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FOREWORD

On September 1, 19606, Skill Advancement Inc. contracted with the
Office of Manpower Policy, Evaluation and Research, United States
Department of Labor, to develop and demonstrate innovative methods
for training and upprading low-skill, low-wage workers. SAI also
agreed to conduct a two~fold research project: one, to assess the
effects of formal in-plant upgrading programs on workers and on
their organizations; and two, to identify new industries for the
introduction of formal upgrading training programs.

This book is the sccond of a four-volume report on SAI's fulfill-
ment of its E & D objectives during the twelve-month period of
Phase I.

Volume 1 of this series contains an overview of training and
rescarch activities during the past ycar and a management report
on project administration,

Volume III discusses the research design and preliminary findings
of the Employec Research Study, and examinés the work attitudes,
behavior and motivations of the low-skill worker.

Volume IV identifies six potentially receptive industries for the
introduction of upgrading programs in Phase II, and traces the
development of a conceptual model to identify relevant industries.

This volume (Volume II) reports one year of developing and testing
innovative training techniques; of unfreezing management and union
attitudes; of opening up new opportunities and creating new hope
for disadvantaged workers in the New York City area. It rcports

a program which achieved its training objcctives through the full
involvement of cmployers in the upgrading of underutilized man-
power — seventy-five per cent of whom were minority-group members.

SAI does not claim to have found the answer to the enormous
problems facing unskilled and underutiiized manpower across the
nation. It has demonstrated, howevey, that the High Inteasity
Training concept does work in the New York City avea, and that it
appears to be rcplicable in other large urban sections of the
nation. '

The HIT concept also appears to have important implications for
vocational education, for industrial training, and for future
manpower development programs.
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PREFACE

1t i8 a rare occurrence when one is given th- Aty
to play a key role in an E & D project that re long-
ranpge implicationt on the manpower policier Lon,

Therefore, it i with the deepest and most pre  ad
pratitude that 1 exvend my thanks to:  the U. S, Department
of Labor, 0f{fice of Manpower Policy, Evaluation and Rescarch,
for providing the funds with which to implement the program;
the SAY1 Board of Directors, who gave me the opportunity to
bring the HIT concept into the organization; Dr. Samuel B,
Mariks, Executive Director of SAI, without whose confidence,
management abilities and goal-setting direction this program
woula not have succeeded,

I =hould like to thank Miss Caroline Pezzullo, Assistant
Training Director, for her contributions to this report;
Mr. Sidney Alexander, Assistant Training Director, and the
SAL Training staff, who each day brought the HIT concept to
1ife under tryinn circumstances in the plant eavironment;
sharon Bieler, my secretary and right hand; and a special
thank you to the hundreds of low-wage workers who proved to
themselves, their families and their employers that, given
sensitive guidance, they indeed have the ability to learn
quickly, to perform their new jobs proficiently, and to
Arsume greater social, educational and occupational
responsibilities,

Finally, I should like to thank my co-author, Mrs. Leslie

Kanuk, for her collaboration on this book,

Norman Goldberg
Training Director
Skill Advancement Inc,

August 1967
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CHAPTER 1 - INTRODUCTION \

O a muggy spring day in New York, nine men and women dressed
in sparkling white uniforms quietly filed into a conference
room located in one of the city's major medical centers to
receive special training.

These nine people were not interns or nurses, They were dish-
washers, potwashers, and tray assemblers, They were Negro and
Puerto Rican low-wage hospital workers, who were part of an
experiment to develop human potential within a limited period
of time, .

On May 27, 1966, the nine were at the lowest oecupetionalflevel_

in the hospital structure, At the conclusion of forty hours
of training, they were upgraded to better jobs in the hospital
with significant increases in pay. Within the next few months,
many of them were to rise to even higher p051tions of skill
and superv151on within the hOSpltal system. -

These nine peOple were part of a successful pilot program
aimed at improving the life chances of low-skill workers
through training glven in thelr plant env1ronments.-

As a result of this program, SAY was ngen the mandate1 to-gﬁl,:f

train and upgrade 1,500 low-skill, low-wage workers within:

their organlzatlons, in cooperation w1th thelr employers and o

their unions,

SAI was directed to develop and expand its. trainlng concepts
to meet the needs of underskilled workers in hospltals,' :
plastics, restaurants and allled 1ndustr1es 1n the New York
Clty area, ' . L R BRI

R PR

Leontract No, OSMP 82-34-67-10, issued by.the Office of

Manpower\Pollcy, Evaluation ‘and-Research of the. Unlted States,f

Department of Labor, Experlmentai and Demonstratlon PrOJect
September 1, 1966, . : : .

' 'l"‘ l ‘ ‘ -,
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;rormal Trainlnﬁ,is an_organized, systematic program of
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SAI was given the responsibility for involving employers in
the development of their Negro, Puerto Rican and other low-
wage workers who were locked into jobs paying less than
$4,000 a year, '

SAI was given the task of developing a method of training which
would take into' consideration all of the occupational problems
of the disadvantaged worker — and of placing. this method. into
a framework- that would -be acceptable to employers and to
unions. ‘ _ . :

SCOPE

This volume reports SAI 8 experlences from September 1, 1966
to August-3Ll, 1967, in fulfilling this mandaté, It traces the
development of a training concept which appears to fulf111 the
strlngent requirements placed upon it — a tralnlng concept
which SAI calls "ngh Inten51ty Tralnlng.ﬁ,. e

Thls paper discusses the -nltlal assumptlons that SAI held.when .

it developed its pilot program, and the intervening varlablc8'~
which have altered and refined the HIT model of today. . . It

~ points out areas for further analy31s, and briefly outl:nes o

some broad 1mp11catlons for the communlty.

OPERATIONAL DEFINITIONS

High Intensity Tralnlngp(HIT) 1s Lhe 5pec1f1c training concept
and methodology upon which SAI.based its first year of tralnlng‘;

‘activitiesi i It: takes an: ergonomlc appvoach to tralnlng, ise.,
it considers the: vorker in:his- total environment — ‘at work,.

at home and in the communltj. HIT is ‘based on’ ‘the Spec1f1c

- skill requ1rements of the target job; on an. orlentatlon and
understanding of- management and..union obJectlves' on
~_improvement: of: 1nterpersona1 relatlonshlps between and among _
~employees’ .and . on: the .social,, economic and psychologlcal needsff*

of the low-skill, low-wage wo*ker.; Training is’ literally ™
-f”high 1ntenS1ty”, it is.designed to. accompllsh its obJectlves
_ withln forty hours of tralnlng.r:.‘ : =
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Upgrading is an organiied.procedure for developing and
promoting employees to higher job t1Lles at 1ncreaséd
wages.,

Multiplier Effect descyihes the in-plant training of workers

- by company tralners whe have been trained by SAI in the HIT
techniques,

Job Task Analysis (JTA) is the systematic determlnatlon of the

duties, skllls, and organlzatlon of work requlred in the _
performance of a target job, and utlllzes such technlques as
observatlon and 1nterv1ew.u

English. LaAguagg Prof1c1enoy (ELP) courses are de51gned to
improve the communications skills. of workers. These courses "
are often centered on occupatlonal vocabulary. ‘

Human Relatlono Tralningrls de51gned Lo teach the worker to’

interact successfully with other people ﬁn the work env1ronment~

co-workers, uubordlnates, and superlors.,

Personal Development courses are 1ntegral components of all
"HIT curricula and are designed to assist the worker to 0perate
- in the-environment outside the work 51tuat10n.“_ o

“PHASE I OF AN E & D UPGRADING PROGRAM AN OVERVIEW

In one year of experlmentatlon and demonstratlon, "SATI “has”
~developed:and- xmplemented a:new Lralnlng concept for upgradlng
- Low-skill workers in: their organizations within’ abbrev1ated :
- periods;of:time., . The technlque called’ ngh Tnten81ty
Training, con51ders the worker in his: ‘total environment: at
work, at home, and .in the community. The HIT currlculum is.

, q lat:ona'empha51s 1n tra1n1ng orlglnated .as ;an out-".:
'V;growth o ;the Hawthornemstudies‘yand galned ‘momen tum durlng
inorld War 1. . Although it has;prev1ously been:confined- to-
‘ hlgher lCV81a offsuperv1sory -and” ‘management development the
*‘procebs has" bccn very effectlve at. the low-sklll ‘level, It
L. 'is an. intra- and inter- personal phenomenon ‘designed.to; focus
. on such qualltles of ‘supervision. as ”employee-centeredness,
'Qn"con51derateness behav1or," and ”supportlve 1eadersh1p. ’

AT R T 1Yy e BT e S




designed to improve the worker's skills in both the technical
and the human relations areas, to raise his levels of
aspiration and motivation, and to alter his perceptmons of
self and management,

The accomplishment of these training objectives required the
- involvement and commitment of employers from both the private
- and public sectors to the spaonsorship of in-plant HIT
upgrading programs. -

Employers were persuaded to sign formal Training Agreements
ensuring promotion to higher-ranked jobs, with wage
increments ranging from & to 10 per cent, to low-wage
worker-trainees who completed the 1n~p1ant 40-hour HIT
program, . Tralnlng classes were small and ranged in size
from 8 to 15 WorLers. _

In return for their formal upgradlng commltments, employers
received a complete training package - including.design of
and individual training curriculum for a company-selected,
hard-to-fill target job; implementation of 20 two-hour -
training .sessions (over a five-week périod) by a professional
industrial tlalncr,,and the creation of their own in-house
training capablllty, in the form of a detailed, ‘lesson-by- -
lesson company training manual ‘and a trained company trainer. -

‘On the ba51s of the experlences of Phase I, HIT. appears
to be.replicable in other sections of the country, though
- its: rep11cab111Ly las not been tested, Some of the short-
‘range - accompllshments of Phase 1 are listed below. "An
‘assessment. of ‘long-range' -effects will have to await systematlc
follow-up or'tralnees and organlzatlons durlng Phase II and
beyond : : e : ST

 SUMMARY

In thc:twelvc months of Phase I, SAL devcloped and 1mp1emented :
5LiHigh Intensity Tra1n1ng programs in 46 organlzatlons and
trainedsal total.of 1;654: 1ow-wage employeesi’ 779 through :
dlrect sine plant tralnlng by, SAT. trainers, ‘and’ 875 through HIT

-programs organlzcd by SAI and conducted, under SAI guldance,




v“ﬁ;,report 51m11ar f n

- 3For example, see Tralnlng Factorv Workersv**
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Trainees were upgraded to new positions upon completion of
training, and received immediate wage increases ranging
from 8 to 10 per cent,

Informal follow-up of trainees who completed HIT programs
prior to June 1, 1967 revealed that some had received
additional promotions and increases in pay since the
initial upgrading process took place. The increases in
salary since entering HIT programs.are significant: the
median weekly increcase is $1l. ' ' L

Training programs were conducted in 14 plastics companies,

3 electrical component companies, 1 restaurant, 21 New York
City municipal hospitals, 1 Federal hospital, and 6
voluntary hosPitals. : : : 3

,.

Training courses were given for the follow1ng taroet JObS'

" assistant foreman, assisiant supervisor, extrusion operator,

foreman, general machine skills, " housekeeping team leader,
kitchen flying squad, medical coder,"medical transcriber,
semi-skilled journeyman, senior lead girl, senior ward
secretary, and ouperv1sor. ;

In addltlon oAI conducted c11n1cs for 246 superv1sors in
order to improve their supervisory and human relations skllls.
SAI sponsored leadership clinics for some 100 Negro and
Puerto Rican"low-wage trainees, which exposed them to the
needs, the opportunities, and the technlques of effectlve
communlty leadershlp.. : :

SAI has unfrozen the negatlve attltudes of 1arge numbers- of
first-line supervisors and their middle and top managements
-regarding the abilities, the. capabllltles and the =~
characterlstlcs_ofhmlnorlty group workers._gf”: S

'7? of the HIT prog“am that productlon had,lncreased morale had
' 1mproved and absenteelsm and lateness were reduced ' Uhlle

Ltd., London,11956 )
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‘empirical data on the short-range and long-range effects —~

including cost-benefit analyses — of formal upgrading
programs on organizations. Some findings of this nature will
be reported in SAI's IEmployee Research-Study; additional .
research will be conducted durlng SAL's Phase II.

On the basis of its first year of experlmentatlon and
demonstration, SAI believes that a number of observations
regarding the impact of HIT programs on organizations bear .
careful consideration, Some of these observations are
highlighted below: ' : '

Employers

~ Employers who were affected by hard—to~f111
.vacancies were very W1111ng to permit an out-
side tralnlng organlzatlon to plan and
1mplemenL tralnlng and’ upgradlng programs S
w1th1n thelr organlzatlons ‘ : :

- Employers who have been exposed Lo 1n-plant ngh
Intensity. Trai n1ng have sought to extend similar
.. HIT upgradlng programs to other departments of
thelr ornanlzatlonso“' :

- Employers were willing to pay thclr workers for
training time,’ ‘provide ‘training facilities- and ;
~other needed services to upgrade low-skill

gfworkers when, free technlcal tralnlng support

. -Was. madelavallable. i S

- Employers vere w1111ng to- commlt themselves to an. .
8 to 10 per cent wage’ increase’upon: completlon of
Jthe tralnlng programvdesplte thelr 1n1t1a1

| ob categorles An order to.
al'ev1a e hlﬂher-level skill sho*tages ba
re"llst c appralsal of the manpower_‘
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- Employers were willing to permit an outside
training organization to work with all levels
of -company personnel in order to ease difficult
human relations problems which existed between
low-skill minority-group workers and their
supervisors.,

Supervisors

- Supervisors' attitudes toward low-skill minority
group workers appear to have substantially
improved following HIT programs, :

- Some supervisors moved from initial antagonism
toward the HIT program to attitudes of full co-"
operation and enthusiasm..

- A number of suoervisors have reflected on their )
own human relations and technical abilities as a.
result of close proximity to the trainees, and
appear to have reevaluated many negative R

-n4perceptlons.

';Q.Supervisors were willing to participateyin’the:

- Some superv1sors passed through 1nitia1 stages
of insecurity to realize that better trained
'subordlnates served to improve their own status,

. B s LT
(el N ALl AL N
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-'Supervxsors have shown a greater wxllingness, as -

a result of the HIT program, to listen" to. the .
ideas and suggestions of low-wage minority-group.”
workers. e cea

HIT program as instructors, counselors, and -

~curriculum developers after a sound indoctrination R

.into. the:positive.aspects.

*{Low-Skill.Worker_

the HIT .process.: .. .

o The low-skill worker has demonstrated that he_-"”’””’"””” .

-
e
E
I
i
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- The low-skill worker has shown that his. ego,
self-esteem, -and motivation can. be increased .
substantiallj within a very short period of
time. .

- The lOW-Sklll worker has demonstrated that through .
HIT he can move: into new occupational, educational
and social areas in a short period of time.

- The low-skill worker has demonstra ced the ability _
to comprehend and assimilate technical, human = - ' Sy
relations and self-help subjects in 4 brief R B

" period of txme. | . R

- The low-skill worker has shown that he is able and

they are presentec to h1m in a meaningful and ;-.f' o
understanding way.}_:_jz : . . R

Proj éct Achievements e . T

In carrying out-its function of experlmentation and demonstratibn, :
SAL adhered to the following E & D. guidelines in developing new :
- methods for treating the employment problems of disadvantaged 2
workers. o , . o , :

-Recrultment - By going 1nto the plant setting, SAI was able to o
reach and train ‘workers:” ‘who - would not have sought such .:n S
training on the out51de ' ! , v it

'Selection - Trainees were selected along non-traditional lines
which were not confined to skimming ‘'the cream off the, top." ;ﬁ,‘
Formal ