the
hiring of a mix -of those trainees who require extensive
‘special assistance and those who can succeed with only

“minimal special assistance. This combination will enhance

(6) Advertising, ' promotional campalgns, and other-

]Ob development, followrup, and counselmg will. be needed

~,if turfiover is o 'be kept within, acceptable liits, Al -of
theSe considerations- may requrre mOre staﬁ and addltnonal
admmnst "*«l"’ controls. . :

,\

‘By way lexample, in the early days of the JOBS Pro- -

gram, a number of contractmg eompames decrded to hire -

| 1_§ )

similate a fair share of the more seriously disa ntaged
applicants into their regular work force. In addktion, this .
procedure will petmit those employers with. liniited experi- -
ence-in hiring truly disadvantaged trainees the time to as-

sess their training capability and theii" social commitment:

There is no social or econemic value in taking.a disad-. .
vantaged, worker with a history of job fallurF and:develop-
ing yet another job with an: employer ‘'who 1s ill equipped - .
to cope with the multitudé of probles-thét stand between - "
the worker and successful ]ob placement

AN
(0

the likelihood of success and ensure that empl{:&ﬂj as-

L

Leglslatlvely Mandated
Prnorltles

B
...., .,“ '.' ‘

Generally speakmg, the C‘ETA leglslatnon dlrects .that the

4

funds are. 1o’ "be.: used for proVrde 1he econonfhcally dlsad-:.-.,- 3
vantaged the unemplojed, and. the underemployed with-
the assrstance tlley Hded: to compete for)- sécure, and hold- S

Jobs challenglng\ thelr Huitlest’ ‘capabilitiesy Beyond - thrs,
ptime "§poriodots are. also requrred to provide special as-.

“istance; to' \feterans, wonen;: older; workers,  youth, ‘and
persons; who have. exhausted ‘thieir unemploym nt insurance
betiefits. The CETA leg;slatron requires that these srgniﬂ-
‘cant ,segments haye services provnded to them on an-equit-
able basnﬁ, glv:ng considerdtion to the relative numbets of
unemployed persons in each such segment Prime sponsors:
_must exercise’ care”in determimng any new priorities that
refult from changes in regulatlons published in the Federal

Regis ter

w
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Analyzing yzour job ntarket, the third ta&tor, must encom-
pass a ‘x:arefxil review of the number, type, didd location of
businesses in' the area to be werved, Where are the coms
_panies? How maay pdtentjal j«_)tﬁc‘)}»cniﬂga Jdo they repre-

~ sent? Which firns emplpy'_gup greaiest number ol peoples—
-a few large companies, maj snhall shops, or a mixture of
the two? tlow many ake invdived in collective burgaining
apreements, and which nlons are involved? “There are
many sources that can be used by prime sponscrs to an-
‘swer these questions and to determine thie puisc of the -
business community. Mouthly studies of the area labor
market by the state employment service should give a clear
7~ picture of the employment situation, indicating where labor
shortages\ or labor surpluses exist: The Chambes of Com-
merce can supply additional information5 COneGreiag em-
- ployment in the busincss community aud “Licipated
7 industrial growth, D .

Another convenient source of information—hut one.
which is often overlooked—is the” “help wanted® section
of the local newspaper. Caution is -in order, becauss help

= wanted ads have limifations as labor market indicators and
job sources. Nevertheless, the expansion and contraclion

-~ Of listings Can suggest valuable. information about trends -in
hiring patterns, wage rates, demand occupations, and re«

 quired worker sKills. Help'yvantpd listigs can also be used

" asa “door opener” with employers. to_explain the benefits

~of'an OJT' contract. For example, a contract service rep-
‘resentative may see a listing. for secretary, and-one of the
applicants for OJT services may have clerical skills, Thus,*

. the. employer can be contacted and apptised Jof the ap-
plicant and the availability of an OJT contract.

o

l.‘

N

that smaller employers—i.c., ‘those. with, fewer thian five
eniployees—are the most likely candidates for OJT con- -
tracts. Some of the reasons for this are:

y '
(1) Larger employers may be reluctant to accept foderal -
) funds and the related real or imagined “red tape.”
- (2) Some largey firms maintain cotnprehensive training
. programs as a standard practice. Thus, the costs, are
™ not extiaordinary ip nature. It would, hoiever, be
an added cost fo the $maller shops. D
(3) ‘Most larger-employers recognize the need to project
- more positive social images. Racial yniest, labor
'strife, riots,. and other actions of people out of the
¢conotic muinst'rea(n during the tumultiious 1960’
‘were very expensive Yo business, Tlius, many 'firms
have taken stéps to ¢nsure that the extraordinary
assistance needed to convert disadvantaged trainees
into productive workers . is already in place and
“operating#without federal wssistance,
(4) Personttel directors ot somg, of the larger firms mhy
fasl that their main- intefest is not in recruiting clise

‘

Iy

Experience with all of these sources of data have shown,,"

advantaged workers but in complying with federal
anti-discrimination and equal employment oppor-
tunities legislation. Also, somg-personnel directors

1

' " feel that it is not difficult to recruit adequae num-

bers of target group employees on their own. In-
. deed, many reported an excess of available workers,
since wage und 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 répresentative, they express little

¢ interest unless the representative has a well or- -
ganized and appéaling presentation’ which suggests

" to personnel directors that the service being offared
it of sigaificant value to their comparics, _

(5) Larger i ms have a greater likelihood of union

agreemen: .. Lhis is not to say that upions intrin-
Sically resist participation in programs designed to
“assisg disadvantaged workers, but it is to say. that
collective bargaining ,greements -usually identify
exacting procedurcs by Wwhich workers can be hired
or fired by-the represented firm. If they are to be
successful, it is a good idea it OJT contracts with
Jusion. represented firms have” the support of the

t
[

“union.
B - | -( ' . v - v._
The Kconeiuic Picture

General economic conditions affecting the prime spon-
5ot arca ‘mist be another job market congideration. A
basic concept of.any OJ* -px'ggi'axn is that it is in‘_th.e public .
fnterest (o expand the supply of trained workeis ‘by reim-
busing private businesses for the cost of liring, training
and retraining disadvantaged” persons who they otherwise
would not have hired. A major problem with this concent
is that the succeseful placement of suchlpersons depends’
on libor demand. If theresis a loss of bud ancy in the area
“economy, employers will find it difficult to provide work
for-thieir most qualilied and experienced workers-—let alone’,
th8 disadvantaged worker with few qualifications. and
limited work experience. OF.perhaps geeater. ¢oneern in a,
declining economy is the fact that QJT trainees are fre-
“quently the first ones to be laid off, leaving them no betteg
off, and pcrl‘m.;‘w wedse oll, than they were before entering,
the program. , % "

“Since OJT programs are tot normally job creation pro-
grams, they do not increase the number of uxisting jobe
openings, and in periods of declining or relatively stable . |
labor demand the programs may simply shift the burden of
uncmployment from the disadvantaged to other parsons,
When the cconomic picture is not too bright, the prime
Sponsor ny want to shift resources 1o public service vin-
ployment or wark expericnee :wtiv‘ilinfwhit:'h ard job crea-
tion proprams, ¢ '

