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include the following: selection criteria for participants (who had a
mean educational level of 11.3 years); quality of on-the-job
training; youthfulness of supervisors; positive attitudes of
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Preface

The New Careers program has developed from the new-born stage into
that of carly childhood. Cities across the country have instituted
such programs. The words ''New Careers’ have become familiar to
most individuals involved in efforts to help the disadvantaged.
Because of this, appraisals of the efforts attempted thus far must
be initiated.

The study entitled, A New Careers LEvaluation, attempts to examine
the cffectiveness of the New Careers program at the Oakland Redeve=-
lopment Agency. It is designed to serve as a model for measuring
ihe accomplishments of individual and systematic change. Its pur-
nose is to serve as an example of what can be done. The study seeks
to establish a method which would provide answers to questions posed
by both opponents and proponents of the programe. The evaluation is
structured so as to allow for future follow-up study. A New Careers
tvaluation attempts to provide empirical analysis for the decision-
wmaking surrounding the initiation or continuation of the New Careers

programe

The Institute for Local Self Government wishes to express its appre=-
ciation to the Oakland Redevelopment Agency for its assistance and
cooperation. A particular note of thanks should go to John Platonia,
New Careers Training Specialist with the Agency for his help.
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A NEW CAREERS EVALUATION

The Institute for Local Sclf Government and the Oakland Redevelopment
Agency recently completed an evaluation of the New Careers program within that
Agency. This was an initial attempt to measure the effectiveness of such a
programe At the time of the evaluation, the program had been in existence
slightly more than one year and conclusions excerpted from the data will reflect
this fact.

ASSUMPTIONS AND QUESTIONS

This study assumes the view that human behavior is something that is con-
structed in the course of 'inter-action with other people. The evaluation makes
use of role theory which reasons that people are a product of their social en-
vironment, are conditioned by the social variables surrcunding them, and are sus=
caeptible to change. Role theorists contend that the behavior of the individual
depends upon what he conceives of himself to be and that each person's conception
of himself is shaped in what he does in a cooperative contexte 1 Shibutani
writes, "Zach person places himself into a category in terms of criteria such as
sex, ethnic identity, occupation, and age"esseland)es.o''the adoption of a new
perspective makes possible a re-examination and re-definition of oneself." 2
Thus, the disadvantaged person, should, through the efforts of the New Carecers
program (causing a change in personal categorization or identity) alter his
patterns of behavior to live up to the obligations of the worker role that he

asSsSulicSe

The basic question this study attempts to answer is: Can the New Careers
program solve manpower needs through the employment of the disadvantaged?
Implicit in this is yet another question: Can disadvantaged individuals, through
‘ the efforts of New Careers, become valuable participants in the working world?
(The operational definition of the terms 'valuable'" would imply that the New
Careerist who was deemed valuable would lessen the work load of the group for
whom he worked.) Additional questions the study attempts to amswer are the
following: ‘

What special problems, if any, should be considered in hiring New Careerists?
What role can training play in the success of the program?

What is the effect of personal involvement (by the Euperviaor and/or the
new careerist) on the success of the program? B

These questions will be answered specifically at the end of each section of
he following text. At the end of the paper, several general conclusions

T
are made. -

METHODOLOGY

Twenty-five employees of the Redevelopment Agency were interviewed
including 13 (68%) New Careerists and 12 supervisors. The study is based

Tamotsu Shibutani, "ociety and Personality, pe 523, Prentice-Hall, Inc.
Englewood Cliffs, New Jersey, 1961, : Voo B T
Zoide, ppe 522 and 527. : e
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primarily on data from questionnaires. This study expresscs the degreecs of
success of the program as perceived by the New Carcerists and the supervisorse
Two questionnaires were administered to each participant by the interviewers

ia a face to face situacione The first of the questionnaires was semi=-structured
and open~ended and the second was multiple choice and structurede Similar
questionnaires were administered to both the supervisors and New Careeristse
Exciuding background information, the findings of the evaluation are divided

into four categories: Job performance, praobleme, communication, and personal
involvement in the program.

