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Foreword

3 Twenty Automation Manpower Services demonstration projects were started in eleven States during
1961-63, to gain experience with job market problems arising from changing technology and mass lay-
offs. Additional studies were undertaken during 1964 and 1965. The projects are financed and guided by
, the United States Employment Service and conducted by affiliated State Employment Services.

; These projects were designed in order to gather adequate data and information to enable us to fully ex-
plore: ’ . |

1. The re-employment problems encountered by workers displaced by automaticn and technelogical
change.

2. The degree of success achieved by the special re-employment and manpower efforts made by the Em-
ployment Service in cooperation with other agencies.

3. The types of changes in jobs and occupations resulting from technological change.

4. The manpower policies and procedures proven and tested by our automation experiences which are
applicable to basic Emplryment Service operations and to mass layoff cases.

5. Which services to affected workers promote occupational reorientation and minimize unemployment.

Each project is tailored to the specific manpower problems presented by the particular case, whether it
involves layoffs, in-plant work force adjustments, reduced hiring, or the need for all-out community ac- :
tion. o

As each of the present and future projects reaches a point at which summarization of experience and
_ findings is possible, reports will be prepared for this series of Automation Progam Reports, so that the
3 project results may be disseminated throughout the public Employment Service system, and used to im-
prove manpower planning and operations. |

Frank H. Cassell, Director

~ United States Employment Service

BUREAU OF EMPLOYMENT SECURITY, Robert C. Goodwin, Administrator
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Preface

The Cudahy Automation Demonstration Project was the first of twenty special projects established
by the Automation Manpower Services of the Uniled States Employment Service. One of the objectives
of this program was to investigate the problem of the re-empioyment of workers idled in mass layoffs.
Project Number One deals with the layoff of 675 employees at the Omaha plant of the Cudahy Packing

Company. See Appendix I for list of projects.

A number of labor re-employment policy and procedural innovations were made when the Projcct
was established. It is the purpose of this report to study the problems, examine the initiation of new ap-
proaches and procedures, and then to evaluate the effectiveness of the innovations introduced in the Proj-
ect. Considerable data were gathered during the operation of the Project. It must be remembered, how-
ever, that the energies and efforts of the Project staff were primarily directed at the re-employment of
the workers and not at the admiuistration of a lengthy and involved research project. Therefore, not all
questions which could be logically raised can be answered with clear, statistical and incontrovertible

evidence.

This report covers the layoff of the workers, the problems of the readjustment in the plant, the in-
volvement of the Employment Service and varicus community agencies in the solution of the problems
occasioned by the layoff, and the organization and operation of the Project. It closes with some recom-
mendations which became evident in the examination of the facts of this case.

Although the report is written primarily for Employment Service personnel it is hoped that it will
serve in a somewhat broader sphere. It should be noted that the study was made by an outsider with but
limited knowledge rf the Employment Service and from a point of view not necessarily identical to that
of the Employment Service. The economic and managerial references in the report cover only a portion
of the aspects of the case which intrigued the author. o

The involvement of the writer in the study of this case did not take place until well after the Project
itself was completed. He is, therefore, very much indebted to the Project leader, Mrs. Yvonne Karbow-
ski, and her staff for a fair understanding and an accurate description of the problems, the attitude of
the workers, the procedures followed and the very climate in which the work was carried on. Dr. Lawr-
ence A. Danton, University of Omaha, supervised the coding of the data for classification purposes. His
narrative of the events as contained in his doctoral dissertation on this case was of great benefit. The gen-
eral direction given by Mr. Edward Salner, Chief Manpower Utilization Services, United States Employ-
ment Service, and Mr. Don Warren, Employment Service Adviser, Bureau of Employment Security, Kan-
sas City, Missouri, helped to enunciate the purposes and the policies of the Project and to direct it to the
desired conclusion. Without the help of these persons and others in the Nebraska Division of Employment
the report would not have been possible.

William G. Dick, Ph. D.

Associate Professor of Business
Organization and Management
College of Business Administration
University of Nebraska
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Highlights of ihe Cudahy Project

Technological advances in manufa:turing industries generally result in a reduction of employment
either relatively slowly over an extended period of time or in a dramatic marnner in a short period of time.
When technology lags in an industry, firm, or any portion of a firm’s operation mass layoffs are likely to
occur when changes are made.

Uncertainty in a layoif situation aggravates the effects of the layoff and makes the re-employment
of the workers elsewhere more difficult.

The coordination of industry, labor, civic and weliare organizations an”' gocvernment agencies through
the Project was of paramount importance in the enlistment of the community forces throughout the
operation of the Project.

A combination of interacting factors — lack of education, lack of skills other ti.z:: those developed
at Cudahy, adverse attitudes toward new emplcyment, differences in wages of jobs held in the past and
those presently available — made necessary a concentrated and continuing effort to bring about satis-
factory employment relationships through the organization of an Automation Demonstration Project.

Basic education was an essential factor in “job mobility” for both the workers who were re-assigned
at Cudahy and for those who were displaced. ‘

Age was not an insuperable obstacle to the re-employment of workers.

Home ownership and having dependents tended to be in evidence with successful job seekers. This
was true particularly for women who were either divorced, separated or widowed.

Ownership of means of transportation was important in Omaha for successful job placement.
Technological changes occasioned but minor adjustments in the required skills for the new jobs at

Cudahy. Lack of basic education was a greater obstacle than a lack of skills in the adjustment to the
operation of the new plant.

[ R I £ 2 T



Chapter 1: BACKGROUND AND CHANGEOVER
TO THE NEW PLANT

Technological Progress

The problem of technological unemployment in the Omr~ha area due to the rather sudden and drastic
reduction of forces at the Cudahy meat packing plant in 1961 is but a small, however dramatic, example
of the national price being paid for economic progress. Technological change seems to be accelerating
from cdecade to decade. The present rate of progress in some segments of American industry dwarfs that
experienced during the so-called industrial revolution of the eighteenth and nineteenth centuries.

Technological progress in the United States, measured in terms of productivity of the entire work
force, proceeds on an average of two to three percent per year. Increased productivity is very evident
in manufacturing. Total employment in manufacturing in the United States has not increased materially
since World War II in spite of an increase of almost 30 percent in population to 1961 and a considerable
increase in the standard of living in the country.' It is recognized that not all of the increased standard of
living is in the form of goods, although a part certainly is.

Even within the industrial segment of the economy, technological progress does not affect all in-
dustries uniformly. Reduction of the necessary labor in the manufacturing or processing of a product
proceeds by spurts and on a very selective basis. This is true of whole industries, of firms and even pro-
cesses within a plant. A whole industry may seem to show little evidence of change until some techno-
logical development — for example, the forced oxygen furnaces in the steel industry — sets into motion
a whole chain of labor-saving innovations.

Technological change brings about a number of economic effects. Aside from reducing the cost of
production and thus making possible a higher standard of living, it has at least two other aspects. As less
labor is needed to produce a product, the demand for labor is decreased unless the demand for the product
increases sufficiently to offset the reduction of labor hecessary per unit of product. A second effect of
technological change may be the obsoleting of some previously very valuable skills. When the skills are
very specific, related only to the work performed with no transfer to new opportunities, this may present
a difficult problem. Such was the case with the proverbial glass blower and, more recently, with the
hundreds of thousands of miners in Appalachia. To some extent this was the case with the Cudahy work-
ers who were laid off, but it must not be assumed that the problem existed to the same degree for the
Cudahy workers who were not laid off but were transferred to jobs in the new plant.

Another economic factor often aggravates the local situation. Favorable locations often deteriorate
due to change in markets, sources of raw materials, factors of production or, as in the meat packing in-
dustry, changes in the transportation facilities available for either the raw materials or the finished
product, or both. As formerly favorable locations slowly deteriorate, the additional costs due to poor loca-
tion contribute to the need for technological changes and often influence the shift of location along with
the technological change. Thus, Chicago, which not many years ago was the major meat packing center
in the United States, has lost most of these economic activities to other localities. While there is no doubt
that other locations were considered by the management of Cudahy, Umaha was very fortunate that the
new plant was not constructed in another area.

! For a more detailed discussion of technological change see Victor R. Fuchs, “Economic Growth”, Forty-fourth Annual Report,
June 1964, National Bureau of Economic Research, Inc. p. 61.

2 “For the period 1929-1961, we find that real output per man has grown at a rate of two and four-tenths percent per annum in the
goods sector and seven-tenihs per cent ver annum in the service sector\” p. 62, IBID.
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Economics of the Meat Industry

The demand for the products of the meat packing industry certainly has not been lacking. Per capita
consumption in the United States of “red meat” has increased from 143.4 pounds in 1948 to 169.9 pounds
in 1963, or a total of 18.5 percent. Total meat production has increased 25 percent during this period. Pro-
duction of the industry increased from 24,690 million pounds in 1958 to 28,370 million pounds in 1962. This
14.9 percent increase was accomplished with a reduction of 7.1 percent of production workers during the
same period. Output per man-hour rose by 20.8 percent.! The rate of technological change in the in-
dustry from 1958 to 1962 exceeded that of the economy as a whole.

The industry has not been known for its overall profitability nor for its wide margins between costs
and prices. Table I compares the return on net assets and the margin on sales of the meat packing in-
dustry with manufacturing as a whole.

TABLE |

Return on Net Assets and Margin of Sales
of Meat Packing and Manufacturing

Meat Packing Total Manufacturing
Percent Percent Percent Percent
Year  Return on Net Assets Margin on Sales Return on Net Assets Margin on Sales
1957 4.2 0.5 12.9 5.9
1958 4.5 0.5 8.9 5.5
1959 7.8 1.0 9.8 6.0
1960 6.3 0.8 10.5 5.4
1961 4.6 0.6 9.9 5.2
1962 5.7 0.7 10.9 5.5
1963 5.9 0.7 11.5 5.7

Source: Monthly Economic Letter, First National City Bank, New York, April Issues, 1958-1964.

The average for the period for meat packing was 5.54 percent return on net assets compared with
10.65 percent for manufacturing as a whole, and .67 percent margin on sales compared with 5.76 percent
for all manufacturing. In every year the meat packing industry group ranked lowest of all manufactur-
ing groups for both return and margin. If we assume a 50 percent income tax rate, every dollar saved
was equal to an additional $75 in sales. Quite an incentive for reduction of costs!

The seasonality of the supply of livestock for slaughter has been reduced to a considerable extent
in recent years. Some seasonality still exists causing frequent adjustments in the labor force. A seasonal
pattern is also evident in the prices of raw material—livestock.’

Wages in the industry have been among the highest in the country. Between 1958 and 1963 hourly
wage rates were increased from $1.94 to $2.55 (including cost of living adjustments) or 31 percent. Tech-
nological improvements were just about sufficient to maintain a constant relationship between total

1 Source: American Meat Institute, Financial Facts about the Meat Packing Industry, 1962; Chicago, 1963. Bureau of Labor Statistics,
Employment and Earnings, Vol. 10, No. 3, Sept. 1963.

2 Federal Reserve Bank of Kansas City, Monthly Review, May-June 1962, p. 10.
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cessed for the years from 1958 to 1962 was 6.2, 6.4, 6.3, 6.2 and 6.2, respectively. Thus the race between
wage costs and labor-saving innovations was a stalemate.

The Cudahy Company

ﬂ That the Cudahy Packing Company did not escape from the inexorable economic forces of the entire
| industry is demonstrated by the operating statistics of the firm.

_*

] wages and salaries and level of production. The wage and salary cost in cents per pound of meat pro-
{

{

i

i

|

| TABLE Il

!

Selected Operating and Financial Statistics for the
Cudahy Packing Company (Selected Years)

Kt b Al S AN KIG NN 5 11 e -z - o

Year Employment Sales ($000,000) Net Profit ($000)

1952 14,200 563 (5,052) Deficit :
, 1954 8,900 455 (5,430) Deficit |
* 1956 8,400 291 5,268 1
| 1958 8,133 369 ~ 2,671 :
j 1960 7,811 341 811
. 1962 6,812 313 (849) Deficit

Sources: Employment and Sales — Moody’s Investors Service, Inc., Moody’s Industrial Manual, Robert :
H. Messner, New York, 1963. Profits — Annual Reports of the Company.

ing industry, by 1962 it was surpassed by three of the “Little Five” in total sales. The decade from 1952 to ]
1962 was a period in which inefficient operations were abandoned, and plants, which were to be retained, 3
were modernized. Both the employment and the sales figures illustrate this trend. The Wichita, Kansas,
plant was modernized over a period of ten years on a piecemeal basis. In contrast, the modernization in
Omaha was performed by the construction of an entirely new plant adjacent to the old one with the
changeover taking place in a relatively short time, thereby giving very little time to make employee
adjustments through attrition.

3
]
%
i Although the Cudahy Company has been a traditional member of the “Big Four” of the meat pack-

Involvement of Compzny, Union, Employment Service and Civic Organizations

The decision to retain operations in Omaha was made in the early 1950’s when the company built the ]
corporate headquarters office building acress the street from the old plant. The construction of the new
plant was started in 1959 and completed two and one-half years later. The plant which it was to replace, :
built in the 1880’s, was of the mill-type construction with wood floors and supports. Not only was it ob- :

- .solete from an operational point of view but governmental inspection standards could no longer be met
and the building just was not suited for the necessary improvements.

The new facilities do not provide for a sheep kill as did the old. The kill floors for cattle and hogs 4
were placed in the new plant on the newest and most economical basis available at the time. Instead of the
worker going to the carcass, the carcass is brought to the worker who then is given modern power tools

4 3
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with which to make the proper cuts. The greatest savings came from the elimination of manual material
handling, thus obviating the use of much common labor. The processing of much of the product is still
performed in buildings which have been in use for a considerable number of years.

Considerable efforts were made by the company to keep the union officials informed of what was to
be expected. The construction of the plant, beginning in February 1959, over a period of two and a half
years, certainly must have been evidence that the company was in earnest in its efforts to reduce costs.
Furthermore, early in 1960 preliminary discussions were held with union officials on the new operations.

The first meeting of the company with the Employment Service was held on June 7, 1961, almost
five months before the first transfer to the new plant. Two weeks later, on June 21, company executives,
union officials and local and state representatives of the Employment Service, as well as the Labor Com-
missioner, met. On July 24, 1961 another meeting was held between the company, union and local Em-
ployment Service representatives. At this time schedules were set up for testing and counseling of em-
ployees who were tc be laid off in the changeover, prior to the anticipated layoff. The pre-layoff testing
and counseling schedule covered a period of about three weeks beginning on August 20, 1961.

Twenty automation demonstration projects were started in local public employment service offices
in eleven states in 1961-1963. One of the objectives was to gain experience with local labor area prob-
lems arising from automation and fechnological change, and mass layoffs. The projects were designed to
help displaced workers find new jobs, to gain information about occupations in technologically changed
processes, to conduct research in operations, and to provide information throughout the Federal-State
Employment Service system on the experience thus gained. The Cudahy project became United States
Employment Service Automation Demonstration Project Number One on October 12, 1961.