-
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Contract Service

"
[

Representatives and
- Bmployer Contact
Pmcedures

4

'lhe xmpmtuncc of sck:cting, the very best contract serv-

, ico representatives becomes cloar when viewed against the
abovo considerations. ‘The contiact service representative
must be someone who can talk the employers’ langnage and
who can understand and relate well to the business com-
munjiy. Some prime Sponsors have used tepresentatives
who were from the disadvantaged community, thinking they

. would relate’ betterto tl}; disadvantaged. While this may -

appoal to somb emyp”’ JeTs a8 4 Jood example, the weight
of ¢vidence suggest. it is not the best approach. The same

. is true for any SCR. Unless their style incorporates a work-.

ing knowledgc of the business community—or of the pros
and cons of placing the disadvantaged in OI'I‘——thcy‘,\ylll
pmbubly have only I* uited success.  ~

- On the Bther ha d, 1eprescntatnves who are well trained, -
mformecl, and tenuitive to the needs of both the Qmployers.

and the applicanis are more likely to gain and hold the
attenuon of the umployen In our. cxpcrlence a team con-

sisting of a voluniteer private business exeeufive and a con-,
tract Service representative from the, state employment -

service has proven to be the best combination. (The Utah

* Job Service nad been.-choséu by the prime sponsor. in th%
+ Salt Lake City area to administer the OJT program com-

ponent. ) lhe Job.Setvice represeniative developed -a tist

record files of the Job.Service.,Subsequently, the excoutive
télephomd the employers and, talking cxe.utive to execu-
- tive, made an appointment for the team to explain tlie mis-
sion of NAK and the,mechanics of thy. OFT conteact: This
process continued until the team had a full day of appoint-
ments arranged, Two things were considercd essential fox
success ‘m 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 dircctor present

for. the personal visit by the team.

Dunng il personal visit, the employer and his ot her
personnel representative wete given an overview of the
OFI contract and a general dssessment of the type of
workers they could expect to Ingwe referred to them for
consideration. In some cases the chafacteristics of specific
trainees .were discussed, and in all cases it was made ‘clear
that the refervals woulcf bo wotkers who needed special
assistance in becomlng productive employces,

Next, the business executive attempted to solicit b\ pledge
- from the employer to set aside a specitic number of prese
ent and future job openings for disadvantaged workers: As -
a-ryle of thumb, NAR ustsglly asked for 10 percent of all
- new hires. 3f the aaployer vxprmod interest in coniroc lmf;

A
(Ve

L%

"2y

"
il
ot

for pomo of his or her immediate openingg; the Job Service -~ -

loﬂreaentatwe arratiged for a_more detailed mweting with
the personnel direétor folt pomplutlou of the OJT contract,

Also, if the firm was Jcpresented by a union collective bat- -
gaining agreement, arrangemerits were made to discuss the
- program and OJT contract with the business agent or ugion..

steward, Adrmmstratnvely, it was decided to request a letter

of agreement from the ,unmn before the contr'u't was finale - -

ized,

“Business person talkmg to busmess person” was the

cutting edge of- success.. Not only do thé executives have a

better knowledge of :the employers and thuir personnel ‘
. problems, but they ‘also *have many pusiness friends they
can call on for con.mntments or new er loyer leads for

“future visits, As time passed,’ ‘'variations of this procedure‘
were used to penetrate decper into the employer commumty

One interesting, although unsuccessful, variation ‘was .
called the “Industry of the Month Campaign.” In this ap-
proach, the NAB, chairperson solicited loaned oxecutives

from otie speciﬂc industry; e.g., transportatxon, manufac-.

‘turing, trucdle. In turn, these executives were. given a list of -

“five to ten disadvantagéd workers, along with brief resumes
of the workers’ training and expetience. The mandate to

‘the execi:ive was to find jobs for the workers, either within . -

the loaning company or in other firms within the industry.
Regrettab'y, the Industry of the Month Campaign met

with only marginal success. Executives found that the lists -

had to be comtantly updated because 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 reintorce the feelings .of

cf ptoSpecnve employérs to contac® using the omployer; some of the executives that the disadvantaged would make .

unreliable e'npl'L yoes, Some would then conclude that thejr

narigipotion i activities such as NAB was httle more than~ ‘

corporats phnlanthropy

The potential still exists for this & proach if such prob-
lems can be foreseen, For example, coordination and com-
munication are critical, There should have been frequent
contacty between exceutives and CSR's or job couches
assigned to' work with the program to ensure that the
workers were properly notified of the. ]Ob refezral and that
they reported on time.

This again points out the 1mportance of well~q.mhﬂed~

CSR’s. An alert CSR might have interceded to see that.the
loancgl cxecutive had some background knowledge in un-
derstanding - the disadvantaged, and that problems with
contactmg and referring the WOrkers were solved rather
thab passed over.

- Unfortunately, NAB has found it increasmgly difficult
in Utah to recruit and train loaned exccutives, a trend,
which may also be develaping in smaller population contors
_throughout the country, Novcrtholess, the potential value of
“involving the busigels community in the plmmmg and op-
eration of OIT programs makes it worth serious consxdex‘a«»
tion by plimo SPORNSOLS, '
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GOod work. done eﬁiciently, is the measure of success,

w “whether done by a business' pérson or government worker, .
- Beoawse of their day-to-day contacts with employers and
.« disadvantaged workers, CSR’s possess a wealth of knowl-
. edge that can be channeled into‘effective sales activity,
" .When it comes to the ‘actual explanation of the OJT con-

- tract, most employers are not concorned with who does

~ the explaining, so long as it is briof and'to the point.

. If business exécutives are not available: to the - prime
sponsor, efforts should be directed toward making the

+ C8R's the salespersons as.well as the technicians, training

- the CSR's if necessary, by the same techniques businesses

use to train their sales representatives, .

Whichever approach. is used, experience strcngly sug-
gests that prime sponsors ensure that their contract setvice
_ representatives are familiar with their product. This in-

¢ludes a thorough knowledge of the OJT contragt 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

- mles and-regulations that apply to-both thé employer and -

trainee. Moreover, the contragt representative must have

" considerale knowledge of the: target population and the.,

‘ common. complaints or misconceptions employers have .

' tnost fraquently voiced abput disadvantaged workers, ‘Some
of the more frequent comments and questions dlrected at
' contract service representatives are: .

(1) “ff these disadvantaged people need a job 50 bad,
" how come they ‘Aren't over here talkmg to me in--
“stead of you?”" :
(2)' “My expcrience has bzen that they’ ‘work one or
two days and then quil in favor of welfare.”

(3) “Any good worker who has any get-up-and-go ha's

got-up-and-went.”
(4)-“I'vé hired a few as_janitors and service workers.
but they never seém satisfied to start at the botton.”