BACKGROUND INI"ORMATION

New Careerists:

In examining the backgrounds of the New Careerists it is found that about
70% are negro. Thenoccupational status of the fathers of the New Careerists
is skilled and semi~skillede The mean number of months spent as a New Careerist
is 9.5. ZEducational achievement was determined by the last grade completed in
school with the mean being lle3 years. The mean age of the New Careerist is 32
years. See page 2(a).

Supervisors:

In examining the profile of the supervisors - Supervisor Profile, p.2(b),
the data indicated a mean age of 28 years. The ethnic composition of the
supervisors was 33% Negro. Educational achievement for the supervisors was
found to be a mean of 14 years. And finally, the mean number of months the
supervisors had been in their positions as supervisors was found to be 7.8 monthse

The above findings would indicate that a significant factor effecting the
relationship of the New Careerists and supervisors is agee The mean age of the
supervisors is four years less than the mean of the New Careeristse. This could
effect the success of the program in two ways. First the New Careerists could
resent being supervised by individuals younger than themselves and/or secondly,
the youthiul supervisors could be more flexible.than older supervisors and cause
the program to work more effectively. Another significant factor would be the
aumber of months spent as a New Careerist or as a supervisore. The supervisor
was found to have spent l.7 months less in his role than the New Careerist had
in his. Essentially, the New Careerists were being supervised in many cases by
individuals who had less experience as supervisors than the New Careerists had in
their roie as New Carceristse The effects of this experience factor would appear
to be negative in that the New Careerists would be experiencing an additional
condition of change at a time when many changes were being demanded.

“he factor of ethnic composition did not appear to be significant to the
outcome of the New Careers program at the Redevelopment Agency. The presence
of supervisors who were Negro (comprising 33% of the total number of vupervisors
interviewed) would seem to have had a positive effect.
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fhe majority of the supervisors (66%) were happy with the work of the
arecrlists. The work performed by the New Carecrists was determined to be
isfactory or better by 58% of the supervisors. The New Careerists were felt
to have improved since beginning to work for the Agency by 91% of the Super=
isors. Taey were felt to be dependable by 75%e Fifty-eight per cent of the
upervisors weplied that the New Careerists lessened the work load. The tasks
per Cormed by the New Carcerists were judged not to be too difficult for them
by 67k of the supervisors. However, the large majority of supervisors (83%)
felt the tasks performed by the New Careerists should not be performed by less
qualified personse

P‘*)")

Concerning the responses of the New Careerists, 77% felt their super-
visors were happy with their work. ZEighty-five percent of the New Careerists
felt the Agency could depend on theme All New Careerists replied that they
aad improved since beginning work for the Agency. The majority {(77%) responded
that they were satisfied with the way they were supervised. However, nearly

Ta T

half (46%) felt that the tasks they performed could be performed by someone who
was less qualified.
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vasis of the data reflecting job performance, it is indicated that
Llsts can periorm constructive tasks if properly supervised and motivateda
data indicated, the majority of the supervisors were happy with the work
New Careerists and were satisfied with the quality of the work they per=

.

~he supervisors felt that the New Careerists were dependable, that

P iy

perrormance on the job had continued to improve since beginning to work,
cover, that the New Careerists had lessened the work load of the pro-

> 1al» Tnis indication, by the supervisors that the New Careerists performed
essfully corresponds to the New Careerists responses in this area. They felt
the supervisors were happy with their work, that they had improved since
nning work for the Agency, and that the Agency could depend upon ther Signif-
atly, the large majority (77%) of the New Careerists responded that they were
: d with the way they were supervised. This strongly corresponds to the

o ositive evaluation of the New Careerists job perfermancee. This is
erms of the-.assumption that a worker will perform better on the job
when te is satisfied with his supervisione
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We can conclude from the data reflecting job performance that disadvantaged
indivi ua-e, through the efforts of New Carrers, are becoming valuable partice
ipants in the work of the Redevelopment Agency and are thus helping to solve the
manpower needs of the Agencye.

2ROPLENS
e tre—————

The problems of the New Careers program and the New Careerists were commented
vpon by the supervisorse. More than half (66%) of the New Careerists were felt
to have morc personal problems (such as financial and/or marital troubles) than
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repular new cmployecse. The appearance of the New Carcerists was no problem as
Judged by thoe supervisors. Waen Noew Caccerists took a day off from work, they
did not neglect to phone their supervisor, 83% of the supervisors reportede.
Also, wnon the supervisors felt the New Careerists had a problem, the super-

MR

visors (63%) reported that the New Carecerists mentioned it to them.