On October 20, 1961, the United Community Services entered into the picture. A program to central-
ize all requests for assistance by Cudahy workers was established in order to avoid duplication of effort.
Early in November the Mayor’s Committee on Automation Re-employment was established for the pur-
pose of enlisting the whole city in the project. On December 4 the Employment Service provided the
Chamber of Commerce with an inventory of occupational skills of the dislocated workers. This inventory
with a covering letter was sent to 2,200 Chamber members on the 13th of December.

In the meantime the union in meetings and in notices attempted to keep employees informed on the
details of the situation. The August 9, 1961 notice informed the employees of the seniority cut-off dates
on which the layoffs were to be made. The same notice encouraged the employees to avail themselves of
the testing facilities which were provided by the Employment Service. On November 29 a letter was sent
by the union officials to all who had been or who were to be involved encouraging them to avail them-
selves of the opportunities extended by the Project organization.

The foregoing rehearsal of events and communications was made to show that attempts were made
to keep the employees informed. It should be noted that much of the employee contact with regard to
the reduction in forces was made by the union, Local 60, United Packinghouse Workers of America,
AFL-CIO.

Approximately one month before the initial layoff of 280 employees the Mayor of Omaha met with
the company and union officials to discuss the impending layoff. On August 15 the Mayor sent a letter to
each of 23 employer and management associations requesting the cooperation of the members of these
organizations to open the doors of their employment offices to the displaced workers. Close coordination
between the Manager of the Omaha office of the Division of Employment, the Mayor, and company and
union officials brought about the formation of the Mayor’s Committee on Automation Re-employment.

5
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The membership was composed of representatives from industry, labor, civic and welfare organizations,
state and local government agencies including the Nebraska Division of Employment and the Project.
The purpose of the Committee was to enlist the cooperation of the entire Omaha community and to co-
ordinate the activities of the community in the employment of the Cudahy workers who were to be
laid off.

At the request of the Mayor’s Committee the Chamber of Commerce became actively involved in the
problem. A letter was sent by the Chamber to its 2,200 members informing them o* the facts of the situa-
tion and asking them to inform the Employment Service of any job openings they might have or on which
they had any information. A list of occupational skills of the laid-off workers was included with the let-
ter. This letter was sent on December 13 after the services of 895' employees had been terminated by the
Cudahy company. The skill inventory on which the list of occupational skills was based was made by the
Omaha office of the Nebraska Division of Employment.

The involvement of the Employment Service was very real, beginning well in advance of the initial
layoff. The first contacts of the Service with the employees were the voluntary pre-layoff group testing
meetings. After the layoffs, those who had not been tested were encouraged to appear for testing and
counseling at the local office. The Unemployment Insurance claim filing, of course, provided a means for
continuing contact.

A short-term job vacancy survey, endorsed by the Mayor’s Committee, was conducted by the Omaha
local Employment Service office. Three hundred twenty-five of the largest firms, selected on an indus-
trial basis, were surveyed beginning December 18, 1961. An additional 275 firms were surveyed three
weeks later. This resulted in approximately 250 openings. Many of these openings were not suitable for
former Cudahy workers. Some required professional or clerical experience, or skills not possessed by
this group. Others, such as hospital aides, cab drivers, and occupations in food service that are normally
available even in periods of high unemployment, were not acceptable to these applicants. However, the
jeo vacancy survey was of value in enabling the Employment Service to provide service to this group
and some workers were placed as a result. Thus, the Employment Service was closely and actively in-
volved in both the supply and demand aspects of the problem.

The enlistment of the welfare agencies of the community by the Mayor’s Committee also constituted
an important aspect of the whole program. All member agencies of the United Community Services co-
ordinated the applications for assistance of displaced workers and the Project staff made sj2cial efforts
to find immediate employment for these applicants. A plan to set up a basic education program was pro-
posed by the Project personnel and initiated through the United Community Services. The program
was carried out by the Public School System. Since the Manpower Development Training Act did not
become a law until March 15, 1962, there were no funds except those administered by the Cudahy Auto-
mation Fund Committee to pay for training at this time.

The Omaha Public School System was also represented on the Mayor’s Committee. Its active parti-
cipation in all phases of the program was significant, but of special interest were the training and edu-
cational services rendered by the schools. Several (raining programs were conducted in Omaha’s Techni-
cal High School in conjunction with the Adult Education Program. The class in basic education gave op-
portunity to those who did not have even the rudiments of the three R’s.

1 This includes the 220 employees who were on layoff status at the time of the changeover.
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Transfer to the New Plant ' | |

The transfer to the new plant was made on an intermittent basis. A few months before the transfer
to the new plant the sheep kill was discontinued. The transfer of the beef and pork kills to the new plant
ﬁ was the principal feature of the changeover. The consolidation of the various assembly departments,
. which originally were lccated in the respective product divisions, presented a major problem of adjust-
ment for the company. The sliced bacon operations were not transferred until well after January 1, 1962,
The Demonstration Project staff analyzed the new jobs in the company and developed flow charts of the
beef and pork kills and the assembly department.

, Table III shows how the reduction in forces affected some of the departments of the plant. It covers
E roughly one-half of the displacement incidence. Conspicuously absent from the table is the former sheep
kill operation which was eliminated entirely. B

In the 11 departments on which information is available 214 jobs were eliminated, but 79 new jobs
were established. However, 34 of the “new” jobs were merely transfers from the processing departments
‘ to the new assembly department. Therefore, the figures of 180 and 45 would be more accurate with re-
gard to the jobs eliminated and new jobs set up, respectively. Approximately 80 percent of all jobs elim-
inated were unskilled. Eighty-two percent of the new jobs (if we exclude the assembly jobs which were
really only transferred) were unskilled. Skill-wise there was little relative change in the composition of
] jobs in the plant. '

e e

The largest relative change in employment, excluding the sheep kill, was in the smoked meats and
sliced bacon departments. The 56 percent reduction in force was due to the installation of automated
equipment, the reduction in the number of floors for the department from three to one, and the “on the
rail” cure eliminating the wash gang and the stockinette operation made up mostly of unskilled labor.
The installation of conveyor systems figured prominently in the large reduction of forces in the beef op-
erations, the miscellaneous by-products, and pork kill departments. Workers displaced by conveyorization
were largely unskilled material handlers and transporters. The reduction of forces in the sweet pickle
department was due to the installation of new equipment. '
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The 15 percent reduction of maintenance workers was due largely to the reduced need for mainten-
ance in the new plant, and also in part to the reduced level of production. The reduction in forces in the
fresh sausage, the canning and the dry sausage departments was occasioned entirely by the transfer of the
assembly work to the new asembly department. The reduction in the pork pack and trim department was
due largely to a transfer of work between departments.

It is evident that the change from the old to the new plant did not raise the skill requirements for
Cudahy. Seven jobs in the “skilled” category were eliminated and four were added. The large majority
of jobs which were eliminated were in the “unskilled” group. The need for basic education was in-
creased because some of the new jobs in the assembly department, although classified as “unskilled”,
required the ability to read and write.

The on-the-job training for the new jobs at Cudahy was accomplished in one week for the lesser-
skilled jobs and two to four weeks for the higher skilled jobs. Mechanization transferred certain skills
from man to machine. In other cases the werk performed under the new conditions was not much al-
tered from the old except that superior tools were provided to the workers. Some jobs were enlarged
materially. In the old smoked meats department, the pressman (Bacon Press Operator, 6-09.323) was
responsible for straightening and flattening the bacon by means of a hydraulic system. In the new oper-
ation he not only presses and flattens the bacon but he is responsible also for slicing, weighing and in-
specting it for cleanliness. He now operates a form press as well as a slicing n.achine. He must adjust
the machine and also tend a Cashin Weigh Convey to check the weight. The on-the-job training was
done by the machine manufacturer for one week’s duration. ‘

Special circumstances in the assembly department made for an adjustment problem. The assembly of
customer orders was centralized in the new organization, following the activation of the new plant. For-
merly this assembly had been performed in the various product departments. The centralization of this
function required the knowledge of all the products of the company, but more important, also an educa-
tional attainment level that was beyond many of the workers assigned to this work. What the workers

lacked was not a category of specific skills but a minimum level of education in the basic three R’s.

Original estimates of the company executives were that the employment at the Omaha plant operation
was to be reduced from 2,008 to approximately 1,130 employees, 950 men and 180 women. Two hundred
and twenty persons were in 2 laid-off status when the changeover to the new plant was made. Another
675 were laid off when the shift was made to the new plant. Thus, early in December 895 workers had
been laid off: 200 were on % yvoff status from previous reductions in work force, an additional 400 were
on “permanent’ ’layoif status and another 275 were on “temporary” layoff status.

Because of sick leave, vacations and temporary supplementary needs, frequent recall and gate hir-
ing were made for temporary work. At this stage almost all of the workers were persisting in their ef-
forts to obtain even one day of temporary work at the plant. The practice of being at the gate by
6:30 a.m. for possible hiring was followed with regularity. Actual gate hiring on such a temporary basis,
coupled with frequent recall for varying reasons, plus the incessant rumors as to rehire, kept workers
in a state of indecision and unrest. This was reflected in the results of placement activities. Applicants
failed to appear for job interviews with employers, sometimes even failed to report for work when hired,
and, on occasion, worked a short time, then left abruptly to return for temporary work at Cudahy. Be-
cause the Project staff was aware of the workers’ strong attachment to their employer and of the con-
tinuing benefits one day’s replacement work would insure, every effort was made to explore and stabil-
ize work attitudes and performance in relation tc new jobs. It was necessary, also, to counsel frequently
with employers, many of whom were understandably impatient with Cudahy employees, or, for that
matter, with workers accustomed to a seasonal employment pattern and high wages. The fluctuation
of total employment at the plant shows the extent of hiring and layoffs during the months following
the transfer to the new plant.
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TABLE IV

Employment at the Omaeha Cudahy Plant on Selective Dates

Date Total Employment Temporary or Replacement Employment
February, 1962 1,350 75
May, 1962 1,400 100 to be laid off
June, 1962 . 1,445 145
July, 1962. 1,530 220
November, 1962 1,300 150

In the meantime, the original seniority dates for layoff purposes were adjusted to the new circum-
stances. In June, 1961 these ‘ vere set at October 14, 1949 for men and September 7, 1945 for women. The
cut-off dates for men were changed to August, 1951 in October and again in June, 1962 to the end of 1952.
Those for women were not altered. These changes made for uncertainties as to the relative status of
many employees and raised the hope of additional laid-off workers who had no chance at all of being re-
hired and retained by the Cudahy firm. As a result of the uncertainties as to the total number of people
to be laid off, the fluctuation in the number of workers needed resulting in frequent rehirings and the
trend of revising the seniority cut-off dates to more recent times, employees hopes were constantly re-
vived for continued future employment with Cudahy.

The adjustment to the new conditions by the employees who were not laid off was very slow and un-
satisfactory. The beef kill was set up on an anticipated 90 per hour basis in December, 1961. This crew
reached but a level of 60 per hour in February, 66 in March, 65 in April at which time a work stoppage
occurred. By May it reached 75 per hour, dropped to 68 in June, rose to 85 in July and did not reach
the “normal” until October, 1962. This was in contrast to a similar changeover by another packer in
which 55 workers killed 50 per hour before modernization and 42 workers killed 70 per hour after mod-
ernization. The standard of 70 was attained in one week. The slow adjustment to the new conditions at
Cudahy cannot be attributed to increased difficulty of the jobs or to any other technical problem such as
training or layout of the plant.

The hog kill adjustment was made much more speedily. By March the killing rate for the 300 per
hour crew had reached 314. The operation showed some fluctuation, however, probably the result of the
unsettled relations in the plant. On the whole, the operation seemed quite satisfactory at a level at which
the employees earned a production bonus of 10 to 15 percent of base rate. The assembly department op-
erations improvement was comparable to that of the beef kill.
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Chapter 2: FACTORS BEARING ON TE
RE-EMPLOYMENT OF THE WORKERS

L

A number of factors greatly influenced the degree of success in solving the unemployment problem
in this particular case. As mentioned above, the mobilization of the various community organizations,
public, private and charitable, in a cooperative and coordinated effort was a very favorable influence in
the whole situation and cannot be over-emphasized. There were, on the other hand, certain circumstances
that rendered the problem more difficult.

Labor Contract Provisions

An examination of the labor agreement shows that certain job-security provisions, designed to pro-
tect the employees, may well have tended to worsen the lot of the laid-off workers. The contract provided
that layoffs be made on the basis of departmental seniority. But persons who had thus been removed from
jobs then had a right to “bump” employees with less seniority. In effect, layoffs were made on a plant-
wide basis. This, no doubt, was an advantage to the employee but it made necessary more on-the-job or-
ientation and training.

The contract further provided that the laid-off employees retain re-employment rights for a two-
year period. If an employee in a layoff status was hired as a replacement his re-employment rights were
extended from this temporary employment for two years. If an employee failed to report to work within
five days after he was recalled to work he lost his seniority rights.

The contract in force from September 1, 1959 also provided for severance pay based on the length of
service of the employee and on his base rate of pay at the time of separation. However, ‘“employees
whose emj loyment is terminated and who accept severance pay . . . have no further rights or service
credits . . .” This latter provision made laid-off employees hesitant to request severance pay in spite of
need. A supplementary agreement was negotiated between the company and the union that allowed
employees to draw severance pay without losing re-employment rights. Any future severance pay credit
was to be based on the accumulation of credit from the time of re-employment. By November, 1962, 625
had drawn their severance pay from the company.

The 1959 master agreement between the Cudahy Packing Company and the United Packinghouse
Workers of America, AFL-CIO, provided for the establishment of a fund to defray the costs of retrain-
ing workers who might be laid off and for the administration of this fund. The fund was to be admin-
istered by a committee of five, composed of two representatives designated by the company and two by
the union with an impartial chairman selected by mutual agreement of both parties. The Demonstration
Project leader acted in that capacity though no chairman was selected. Money from the fund was used to
pay only for tuition and supplies incidental to formal programs of training or retraining of employees in
skills required for new jobs. The Project staff had the sole responsibility for screening, selecting, and
referring applicants to state-approved training facilities. The committee requested that Project staff
handle all details except actual payment of tuition which was made directly to the training facility. Thus
all training activity, including the issuance of enrollment statements to be completed by the trainee’s
school, as well as progress reports, with copies to Cudahy management and the union, was under the con-
tinuing control of the Project staff. The committee at one point asked the staff to select 15 additional
applicants for training as a number previously approved had failed to take advantage of the training
opportunity. Every effort was made to follow throuzh on this request so as to utilize the additional train-
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ing funds released by the Cudahy Automation Fund Committee.! It should be noted that.almost all of
this activity preceded the implementation of the Manpower Development Training Act provisions in the
area.