To properly answer these and other questions, the rep-

resentative will-need to know what, if any, efforts the em-
ployer has mede to recruit an: 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 careet ladders have been opened? Arnied
with this intormation, - the representative’ can offer sound
suggestions to he employer for greater success in meeting
his or her labor eeds

The employets’ hiring requirements may be unrealistic
when viewed against the actual job' duties. For eaample,
some omployers by tradition have hired only high school
graduates for routine production jobs, even when it is ob-
vious that other persons with less education could do just as
well. To deal with such problems, the representative must
be familiar with job analysis and job testructuring teche
niques. A well trained CSR might point out that a fuitly
complex accounting. job can be analyred and broken down

[
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into two less dilﬂcult bookkeeping jobs, thereby maklug it

possible for two disadvantaged trainées with lifhited ac-
counting skills to qualify and find meanlngful employment,

et

.. Advertrsmg’ Promotronal

Campaigns, and Qi:her Publlc

,Relatrons 'l‘ools

N

l

| Advertismg, promotional campaigns, and other pyblic

relations tools, ot sixth consideration, can be most valua- ' ..:
‘ble in the hauds of skillful practitioners. As the saying -
goes, “nothing ‘succeeds like success.” Thisis' true.of the = "
QJT concept, as of most other hufnau endeavors. Almost
invariably people respond better to a program they have ' ..
heard about and Know to be a proven success fhan to one - -

. they haven't heard of or are skeptical about, Prime spon:

‘sors will find their work easier if they build an effectivi -
_public relations program, and if employers.in the area knov -
about CETA in general and the highlights of the OJT com:- et

ponent in_particular. ,
Natione® advertising and- features aboutiOJT program 4

in national magazines will help to build a favorable imag
of OJT among the local businesses and community leadet " . o
in any planning district. But those ate no substitute foo 7

local public relations, . - ©

Gencrally speaking, there ate three’ diﬂ'erent audience
the ptime sponsor will want to reach, depending on locs

clroumstatices and on how well the program s alteady ac - o

cepted. These are: . . .

(1) Locul busines executives:
(2) The general public, mcluding lncal communit
leaders, - :

CIT.

This is not to imply that public relations can substitutv "
for the hard work of soliciting jobs, or for the necessar! -
follow-through on job procurement and placement, but i
does imply that the work of the CSR will be far eusior i *
the execu ive he is calling on already knows what CHTA
is, how OJT functions as a part of it, who's behind it anc
what il hopes to accomplish. Beyond this, if the exevutive

- has a favorable image of the program and knows it is a

practical approach supported by respected business leaders, |
he or she will respond more favorably and do more pers
sonally to make the program work for his or her compuny, - .

The prime sponsors with the best public relations activ-
ities are the ones with the most successful OJT programs,
However, .it is important to remember that we ate not
talking about razzle-dazzle, but about sound, factual, busie
nesslike public relations programs designed to convey facts,
Some of the most frequently used materials are nowspaper

- (3) The disadvantaged who need the help oﬂemd b
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stories, press releases, pamphlets, handouts, fliers, radio
and TV commiercials, telephone surveys, billboards, lunch-
cons, and awards banquets. Once again, the pnmary con-
sideration for the planner may ‘be cost. Public relations
materials, such as TV commercials, luncheons, and awards
- banquets, 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

be mailed out to selected employers prior to telephone or

personal visits, Employers prefer the pamphlets or hand-
outs for two reasons: First, they can review the materials
at their ¢onvenience, and second, they can us¢ them .in
subsequent discussions with the personngl directors or other
officers of the company. Pamphlets and handouts should .
be brief and to the point. Avoid government jargon. For

_instance, don’t’use the term “supportive services” by itself;

state, the top elected official can often gain newspaper

space for aiiicles or press relcases. Events will occui reg-

ularly which will present opportunities for quotes from this

“official. Progress reports, speeches by representatives of
participating employers.on their experience and success in
hiring the disadvantagéd, NAB supervisory and human

"OJT trainee, the start of the fourth year of service—all

are events that provide newsworthy stories. The prime

sponsor can use these events nc: just to announce names
and numbers but to make a few well chosefi points about
OJT and why it is important.

 Apart fromn these normal events in the life of every OJT

program, the best opportunity for news is through “suc-

-~ relations training'seminars, the start of the ﬁve-hundredth '

rother, it is better to explain thatsthe program can -offer
payment for extra ¢osts of job related educatinn, minor
medical and-dental services, child care, orientation, and
transportation assistance., Fhgse are universally understood
by employers and recognized as genuine extra’costs of
hiring workers who do not have marketable skills and ex-
perience.

Radio and television commercnals have the potentnal of,

reaching a great number of employers and offer unlimited
possibilities for unique attention getting approaches, Fut-
thermore, although thc cost of preparing these materials is

"sometimes high, especially for TV, most stations will run

cess stories.” ‘Ideally, planners should iy o get oné pat-

. ticipating employer after another to put out stories about
men and women it.has hired under the OJT program or
about the success of one or two specific trainees, perhaps
with photos of the new trainees-on the job or in training.
These stories can be issued at on -month intervals. Work-
ing with participating companies to locate the right people
for th.. e success storics and then preparing the stories for
the press takes time, but it is probably the most effective
of all local publicity.

At least once a year, the prime sponsor should have a
press conference to announce results, talk about plans for
the future, and geherally discuss the OJT program. This
does not need to be a formal productlon Inviting reporters
to a relaxed chat in the top elected official’s. office is the
-usual setting. Here, questions and .answers can be: put forth
in candid presentation. If they feel the sponsor is being
open with them, reporters will almost always put the best
light possible on what is said.

Whenever a teporter makes contact wnth a program
sponsor, the sponsor should try to think of something that
will make a story. Don't fudge or exaggerate. If the reporter
is looking for figufes on the program results, it is best to
ptovide what can be released, Don't be afraid to discuss
problems as well as accomplishments, Quotes fromi an
elected official candidly admitting the difficulties a primo
sponsor may be having in achieving its goals, as well as
what i being done to overcome those difficulties, will help
make a credible and effective story.

Well written, colorful pamphlets and handouts high-
lighting the salient features of an OJT contract can also
be a valuable part of public relations. These can be left
with employers at the time of personal visits, or they can

il

~of disadvantaged workers very well,

them for little or no cost as public service messages. Un- _
fortunately, most stations will not normally run public serv~
ice messages during “prime time."” Thus, the OJT appeal

sometimes goes out in the afternoon or late “at night when

few' employers are watching. Also, because of the hlgh'
cost associated with TV and radio commercials, ptime
spohsors may want to contact the closest NAB office for

help .in. this- area, NAB has produced several thirty- and .

sixty-second radio and TV commercials that tell the story .
Luncheons and banquets can also work for or agamst
the pnme sponsor. It is not unusual for an employer to

‘receive an invitation to a luncheon dur?ng which he will

get a sales pitch. Therefore, the response to this approach -

is generally gond, especially if the invitation just happens to.

be from the governor, mayor, or some other prominent

public, civic, or business leader, However, the agenda must

be short and well timed. Many appeals of this type have

failed because there were too.many speakers and too many -

23

subjects to be covered. As a result, the employers were .
walking out the door before any commitment was made,

On the other hand, if the meeting is well planned and -
executed, impressive results can be obtained. Some of the
do’s and don'’ts for planners to consider are as follows:

(1) Do send the invitations out at least two weeks’ m
advance,

(2) Do be specific about the employets you invite. It.
makes little sense to invite an employer who is on
layoff status or who is in the second week of his
going-out-of-business sale.