From the point of view of the New Careerist, personal problems weighed
heavily in their lives. A majority (54%) felt that they had many personal
proviems. ALL of the New Careerists feclt that when they had a problem concerning
their work, they could mention it to their supervisor. Nearly all the New
Carceriscs felt they could handle the tasks assigned to them. Also, nearly all
(92%) feit that it was important to telephone.in case of an absence from worke
The major problem facing the New Careerists, in their oplﬁnon, was that of
inadcquate salarye. Thelr mean salary was 3455 per month,—'

The responses in this area indicate it is essential for the Supervisors to
understand the effect of the New Careecrists' personal problems in the job setting
rurthermore, it is clear that some coaching on the part of the Supervisors woculd
be extremely helpfule It also appears that the personuel officer at the Agency
can contribute very significantly to the success of the program by helping
whenever possible with the personal problems of the New Careerists that effect
his or her job performance.

That the Now Careerists felt their major problem-to .2 one of inadequate
alery is understandable. With a rise in their estimation of their own value
auC in their aspirations, the New Careerists, like any other worker, would like
nigher salary. Furthermore, it is understandable that they are im=
or higher pay and the things it will mean to them.

UJ
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Since those selected for the New Careers program are disadvantaged in terms
of employability, it is to be expected that they would have many personal problems
The cata clearly indicates that understanding and coaching on the part of the
supervisors is even more essential because of thise

C COMMUNICATLTON

The majority of the supervisors (58%) felt that they were given adequate
information concerning the goals of the New Career program before the program
starced. Generall; speaking, this group felt the program to be more successful
than did those supervisors who indicated that they were not adequately informed as
to the goals of New Carcers before the program startede Of the supervisors who

felt they were adequately informed, 86% felt that the tasks performed by the New
Carecerists were done as well as they were before. Of this adequately informed
group, 83% indiicated that they were satcisfied with the work performed Dy the

New Carcerists. On the other hand, of those supervisors who felt they were
adequately informed only 40% felt that the tasks performed by the New Careerists
were do e as well as they were before. Also, only 40% of this group indicated

1/ &4t the tim: of this study, full-time sub-professlonal employees for the
Cilty of Oallanc had a mean salary range of $638 to $773 per month (League
of Califc aia Cities, Salary and Work Conditions Survey, 1969)
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Of all the supervisors interviewed, 83% felt that they should have had training
in supervising New Careerists while only 50% had actually received such traininge
In directing the New Careerists, most (75%) of the supervisors replied that they
had cxplained the rules, regulations, and hours of work to the New Careeristso
However, the supervisors (58%) responded that the New Careerists did not clearly
know the duties and tasks they were expected to performe This would seem to
bear out the supecrvisors response ior a need for traininge More than half of the
supervisors (58%) felt that the on-the-job training for New Careerists is adequate
to perform tasks expected of them. However, a majority felt that local educational
institutions were not providing the types of programs that New Careerists needed for
the Agencye. This finding would deserve further inquirye.

The New Careerists (92%) felt they were given adequate information concerning
the goals of the program before they started to work. Most (77%) felt that the
on-the=-job training they received was adequate to perform the tasks expected of
them. Also, most (77%) felt that the local educational institutions were pro=
viding the types of programs that they needed in order to succeed at their jobe

In this section, the data strongly indicated the need for supervisors to
be informed as to the goals of the New Careers program before they are asked to
begin duties as a supervisor. Furthermore, the need for training in supervision

specifically for the New Careers program is seen to be essential.

PERSONAL INVOLVEMENT IN THE PROGRAM

Almost half (49%) of the supervisors stated they helped choose the New
Careerists with whom they worked, Of those supervisors who helped choose, 86%
responded that they were happy with the work performed by the New Careerist while
of those supervisors who didn't help choose, 60% responded favorably. Most (83%)
of the supervisors felt that the New Careerists were treated the same as all other

employees.