The wage level at which the Cudahy workers were paid was among the highest in Omaha and among |

the highest in the meat packing industry of the nation. Omaha manufacturing wages compared quite
favorably with those of the country as a whole. In 1961 the average manufacturing wage per hour in Oma-
ha was $2.34 and that of the nation was $2.32. Weekly earnings in manufacturing in Omaha were $98.47
and for the country $92.34. The only classifications in Omaha that had high.cr rates were in printing and
publishing and even workers in this industry could not match meat packing employees in weekly earn-
ings. The January 1, 1962 agreement with the United Packinghouse, Food and Allied Workers AFL-CIO
raised hourly rates seven cents retroactive to September 4, 1961 and an additional six cents effective
September 1, 1962.

Many of these favorable labor contract provisions made the task of re-employment of the Cudahy
workers even more difficult. For the most part, employees couid not expect to get jobs at rates compar-
able to the Cudahy wages. Thus no opportunity could be compared favorably with that which they had
held at Cudahy. The re-employment rights remained as a link to the “golden past”. The five-day limita-
tion on recall tended to make these workers look at all other work as temporary. Other employers hesi-
tated to empioy Cudahy workers because of this. Employees would leave other jobs even for temporary
replacement work at Cudahy. Although not a part of the new contract signed September 4, 1961, man-
agement had agreed to permit employees to work elsewhere during a two-year seniority-right period
without a loss of rights or benefits. Thus the lure of temporary replacement work at Cudahy impelled
employees to abandon another job or postpone job efforts when their rights of seniority and their benefits
as to sick leave, vacation pay and insurance coverage were so easily maintained. The simple expedient
of one day’s replacement work thus extended re-employment rights to a full two-year period from the
last day worked.

Add to this the fact that most available jobs for which they were qualified were at common labor
or beginners’ rates and that the differential between earnings at these rates and Unemployment Compen-
sation was not very great, workers were not anxious to accept jobs and employers were hesitant to hire
them. Nor did the refusal of jobs at the lower wage rates disqualify workers for Unemployment Com-
pensation. The Nebraska law requires that in order for workers to qualify for Unemployment Compen-
sation they must be willing and able to work at suitable employment. What is suitable employment de-
pends on the claimant’s “experience, training, and prior earnings”.’

Arca Economics

Th~ Cudahy employees are drawn from the Omaha-Council Bluffs metropolitan area. The civilian
labor force of this labor market amounted to 197,850 in 1961. There were 7,790 unemployed during the
year with another 21,100 self-emaployed and 6,800 working in agriculture. The total non-agricultural wage
and salary workers was 162,060. Of these, 37,800 were employed in trade and 36,890 in manufacturing.
Service accounted fcr another 23,860 and government 21,100 employees. The following table compares
the relative proportions that these groups comprised as percentages of the non-agricultural work force.

1 See Appendix 2 for the contract provisions pertaining to the Cudahy Automation Fund Committee,
2 State of Nebraska Unemployment Insurance, Employers Informaiion Manual, January 19, 1964, p. 14.
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TABLE V

Work Force of Selected Segments as Percentages of Total Non-Agricultural Employment

1 . -y -
, 7t

Classifications United States Omaha
Trade 20.9 23.3
Manufacturing 30.1 22.8
Service 14.0 14.7
Government 16.4 13.0

Source: Calculatcd from Bureau of Labor Statistics and Nebraska Department of Labor Statistics.

Omaha is relatively light in manufacturing as compared to the United States as a whole and heavy
in trade and service. Trade and service wages are relatively low. On the other hand, Omaha manufactur-
ing wages compare quite favorably with national manufacturing wages. Thus, the jobs (in trade and serv-

ice) available to Cudahy workers were at a wage level below the wage level to which they were accus-
tomed.

During the years of 1961 and 1962 Omaha experienced a much lower unemployment rate than the
nation as a whole. The table belov’ shows the comparable monthly rates for the two-year period.

TABLE VI

Mcnthly Unemployment Rates 1961-1962
(Percentage of Total Work Force)

1961 1962
Month United States Omaha United States Omaha
January 7.7 4.5 6.7 4.5
February 8.1 4.9 6.5 4.4
March 7.7 4.5 6.2 4.5
April 7.0 3.8 5.6 3.5
May 6.7 3.4 52 2.9
June 7.5 4.0 6.0 3.8
July 7.0 3.6 £.5 3.6
August 6.2 3.5 5.3 3.3
September 57 3.3 4.9 3.0
October 55 3.0 4.6 2.7
November 5.6 3.8 53 3.4
December 5.8 4.1 53 3.3

Source: United States rates from Bureau of Labor Statistics, unadjusted for seasonal variation; Omaha
rates from Nebraska Department of Labor.
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In every month the Omaha figures show a much lower unemployment rate than the nation as a :
whole. An annual average of the monthly rates shows that the country experienced 6.7 percent and 5.6 3
percent for the two years, respectively, while the Omaha area had comparable figures of 3.9 percent and 3
3.6 percent.

The table also reflects a degree of seasonality. The period is hardly long enough to establish the ex- ;
tent of a seasonal pattern but the two series for the two years reflect a similar pattern. ;
The increase in unemployment in June and the drop in September is no doubt due to the entry into
and exit of students from the labor market at these two periods in the year. The increase of unemploy- 1
ment from December to January is accentuated by the lull in the trade segmenrt following the Christ-

mas holidays.

Summary

At the time of the major layoff in October, 1961, there were both favorable and unfavorable factors
that had a bearing on the success of the community to absorb this sudden increase of unemployed people.
The influences that deterred the employment were the uncertain status of the laid-off workers and the ;’
consequent hope of being recalled, the high level of wages at Cudahy relative to those of jobs available /
to the workers which adced to the attachment of these workers to their former employer, and labor con-
tract security provisions which prolonged the tenuous relationship between the company and the laid-
off worker. As shown above, refusal of these jobs at lower wages did not disqualify applicants for Un- 3
employment Compensation. ;

Two favorable factors were significant. The relatively low level of unemployment in Omaha was a
propitious circumstance. New industries were entering the area and some existing firms were expanding
operations. The labor market was active. Probably as important as the above was the formation of the
Automation Project. The function of the Omaha Demonstration Project staff was not only to act as the
Employment Division for this group of workers, but also as the mobilizing and coordinating force of the
various community organizations interested in the employment of the displaced workers. The Project
went into operation on October 12, 1961.
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Chapter 3: ANALSIS OF TH

LAID-OFF
LABOR FORCE

Definiﬁon of the Universe

The universe of this case study was a little difficult to determine. Two hundred and fifty people
were on layoff status at the time of the major layoff of 675, making a total of 925. Of this group, 211 were
dropped from the study because they were re-employed by the Cudahy company for o::2 reason or other.
Forty-two workers were known to have moved from the area so they were removed from consideration.
Six were deceased. Sufficient data were not available on an additional 144 so that the major portion of
the statistical study covers 522 laid-off workers, 385 men and 137 women.

Worker Characteristics

TABLE ViI
Distribution of the Displaced Workers
By Sex and Age
Men Women Total
Age of Workers Number Percent Number Percent Number Percent’
Under 25 18 4.7 0 0 18 3.4
25 - 29 95 24.7 2 1.5 97 18.6
30 - 34 91 23.6 13 9.5 104 19.9
35 - 39 57 14.8 19 13.9 76 14.6
40 - 44 48 12,5 29 21.2 77 14.8
45 - 49 35 9.1 37 27.0 72 13.8
50 - 54 27 7.0 24 17.5 51 9.8
55 and over 14 3.6 13 9.5 27 52
Total 385 100.0* 137 100.0* 522 100.0*

*In this table percent totals may not add to 100.0 due to rounding.

It is evident from this table that the Cudahy company had hired a preponderance of young appli-
cants in the decade preceding the reduction in force. Fifty-three percent of the 385 men were under 35
years of age. Eighty percent were less than 45 years of age. The average age of the men was 36.6 years.
Relatively iew women had been hired in recent years, hence the earlier seniority cut-off date for women.
The average age of the 137 women was 45.8 years. Only 46.1 percent of the women were less than 45 years
of age.

The information on ages of the workers is most likely quite accurate. There is, however, considerable
evidence that the information given by the workers on the level of education was quite misleading, The
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{ correlation of education reported by the workers to other data will help to substantiate this statement,
;‘ ! Many of those who claimed to have.“some high school” education were unable to fill out a questionnaire p
. and thus gave indication they were functionally illiterate. In contrast, some that reported that they had :
- completed only part of an elementary education were able to complete the questionnaire, “It is ecalcu- 3
lated that some three million of the four million Americans classed as chronically unemployed are func- 3
- tional illiterates”.!
TABLE Vil
Schedules Filled Out by Applicant or Interviewer .
% By Level of Education Reported ]
)
i T Men Women Total
¥

%.
1 By By By By By By

§ Level of Education Applicant  Interviewer Applicant Interviewer Applicant  Interviewer
] 5th grade or less 10 43 4 1 14 44 :
i 6th and 7th grade 23 24 6 6 29 30 . 1
: 8th grade 31 37 18 14 49 51 1
\ 1 to 3 years high school 77 54 38 17 115 71
| 4 years high school 57 14 27 3 84 17
i 1 to 3 years college 12 0 1 2 13 2
i 4 years college - 1 : ] 0 - 0 1 1
i Over S years college 0 1 0 0 0 1 1
| '
i ;
il
{
! The first page of the interview schedule was to be used as a test of the literacy level of the worker.

| If the worker was able to fill in his name and other vital statistics it was felt that he probably was able

[ to take the General Aptitude Test Battery. If he was not able to fill it out the interviewer was to do it.

: However, Table VIII seems to indicate that communications with the interviewers evidently failed at

some point, :

There probably is little doubt that a large number of those with fifth-grade or less education were
! functionally illiterate. However, the 14 out of 58 who filled out their own questionnaires show that not
‘ all the workers involved, with a maximum of a fifth-grade education, were illiterate. It was not until a
full four years high school education was claimed that a very large proportion completed their own ques-
tionnaire. It is quite possible that the “years” of school were not at all equivalent to “grades” of educa-

tion and that a fair percentage of those who purported to have onre to three years high school spent only ;
a part (however small) of that number of years in school.

The reported education of the displaced workers is given in Table IX below. For all three groups—
men, women and combined--the median fzlis into the “some high school” classification.

! Wall Street Journal, December 29, 1964, p. 1. :
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TABLE IX

Level of Education
of the Displaced Workers

Men Women Total

Level of Education Number Percent Number Percent Number Percent
5th grade or less 53 13.8 5 3.6 58 11.1
6th and 7th grades 47 12.2 12 8.8 59 11.3
8th grade 68 17.7 32 23.4 100 19.2
Some high school 131 34.0 55 40.1 186 35.6
‘High school graduate 71 18.4 30 21.9 101 19.3
Some college 15 3.9 3 2.2 18 3.4
Total 385 137 522

The table shows that almost 40 percent of the men and almost 36 percent of the women had an
eighth-grade education or less. Thirty-four percent of the men and 40 percent of the women were high
school dropouts. Less than 23 percent of the total group had at least a high school education.

Closely related to the above statistics is the fact that 41 percent of those who were originally in the
planned layoff were non-white. This compares with 11.1 percent of non-whites in the labor force in the
country. While no specific data were available on the relationship between race and education, or lack
of it,’ it is probably not too presumptuous to assume that the level of education of the laid-off workers
was influenced considerably by the heavy concentration of non-white workers. Furthermore, the exper-
ience of those on the Project staff who worked with this group was that the race factor was closely re-
lated to the post-layoff employment experience. The non-whites had considerably less success in obtain-
ing employment than did the white workers. The extent of this influence was not determined because
of the “color-blind” policy of the United States Employment Service.. Occasional employer resistance to
the employment of minority groups was encountered. In some cases this resistance was lessened or elim-
inated through discussions between the employer and the Project personnel. In one case an employer who
had been convinced by Project personnel to try a minority worker requested another because of the ex-
cellent racord of the first one hired.

The marital status of the displaced workers was probably quite comparable to that of the workers
who remained on the payroll or of the working force in the community. The data are presented in view
of the possibility that marital status may have had a bearing on the post-lavoff labor market experience
of the group.

1 “It is the policy of the Employment Service to make no indication of an applicant’s race, creed, color or national origin on any
office record.” Employment Security Manual.

17
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TABLE X'

1§ Marital Status of the Displaced Workers

;{’ . .

y Men Women Total

jx

} Marital Status Number  Percent Number  Percent Number  Percent

i

! Married . 288 74.8 99 72.3 387 74.1

j Single 50 13.0 5 3.6 55 10.5

fz Widowed 2 0.5 12 8.8 14 2.7

‘ Divorced 22 5.7 15 10.9 37 7.1
Separated 19 4.9 6 4.4 25 4.8
INA* 4 1.0 0 0 4 0.8

“ PO

*Information Not Available

Closely related to the factor of marital status is the number of dependents that each of the workers
had and the portion of family income earned by others. We might assume that the greater the responsibil-
ity for contributing to the livelihood of others the greater would be the willingness to accept employment
even of a less desirable nature. It is unfortunate that the “Information Not Available” group in the table
of the number of dependents constitutes such a large proportion of the whole.

TABLE Xl

PR <

Number of Dependents of the Displaced Workers

J Men : Women Total
‘ Number of Dependents Number Percent Number Percent Number  Percent
’ ] 43 11.2 18 13.1 61 1.7 ]
| 2 46 11.9 10 7.3 56 10.7 ¢
‘. 3 45 11.7 7 5.1 52 10.0
j 4 54 14.0 2 1.5 56 10.7 j
5 42 10.9 0 0 42 8.0 3
| 6 2] 5.5 2 1.5 23 4.4
‘ 7 17 4.4 0 0 17 3.3
t 8 9 2.3 1 0.7 10 1.9
9 or more 10 2.6 0 0 10 1.9 2
INA* 98 25.5 97 70.8 195 37.3
Totals 385 - 137 522
*Information Not Available
18 ]
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3 The status of home ownership of displaced workers could possibly be an indication of personal and
financial responsibility.

| TABLE XIili
Status of Home Ownership of the Displaced Workers
Men Women Total
Status of Home Ownership Number Percent Number Percent Number Percent ;
] Own Home 114 29.6 103 75.2 217 41.6
1 Rent house 97 25.2 16 11.6 113 21.7
Rent apartment 143 37.1 12 8.8 155 29.7
g Live with parents or relatives 23 6. 6 4.4 29 5.6
; INA* 8 2.1 0 0 8 1.5
Total 385 137 522 |
*Information Not Available S
In view of the location of some of the new industries on the fringe of the city of Omaha, as well as of
existing firms, the ownership of means of transportation seemed to have a bearing on the employability of 1
the worker. The following table shows the extent of ownership of automotive transportation equipment E
at the time of the first survey, six months after the principal layoff. These figures, however, turned out to 4
overstate the availability of transportation. The condition of the automobile or whether a car license had
been obtained often turned out to be the determining factor but this was not covered by the data. ]
TABLE Xill
Ownership of Mcans of Transportution
Yes No ‘
Men 247 17
Women 62 55 :

The work experience of the displaced workers while in the employ of Cudahy, for the most part, did
not serve them well as a basis for future employment. It was unfortunate that for many work at Cudahy
constituted the only employment experience they had had. Therefore, the primary job classifications
assigned to the workers by the employment counselors were heavily weighted in the unskilled category.

19




% " TABLEXIV | SO
Primary Job Classifications' |
i of the Displaced Workers
E Men e Women Total
‘! Primary Job for Which | |
{ Presently Qualified Number Percent Numbe:  Percent Number  Percent :
' Professional 2 0.5 0 0 2 0.4 ]
, Clerical and Sales 6 1.6 2 1.5 8 1.5
Service ' ' 34 8.8 3 2.2 37 7.3
‘ Agriculture 0 0 0 0 0 0
Skilled 26 6.8 0 0 26 5.0 .
, Semi-skilled 51 13.2 : 3 2.2 54 10.3 3
! Unskilled 266 . 69 129 94.2 395 75.6 3

Over 82 percent of the men and 96 peréent of the woinén were assigned primary classifications of un- ]
skilled or semi-skilled. The additional classifications assigned to the displaced workers were somewhat |
less weighted on the unskilled and semi-skilled categories. These two constituted 62 percent and 40 per-

cent of the total.

o e

TABLE XV | ]
' Additional Job Classifications® of the
Displaced Workers

e

S e

| Men S Women Total
Additional Job for Which o |
Fresently Qualified Number  Percent Number  Percent - Number Percent 1
; Professional 1 0.3 0 0 1 0.2
‘ Clerical and Sales 14 3.6 10 7.3 24 4.6 ;
Service 54 14.0 16 11.7 70 13.4 4
Agriculture 11 2.9 2 1.5 13 2.5 g
Skilled 23 6.0 ] 0.7 24 4.6
4 Semi-skilled 76 19.7 . 15 10.9 91 17.4
: Unskilled 163 42.3 40 29.2 203 38.9 4
.? Not applicable 43 11.2‘_ 53 38.7 96 18.4 :
1 Total 385 137 522
| Cross-Relationship of Worker Characteristics ;
| Some inter-relationships between characteristics of the workers seem tc be significant. Even if we
hedge somewhat on the education which was reported by the individuals it is evident that the younger 3
members had more education than the older ones. : :
1 Primary Job {Occupational) Classification. The first title and code in the list of occupations or fields of work for which an ap li- ‘
cant is considered qualified and which represents the one for which he is considered best suited, if such a distinction is possible, .
4 2 Additional Job (Occupational) Classification. The occupation classification in any occupation for which an applicant is fully quali- i
fied, other than the occupation designated as his primary occupational classification. )
20
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TABLE XVI

Comparison of Age and Level of Education
(In Numbers and Percentages in Parentheses, Each Age = 100)

8th Grade or Less High School and Above Some High School

Age * Men Women Men Women Men Women
Under 35 68 2 82 7 54 6
(33.3) (13.3) (40.2) (46.7) (26.5) (40.0)
35 to 44 54 10 30 20 21 18
(51.4) (20.8) (28.6) (41.6) (20.0) (37.6)
45 and over 46 38 19 28 11 9
(60.5) (51.7) (25.0) (37.3) (14.5) (12.0)
Total 168 50 131 55 86 33

Two-thirds (66.7 percent) of the men under 35 years of age reported that they had at least some high
school education. The comparable percentages for the two older classes are 49 for the 35 to 44 year group

and 39.5 percent for the oldest group. Women reported a higher level of education but the pattern was
similar to that of the men.

A prohable significant factor may have been whether or not the individual was the principal bread-
winner for the family. This was not determined as such but a number of sets of data show some definite
relationships. Only 12.1 percent of the married men had no dependents; but 79 percent of the married
women had no dependents, suggesting the conclusion that these were not the principal breadwinners. A
large proportion of “single” men and women had no dependents. In the case of the “widowed, divorced, or
separated” class, 63 percent of the men had no dependents, but only 46 percent of the women had no ob-

ligations for others. Thus, 54 percent of these women had dependents which suggests that they were the
principal breadwinners for their families.

This conclusion is supported in another set of data that shows that of the women widowed, divorced,
or separated, 87 percent did not have others working full time in the family. Another set of statistics
shows that this group is distinct in its characteristics from the usual female supplementary wage-earner

in that almost 60 percent (19 of 32) owned their homes, whereas only 14.3 percent of the men in this class-
ification owned their homes.

21
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Chapter 4: THE ROLE OF THE
- EMPLOYMENT SERVICE

The Nebraska State Employment Service was brought into the picture at a very early date. Recogni-
tion of the enormity of the problem of re-employment for the soon to be displaced Cudahy workers
prompted the state officials to seék the aid of the National office. One of the objectives of the Bureau of
Employment Security was to determine how technological change was affecting the displaced workers
whose skills were nnt readily marketable elsewhere and how the Employment Service could best reduce
the impact by intensive placement services.

Automation Demonstration Projects were set up to find pessible solutions and were designed to focus
the resources of the Employment Service on situations in which problems consequent to technological
change were evident. The Cudahy project became Automation Demonstration Project Number One as of
October 12, 1961 as a result of the request. The project was headed by a supervisor with considerable
experience in employment work. Two interviewers, a counselor, an occupational analyst, and a stenog-
rapher completed the Project staff. ' ' ' ' '

The job orders received by the Omaha office of the Employment Service were used for the placement
of all applicants, those who came to the Employment Service and those who came to the Project office,
namely the displaced Cudahy workers.

The procedure was much different from the usual Employment Service approach. It not only util-
ized existing Employment Service techniques and resources but placed great emphasis on ingenuity, in-
novations, and new techniques which had success potential. In-depth interviewing was used to uncover
all employment possibilities. Counseling was intensive and no time factor was set which might limit
the process. Re-testing was scheduled wherever there was an indication that some factor might have
had a bearing on the results. Applications were not removed from the active files for failure to report or
respond but an intensive follow-up service was initiated to maintain active contact with the applicant.
Project staff and displaced workers had the opportunity to identify with each other. Individual service
was the objective. ‘ ‘

The regular job orders, which are records of an employer’s summary of a current job opening with
details as to pay, hours, duties, special abilities, experience, and education requirements, were matched
with the qualifications of the Cudahy workers as job openings became available. Employers were asked
to relax hiring requirements when a Cudahy worker did not meet all the specifications. Job de\elopment
efforts were made by contacting employers who answered the job survey, mentioned before, on the basis
of their anticipated openings. Firms in industries ‘where a rise in employment was indicated were also con-
tacted to develop jobs. Resumes of applicants with specific qualifications were prepared and local office
Employer Relations Representatives discussed these applicants with employers on their daily scheduled
visits.

The modus operandi of the Project differed to a considerable degree from that of the usual Employ-
ment Service because of a niimber of cirmustances. The efforts of the Project staff were concentrated on
a somewhat controlled group of 675 people. Contacts between the workers and the staff tended to de-
velop on a continuing individualized basis. Thus, circumstances were such that in-depth interviewing
could be carried on. This was part of the planned activity of the Project. Orders that were especially ob-
tained for Cudahy workers and for which no Cudahy workers were qualified or that were not accepted
by Cudahy workers were passed on to the regular Employment Service staff to be filled from general
applicants.
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Many of the displaced workers were counseled on numerous occasions. Many were called in for ad-
ditional information and for testing. Much time was spent not only in obtaining further data for place-
ment purposes but the applicant was counseled with regard to possible job openings and with regard to
personal matters which might have a bearing on his employability. Those who had exhausted their Un-
employment Compensation and those who applied to the city’s charitable organizations for financial
help were contacted and given immediate attention, and placement efforts on their behalf were intensi-
fied.

Due in part to these efforts only one family of the 59 who were referred to the Project by the
United Community Service agencies, found it necessary to get financial help through the agencies. All
the others became employed or entered training and thus were not eligible for such help.

It is the policy of the Employment Service to use objective tests, as needed, for the measurement of
skills, aptitudes, and interests. Occupational tests are a standardized means of measuring an individual’s
possession of, or ability to acquire, job skills and knowledge. Interviews conducted for classification, se-
lection, placement, or employment counseling frequently do not supply complete information on the em-
ployment abilities of the applicant. In employmenit counseling, tests provide information about an in-
dividual’s aptitudes and thus aid in the formulation of suitable vocational plans. Test scores, however,
should not be the sole pasis for making decisions but should be interpreted in the light of all other infor-
mation about the applicant.

The Employment Security Manual, Part II, Paragraph 9300, states that placement tests are to be re-
stricted to those sixteen years and older and to those with at least a sixth-grade education. These provi-
sions seem to have been adopted by the Nebraska Division of Employment. However, during the group
testing sessions held at the Union Hall for Cudahy workers the minimum education requirement was
not followed.

The Project staff screened the applicants interested in training in an effort to match applicant po-
tentials, aspirations and job possibilities. The requests for training were submitted to the Cudahy Auto-
mation Fund Committee for approval of training funds. This Committee approved all requests submit-
ted by the Project staff. Contact was maintained with the trainees until placement resulted. The enlist-
ment of the Adult Education Division of the Omaha Public School System by the Project staff on behalf
of the Cudahy workers not only provided opportunity for training in job skills but also made available
basic education, the need for which was very evident in many cases.

Besides working through the Mayor’s Committee and the civic groups associated with the Commit-
tee, the Project personnel contacted unions, hospitals, industrial associations and major construction
contractors. The local newspaper was utilized for want ads, and news items were run. The project was
well publicized in other communication media as well.

It is a rather difficult task to assign accurately the proper place that each of the various activities of
the Project staff occupied in this project. The unwillingness of the workers to accept the finality of their
break in employment with Cudahy produced adverse attitudes toward other job opportunities and to-
ward the efforts on their behalf by the Project staff. It also resulted in a deterioration of their employ-
ability due often to personal matters of cleanliness and dress. Thus, frequent in-depth counseling be-
came a very necessary phase in the placement procedure.

23
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The value of training activities should not be measured only in terms of the number of people in-
volved. In many of these cases a completely new vocation was indicated. The opportunity to train for
a new job was offered to the entire displaced group. Only 216 (41.4 percent) responded affirmatively to
the question of interest in training for a new job. However, 184 actually requested training and of these, 1
11 did not have the necessary education to pursue the training requested. One hundred seventy-three 5
were approved for training by the Project staff, and for Unemployment Compensation by the Division of 3
Employment while in the training situation.

(e A R At i Ao

Of the total of 173 persons for whom funds were made available, 74 actually enrolled in a training 4
course. Of the 99 who were not enrolled, two died, one moved away, three were rehired by Cudahy, :
five were rejected by the training facility because of lack of education, for five the requested training 1
was not available locally, and one was placed in the meantime. The rest, 82, dropped out on their own— |
failed to report, changed their minds, or just did not follow through.
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The two who entered a university were still attending at the close of the project. Training in cos-
metology was not only the most popular but it also was very successful. At the other extreme was cler-
ical training which resulted in a low proportion completing the course and even fewer finding employ-
ment. The five who enrolled and-completed the IBM training all refused jobs after completion of the
course. Auto body training proved successful. The two who did not finish failed through no fault of their
own. The course was discontinued before they had completed. Training for steam plant operation was
successful for the three who enrolled. All completed and were employed in their newly-acquired skills.

It is evident that the financial help provided by Unemployment Compensation was not adequate for
some of the trainees. Ten dropped out for financial reasons, five because of poor health, three for domes-
tic reasons, three became employed, two were dropped by the training facility, two for reasons un-
known, and only one because of lack of ability. Thirty-one of the 44 who completed were employed by
the end of the period. At least two who dropped out were employed in jobs requiring the skills obtained
in the training.

In addition to the skills-training as discussed up to this point, considerable effort was made to enroll
those lacking in education in basic and fundamental education courses. Four completed the basic and six
completed the fundamental education courses.

During the period under study, from the layoff to approximately one year later, 1,160 job referrals
were made. Almost 300 individual jok development efforts were made by the Project staff. Indications
are that the job development efforts brought about 35 placements. A total of 317 placements were made.

The placements made by job classifications are compared with the primary job classifications
assigned the displaced workers after the layoff, in the following table.

TABLE XVIli
Type of Placement Compared with Primary Job Classificaticn

Job Classifications Primary Job Classifications Placements Made by Project
Professional 2 1
Clerical and Sales 8 20
Service 37 56
Agriculture 0 0
Skilled 26 27
Semi-skilled 54 41
Unskilled 395 172
Total 522 317

The two professional primary job classifications exceeded the one placement made. However, place-
ments in clerical and sales and service jobs were well in excess of primary job classifications. Jobs in these
classifications were relatively plentiful. The relatively large number of placements in relation to primary
job classifications in the “skilled” category was, no doubt, due in part to the training activity. This might
also have been the case with the clerical and sales and service groups. The better than two-to-one pro-
portion of “unskilled” primary job classifications to placements in this classification shows not only the
general lack of qualifications above common labor but also that common labor jobs were relatively
scarce. Even this demand for unskilled labor was often restricted to those with some ability to read.

The 317 placements were not made for 317 different individuals. How many were involved is not
known. Placements were not easy nor were they the automatic results of referrals, as indicated by the
large number of job development efforts.




CET o, n i o . e

TR i eckob et e A s i

Chapter 5: POST-LAYOFF
EMPLOYMENT EXPERIENCE

Information Surveys

For the purpose of evaluating the Employment Service approach two surveys were made of the post-
layoff experiences of the displaced Cudahy workers. The first was made in the early part of June, 1962,
using the week ending June 9 as the reference week. Five hundred forty-four persons were contacted by
mailed questionnaires and by interviews. The second survey was made six months later and covered
fewer persons. The results from these surveys provide in part the statistical basis for the balance of this

report.

Answers to questions were obtained on a less than one hundred percent basis. Furthermore, 36 wom-
en and 25 men of those who responded to the questionnaire had withdrawn from the labor force by the
time the first survey was taken. The corresponding figures for the respondents to the second survey were
39 and 16. These were eliminated wherever possible in the following tables. The women who withdrew
from the labor force were largely over forty-five years of age. The male withdrawals were largely under
thirty-five. The information which is available seems to show that a number of these young men went
back to school to complete their education.

At the time of the first survey 67.8 percent of the men and 60.6 percent of the women still in the labor
force were employed. Six months later the figures were 67.4 percent for men and 57 percent for women.
In other words, six months after the layoff a hard-core of unemployed were left. A major difficulty in
placing these people was that they still hoped to return to the Cudahy company. No significant inroads
on this group were made in the six-month period between the surveys in spite of continuous efforts to
convince them of the reality of their separation from Cudahy. This does not mean that some of these
had had no employment in the intervening period between the two surveys. A number were employed
in construction during the summer; however, due to the late s_ason in 1962 and the reserve of union labor
available for work in this field, employment in construction at the time of the first survey was not avail-
able to any great extent. Construction was one field in which wages were more comparable to those at
Cudahy and which these workers were more willing to accept.

Employment Experience as Measured by Employment Status at Time of Surveys
The incidence of unemployment as related to the various personal factors is noteworthy.
TABLE XIX

Employment Status as Related to Age Groups
(Number and Percent Employed)

First Survey Second Survey
Age Group Men Women Men Women
No. % No. % No. % No. %
Under 35 years 114 70.4 7 70.0 99 71.7 9 69.2
35 to 44 years : 59 67.8 27 81.7 50 60.2 21 63.6
Over 45 years 36 61.0 29 58.0 35 67.3 20 47.6
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After six months the under 35 year age group fared best for the men while the 35 to 44 year group
fared best for the women. Those over 45 years of age were last. After one year the youngest group about
held its own but the middle-age group had deteriorated very rapidly, whereas the oldest group of men
had improved its position. But not so the older women. This seems to show that at least as far as men
are concerned it may take a little more effort, for example, in the form of job development, to place those
over forty-five but their age is not an insuperable barrier to successful placement. The unfavorable exper-
ience of the older women is evident but the causes are not. A major layoff in a baking plant employing
many women during this period may have increased the demand for jobs available to this group to such
an extent that the placement of these applicants might have been especially difficult.

Rather significant differences existed in employment experience of applicants classified on the basis
of marital status.

TABLE XX

Employment Status as Related to Marital Status
(Number and Percent Employed)

First Survey Second Survey
Marital Status Men Women Men Women
No. % No. % No. % No. %
Married 165 71.1 45 68.2 145 70.4 32 49.2
Singte 25 62.5 ] 33.3 21 62.2 ] 50.0
Divorced, separated 15 46.9 17 62.5 13 50.0 17 81.0

Widowed

It is very evident that married men fared much better than either single or divorced, separated and
widowed men. The low employment of married women, especially at the time of the second survey, is
probably related to the fact that many of these women were, no doubt, supplementary breadwinners and
consequently were not pressed to go to work. In contrast to this experience is that of the third group —
widowed, divorced and/or separated. The men in this group experienced only a 46.9 and 50.0 percent em-
ployment whereas the women had a 62.5 and 81 percent employment record. Statistics are available from
the first survey on divorced persons, men and women. Eighty-three and three-tenths percent of the di-
vorced women were employed in June, 1962. This class was grouped with those who were separated and
widowed in the second survey. It was also found from the first survey that only 14.3 percent of the di-
vorced men owned their homes but that 59.4 percent of divorced women owned their homes. Further-
more, only 37.2 percent of the divorced men but 54.2 percent of the divorced women had dependents.

The conclusion seems to be that married men and widowed, divorced or separated women are the
most likely to’'be re-employed. Their home and family responsibilities seem to have induced an attitude
which enhanced their chances of being employed. Furthermore, those with dependents, as indicated in
the second survey, had a much better employment record than those without dependenis. Approximately
55 percent of the men without dependents were employed after one year, whereas 71 percent of the men
with dependents were employed. (Table not shown).

1 Divorced category — 83.3 percent.
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The fact of the home ownership status of the men seems to have been important. The supplementary ]
nature of the employment of married women prevents the development of a significant pattern. s

y TABLE XXI

1 Employment Status Compared with Home Ownership Status of Men |
' (Number and Percent Employed) |

* First Survey Second Survey j
: Number Percent Number Percent :
§ Own home 70 75.3 65 72.2
Rent home 63 78.7 52 : 69.3 ;
: Rent apartment 65 58.6 55 64.0
Live with parents 7 36.8 6 37.5

‘;

Those who either owned their homes or rented homes had a very much better experience than did
the rest. Particularly outstanding, in a negative way, was the low employment of those who lived with :
; their parents. Complete data are not available for comparing home ownership status with percentage of
4 time worked but the figures with regard to those who owned and those who rented homes show that
during the full year following the layoff the men who owned homes had worked more than those who
: rented. Sixty percent owning homes had worked at least 50 percent of the time whereas only 40 percent of
; the renters had worked the same amount of time.

b B b

Education seems to have been an important factor in post-layoff employment experience. As stated
¢ before, considerable doubt exists with regard to the accuracy of the professed level of formal education. {
However, if we eliminate some of the minor breakdowns of classifications, the inaccuracies seem to be

mitigated to some extent.

TABLE XXII i

Employment Status by Educaticn
(Number and Percent Employed)

; First Survey Second Survey , -
Men Women Men Women
No. % No. % No. % No. %
; 8th grade or less 82 61.2 18 54.5 72 64.3 13 50
f Some High School 66 62.9 29 47.6 60 63.1 19 47.5 ;
: High School Grad 6\ 88.4 16 76 2 52 78.8 18 81.8
] and above ;,
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Education as an employment factor does not seem to exert its influence until a full high school level
is achieved. In fact, in the first survey in which a more complete breakdown of the data was made, the
high school graduate had by far the best experience—even better than those who reported some college
attendance. This was particularly true of the men. This emphasizes the importance of the high school
dropout problem. Furthermore, evidence supports the assertion that lack of education was a contributing
factor making the employment of the hard-core of unemployed especially difficult.

A rather significant aspect comes to light when we compare employment experience with the num-
ber of jobs held during the period between the layoff and the two surveys.

TABLE XXIlI

Employment Status Compared with Number of Different Jobs Held
(Number and Percent Employed)

First Survey Second Survey

Men Women Men Women
Number of Jobs Held No. % No. % No. % No. %
1 28 82.4 23 71.9 21 80.8 16 59.3
2 96 71.6 26 66.7 83 70.4 19 50.0
3 (or more) 84 60.0 14 63.6 79 61.7 15 65.2

Both surveys showed that the larger the number of jobs held by the men during the periods between
the layoff and the two surveys the less likely that the individual was employed at the time of the two
surveys. The corroboration of this relationship without a single classification exception from the rule is
noteworthy. The first survey data pertaining to women also show this tendency, but not as strongly as
that of the men. The second survey data on the women are very mixed. This departure from the pattern
set by the men may be due to the smaller rumber of women involved and to the secondary wage earn-
ing nature of the employment of the Cudahy women workers.

Cross-Relationships of Worker Characteristics

The available data do not identify tliose persons who had held a number of jobs during the interim
by age, education, mari*al status or by any other identifiable characteristic. We are able to ascertain,
however, how these people got their jobs—whether through the Project or through some other source.
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TABLE XXIV

Number of Different Jobs Held — By Source of Job: Employment Service
(Number and Percent Employed)

First Survey Second Survey
Men Women Men Women
Number of Jobs Held No. % No. % No. % No. %
1 6 23.1 2 10.5 3 15.8 2 13.3
2 30 47.7 9 42.9 23 29.2 6 31.6
3 (or more) . 29 358 2 15.3 25 33.8 4 26.7

A word of caution may be in order. Workers are believed to have a predilection for ascribing their
own efforts in obtaining a job rather than some other source. However, it is difficult to justify the as-
sumption that those who had held two or more jobs would have been less inclined to ascribe their obtain-
ing jobs to their own efforts than those who were still on their first job. Thus, the data must be consid-
ered of some consequence.

The above table lends itself to some interesting and seemingly significant observations. At the time
of the first survey, after approximately six months, almost half of the men and over two-fifths of the
women who were on their second job were placed on the job which they held at that time through ef-
forts of the Project staff. The corresponding figures for those on their third (or more) job were approx-
imately 36 and 15 percent. In contrast to these figures only 23 percent of the men and 10.5 percent of the
women who were on their first job were placed by the Project staff. At the time of the second survey,
after a whole year had elapsed since the layoff, the Project still was almost twice as effective in plac-
ing those men on their second job and over twice as effective for those men on their third job as it was
for those who still were on their first job. The situation for the women was similar to that for the men.

This concentration of placement by the Project staff of the “repeaters” merits a closer examination.
A number of explanations present themselves. One is that the Employment Setvice is more likely to
deal with the “repeaters”. The Unemployment Compensation function of the Service may help to in-
fluence their availability for placementi through the Employment Service. Another possibility is that an
individual who has searched out his own job is representative of a group which tends toc be more highly
motivated and does not seek help in securing employment. A further possibility might be that the jobs
obtained through the Service were of a short-term or temporary nature. This would have been indicated
on che orders used by the Project which, with but a very few exceptions was not the case. The conclu-
sion is that it is to be expected that those who need assistance to become re-employed most often will by
virtue of the Unemployment Insurance function be more often placed by the Service than those who
do not have this frequent contact.

An examination of the data shows no significant relationship between source of jobs and age, educa-
tion, and marital status. Ownership of means of transportation, however, seems to be quite important.
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TABLE XXV

Own Car or Truck — Source of Job: Employment Service
(Number and Percent Employed)

First Survey Second Survey
Men Women Men Women
Cwn Car or Truck No. % No. % No. % No. %
AT

No 15 27.3 2

The expansion of employment in new and expanded plants in the outlying areas of Omaha, away
from public transportation, during the year explains this dependence upon private transportation by
those directed to these jobs by the Employment Service.

On an overall basis the Employment Service was the source of job for 30.7 percent of those who were
employed after six months and for 27.2 percent after twelve months. The breakdown on basis of sex was

as follows:

TABLE XXVI |

Employment through the Employment Service
(Number and Percent Employed)

e i et At e e

First Survey Second Survey

Men Women Men Women “

b No. % No. % No. % No. % :
: 65 32.5 13 24,1 51 27.9 12 24.5 ‘

The Project was relatively more successful in placing men than women. More men had found jobs
by means other than the Employment Service after one year than after six months. This was not true of
the women. However, the concern is not how a large number of the displaced workers found jobs but that

a considerable number found little or no employment by any means.
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TABLE XXVII

Employment Status Summary
(By Number and Percent)

Number Percent
Men Women Combined Men Women Combined

First Survey

Employed 209 63 272 67.9 67.7 67.8

Unemployed 99 30 129 32.1 32.3 32.2
Second Survey

Employed 191 50 241 68.4 56.8 65.7

Unemployed 88 38 126 31.6 43.2 34.3

Very little change had taken place in the proportion of men employed after the second six-month per-
iod. The position of women had deteriorate -l considerably. On an overall basis the proportion employed
had fallen slightly, from 67.8 tc 65.7 percent.

Experience as Measured by Percentage of Time Worked

The foregoing data are based on whether or not the individuals were employed during a specific
“reference week”. Another way of evaluating employment experience is by the proportion of time worked
in the intervening periods. It is not possible from the available data to determine the extent of employ-
ment to a high degree of accuracy. Certain interpolations must be made to present an uverall average or
median. Depending upon the sample used from the various tables available, after six months the men
had worked approximately 36 to 39 percent of the time .The women had worked about 45 percent of the
time. After a whole year the men had worked approximately 48 percent of the time but the women only
39 percent. The men were much more successful in finding work during the second six-month period
than the women were.

TABLE XXVIll

Percentage of Time Worked During the Year as Related to Age Groups
(In Percentage of Total in Each Age Group by Sex)

01-25 26-50 51-75 76-100
Ages | Men Women Men Women Men Women Men Women
Under 35 43.1 556 16.9 11.1 162 222 23.8 11.1
35 - 44 41,5 208 292 375 13.8 125 154 292
Over 45 385 30.8 33.3 154 128 26.9 154 269
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A closer examination shows a concentration of all age group in the 1-25 percent category. This is
especially true of the youngest group. On the other hand, the youngest group of men also had the highest
concentration at the top of the bracket. An approximate mean for each group can be calculated by mul-
tiplying the midpoint of each percentage class by the respective percentage figures. On this basis, mak-
ing the same calculations for the data of both surveys we get the following picture for the male mem-

bers of the group.

TABLE XXIX

Percentage of Time Worked by Age Groups (Men Only)

Under 35 35-44 45 and over

No. % No. % No. %
First Survey 130 41.0 65 38.7 39 39.3
Second Survey 107 51.0 80 46.0 45 48.7

In both surveys the oldest group of men ranked second, but ahead of the middle group. With regard
to the women, the oldest group fared best by a clear margin for the first six months but the youngest
group had the best record for the full year.

TABLE XXX
Percentage of Time Worked as Related to Marital Status

Married Other
Men Women Men Women
No. % No. % No. % No. %
First Survey 179 42.2 43 46.7 51 36.0 | 12 51.4
Second Survey 186 52.2 51 44.4 59 39.7 22 46.0

Here again we see that married men fared better than single men but that the non-married women,
weighted heavily with women as the head of homes, had a better record than the married women. The
latter, no doubt, to a large extent were supplementary breadwinners.

Information on the effect of home ownership on percéntage of time worked is too sketchy to be
significant. However, the relation of education to time worked seems to be of value in the case of men.
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TABLE XXXI

Percentage of Time Worked as Related to Education

(Men Only)
Education First Survey Second Survey
No. % No. %
8th grade or less 84 41.0 104 442
Some high school 78 42.5 79 44 .4
High Schoo! and more 61 40.4 65 58.1

The significant figure in this table is the 58.1 percent of time worked by those with at least a high
school education. Figures on the percentage of time worked by women are quite significant after one
year. For the three levels of education these are 44.3, 46.1 and 56.5 percent, respectively. Those with a min-
imum of high school had a considerably better experience than those with less education. (Data are
taken from tables that are not shown).

The ownership of means of transportation seems to have influenced the proportion of time worked
by men, particularly during the first six months after layoff. Those who owned a car or truck worked
on an average of about 50 percent of the time while those who did not have a ~~+ or truck worked only
about 32 percent of the time. After a whole year these figures were 50 and 46 pe: :nt.

Statistics on the relationship of percentage of time worked and the source of job (whether through
the Employment Service or some other means) are not available. We have, however, a tabulation of the
benefits collected (by weeks) correlated with the source of job. Again the evidence suggests that the
Project organization handled the more difficult cases as far as the men were concerned.

TABLE XXXII
First Year Benefits Collected as Related to Source of Job

(In Percentage of Total of Source)

Men Women
Employment Employment
Service Other Service Cther

No. % No. % No. % No. %
None 10 15.4 36 26.7 4 30.8 14 34.1
1 - 5 weeks 10 15.4 22 16.3 2 15.4 7 17.1
6 - 10 weeks 9 13.8 19 14,1 1 7.7 7 17.1
11 - 15 weeks 18 27.6 22 16.3 4 30.8 6 14 6
16 - 20 weeks 11 16.9 18 13.3 2 15.4 4 9.8
21 or more 7 10.8 18 13.3 0 0 3 7.3
Total 65 99.9 135 100.0 13 100.1 4] 100.0
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Generally speaking, those employed through the Employment Service drew Unemployment Compen-
sation for longer periods than those who were employed through other means, probably through their
own initiative. Although the sample on the employment of women in the above table is rather sr .all
it still bears out the general trend. A similar table as the above taken from the second survey reveals a
comparable relationship for the men in that group. In this case 74.5 percent of those who obtained their
jobs through the Employment Service drew in excess of five weeks of compensation whereas only 54.5
percent of those who indicated that they obtained their jobs through “other” means drew more than five
weeks of compensation. The large proportions in the “none” group for both men and women who ob-
tained their jobs from “other” sources seem to corroborate the contention that the most employable of
the laid-off persons never came into contact with the Employment Service and hence never entered into
the statistical universe of the first part of this report. These probably were employed during the period
in which they were not eligible for Unemployment Compensation due to the severance pay received.