(3) Do be sure your mailing 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.

(4) Do try to have a keynote speaker who is widely

_ recognized, and who 18 supportive of your program.
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(6)

(7

L)

Do have a program that will answer the employer's
questions. Question and answer periods are not very
productive beeause employers are reluctant to ask
questions in a group meeting. Also, nnless carefully

“controlled, questions can sometimes sidetrack the

discussion with atguments or discussion comments.

Non't overdo it. If you are giving awards to em~
ployers who have done a good job with QJT ¢con~
tracts,” give them the award with genuine thanks.

Excessive flattery-or liyperbole. will only cause ad-.

verse reactions. from other employers,

Don't forget to get & 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
yout ptogram in general, You mey even want them

“to pledge that 10 percent of their total new hires .

will be from the disadvantaged ranks during the

- year, The National Alliance of Businessmen has
~uscd this apploac‘h with considerable success.

Don't forget to follow up on the pledges. Tiokler
¢ard files have betn used successfully for this pur-

-pose, Files.of this 1ype permit clerical workers. to

.;,"_

injorm contract service representatives when em- "
ployers want t6 be .contacted, or recontacted, for
job openings: NAB experience indicated that many
employen made pledges to participate while attend-
ing lunchicons or- banquets, but that they had no
immediate vacancies on their payroll. Thus, it was
necessary to” discuss with the plodgmg company

" their parocular hxrmg patterns and to recontact

them as much as six months later.

During the follow-up activity, NAB also found
it of value to have prepared a brief resune reflec-
ting the personal characteristics of several dis-

I advantaged applicants currently in the jobless files.

Thus, during the conversation, the contract, service
representative could personalize his or her sales
pitch by talking about the particular skills of a
trainge. This humaristic approach has great appeal

B

to prospective -employers, Moreover, even though

the particular trainee deploted.on the resume may
have been hired by another employer, other trainees’
exhibit enough similar charactcmtws to be accept-
ab!" to the employer.

Anothex often ovérlooked marketing tool is keyed to the
companies which already have OIT contracts or have had

past experience in working with OI7' contracts, Almost all |

employers have at-one time or another beon contacted and

-asked to participate in. government programs. Since, in the’

past, many such programs were administered ‘by the em-
ployment service, local offices have records of participating
employers and ’may make this ihformation -available to
prime sponsors upon request. These records Jwill facilitate

" reharvesting of these employers, -and may yleld valuable
- information for future campaigns. S

‘There are a fow cautions that prime‘sponsors should bear

in mind when contacting employers who have participated-

in the past, First of all, some employers view the OJT con-
tracts as a source of cheap lahor. By nature, theso em-
ployers offer little in the way- of career Opportumtnes or
meaningful training. As a result; high turnover is not an
inordmately exfensive business cost to them, Prime spon-

sors should ensure tliat sufficient researchis-done-by- the“-—*-_

contract service representative to' avoid employcns with -
questlonable performance histories, -, | '

Other problcms surfaced during a cursory overviow

of some employers who have pat‘ticipated in nunierous
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 p(Sr week, negotiating contracts for high
skill occupations in order to obtain a longer reimbursement
périod and then working the trainees in comparatively low
skill occupations, offering goods and services to the
traince instead of pay, and failing to provide agreed upon
supportive services. Prime sponsors shauld develop some

‘type ‘of contract monitoting system and cvaluation tech-

REFH

niques to measure contraot efféctiveness as outlined in -~ -

chaptcr




5. OJT CONTHACT DESIGN

Essential Featilres |

.. 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 to be done, by whom, and in
what manner, It is not our purpose o present here the
- principles of contracting in a legal sense. Suffice it to say
" that CETA planners should know something about contract
concepts, such as offer and acceptauce, 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 advicé should be sought. A

prime sponsor would do well to consult with legal experts”

_ who are able to provide this service at no ¢7st. Assistance
might be sought in the city or gounty attorncy’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
agency with a legal department. It may also be possiblé

to acquire the service of a private attorney who is willing
to donate his time as a community service. Perhaps the
‘state bar association could be of assistance in sécuting serv-
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 section. Space should be provide“ci
for each party to sign and date the contract, thus
binding them to their agreed performance. This page

should also contain a brief statement as to the na-.

ture of the contract and what has been mutually
agreed upon. Somewhere on this page it would also
be appropriate to list such things as company name,
.. address, contact” person -and' phone number, the
© contract number, beginning and ending date of the
contract period, ahount of money to be paid, and
other such major items.
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.
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 appearance of excossive “red tape” and coms
plexity, Otherwise, the ominous appearance of the
document tay cause employers to have some reluce
" tance in signing. :

(2)

(3)

Prime sponsors should have a thorough knawledge of
the rules and regulations of the Secretary of Labor as per-
tains to Tiile T activities: These rules and regulations are
published in the Federal Register. For example, one of the
general assurances makes reference to the Hatch Act,
which prohibits trainees from engaging in certain political
antivities. Some employers are active in political parties as
district officers, convention: delegates, and so forth.  They
~also may be jcandidates for office themselves or actively
working in'the campaigns of 'party candidates, Such em-
ployets should, be reminded that it is not permissible to use '
OIJT trainees for clerical or other work involved with po- -
litical activity. Also, 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 of re-
lngnon CETA assurances include a statement that trainees

“will not be.employed on the construction, operatnon,. or

-maintenance of the part of any facility which is used for

religioys instruction or worship.” This has presented a
problem for some building contractors and janitorial serv1ce
firms. For example, if a contract is proyldmg CETA reim-
bursement for OJT training for carpenters, the employer
cannot use them to work on a project sm.h as building a
church. Also, an indivdual being trained 'as a glaziér may
not legally replace a church window. Many other. examples
could be cited.

While we agree with the. intent of these genéral assur-

.ances, we.have seen situations where strict conformity by
an employer has caused a hardship by excluding trainees - -

from certain training and work assignments. The general

-assurances also state that appropriate 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 Heaith Act. While prime sponsors have 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
firm and be alert to situations which may present safety.
and health hazards for trainees, |

A Pre-CETA Model

Preceding the advent q’; CETA, the Department of Labor
was using an OJT contract called the MA~7X, This was-an -
experimental contract designed to overcome problems ex«




perienced in previous contract programs. Problems had
- arisen m the following areas: ‘

(1) There was consistent- and excessive underutilization

of funds. Money would be obligated on a contract,
andtraining slots would not be filled or refilled
when vacuncies occurred. This unnecessarily tied
up funds that could have been used on other con-
tracts. De-obligational - procedurés wero bilateral,

and a great deal of extra effort and work was re-

quired on the part of a CSR to do the hecessary

- paper work and secure the signatures of both par~ |

, ties., The procedure was both complex and burw
densome. '

(2) Contract approval time in some regtons of the
country exceeded two months, durmg wlnch time
employers became impatient and in many cases can-
celled their..contract before it was approved. The
flow of paper work moved tob slowly. -

(3) Contract forms were too complicated.

. (4) Many employers were dissatisfied with the “red tape
and hassle” in securmg a contract,

In an effort to.resolve these 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 Ordets (TO's). The BOA .did not com-
mit the employer to the hiring of an individual at that
point; rather, it stated the-mutually agreed terms and con-
~ ditions under. which an employer could be reimbursed iu
the future for hiring and training®a properly certified dis-
advantaged person.

" The BOA established the basic parameters of employ-
ment and training, but did not, commrt either contracting
party to any performance. No funds' were obligated at this
stage. This agreement remained in effect for two years or
Tonger. If no hiring occusred within two years, it was auto-
matically cancelled. If hiring did occur, the BOA c_ould re-

_ main in effect indefinitely, subject to modifications as cir-

cumstances might. dictate.
" When 4n employer was ready to htre, he ot she notified

an SCR, who prepared a Task Order which ‘specified the -
number, of trainees, the length of training; and other per-

tinent information. It was at this stage that funds were ob«
ligated and trainees were hired to fill the approved slots.

The hiring and training were to be done in accordance with

the previously approved BOA, The Task.Order was the
"device that impiemented the things agreed upon in 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 cx-
ceptions, an unlimited number of Task Orde s could be
written against a single BOA, o ,
~ When CETA came into bemg, many pnme sponsors im-
ple~mcnted this kind of OJT contract with slight modifica-
tions. It has been successful in overcoming many of the
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_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- -

cially well suited for larger companies that will be hiring
a number of people at different times. However, it is not

entirely satisfactory for smaller employers with immediate ;

needs to hire, or for employors who may not have need for
othe contracts in the future '

Cost Reimb.ursement"'vs. | .
Fixed Cost |

A major decision facing a prime sponsor in dcsigning'a '
contract program is whether the coniract should be cost.
reimbursement or fixed cost, A cost reimbursement type

contract provides reimbursement for the employer’s actual

expenditures in-providing the training angd supportive serv-

ices agreed upon, The kinds of expendrtures allowed should

be agreed upon.in the contract. A fixed price contract syec-
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 lower thén antrcipated In a fixed price cuntract,
the employer has the ma]or responsnbtltty to ensure that

the quahty of training is acceptable to all contracting par~ :

ticu. Hrstorically, many fixed price contracts drd not make
provisions for supportive services.

Under a cost reimbursement contract, the prrme sponsor .
or its authorized representatlve has the respt)nsrbrltty to

review . requests’ for payment in order to be certain that
they are valid and appropriate. A fixed price contract 1énds
itself to less administrative concern for the prime sponsor
inasmuch as.the employer performance is either acceptable

.or not acceptable. The agreed fixed price is either paid or

not pard With a cost reimbursement conttact, the prrme
sponsor's own authorized representative should review
each request for reimbursement to be sure the request is
reasonable and acceptable under the terms of the contract.

The simplicity of the fixed price contract must be com-

pared with the mutual advantages of minimi'zing the risk
of underpayment and overpayment for services afforded
by a cost rermbursement contract. : .

High‘Support VS, Low Support

Another decision facing a CETA planner with regard
to contr:g.t features is> whether the contract will provide

for supportive services. Traditionally, OFT' contracts with

supportive services have been referred to as “high support”
and contructs without as “low support.” High support cons
tracts are intended to assist the traince in adjusting to the
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job and overcoming problems which may have a bearing
on continued employment. Generally, the more severely
disadvantaged trainee benefits from andhas greater need
for high support contracts ‘than do the less severely dis~
advantaged.

Low support coritracts are more suitable for individuals
who are job ready due to previous experience or par-
ticipation in other training programs. Often traineces who
have participated in WIN or other manpower programs
may have received pre-employment training or may have
been provided all of the supportive services they require.

This points out the need for planning information regard- |

ing the characteristics of clierits to be served. -
'We cannot overemphasize the desirability of having a

flexible program that can be adjusted to the nceds of an

individual, 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 servicés 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, mdependent of the contract
with the employer. :

Nevertheless, including supportwe services the con-

. tract is an option that prime sponsors should consrder./Pro-

viding supportive services outside the contract 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
more appealing to many employers.

It can be argued, however, that the employer may be in

a better position, on a day-to-day basis, to assess and at- -

tend to the trainees’ needs. There are many variables per-

- taining to 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

There are many kinds of supportive services that could
be included in the contract design. Some of the more typi-
cal supportive services are!

(1) Job-Related Education, This is usually basic reme-
dial education in such subjects as mathematics,
reading, and language 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
o to help the worker assimilate his or her OJT. Ex-
perience has shown that the more directly iclated to

()

(3)

the job education is, the more eﬁectxve it is, An
example would be providing shop mathematics for
machinists. It has also been found that job-rplated
education is’ best utilized when provided €oncur-
rently with OJT, rather than in a total block prior
to the OJT phase. It is lmperatlve that employers
clearly understand the purpose of job-related edu-
cation and the kinds of things that are allowed for
reimbursement. ‘

Experlence has shown that Job-xelated educa-
tion is often misundawtood 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 fot
the supervisor’s or trainer’s time. _
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 training program in which they are

enrolled. Orientation should also prov:de any in~
formation that the trainee should have regarding
company- policy,.. procedures, benefits, and work
rules. More.. spetifically, some activities recom--

‘mended for orientatioh are an explanation of the

training program, a description of 'he occupation
and its career ladder, a description of the company,
basic information about the industry and the com-
pany’s relationship to it, and an explanatlon of
supportive service . available while in- training.

During 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, and other mat-
ters should be covered in whick. each party has an
interest. During the orientation phase, the prime
sponsor may wish to provide reimbursement to the
empldyer similar to that described above for job-
related education, -
English as a Secons Language. This is tralning in
the Enghsh language for individuals whose primary
langvage 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 will 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 . »

cxperience 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




‘program. The trainees were given an .opportunity
to improve their English language skills after normal

working hours, when most trainces were too tired

to Jearn. It is recomménded that training in English
as a second language be given on a released time -

basis during normal working hours,

Supervisory and Human Relations Training. This
is attitudinal and skil} training for supervisors and
other employees who will wotk with the trainees.
If resonrces: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-

liance of Businessmen, In offering this type of train- _

ing, (IAB provides an excellent service fo
employers. e

At thy present time, most of the NAB offices
throughout the United. States offer-a program called

~ “Awareness Training.” This training is designed to

provide human relaticns skills to personnel involved
in working with newly hired employees, especially
the disadvantaged. The training copsists of seven
exercises which provide a series omﬁ

 ities that focus on effectivé communicakion 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 peérson, communication
with trainees is enhanced.

" A frequent reason given by trainees for terminat-
ing their employment is that they don't like ‘the
supervisor or the way they are treated. Also, super-
visors may have the necessary technical skill to

teach, but they may not have 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 trhinee
“being successfully trained and staying with the com-

pany is greatly increased. It is strangly recom-
mended that program sponsors contact the nearest

- NAB office to see what supervisory training pro-~
grams are available locally. Most employers whe'

have had representatives attend these training
sessions report that it has been useful in keeping
newly hired disadvantaged workers on the job.
Reimbursement to employets for any registration
fees or other related expenses could be included in
he QJT contract, : '

Transportation. This supportive setvice takes the
form of financial assistance to the truince for a -

short period of time. Its purpose is to cover the
cost of transportation to and from the work site
until such time as the trainee receives a paycheck,

rning actir-
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It can also include reimbursement for any trans-
portation costs that result from job-related educa-
tion, and other supportive services provided away
from the work site. Local conditions and costs will
vary greatly from one area to another, This should
be taken into consideration during negotiations with
an employer. ST

“* 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 companies have issued special passes
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 amil that car is in need
of repairs, perhaps a local vocational school or skill
center where mechanics are trained could make the"
repairs for a mininsal charge. Experience has shown
that automobiles used by disud ataged trainges
very often require some repair if they are to be
relied upon for dependable trangportation,
It should be kept in'mind that for some of the
most severely disadvantaged individuals, reading
bus and subway schedules ‘o, 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, Froblems with
trangportation are a major reason for trainee tei-
minations. ' ' ' v

(6) Child Care. As in the case with transportation 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 reasonably support
child care. Some larger companies have established °
their own child care centers; others may be recep-
tive to the idea of doing so. Prime sponsois 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 medical and dental
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 em-
ployer normally provides physical examinations
free of charge to other employees, no reimbuirse-
ment should be made on behalf of the trainee. Fug-
thermore, it may be possible for an employer to
secure services at reduced rates through business
connections,

4 o




Y addition fo the iypes of supportive services already

disctssed, some econtiacts provide for tools, special cloth-
ing, legal assistan:y, conaselinggnd other kinds of sup-

of pros and cons in providing supportive services. Em-
ployers may nnt want to have supportive services inclided.

.ty the contract. They may feel it would involve unwarranted

portive serviny, With regard to pr v1dmg tools, expenence'

‘has shown nunierous problems in terms of purchasing,

mamtammg inventories, and questions of ownexship.,
Before authorizing expenditures for any supportive sery-
ices, the program operator should survey coramunity re-
sources. Other agencies may he able to provide services at
ltttle or no charge to trainees who meet certain aligibility
requirements. /A prudent use of government funds also sug- -
gests that inquiries shomld be made to deteymine if the
employer customarily provides any required sesvices. If so,
the employer should not be wimbavsed. An alternative to
providing supportive services via the contract with reim-
bursement to the employer is to provide the services out-
side the contract mechanisrn. A special account and

procedure can be set up for this purpose. For example, the

CSR or some other person could see that the serviey is

praovided directly to the trainee, or perhaps another agency

could provide the service through subccmtract with the
prime sponsor.
}'mm the employer’s pomt of view. thers are a mtmbcr

respnnmbmtles and extfa ‘work. Philosophically, they may
"be oppoqed and feel it simply-is not a good idea. Sometimies
the triinee's fellow workers resent the trainee bemg treated
as 3 “privileged character” and receiving benefits not avails
able to them. - _

From. a prims sponsor’s poiat of view, careful considlera-
tion shouldl-be made of the increased contract and adminis-
trative costs. Providing sapportive services means more
assessment effort, clerical work, and monitoring respon-
sibility. l‘hc most basic question in providing a supportive
service is '"hcther or noi it accomplishes the desired result,
More specmcally, {oes it assist in facilitating adjustment to
the job and increase "« 'trainee’s probability of remaining
‘on the job? With regard*’to the tormer, we believe that in
many cases it does. But as a means of improving completian
and retemtion rates, we have- seen little evidence to show
that it is a major factor. However, we have seen some in-
dividual cases where providing supportive services was a -
deciding factor and meant the difference betwcm suceess
and failure.
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6. GJT PROGRAM ALTDRNATIVES INNOVATION
AND FLEMBILH‘Y . | .

: v
I . N

IHC‘@H‘;IV@ P&YIﬁ@nt t@ Tx.aanee w in terms of some relationsh:p to hns extraordiniary - Costs. At |

the end of one year, this expenment was dnscontmued for
‘ . : . . , : the 1oilowm, roasens: :

Several yessrs ago, the authors had some experience. in (1) Employers and employment SQTVW@ und NAB “l@l“‘b

adminisiaring an incentive payment featuve of an OXT con- ~did not like the extra computation work and rec- - -
tract prosram. On an experimental basis we decided to pay. ord keeping, It was too clerically burdensOtite. !
$50 to eu¢h trainee satistactorily completing the prescribed>  (2) There was a fear on the part of some planners and
training outlite. It was hoped that this would dectease the .administrators  (not necessavity proven or wef)
number of early terminations. This feature was limited in founded) that employers would. abuse the syﬁem
application to one planning district of seven in-a statewide Uy terminating tramees when rexmbursament rates
OJT operatidh. At the end of ‘the one-year expenment, it . decreased. Also, it wys found that trainee produ¢,~ A
was discontinued for the ullowine " reasons: .. tivity varied so greatly from one individual to-an-

other that flexible relmbursoment’rités were very . |

(1) The number of early terminations had not decreased difficult to establish and administer equitably, g

significantly ¢ompared to the early termination rate

ini other parts of the State. Nevertheless, we believe that there are still possibilities for .

(2) The number of early terminations had not decreased further development of this or a similar-concept. - - - " "

sngmﬁcantly in comparison ‘with the early termina- : ' - ' R

" tion rate i the seme planning district the year pnor : ‘ ' L R

to the incentive payment implementation. : _ ;. o R TR

(3) A numiber of employers and other interested parties Contract Exte‘nsion | : ' .

~developed feelings against the experiment on the o , R s

basis that it was an unwatranted “hand out” and | T
caused resentment on the part of other workers. One of.the most successful innovations we have worked

In retrospect, one of the failures of the experiment wag  With is the congept of contraot extension. Such a cousept
. Probably due to the fact that the CSR’s and employers did  provides for approval of all OJT vontracts. ‘with_a shoft....
not eﬁmuvely kesp the tisinee aware of the incentive. Also; maximunrlengt, J training time. An initial period of 500
a humber ¢f trainees expressed the opinion that a mone- houts -of approved training tits hus proved suificient, To-
tary incentive of $50 was pot h sufficient incentive in en;her ward the end of the trairing pénod, an assessment is made
type or amount to have an impact on their desire or abnl- of tl}ﬁ% trainee’s needs. and desire for further training, as
ity to complete training. ' ¢ well as of ‘the employer’s performance and training effec-
: tiveness, The opinion and ‘recommendations of the CSR
, are also considered. If thers is a need and if conditions arei
, _ : : ' { favorable, the coptract is extended, and further reimbutse-
. TH 0 : ment for ttaining is approved. This feature has worked
Vamable R.elmbursement Rate oy well\;}n the State of Utah for.the past thres years. The
BN ﬁ.'. State ' WIN® program has fecently adopted this contract ..
feature, with sgme modifications: l§ome of the advantages