The large majority of the New Careerists (84%) felt that they had helped
choose the kind of work they were presently doing and that their supervisor had
taken a special interest in them. All felt that the regular employees with whom
they worked were helpful while (85%) felt that they were accepted by the people
with whom they worked. The majority (54%) felt that people did not go out of
their way for them because of their backgrounde.

All of the respondents (both New Careerists and suberviaors) felt there was
an opportunity to advance with the Redevelopment Agencye

Responses in this area indicated that personal involvement on the part of
the supervisor and/or the New Careerist plays a large part in the success of the
programe The supervisors personally involved in the program by helping to choose
the New Careerists with whom they worked felt the program to be more of a success
~haa those who did not help choose. Correspondingly, the New Careerists who helped
choose the kind of work they were doing, that felt their fellow workers accepted
them, and that felt their supervisor had taken a special interest in them,
considered the program to be more successful than did those who did not feel much
personal involvement on their part or on the part of their supervieor.

1




6.

The fact that all of the respondents (both New Carcerists and supervisors)
felt there was an opportunity to advance with the Redevelopment Agency further
'indicates personal involvemente. The significance of this is that the employee
who fecels he has an opportunity to advance will be more likely to perform his
present job better than an employee who feels no such opportunity exists.

GENERAL CONCLUS IONS

The data analyzed would substantiate the position advanced by role
theorists (i.e., that a change in a person's occupation can cause a change
in identity resulting in a modification of behavior).

The evidence indicates that the New Careers program existing with the
Oakland Redevelopment Agency is at this point a success. Only time will
reveal whether the New Careerists will be fully drawn into the occupational
structure and retained as permanent, full-time employees. The claim of success
to this point rests on the judgment by the supervisors that the job performance
of the New Careerists (who were deemed to be disadvantaged in the employment
sense at the time of selection) was satisfactory. The claim also rests on the
supervisors strongly indicating that New Careerists had improved since begin-
ning to worke. The question must be asked, how and why has success to this
point been accomplished?

A reply to such a question must consider many factors. Among these factors
are the foilowing: (1) The selection criteria of individuals to become New
Careerists would seem to be critically important. The Redevelopment Agency, with
New Careerists having a mean educational achievement level of ll.3 years, selected
a group with a somewhat greater potential for success than the goals of the New
Careers program require. (2) The on-the-job training program of the Redevelop=-
ment Agency is & good omne. Both the New Careerists and supervisors indicated
this. (3) The youthfulness of the supervisors, reflecting a more flexible
attitude toward change, must be considered an asset. (4) The positive attitudes
of employees (other than New Careerists), of supervisors, of the Agency Personnel
Division, and of the Agency administration toward New Careers seemed to have a
very favorable effect on the success of the program. (5) The socially-oriented.
nature of the Agency is important. New Careerists have the opportunity to parti-
cipate in the physical improvement of their community and possibly to experience
the feeling of personal worth that such an undertaking could inspire.
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Appendix 1
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CONFIDINTIAL = NZW CAREERIST

LVALUATION OF NZW CAREERS (I)

Previoua Work ixperience

Department

Title

Supervisor

When Hired

Previous Training

Salary

Age

Marital Status

Ethaic Group

Father's Occupation

l« What is the highest grade and degree you have achieved?

Number of Unite?

Where? Majox?

2. are you presently attending school?  Yes? No? Wheze?
a. How many hours per weck do you spend in school?

be What arc the cowrces which have been mest bemeficlal to you?

3. Has your cmployer informed you of what he expects concerning such things as

appeacance, grooming, and punctuality on the job?

4. What tasks &o you perform on the job? (Itemize)




Question if4¢ continued =

5. low would you improve your agency's lNew Carecrs program, if at all?

Think in

terms of on=the-job training, educational programs, recruitment, sclection, ete)

6. Whet io the most difficult part of your job?

7. are you presently classified as a trainee or & permanent employee?

8. Do you consider Wew Careers "Supportive Services" (things such as shild-care Or

advice on loans) helpful?