Summary

It is quite evident that a number of factors (worker characteristics) influenced the employment ex-
perience following the layoff. The importance of age on the employability of people is by no means as
simple as popular opinion would have it be. The elderly man seems to have many advantages which are
often overlooked. Even though an employer will specify a low age limitation on his order, experience
has shown that he can often be persuaded that this restriction is largely artificial and not necessary.
Taking age as an isolated factor, the older woman applicant seems to be at a disadvantage but other fac-
tors, no doubt, have a bearing on this situation.

Characteristics, such as home ownership status, the number of dependents of the workers, and mar-
ital status seem to have influenced the work experience of this group. Whether we measure this exper-
1ence by employment status at a point of time, or by the proportion of time worked, or by compensation
payments received over a period of time does not seem to make much difference. To at least some de-
gree, these data point to the fact that the attitude of the unemployed worker is a very important employ-
ment factor. Certainly the practice of changing jobs frequently is, at least in part, a result of the attitude
of the worker.

Education stands out as an important employment determinant. Two problem areas are evident.
One is the functionally illiterate and the other the high school dropout.

Finally, it is quite evident that the Project staff, in this case, was dealing to a large extent with the
less employable segment of the people laid off by the Cudahy company at this time.

What makes an applicant “employable” is often a matter of attitude or willingness to accept em-
ployment as well as his qualifications for a particular Job. Various incidents illustrate the workers’ per-
sistent attitudes of attachment to their former employer and a reluctance to accept jobs at lower pay.
For example, one man with good skill as a machinist, acquired in Europe, was enrolled in a refresher
course when the Project staff was able to find an employer who hired him before completing the course.
After six months at this job the worker was recalled by Cudahy, worked briefly, and was again laid
off. Another man dropped the course in which he was enrolled to return to Cudahy for temporary work.
One of the women, most insistent on IBM key punch training, was given this course, referred on a job
development effort for an interview but failed io return for a subsequent typing test arranged by the
employer. Later, she enrolled in the first MDTA clerical course and dropped out to accept another tem-
porary job. One applicant, who was approved for a diesel mechanic training program in another state at
his request, changed his mind after arrangements had been made so he could accept vacation replace-

36




v
<]
:
5
i
;
4
3
4
b
74
a
¢
k&
¢

ment work at Cudahy. Another applicant, a memberof a minority group, was hired by an employer who
previously had not hired minority group workers. Starting pay was $1.75 per hour. One week after he
had received his first wage increase he quit to accept temporary employment at Cudahy.

The above cases were by no means exceptions to the rule. An examination of a large number of case
histories substantiates the conclusions drawn from the available statistical data.
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Chapter 6: EMPLOYMENT SERVICE |
~ ACTIVITY APPRAISAL

Turning now to a closer examination of the part that the Employment Service played in this pro-
gram we address ourselves to the most difficult phase of this report. Wherever statistical evidence can

be used this will be done.

General Observations

It was during the Automation Project activities that a new concept of the Employment Service
as a manpower center evolved at the national level. This concept of manpower policy permeated Em-
ployment Service local office operations. Instead of a labor exchange, the Employment Service was to
assume broader respousibility for total manpower services to the community. This new role emphasized
the need for a greater effort toward the national goal of fuller development and utilization of manpower
resources.

The degree of community involvement was extraordinary. The increased contact with area employ-
ers and the improved rapport with these employers not only contributed to the degree of success in the
employment of the Cudahy workers but, no doubt, resulted in an improved public image of the Service
since that time. The endorsement of the Employment Service by the Mayor, the Chamber of Commerce
and prominent citizens of the community must have given an entree to many employers that otherwise
would not have been available. The coordination of the efforts of the welfare services of the city further
helped to enlist the entire community in the project.

Another fact that characterized the work of the Employment Service was the close and continuous
individual contact that was maintained with those applicants who had difficulty in finding suitable em-
ployment all through the period of the Project. This was true with those in training and in some cases
with newly placed employees.

The close cooperation of the company and the union officials was significant. The role that each
played in the flow of information to the Cudahy workers is indicated by the specific communication ef-
forts that each made during this critical period.

On June 16, 1961 the president of the Cudahy company sent a letter, in excess of three single-spaced
pages, to the Cudahy workers. This letter was an excellent explanation of the Cudahy position and of
the facts concerning the impending layoff. In this letter the president sought to sell the remaining work-
ers on the wisdom of the changes to be made and informed those who were to be laid off of their sever-
ance pay rights. It ended with an expression of gratitude for past contribution by the employees to the
company.

Ten days later, on June 26, Local 60 held a meeting to explain the various aspects of the anticipated
layoff. There is no evidenc: to the contrary — the union leadership seems to have made every possible
effort to explain the company position to its membership.

During the month of July, 1961, the testing and counseling arrangements were worked out between
the Employment Service, the union and company officials.

On August 4, 1961, the coinpany posted a notice on the employee bulletin boards announcing the apti-
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tude testing program. On the same day the union circulated a bulletin to all employees urging those em-
ployees who were to be laid off to take advantage of the testing program which was to be administered
in the near future. Five days later, on August 9, the union issued a special bulletin stating the seniority

cutoff dates and urging all those involved to register for the Employment Service tests at the plant em-
ployment office not later than August 11.

Two special union meetings were held on August 14 explaining the tests. The next day a letter was
sent to all those on layoff status and those to be laid off explaining the testing program and the Cudahy
Automation Training Fund arrangements. This was followed, in turn, by a special bulletin from the
union handed to workers leaving the plant, and another announcement in the weekly issue of Local

Sixty Reports. The company posted the testing schedules on the employee bulletin boards during this
period in mid-August.

Thus, although the company posted notices on the employee bulletin boards and registered the work-
ers in the plant employment office for the tests to be administered at the union offices, it was the union
that attempted to sell the workers on the services of the Employment Service at this time as well as later
in the fall. A quote from the November 29, 1961 Local Sixty Reports illustrates the point:

There are a lot of people working on the problem — the Union, the Company, the Mayor of
Omaha, the Nebraska Division of Employment and even the Federal Government. .

The big thing to remember is that none of these people can help you unless you ask for it.
Go to the Division of Employment office »nd register. . ...

Testing - Counseling - Referrals - Placements

The first contact of the Employment Service with the displaced workers was in the group meetings.
In spite of the encouragement of the union not all showed up for the tests. Many of those who came to be
tested considered it sort of a lark. These people had experienced layoffs of a temporary nature in the
past, and it was difficult for them to consider the existing case as anything different. Therefore, in these
instances the test results were quite invalid. Retesting of persons on an individual basis proved this to
be true. The GATB' was used in the group testing sessions, later the Kuder Preference Record was com-
pleted and still later the SATB’ was used to determine qualifications for specific job openings. Some
who were not tested in the group sessions were tested later at the offices of the Employment Service. It
was estimated that the GATB test would be administered to 745 persons; a total of 562 GATB tests were
administered. Administration of 264 Kuder Preference Records was anticipated, 113 were given. The
latter were not administered in the group testing sessions.

As noted earlier the group tests were administered in August, 1961. By December 15 of that year, 481
workers had taken the GATB test and six had completed the Kuder Preference Record. The SATB was
not used until approximately February 1, 1962. It must be assumed that some of those who were group-
tested in August were not included in our universe. This would include those whose layoff was antici-
pated in the early period but who were never laid off or were later recalled.

Table XXXIII is a partial statistical summary of the Employment Service activities in behalf of the
Cudahy workers from August, 1961 to November 15, 1962. The information is taken from the monthly re-
ports begining as of December 15, 1961.

1 A general aptitude test battery which measures basic aptitudes for specific occupations grouped into different fields of work.
2 A specific aptitude test battery which measures basic aptitudes for a particular occupation.
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Approximately 57 percent of the men and 67 percent of the women in our universe were tested. After
this contact with the Employment Service (for some it was the initial contact) 96 percent of the men
and 95 percent of the women who were tested were subsequently counseled. (Table from which these
data were taken is not shown.) For those who were tested the percentages counseled were only 62 per-
cent for men and 50 percent for women. Testing, therefore, was an important contact with the Employ-
ment Service. Not only did it provide a better basis for counseling, but it also seemed to provide the op-
portunity to counsel the worker in order to increase the chances for future employment.

It is quite evident that a lack of education tended to discourage willingness to be tested. Tests were
not administered to persons with less than sixth grade education. On the other hand, quite a number
with the requisite education did not avail themselves of the opportunity.

TABLE XXXIV
Level of Education Compared with Tested
(Number and Percent)

Yes No
Men Women Men Women
No. % No. % No. % No. %
8th grade or less 65 39 28 59 101 61 19 41
Some high school 84 66 34 65 43 34 18 35
High school or above 67 78 26 81 19 22 6 19

The effect of the lack of education upon the number of patterns established is again quite significant.
The following table covers only those actually tested.

TABLE XXXV
Level of Education Compared with Test Potterns Obtained
(Number and Percentage of Total Tested)

None 1-5 Patterns* 6-10 Patterns* 11-23 Patfterns*

Men Women Men Women Men Women Men Women

No. % No. % No. % No. % No.% No.% No.% No. %

8th or less 49 754 12 429 12 185 8 28.6 3 45 4 143 1 1.5 4 143

Some high school 23 35.1 7212 25266 9273 28298 6183 8 85 12 36.4

High school 14212 5192 27 409 8 30.8 11 16.7 6 23.1 14 21.2 7 269
and above

*A pattern is a profile of test scores which reveal aptitudes common to the successful performance of
similar jobs.
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Seventy-five percent of the men and almost 43 percent of the women who reported an education of
eighth grade or less made no patterns at all. Only six percent of the men but 28 percent of the women
made in excess of five patterns. Although considerable improvement is indicated for those having some
high school education, the figures for those with at least a high school education show up the best. (One
exception is in the 11-23 patterns for women. The smallness of the sample reduced the significance of this
deviation from the rule). The fact that approximately one out of five of those with high school or higher
education did not establish any patterns was probably due to the negative attitude that many of the
workers had at the early group testing sessions and probably, to a smaller degree, to an overstatement
of the education attained by the applicants. Generally speaking two things were evident: education
was an important factor in the administration and use of the GATB, and women seemed to be able to use
and retain what education they had received to a better advantage than men.

The summary table of the activities of the Employment Service shows that 659 of the 745 anticipated
received employment counseling. This is almost one hundred more than were given the GATB test. An-
other 231 subsequent employment counseling sessions were conducted. In addition to these, many coun-
seling sessions were held in connection with such matters as training, attitudes toward job opportunities,
how to apply for a job and personal matters which were hindrances in the employment of the individual

but were not recorded as subsequent counseling.

People with dependents were more likely to seek counsel than those without dependents. Women
sought such counsel more frequently than men. The higher the level of education attained the more
likely that the person would have been counseled. Among the men with eighih grade education or less
74 percent were counseled; those with some high school, 86 percent; and those with high school or above,
88 percent were counseled. The figures with regard to women, although not as consistent, show a sim-
ilar pattern. (Table nct £ 10wn).

TABLE XXXVI

Counseled Compared with Number of Times Referred

(Number and Percent)

No Referrals ° 1 - 5 Referrals 6 or more

Men Women Men Women Men Women

No. % No. % No. % No. % No. % No. %

Counseled 60 20 47 46 181 60 45 45 61 20 9 9
Not Counseled 36 55 18 78 20 31 4 18 9 14 1 4

The relationship of counseling to referrals is shown by the table above. Fifty-five and 78 percent,
respectively, of the men and women who had not been counseled had not been referred to an employer for
a job. The corresponding figures for those who had been counseled were 20 and 46 percent. The relation-
ships between testing and referrals corrcborate this conclusion, however, not to as high a degree.
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TABLE XXXVII |

Tested Compared with Number of Times Referred F
(Number and Percent)

o i

No Referrals 1 - 5 Referrals 6 or more Referrals

Men Women Men Women Men Women ‘*

No. % No. % No. % No. % No. % No. %

Tested 48 22.6 36 41.4 1

16 54.7 4
Not Tested 50 31.8 30789 85 ]

7.1 48 226 10 11.5
54. 1.1

14
8 2 22 14.0 0 0

Twenty-two percent of the men who had been tested were not referre¢ but 31 percent of those not
tested were not referred. The corresponding figures for women were 41 and 79 percent. The differences
are evident again at the top of the scale — those who were referred six times or more,

The ultimate objective toward which all the worker activity is directed is the employment of the ap-
plicant. This becomes statistically evident as we examine again our summary table. Furthermore, over
the period of the year covered by this study it is evident that placements became more difficult, at least
until the middle of the summer. For the period as a whole, 1,160 referrals resulted in 317 placements.'
The ratio of referrals to placements on a month-to-month basis increased quite steadily until July when
the first drop occurred. The school vacation effect may explain the sharp increase in the June 15 report
and the decline in the October 15 report. The overall trend, however, is up. It is interesting to note that
concurrent with the ever-increasing frequency of referrals was a large number of repeat counseling ses- -
sions reaching a total of 111 during the month preceding August 14. Not included in these subsequent coun- s ,
seling sessions was the extensive amount of counseling on personal appearance, job application techniques ‘

and attitude by Project staff. Only 23 persons were placed during the same period of one month out of
a total of 105 referrals. |

i 9

A check of those in our universe who were placed on jobs against the question of whether or not the
persons were tested shows that of those who were tested a larger proportion was placed in jobs than -
those who were not tested.

TABLE XXXVII

Tested Compared with Number of Times Hired
(Number and Percent) ]

None Once Twice or Oftener _

oSS R se w20 Men Women Men Women Men Women “
No. 95 % °ON No. % No. % No. % No. % .

Tested 115 55 58 68 65 31 16 19 28 14 11 13 7
Not Tested 104 67 37 97 35 23 1 3 15 10 0O O '.

1 It is quile possible that the Employment Service did not have a record of every placement toward which a contribution was made,
Therefore, placements may be somewhat undersiated.
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The men who were tested had a 45 to 33 advantage to get at least one job through the Employment
Service over those who were not tested. Only three percent (1 of 38) of the non-tested women were
placed, whereas 32 percent of the tested ones were placed.

A rather close relationship is indic1ted also for those who were counseled and consequently hired.

TABLE XXXIX

Counseled Compared with Number of Times Hired
(Number and Percent)

None Once Twice or Oftener

Men Women Men Women Men Women

No. % No. % No. % No. % No. % No. %

Counseled 168 57 73 74 90 30 16 16 38 13 10 10
Not Counseled 49 77 21 91 10 15 1 4 5 8 1 4

By combining the one and two or more placements we see that 43 percent of the counseled male em-
ployees were placed and 26 percent of the counseled female employees were placed. The corresponding
figures for non-counseled men and women, respectively, were 23 and nine percent. On an overall basis,
workers who were counseled had a two-to-one chance (39 percent compared with 19.5 percent) of being
placed at least once by the Empioyment Service over those not counseled.

Another aspect of the placement process which, however, did not apply to all the workers directly,
was the training activity and the part that the Project staff had in the overall administration of the pro-
gram. The opportunity to train was offered to all of the displaced workers. However, many who were in-
terested in training and who would have benefited by training were not in a financial position to take
advantage of the opportunity. The Cudahy Automation Training Fund could be used only fcr the actual
costs of the training, for example, tuition and supplies. Furthermore, the Nebraska law provided that
workers must be actually available for work to be eligible for Unemployment Compensation. Fortunate-
ly, the Nebraska State Legislature had amended the Nebraska Unemployment Insurance law during the
preceding legislative session so as tc allow Unemployment Insurance benefits while “in attendance for
vocational training or retraining under a plan approved by the commission”. This regulation was adopted
August 24, 1961 and effective October 9, 1961.' In spite of this liberalization of the law the lack of finan-
ces was a deterrent to the training of the workers. Allowances as provided by the Manpower Develop-
ment Training Act passed March 15, 1962 were not available in Nebraska until late 1962.

Only 184 of those who indicated an interest in training actually requested training. One hundred sev-
enty-three of the 184 were referred to and approved by the Cudahy Automation Fund Committee. Only
11 were eliminated by the Project staff. The relationship of education to “referred to training” was, there-
fore, more the result of the workers eliminating themselves from consideration than being eliminated by
the Project staff,

1 Nebraska Employment Security Law With Rules and Regulations of the Division as amended 1961, BEenefit Regulation No. 22, p. 119,
and Employers Information Manual 1961, p. 19.
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The influence of education on the election of training is shown by the following table.

3 TABLE XL

Level of Education Compared with Referred for Training
(Number and Percent)

Referred Not Referred

S Men Women Men Women
No. % No. % No. % No. %
8th grade or less 6 4.2 1 2.6 137  95.8 37 97.4
1 Some high school 20 17.1 15 33.3 97 82.9 30 66.7
3 High schoo! and over 16 20.5 13 44.8 63 79.5 16 55.2

Very few, either men or women, with an eighth-grade education or less were referred for occupation-
al training. Seventeen percent of the men and 33.3 percent of the women with some high school education
were referred. Twenty percent of the men and almost 45 percent of the women with a minimum of high
: school education were so reierred. Education evidently was an important factor in the decision by the
g worker and the Project staff to refer an applicant for training.

- et
it bRt g s gty

4 Similarly, if the worker had received previous training, such as apprenticeship training, he had a tvo-
to-one chance of being referred to training over the worker who had not had such previous experience.
/3 (Table is not shown).

While the displaced vyorker was being processed his potential was being evaluated and whether or
not the worker was recommended for training seemed to be an indication of his potential.

) TABLE XLI

Number of Times Hired Compared with Receniimended for Training
\ {Number and Percent)

Recommended for Training Not Recommended

Men Men

Women Women

No. % No. % No. % No. %

Hired at least once 79 50.6 20 39.2 54 30.0 8 %

12.9
Not at all 77 49.4 31 61.8 126 70.0 54 87.1
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Over half of the men who requested the opportunity to train and were recommended for training
(whether they entered training or not) were hired at least once, whereas only 30 percent of those who
did not request *raining were hired. The experience of the women is similar but a smaller proportion
were hired in both case Thus, the recommendation for training which came as a result, in part, of the
individual’s interest in . aining seems to have been a criterion of the future employment success of the

applicant.

It is doubtful that there is any “norm” with regard to the proportion of workers that the Employ-
ment Service should actually place on a job. If the Employment Service is to serve as a “manpower cen-
ter” it probably will mean that the Service will participate at least in some respect in a large proportion
of the community’s placemd at activities. The following Table XLII breaks down the sources of informa-
tion leading to jobs in the Cudahy and Armour studies.

TABLE XLII

Sources of Information Leading to Jobs
in the Cudahy and Armour Studies, in Percent

Cudahy Armour Studies

Source of

Information 7 Mos. 1Yr. |Columbus Okla. City Fargo E. St. Louis Ft. Worth
State Employment Service 30.7 28.4 4.0 4.0 9.0 3.0 3.4
Friends and Relatives 13.0 13.1 27.0 33.0 31.0 53.0 57.3
Direct Application 21.7 23.4 32.0 40.0 35.0 22.0 247
Company or Union 5.9 7.7 12.0 3.0 7.0 7.0 8.9
Worked there before 24.8 22.1 0 0 0 0 0
Newspaper 1.6 3.6 0 0 0 0 4.5
Other 2.3 1.7 15.0 20.0 18.0 15.0 1.2

Sources: Cudahy data are from Project research infomation. Fort Worth data are from Shultz, George P.
and Weber, Arnold R, A Report to the Automation Fund Committee, Armour Automation Fund Com-
mittee, Chicago, November 7, 1963, p. 10. Other Armour data «re from Wilcock, Richard C. and Franke,
Walter H, Unwanted Workers, Free Press of Glencoe,1963, p. 129.

Although it is recognized that workers tend to overstate their own efforts “direct efforts” the
big differences between the Cudahy figures and those of the Armour studies must be of some statistical
significance. The Omaha Automation Demonstration Project staff placed over 28 percent during the full
year after the layoff. The Employment Service varied from a low of three percent to a high of nine per-
cent in the case of the five Armour studies. It would be wrong to assign the difference entirely to the
superior organization and efforts of the Omaha Project. The economic conditions of the respective labor
areas, no doubt, had a material bearing on the differences. However, it is the author’s considered opinion
that is was the exclusive concentration of a group of Employment Service people with the subsequent
continuity of relationship of the Project staff with the displaced workers that accounts for a major share
of the difference.
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Chapter 7: FINDINGS AND SUMMARY

Adverse Faciors

Although the Omaha Labor area was experiencing an unemployment rate well below that of the
country as a whole at the time of the layoff, many adverse circumstances made the employment of the dis-
placed workers very difficult. The uncertain status of the laid-off workers seemed to be the paramount
deterrent to the re-employment of the displaned workers. The workers had experienced previous layoffs
which had been temporary. The adjustments of the effective seniority dates for workers to be laid off
and the frequent recall of workers for various reasons all contributed tov a refusal to face the facts that
this layoff was not temporary and that for a great majority of the workers there was not a chance that
Cudahy would re-employ them, Another adverse factor was the difference in wage rates between those
the workers were accustomed to at Cudahy and those of jobs available to them after the layoff. Employers,
knowing the attachment that these workers had to their former employer, were reluctant to hire them
lest they quit and return to Cudahy when recalled.

Project Staff Efforts

The organization of the Project in the early stages of the layoff and re-employment period of the
Cudahy workers contributed greatly to its success. The assignment of Employment Service people exclu-
sively to the Project elicited a sense of responsibility and commitment which otherwise could not have
been the case to as high a degree. It also provided for a continuity of relationships between the Project
staff and the displaced workers, which contributed to a thorough understanding of the many problems
and of the workers involved. The relaxation of the time budget methods of measuring employment ac-
tivity made possible the in-depth counseling for which the continuity of relationships was so necessary.

It was through the efforts of the Project personnel that the United Community Services were drawn
into the overall community effort. This coordination of the Community Services information and activi-
ties minimized the competitive duplication of efforts and conflicting purposes and activities. It made
possible for the Project to serve as a clearing house for all information concerning the workers’ status,
needs, qualifications and job possibilities.

Job development activities produced job opportunities, and the personal interest of the Project per-
sonnel exposed latent skills which then, in turn, resulted in successful placement which never would
have been attained without either of these two approaches: job development and in-depth counseling.

The organization of the Project facilitated the operation of the Cudahy Automation Fund Committee,
the involvement of the many training facilities including the Omaha Public Schools, and the coordina-
tion of the efforts of these institutions in the training of workers for productive work.

Worker Attitudes

The unwillingness of the displaced workers to face reality, discussed before, was particularly evident
during the early part of the period. Attempts to find jobs were at kest only half-hearted on the part of
many. Referrals were refused, there were failures to report for employment interviews even after osten-
sibly accepting referrals, tests were purposely not passed and jobs were refused.
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Time Lags

The re-empoyment of a relatively large group of workers who suddenly are added to an existing un-
employed group, of necessity, will consume a considerable period of time. Not only does it take time for
a community to absorb these extra job seekers but the process itself is time-consuming. The difficulty
of placement tends to become greater as time goes by. More referrals per placement are necessary.

It should be remembered, however, that the general health of the Omaha area economy was good,
that new industries were entering the area, that some existing operations were being expanded, and that
theginemployment rate of the area was well below that of the country as a whole. On the other hand, this
favorable condition was somewhat attenuated by the adverse timing of the layoff, It took place at a time
when construction, as a case in point, was slowing down for the winter months.

Post-Layoff Experience

Probably aside from the attitude of the displaced worker, the most important single factor influencing
the post-layoff employment experience of the worker was education. In spite of the probable inaccuracy
of the reported information on education, it is obvious that a minimum of high school education was of
major importance in the adjustment of the worker to a new work relationship.

Next to education, were the factors which indicated responsibilities such as heads of families, hav-
ing dependents, and home ownership. These became important, most likely, as they had a bearing on the
attitudes of the displaced worker. These factors seemed to bring about a greater willingness to accom-
mcdate to job conditions and pay which were less desirable than those of the former employer.

Minority Status

The specter of problems related to the minority status of the worker seems to lurk in the background.
Although no statistics are available with regard to work experience as related to the minority status of
the workers, it seems quite appavent from circumstantial evidence and from the impressions of the Project
personnel that the minority status of the displaced workers (48 percent of the men and 17 percent of the
women were non-white) was a real issue in the constellation of factors which adversely affected the re-
employment of these peopie. The lack of education in general, the lack of skills aside from those used in
the Cudahy employment, the hesitancy of workers to accept other employment, and employers to hire
Cudahy workers, seemed to be interwoven and inter-related to the minority pronlem.
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Chapter 8: RECOMMENDATIONS

The work of the Project personnel, as well as that of other members of the Employment Service
personnel in the Omaha offices, their dedication to their jobs, and the well-developed and coordinated
procedures used in the placement of the displaced Cudahy workers present many examples worthy of em-
ulation by other Employment Service workers in similar circumstances. Their experience and the results
of their efforts point to a few areas where some improvements may be possible in future operations.

Orientation

Early and continuous contact seems to have been important in the placement of workers by the
Employment Service. However, the initial contact between the Project personnel and the to-be-displaced
workers was not very successful. This contact was the group testing of the workers. The administration
of the tests might have been more successful had these sessions been preceded by some form of orienta-
tion contact for the purpose of explaining and “selling” the services of the Employment Service and the
tests in particular. A personal contact showing a sincere interest in tho welfare of the individual worker
could have had only positive results.

Non-Verbal Test

In view of the fact that it is not advisable to administer the GATB test to the functionally illiterate,
and that a considerable number of these workers were in this classification, a non-verbal test would have
been very beneficial for uncovering employment potentials. The lack of education which may not have
been a hindrance in the performance of a job may have been a hindrance for the effective operation of
the hiring procedure. Because of this and similar experiences in other projects, non-verbal tests have
been developed.

Closer Check on Information

There seems to have been a need for more accurate and objective statistical information as to the
qualifications of applicants for placement purposes. Evidence has been presented to the effect that re-
ported education was not a true measure of a verson’s ability to use the English language sufficiently
well to fill out forms and questionnaires. The testimony of the Project workers also supports this con-
clusion. An attempt was made early in the period of the Project to ascertain the ability of workers to read
and write on a minimal level by requiring the worker to fill out the first page of his interview schedule.
Unfortunately, in the hurry and confusion of organizing the Project and in the rush of the work this did
not receive the necessary follow-through. A very simple test of reading comprehension (used with discre-
tion) requiring short and simple written answers might have been sufficient to separate the functionally
illiterate from those who could successfully submit to a written test. Some who were not tested would,
no doubt, have been tested and the results on those who were tested might have been more uniformly rep-
resentative of the workers’ potentials. Because so much of the placement procedure seems to have been
linked to the education of the individual, a more objective means of determining this factor is in order.

An interesting phenomenon appeared with regard to “occupationally significant leisure activities”.
Available statistics show a positive relationship between these activities and placement by the Project.
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Some placements by the Project seem to have been influenced by these “occupationally significant lei-
sure activities”. But these activities seem to have had no influence on the employment experience of the
displaced workers as a whole as indicated by the percent of time actually employed or by the fact of be-
ing employed at the point of time of either the first or the second survey. It might be that the use of this
information on the individual worker contributed significantly to the placement of workers by the Proj-
ect, but that those who obtained employment through other means did not recognize this added informa-
tional aid, hence, the lack of statistical relationship between significant leisure activities and post-layoff
employment experience. A further study and re-definition of significant activities might be in order.

Coordination of the Research Phase with the Employment Phase

The meaning and significance of statistical informatior: is related very closely and intricately to the
non-quantitative circumstances which pertained to the administration and the execution of the many
procedural steps of the employment process. Thus, the attitudes and appearance of the displaced workers
were not statistically evident but these had a great influence on the success of the Employment Service
in placing the workers. The effectiveness of the counseling phase of the procedure is not reflected in the
statistical data, and yet special emphasis was placed on this function in the present case.

There were a number of cases (how many we do not know) in which an employer gave job speci-
fications which were not necessarily realistic. The Project personnel were able to “sell” a relaxation of
these requirements and were thus able to successfully place persons who were not qualified for the job
under the original job specifications. This was true particularly with regard to age and education. The

effectiveness of this approach to the employer is not measurable at this time, but might have been had
research coincided with the actual placement function.

It is therefore important that the research begin with the first phases of the entire process as a paral-

lel but separate function. However, research should never interfere with the prime purpose of the Em-
ployment Service or the Project.

Clarification of Status of Displaced Workers

Although the status of the displaced workers (and the uncertainty of the same) is largely the re-
sult of the contractual relationship between the worker, or the bargaining agent, and the company, it

might still be well to point out that a partial break in the employment relationship may be an important
deterrent in the re-employment of laid-off workers,

Provision for Adequate Facilities and Personnel

The temporary nature of a special project, such as the present case, tends to discourage the allocation
of adequate space, facilities and personnel (both technical and clerical) which is necessary for the attain-

ment of the objectives set forth. A number of specific recommendations pertaining to this problem seem to
be in order.

1. The type of interviewing and counseling required in this case ealls for a higher degree of privacy
and confidential transmission of information than can be attained in the available Project facili-

ties. Private counseling booths would have added to the establishment of more effective counsel-
ing relationships.

2. Closely related is the matter of adequate equipment, furniture and furnishings. Adequate desks,
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chairs and telephones, the latter probably on an individual basis, would have improved the image
of the Employment Service and of the Employment Service personnel, in particular, in the minds
of the applicant. Nevertheless, in spite of inadequate facilities, morale of the Project personnel
remained extremely high.

3. The coordination of the function of a project such as this with that of the rest of the local office
is, of course, necessary. However, if the project is to be used experimentally in any sense, a com-
plete complement of personnel, including clerical staff, should be selected and trained for and as-
signed to the project for the duration of the project. In the present case, an occupational and a
labor market analyst would have been beneficial.

4. Experience gained throughout the Project clearly demonstrated the critical need for careful proj-
ect planning both in terms of program and research needs. In order to promote coordination among
the various agencies and personnel invoived, and hence insure the most efficient use of staff and
resources, definite and clearly stated project objectives are requisites. These must allow specifi-
cally for continuous planning in the utilization of personnel throughout the life of the project.
Similarly, the research objectives must be determined at the outset. Research scope and method
must be defined well in advance of beginning in order that questionnaires can be designed and
other data sources identified, so as to yield information suitable for specific research needs.

Greater Emphasis on Educational Nezds

The importance of education was evident in both the adjustment in the new Cudahy operation and
in the re-employment of the displaced workers. The technological changes at Cudahy did not result in
extensive training requirements. In only one job, involving a new machine, was a two-week on-the-job
training period necessary. Where on-the-job adjusiment became an important factor was in the assem-
bly department. Here the need was not for skills based on a new technology but for a simple ability to
read and write in order to fill orders for all the products of the company. With the increased complexity
of business and the greater reliance upon written or coded information, the need for literacy (and pos-
sibly a higher level of educational sophistication) is becoming of even greater importance.

This growing relevancy of education places emphasis on the need for adult education of a general
nature. Not only is it important that the dropout problem be solved but also that the present victims of
past educational failures be given aid. This is a national problem and is, no doubt a factor in many of
the social problems of the country. ‘
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APPENDIX |

The twenty Automation Demonstration pilot projects financed and guided by the United States Em-
ployment Service and conducted by affiliated State Employment Services covered the following areas:

Baking (2)

Banking

Brewing

Broadcasting

Building Materials

Canning

Cigar Manufacturing

Construction

Dishwasher Machine Manufacturing
Electric Equipment Manufacturing
Hospital Technology

Insurance

Long Term Unemployed (2)

Meat Packing

Metal Manufacturing

Retail Merchandising

Telephone Communication

Truck Manufacturing

The following states participated: California, Colorado, Maryland, Michigan, Minnesota, Nebraska,
New Jersey, Oklahoma, Pennsylvania, Utah, Wisconsin.

APPENDIX 1|

MASTER AGREEMENT Between The Cudahy Packing Company and the United Packinghouse Work-
ers of America AF.L-CIO. 1959

Automation Clause

It is recognized that the meat packing industry is undergoing significant changes in methods of pro-
duction, processing, marketing and distribution. These changes have affected and may be expected to
continue to affect the number of employees required, the manner in which they perform their work
and the skills and knowledge required. The problems created for employees affected by these changes
require the joint consideration of the Company and the Union.

The Company agrees therefore to pay into a special fund an amount equal to one cent for each hun-
dredweight of total edible tonnage shipped from slaughtering and meat backing plants covered by the
Master Agreement. The Company’s tonnage figures shall be final and binding upon the parties. Contriby-

tions shall terminate when the total of the “Company’s contributions paid into the fund has reached
$130,000.
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5 The fund shall be administered by a committee of five (5), composed of two (2) representatives des-
w ignated by the Company and two (2) representatives designated by the Union and an impartial chairman
selected by mutual agreement of the parties. Each party shall pay the expenses of its representatives, and
the fees and expenses of the impartial chairman shall be paid out of the fund.

3 The committee shall have full power to utilize and apply the fund for any and all of the following:

(1) Study of the problems referred to above and preparations of reccmmendations for their solu-
tion.

(2) Establishment of, promotion of, or assistance to programs of training or retraining of em-
ployees in the skills required for new or changed jobs.

(3) Establishment of, promotion of, or assistance to programs of transfer of employees between

plants covered by the Master Agreement, or any other programs designed to promote em-

ployment opportunities for employees arfected by plant or department closings, technologi-
cal or other changes.

No part of the fund shall be used to increase the severance pay benefits payable pursuant to the
Master Agreement. Any findings or recommendations made by the Committee with respect to further
action by the parties or either of them shall not be binding on the parties but shall be made to the par-
ties for their consideration. The final report and recommendations of the Committee shall be submitted
to the parties no later than six months prior to the termination date of the Master Agreement.

The parties will determine by mutual agreement:
’ (1) Whether the Company’s contributions shall be made monthly or at other intervals, and

(2) the disposition to be made, when the committee has completed its work, of any balance then
: remaining in the fund.

Gl et b

APPENDIX Ii!

1 THE CUDAHY PACKING COMPANY

5002 South 33rd Street
Omaha 7, Nebraska

Office of the President June 16, 1961
An Important Announcement to Cudahy Employees:

s I would like to acquaint you in this letter with some of our thinking in connection with the Omaha op~
eration.

I am sure you have known for some time, as management has, that our old planf in Omaha just had
to go. Dating back to 1887, with additions tacked on through the years, it isn’t a particularly pleasant
place to work. From the standpoint of competing for the all-important sales that keep production rolling,
the plant is inefficient, costly and outmoded. In this competitive age, we simply could not continue to
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operate this plant in Omaha and serve our market area. The future of all of us in Cudahy depends on our
achieving and maintaining competitive unit costs.

I think these facts are confirmed by what has happened in the past several years during which we
and others have been forced to close many old and inefficient plants throughout the country. I can as-
sure you these were not easy decisions to make because they affected all who worked in those plants
and had an impact on each of these communities.

The alternatives we faced in Omaha were: #1, We could close the Omaha packing house and build
a new plant in one of the cities that offered us inducements to operate in its communities; or #2. We
could close the plant and build a new one right here in Omaha. As you know, we chose the latter.

We have invested our money and our hopes in a new modern plant on our present site. We want to
continue to live and to grow in Omaha so that we can make our contributions to its industrial progress,
employment and community life. One of the key reasons for choosing to stay in Omaha was our desire to
maintain jobs for as many as possible of our loyal workers, many of whose families have been associated
with Cudahy for decades. Cudahy believes in Omaha and in the people who live here.

What does the new plant mean to Cudahy employees?

#1. Better working conditions, greater safety. You will enjoy all the benefits of a new and modern
plant with everything from new equipment to convenient rest rooms, planned to make working
easier, safer and more pleasant. For example, special floor construction in the cut and kill de-
partments will minimize the number of accidents resulting from slipping. The plant layout,
equipment and such things as lighting have all been designed to reduce employee fatigue and
to make the jobs in the new plant easier.

#2. More job stability, fewer layoffs. The new plant will permit an efficiency of operation, which
will mean the ups and downs of markei conditions will have less effect on employment. Ther=
will be fewer layoffs and more job stability. We wiil be able to control preduction schedules so
that the peaks and valleys of the past will be leveled off.

#3. Progress with a company on the move. Cudahy has big plans for future. With the improved
production facilities, more competitive unit costs, better quality control and new products that
we are planning, we should be able to compete successfully. We hope and expect that we will
be able to increase our sales, our profits and our work force.

As we grow and expand and progress in Cudahy, in turn we will contribute more to the progress of
our community in terms of payrolls, taxes, civic causes, and the livestock market.

Although two out of every three of our present employees will be retained, there will be some who
will need to seek employment elsewhere. We sincerely regret this necessity, but in my new position as
President of Cudahy, I want you to know the facts. Approximately 675 people presently working will be
laid off when the move to the new plant is made and the old plant is closed. Each person who will be laid
off will be notified as soon as possible so that new employment possibilities may be explored. Mean-
while, I can assure you that seniority will be given prime consideration in accordance with our union con-
tract. Severance pay will be paid in accordance with the agreement reached with your union. An explana-
ation is attached hereto.

We have and will continue to work closely and cooperatively with union officials. Together, we will
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cooperate with the Department of Labor and all other interested public agencies in helping those whose
jobs are terminated to find new jobs with the least possible delay. All union contract requirements
will be carefully followed.

We are seeking to make arrangements so that severed employees can maintain their present insur-
ance benefits for a limited time at their own expense if they desire to do so.

The new plant in Omaha is designed and built so that it can be efficiently operated on a two-shift
basis. If we are able to accomplish the unit costs that we expect in this new plant so that we will be able
to compete successfully in the territory served by Omaha, it should be possible in the not too distant
future to at least operate some departments on a two-shift basis. If this is accomplished, we would, of
course, have to add to our work force. With more liberal supplies of livestock in prospect, it is our hope
that additions to the work force will be necessary relatively soon. Rehiring and recalls will be made on a
seniority basis from the list of employees laid off.

Completion of the new plant in Omaha climaxes a six-year plan for modernization of the entire Cud-
ahy Packing Company facilities. As you know, we have streamlined operations all through our company
and have tried to concentrate our efforts and resources on activities that would be most beneficial to all
of us who have a stake in the future of this company.

We are grateful for the contributions you have made to Cudahy in the past. Now we feel we are

ready to move forward with new ideas, new ways to improve our products and our services, efficient
plants and facilities, which all add up to new opportunities for growth and success. |
Cordially yours,
(Signed)
Paul B. Thompson,

President
PBT: dr
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ATTACHMENT TO EMPLOYEE LETTER DATED JUNE 16, 1961

Recognizing a unique situation in the change-over to the new plant in Omaha, your company and
your union have agreed that when the individual employee shows a need for immediate payment of sev-
erance pay, this can be accomplished upon completiorn of an application that will be furnished.

Any such employees who apply for and are pcid severance pay in advance of the normal two-year
waiting period will be protected in seniority rights and accrued benefits except, in the event of re-em-
ployment, their future severance pay benefits will be computed as though they were new employees at
the time of re-employ:ment, unless at the time of re-employment they reinstate their previous severance
pay rights by repaying the amount of severance pay benefits paid to them by the company.

Neither the company nor the union by this action is encouraging employees to apply for immediate
payment of severance pay, but by agreement have provided a means to prevent undue financial hard-
ship by waiving the two-year waiting period required by the contract.

A schedule of severance pay benefits based on years of service is as follows:

Years of
Continuous Seqyice Weeks of Pay

1

1-¥

2

2-

3

3-Y2

4-Y5

5-%,

6-Y2

7-Y2

and over Add to 7-%

1-Y2 weeks’ pay
for each year
of continuous
service above
ten years

—OVONOUIAWN —

o

It has been further agreed by the company and the union that this exception of the generally ac-
cepted concept that the payment of severance pay terminates all seniority and accrued benefits, is not
precedent setting, nor will it be considered as a basis for future negotiations.
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APPENDIX 1V

CITY OF OMAHA
Executive Office
E James J. Dworak, Mayor

October 24, 1961

4 The City of Omaha is establishing a committee to coordinate between
persons recently released from the Omaha packing houses and other indus-
tries due to “automation”, and industries which need additional employees
4 and are able to re-train persons to their requirements.

Mr. Russell Hand, Director of Employment for the State of Nebraska’s
Omaha Division, has suggested your name as one to serve on this small
committee which will be composed of representatives from business, wel-
fare, government and labor.

The first meeting of this committee will be held Monday, November 6, :
10 a.m., in roem 302, City Hall, Omaha, Nebraska. We hope you will accept
and will look forward to your early reply as to whether you can attend
this first meeting.

With good wishes.
7 Sincerely yours,
1 (Signed)
3 James J. Dworak
) Mayor
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APPENDIX V
LOCAL §:XTY REPORTS

Local 60 UPWA AFL CIO Omaha, Nebr. Nov. 29, 1961

This report is to tell you what is going on about the automation layoffs at Cudahy.

There are a lot of people working on the problem—The Union, the Company, the Mayor of Omaha,
the Nebraska Division of Employment, and even the Federal Government. Secretary Goldberg has estab-
lished in the Department of Labor an office of automation and manpower, which will devote its atten-
tion to this fundamental problem.

All of these people are working on two things—finding jobs for laid off workers, and planning train-
ing programs for those workers who can use some training.

For example: The Mayor has an Automation Committee that will survey almost every plant in Oma-
ha to find jobs. The Division of Employment is locating jobs too, and is also giving tests and advice on
how to get training, and what kind to get.

The big thing to remember is that none of these people canAhelp you unless you ask for it. Go to the
Division of Employment office and register. If you want some kind of training, ask them how it can be
lined up.

There are over 600 members scheduled to be laid off. About 400 more have been laid off in the past
and are still on their two-year seniority rights.

179 members have so far told the Division of Employment that they want training. Some of these are
already laid off and drawing unemployment insurance. Some are still working but will be laid off in the
next two months.

There is a considerable amount of money available to pay for training courses if you can qualify,
but nobody can do anything unless they have a chance to talk over your problems with you. The Union
is ready to help members in any way it can and the Division of Employment is supported by tax payers
for just this kind of purpose. :

Many members already laid off have not been in touch with the Division of Employment. They are
being sent a letter and a questionnaire. Any member who gets one of those letters from the Division
of Employment should answer it right away. This is important.

If you know any member who gets one of these letters, tell him to take care of it right away. We
should all help each other and get this problem taken care of as fast as possible. If the list looks compli-
cated, get someone to help you fill it out. Ask a friend, someone in your family, or somebody like your
minister. But send the answers back right away as we want to act fast.

If you need help of any kind about a job, come to the Employment Service Office, 551 South 18th
Street, Omaha, Nebraska. Also it is very important that you go to them and get your final counseling
from them.
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APPENDIX VI

UNITED COMMUNITY SERVICES
726 Kilpatrick Building Omaha 2, Nebraska Phone 342-8232

April 24, 1962

TO:  Selected Social Agencies and Other Groups
FROM: Jean H. Lee and Barbara Johnson

RE: Discussion Meeting, Monday, April 30, 1962 10:06 A. M. at North Christ Child Center.

We are asking you to attend this meeting in order to work out plans with the Board of Education,
The State Empioyment Service, and the Mayor’s Committee on Reemployment of Workers laid off due
due to Automation. All three of these organizations have found that some of the Cudahy werkers have
been delayed or prevented in obtaining retraining of jobs because of limited skills in reading and writing.
We know that many of these workers are known to some agencies and believe that agencies can assist in
helping the workers take maximum advantage of special classes in basic education which the Board of Ed-
ucation is willing to offer them.

Therefore, we would like to discuss with you, the Company, the Union, the Board of Education, and
the Employment Service methods for motivating and supporting the workers as they consider these basic
classes, which will probably be held at schools in the evening. In order to help you prepare for this meet-
ing, we will send you a list of names and addresses of those workers known to be in greatest need of the
classes. Could you check the list carefully to see how many of the families are known to you? In this
way, we hope it will be possible to spend most of the meeting in actual planning for the classes, for
recruiting the workers, and for interpreting to them the value of the classes in terms of their job goals.

If you cannot come on Monday, please send a member of your staff as we believe this is a most im-
portant project for agencies and all concerned. Thank you for your cooperation.

Social Agencies and Community Groups

Omaha Board of Education Omaha Urban League
Nebraska Department of Labor Christ Child Society

United Packinghouse Workers Woodson Center

Cudahy Packing Company Cmaha City Mission Society

Douglas County Assistance Bureau Young Men’s Christian Association
Salvation Army Young Women’s Christian Assocation
o Social Settlement Association
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