Snmultaneously with the above experiment, anothet p}ans of the extenmon provnslon are the following:
ning district in the state adopted a variable reimburseritent
ratc for employers. In this experiment, employers, were re- - . “x) Egpenditures of con}ract fund$ are more closely
“imbursed for tfaining costs in an amount.eual to 80;per- +,  related to employer and trainee needs.

cent of the traince’s wage for the first 200" hours of OJT, (2). Long-tem obligatior £ funds is reduced.
50 petcent for-the next 200-hdurs,:and 30 petcent for the (3) A mbchamsm. .and_requirement for e\ialuanouLﬂ_

temainder of the training time. THe: philosoply behind a .+ petformance and need is provided. S
variable reimbursament rate is that the ¢ ployer ex an- 'I‘h% only real dlsadvantage lS"thp increase in admimstra-o,
- ences higher: costs of training hmially, but al the trainee tlve time and cnst. Howevet, it is our opinion that this {s

becomes more prodictive, the trammg costs should de- mor¢ thdn jofiset by. an increase in program quahty :md
crease, Accordingly, the employer should be reimbugsed eﬁacnveness S o .
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| | .Tailo“ring Contract to _Trainee |

?

Auother highly recommended OJT contract mnovatlon

" is tajloring the contract to the individual trainee. Histori-
' cally, most OJT contract ptograms have begun with the
. contract being developed, negotrated and signed with the
_employer; Subsequently, a trainee is.identified and hired

to fill the funded slot. A* number of problems aré asso-
crated wrth this method: :

_ (1) Money is obhgated tred-up, and unused while 4
- suitable trainee is found and. referred for the em-
- ployer’s approval,

(%) Once the trainee is identified and lnred it is often
- discovered_that the inc, ividual'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-
‘ drvrdual § 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 alreadv done so, he or she checks the em-
ployers 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
embarrassment should a contract be denied. after
negotiations have started.)
Eligible clients are refertad to the employer.
As soon as the employer sclects a client he or she
intends to hire, the CSR is ; ‘mmediately notified. Tn
consultation, with the client or other individuals
*who should have an input, an assessment is' made
of the client’s need for supportive services. Those
~ things specifically required by the client are added
to the contract, The length of training is determined,

. sented to the employer for signature.

It is important for the client to be hired and commence
training as soon -as possible. If the employer is willing, it

_..tould be arranged for the hire to occur prior to.the signing

of the contract. In such cases it may be cleatly understood
by all parties that if for some reason a contract is not ex-
ecuted, there wil, be no liability for reimbursement to the
employer. It may be advisable to have the employer sigh a
statement to this effect, :

and a final copy of-the contract is made and pre--

Wage Incentwe Payment
to Employer

A,

" 1t is desirable for the trainee’s entry wage on a contrac't o '

to be suﬂlcrently high so that ‘the fraince is afforded an
adequate-income. as well as an incentive to, remain on the

jobs only encouraged high turnover rates

'job. Experience has shown that in many cases, low paytng"

One: ‘method that has been used to induce, employers to
pay a lngher wage i$ to provide wage incentive payments to = -
eniployers: Federal- regulations provide for reimbursement . - .

to “private for profit” employers for extraordinary training
costs up to 50 percent of entry lével wages. Prime sponsors

may design other methods of cost reimburserent, provided -

that- payments reflect only’ extraordinary training costs, A

method could - be ‘established whereby employers paying a
hrgher wage would recgive a higher percentage reimburses

ment for training costs, For example, a trammg cost rejim-.
bursement scale could *be established ranging from 30 -

percent to .50 percent of the entry-level wage. Thus, an

employer paying $3.00 an hour might be persuaded to in- .
crease the wage to $4.00 by being offered 33 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 mcrease to the employer of only'

]

40¢ an hour, -

~¢

| Cllent-Developed Job and

Personal Voucher Contracts

Another innovation that has been tried is the training of

clients to develop jobs for themselves. Clients are taught

to explain to potential employers that some reimbursement

could be available for hiring and training them. Promising .

leads are then referred to CSR's for appropriate follow-up,
This approach was, found to work best if the client was
self-motivated and had the attribute of being able to “sell”
himself. This would not be¢ a productive venture for many
of the severely disadvantaged who may, lack self-confidence,

be shy, or be incapable of effectively performing such a

task, Many employets respect and admire the fact that the
client secured his or her own job. The client also benefits
thtough a sense of personal accomplishment,

Planners in some parts of the country have expanded this
oncept and are-experineiting with @ "péisonal voucher
system. The essential feature of this concept 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 be
eompletcd by the employer or trmnlnr, facility selected. This
voucher is then submitted to the prime sponsor for pay-

37




Y

S

ment, One of the more promising experiments with'an .OJT'

voucher system is being “conducted .in Florida by the

Manatee County prime.sponsor? An attempt is bemg made .

to determine if such a program will:

(1) Help the disadvantaged: client feel that he or she
- has gontrol over his or her future, which hopefully
wx,li’lead to gheater self-sufficiency, -

(2) Result in the client becoming employed . in a

/ “better” job and receiving more- meamngful train-

* ing than the client would have received in a con-
‘ventipnal OJT program, . , G

Participants in the experlmental voucher program are

‘selected at random from a list’ of eligible-OJT applicants,
Those selected receiye counseling and program orientation
+ during this phase. Also, occupational objectives are dis-
~cussed and- established. In some cases, aptitude tests are
administered to help the client. realistically establish his or
her objectives. The client ‘then participates in a two-hour
. brientation session where the voucher contract is explained

"in detdil. Also discussed are job-seeking Skl“S, negotlation -

techniques, and client rights Each client is giveni*a per-

sonal letter of mtroductlon signed by .the CETA Director,

‘Other Ideas

* an OJT program description, and a personal voucher con-
tract. The client then begins searching for a job and the
attainment of his or her occupational objectives., There ‘is
contmumg follow-up with each client, and further counsel-
ing, orientation, or job leads are. provnded when. necessary. -,
After the client obtains.a firm coamitment from an em-
pioyer, the prime sponsor’s- OJT coordinatur reviews the
voucher terms with the client and the employer. If every-
thing is in order and the contract 1s acceptable, it is Signed

" and funds are committed. From this point on, the voucher

program is conducted in the same way as the conventional

. OJT program, with the employer being reimbursed up to -
- 50 percent of the entry level wage for each hour of train-

ing. This experiinent has not been in operation for suffi-
cient time to make an evaluatioh of comparative results

Another experiment with the personal voucher system . X Lo . :
P P ' y “ the prime sponsot, employer, and trainee each being signa- -

was implemented in Wichita, Kansas, in November 1976.
With strong input and involvement from the private sector,
local NAB officials il 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 made whereby business executives on loan to
NAB would do the following: »

(1) Solicit CETA program OJT contracts.

(2) Provide oiﬁce space and furniture for the prime
sponsor’s manpower coordination staff assigned to
the NAB officc for administering the-OJT contract -
writing,

(3) Compiy with all oi the procedures establlshed by
- the prime sponsor for the OJT program operations.
(4) Provide CETA program delivery agents with the:

leads on employer contacts for CETA partic1pants . .

to secure an 1nd1v1duahzed OJT. contract.
As its part of the agreement, the’ prime sponsor would:

(1) Provide the staﬁ o admlmster the OJT contract
writing.

(2) Provide the OJT forms and procedures required for

the'implementation of the OJT prograr:.

(3), Provide NAB with up-to-date information on the
monies available for OJT contracting.

'(4) Process the OJT contract mvonce{ for payment.

\

With little modification, the same forms and procedures -

used .in Manatee County, Florida, were adopted.-NAB
officials in Wichita have a strong philosophical commitment
to the concept of a personal voucher system. They believe
it will be less expensnve, minimize government “red tape,” -
and provide many- additional benefits for séciety.anc the.

individuals involved in the program.

2]

“ One of the"truly.great thm:’gs about the spirit of decentrai: '

ization and iocal determindtion which CETA allows is that :

prime sponsors "have the opportunity t¢ be innovative and

flexible. Many prime sponsors and local CETA planners
have not 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

tory to specific terms and agreements? By including the

trainee as a patty to the contract, perhaps more responsi-

bility and better traince 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

niore beneficial relationship and flow of communications:

beiween the employer and the trainee. In such a situation,
the contract should be periodically reviewed to see .if each
of the parties is keeping his or her part of the agreement.
Other ideas which might be developed could include the
client designing his ot her own training program under the
direction of a skilled counselor

¢ .
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CUNCLUSIONS AND RECOMMENDATIONS

Enat o SN

Q

' ,Whatever problemé may be present in OJT prpgrams

© operating, 'under current: CETA legislation, there is little
. question that they have made a'significant contrrbutron to v
facilitating the employment of unemployed and - drsadvan-

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 devel.. Many locally elécted 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 tthugh a neces-
' sary but somewhat misdirected fascination with numbers,

‘and it is settling down to a concern for quality performance.
If this trend continues, the combined efforts of all prirne
sors could have a signiﬁcant impact on the problems

~ of fthe disadvantaged While it is true that the high turn-
over rates inherent in most entry level oIT programs make

it |possible for a tremendous 1umber of workers to pass
through the programs without noticeable effect on national

1

experience with which tu cbmpete more effectively in the

. lpbor market. In the interest of improving OJT program
the following recommendations are

r‘comphshments,
fiered: g o .

Recommendatlons for OJT
Provram Improvements

ol

(1) Prrme sponsors should give first priority to estab.
lishing and maintaining a good management infor-
mation system. Successful management of an OJT
program depends in substantial .part on the time~
liness, accuracy, and comprehensiveness of data
generated, Recent CETA progress reports are not
bad, but they clearly indicate a need for tnore effort
in obtaining compliance from both the program
agents tesponsible for administeting OJT programs

. (2)
'~ . advantaged .clients and- others with the greatest .
need. Many persons enrolled.in OJT programs un«

ufiemployment statistics, there will be numerous examples
of those who find themselves with improved skills and work

[y
t

. and from the contract employexs who are being

" reimbursed for participating in OJT activities,

Prime sponsors s?ould give highest priority to dis-

der the present eligibility criteria appear to need

only placement assistance and not the subsidization”

_ of‘_tramxng and supportive service, Furthermore, -
~some’ criteria should be developed which take ac- .

count of the job readiness of a prospective enrollee,

. This is usually left to the subjective judgment of a .

(3)

)

placement interviewer within an intake control cen-

ter. However well intended, this procedufe appar-. ™
ently has placed many trainees on OJT contracts .

who wete already sufficiently motivatéd and job -
. ready. -

More*® precrsely, *this recommendatron is that
prrorrtres and criteria be established to better focus
the limited prograin resources on those persons most
in need of assistance. ‘Secondly, the staff person
assigned to intake, assessment. and referral functions

‘should. be given detailed instructions fox screen-

ing prospective enrollees, and for each tefetral
they .should prepare an employability development
plan to justify how the services of the program are
going to be used to fulfill’each client’s specific need.

Such procedure should provide for reasonable veri- -

fication of those elements upon which eligibility
determinations are based, partrcularly client ‘state~
ments as to family income and length of unemﬁloy-

“ment. Even though verification of this data may give

the program a “bureaucratic” appearance, it is not
realistic to accept all such information without

questiori, The practice of confirming eligibility state- -
* ments should be a standard procedure where public

funds are involved, at least on a sample basis.

Prime sponsors should consider the possibility of -
- personal voucher contracts' such as- those discussed |
in-chapter 6. We particularly recommend the type -
of cooperative working arrangements made between -

NAB and the prime sponsor in Wichita.

There is a need for more meaningful emnloyment

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
advancement. Often they are the types of jobs that
traditionally are filled with unskilled or low-skilled
persons, which suggests that we are not getting the
greatest benefits for the funds expended. It is there-
fore recommended that prime sponsors use some

’
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.form of a pre-award rating system as a gmde 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 “Occupational Op-
 portunities Rating System.” This -ating system,
based upon the CSR’s judgment, gave Joints and

was weighted according to the relative 1mportarxce '

of 'such things as:

(a) Job Potential. ‘Does the Company have the
ability to provide training in worthwhile inar-
ketable jobs? Will the jobs provide opportunity
for -career advancements, good benefits, and
wage mcreases? Is the company and industry
_of which it is a part stable or growing? Is the
comp‘any known for good labor practices' and
-policies?

(b) Starting-Wage. Does the job offer an accept—
able wagé which is at least the prevailing rate
~.for similar’ jobs in the labor market area?
" (More points - were given for lugher paymg
jobs.)

(¢c) Special Incentives. Have noimal entrance re-
qunrements 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
school drep-ou's, ex-offenders, minorities, and
others whom the company has historically not
considered for employment?

such as expected educational development and an

evaluation of the skill code contained in the Dic-
stionary of Occupational Titles. The higlaer skill

codes gave more points to the job, Using the dbove

questlons as guidelines, the contract service repre-
sentative would make the rating and submit it with
the contract for funding to' the contracting officer.

This ratmg system, or something snmll‘ar,, could be

. used by prime sponsors, not only to determine.the

* desirability of contracting for a given job but alsg

to establish priorities in funding for OJT contracts.
(5) Prime sponsors should plan and utilize OJT to a
much greater extent. CETA i$ quite limiting in the
ways.that prlva‘te-sector employers can directly par-
ticipate in programs. The Department of Labor en-

courages more private-sector involvement in em- -

ployment and training programs. OJT programs are
vehicles to help give private-sector employérs an .
opportunity to be involved in a major CETA pro-
gram. Employers can and should have the oppor-
tunity to contribute to the resolution.of employ-

ment\and training problems facing . their commun- -

ities. , :

Beyond these suggestions, there is a continuing need for
review and study of OJT programs if we practntnoners are
to make them a more effective and efficient means of' train-
ing. For example, ways should be sought to devclop greater
accountability to the public for -expenditure of t;me and
money in OJT programs.

In sum, we believe OJT is the most direct. approach to

" regular private employment for a disadvantaped worker.
Other 1thmgs were included in the rating system, -

With imagination and persistence, this useful- -employnient
and training tool can be honed to even greater eﬂectlveness
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