5. Dleace rank the following skills in order of the most to least difficult for you:

Keading
Writing
Spelling
Grammar
Mathematics

10. Please rank the following inm order of most troublesome for you:

Punctuality Spoken language
Grooming Frequent absences
Dreces , Ability to get along with otherse




QUESTICNNAIRE
: CONFIDENTIAL - WiV CARSERIST

EVALUATION OF NOW Carazrs (II)

B
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¢ ariodic cevaluations of programsc are necessary,
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your New Carcers Program. Simply place a check-mark o @ ™~y
in the box which t closcly indicatec your feeling ) T Y Y
in the box which most closely indicatec your feelings Pole 1b 18R
about cach ctatements Please attempt to reosvond o R I B ol
all the statementse 2lease circlae the nunber of any bR R I&A

gtatement you may wileh to discusc.

le I helped choose the kind of work I am presently doinge ]

2. 1 was given adeguate information concerning the goals
of the New Carcers Program before I started to worke

3o The salary I receive is adequate to live one.

Ge I like my present job.

5. There is an opportunity to advance with this agencye

6e I was acsigned a "buddy" (helper) when I started.

7. My supervisor explained the rules, regulations, and
hours of work to mece

8« The New Careers Program will help prevent future riots.

9 1 dress like the people with whom I worke

10 Welfare checks discourage individuals from going to
WOTKe

lle I have many perconai problems (such as budgeting and
marital problems).

12s Uy family and frieads are proud of me in my role as
a New Careeriat.

13. Uiy supervisor takes a personal {anterest in me.

14. My supervisor is happy with my work.

15 Regular employeece with whom I work are helpful.

16e I am accepted by the people with whom I work. :

l7. I tend to "buddy eround” with othexr New Carcerists
rather then regular employces.

18 I am satisefied with the way 1 am supervicede




2l.

22

23.

24.

30.

Please indicate below any additional comments you have regarding the New Careers
DrOgL ams

I

o5

ave improved since beginning worlk acice

I clesrly know what dutics and tacks I am expocted
to perfoum,
The New Careers Program has wmade Wy «idc beticer.

People go out of their way £or me bzcause of
my backgrounde

The onw-the=job training I recelve 15 adequate
to perform the tasks expected ol mee

The local cducation imstitutions are wnroviding

he types of programs that I meed ia oxder to
succeed at my jobe
~

New Careers is a federal make-work prograii.

The tasks my supervisor asks me to perlioria are
too difficult for meo

The people I work for can depend on meo

If I have & problem concerning my work, I meatioa
it to my supervisor.

The tasks I perform could be performed by a ices
qualiiied peruoiie

When I will be absent from work L telephone my
supervisor to iet him knowe
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DVALUATION OF oW cARznaes (1D

3ccause neoriodic evaluatlons of profwvans ere nacessary,
we are cowing for your helpe ALl rouponscs wiil oe
held conliidential. : \
¢ g
Listed velow are a scrics od statoaonte weioting Lo ;
. - % b s ;5
your Neow Carcers Progren. Simply oiace a checkemark { & g 23
: to y 4 o« (LR, 3] 7o . o K [ oY ' 4 3 v
in the box which most closely indicates youv feelinge zg?ms o | B 1B
about each statemcats Please attempt to respoad Lo b o 35 Sy e 88
- n “ 3 ot e <
glfm_ the statements. Pleace circie the numoer of cny o t A =
statement you may wish to discusse : ! |
P
L LY bt 9, - u 0 » L L) L z
l. I helped cacose the New Cerceriscts witi whom 1 worke ! | 3
-
o was given adequate informaticn conccoralng G ale ; ;
2 I v iven adequate Infozm L CO Lng the goal ; ;
of New Carecrs before the DEOSCEN ELariede < ) ; 5
30 I was given iafozmation conceraing the personal becke :
ground of the New Carcerigt. i |
4. I chould have had training in supervising the New |
Careeriatso J i
i §.
S5« There is an opportunity for the New Caveerists to !
advance with this agencye !
6. I assigned the New Carsorist & "ouddy" (helsper)
when they started. 3
7. 1 e rules, regulations, and hours oi work were z ;
xplained to the New Careerist. ! '
8s The New Carcers programs will help preveat future
riots.
9. The appearance of New Carcericts has beca as good ;
as regulsr new employees. ( |
}
10, Welfere checks discourage people from going to worke -
11, New Carecrists have more personal preblems (ouch as
financial and/or marital troubles) than have regulax |
new employces.
i #
12. Taske performed by the New Car serigts are done as 1
well as they wevre before. ; s
. |
i3. I take a personal interest in the New Careeristse | ;
14 I am happy with the work of the New Carecristse
a ]
H
15. The regular employecs have been helpful Lo the New
Caoreerisice l
16« Reguier cmplioyecs accept the New Coreciioioe




A‘ ‘I -
~ i Poape 2o
ooy b
s i e
; w : "J: f C:' 3 m ¥
j t § : ;
3 i’ H i .
- .n - L 4 i i LR | ! { . :
i/ dow Carcerists tend vo Moully around!! with Now § ! : : ;
4 - ol *a e e Pia PN - ram 3 LY oo . ) "
Corcericis rather than reguler eaployoes ; L S—
P N
“Q Al P ST SO UL S RN, SV SRR, S o ! : ! i
L9 4 am gallisliled witn the work periowisd vy tae ; ; : i
A ' : } )
New Carceristde " 3 ; :
¥ t ! |
19. The New Caveerists have improved cince oegine i : 1
ning to wWorxk herce } ] :
b P
20. The .ow Cavceriste clearly kaow the dutics end ; ! f
tasks they are expecied o poriorme | | : ,
- Yy . ~ » - . - LI « " - t } : :
2ie Tho New Carcerists have lessened tie wook «0eG | P
o tue professionale : } i ‘
é §
Loy
A\ n L] 4 {
22+ WNew Cavcerisgte are treated the same as ail other i ; & '
. i
enpLoyees. % ! }
!
23. The on-the-job traianing for New Ccircerigtis ia §
adequate to perform taske oxpected of thcime : :
24. Local ocucational insiitutions are providing the ’ |
« Local cducationai ingtitutions are providing the
types of programs that New Careevisiec nced for { §
WY a4encye ! i {
25 New Carcers is federal mal e v e o o vt
Jo  NEW LAYCECTJI 18 a Ledirai Make~Wwolik plojuille i
3
26s The tasks my New Coreericgts perfora are woo difficult
for theme * ’ ,
b
27, UNew Careericts are dependabics |
- "y ° e - . - 5 e ®, - ?
280 When New Careerists have & problem coacerning tnelr
work, they mention it To mes ,
29, The tasks my New Carcerists perform could be per= _
formed by less qualified personse L I
30. Waen New Carecrists take a day off fvow work they
telephone in ordcr to let me knowe
i i

2lease indicate below any comments you nave regerding the New Careers Program:
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1o Anglncering alde 2

" o e . PR -

2«  Bagincoring Alde

3. Ungincoering Alde II ‘

Lo Kehabilitotica Imspoctor Uralnocae X

5 xenabilitevion Inspectow Yralnce &

Go Wonubilitation inspector Tralnce LI

7o Assistanc RQchabilitavion Inspector

8e Assistanc Rehabilitation Inspector i
0. olocation Advisor Traince o

10, Relocation Livisor Tralnee 2

1ie Relocation Advisor Trainee II
12, Relocation Advisor Trainee LI .
130 ASSi J-hnt &\LLO&ah.‘OL. A.CLVi or

Partciel List of Dutiecs and Tasks:

Zngincering Aide I
Plan drawing
Surveying (for land use)
Printing
Interviewing (for people's prefe:

L

ence concernilng development of

Englncering Ailde Lo
Tasks similar to Zaginecring Aide I and for additional tasks

including the following:
soil tests (compaction)
physical survey (Lor demolition comtracts)

Renabilitation TnuobbLOL Trainee L
Landscapin ,
Inspe ctlor of houses for repair estimates
Surveying

Accept and evaluate contractor’s bids

Youse rehabilitation work -

i

Lssistant Rehabilitation Inspector
masks similiar to Rehabilitation Inspector Trainee I and II and
additional tasks iancluding the following:
cost determination of wehabilitation
processing loan applications

Relocation Adviscr Trainee I
Interview pLOjle for relocation preference
Find housing for displaced pcople

Relocation .scdvisor Trainee I
Tasks similiar to Relocatiocn Advisor Trainee I cad additional tasks
including the followin,

t

compute forms for 1ocn payaents
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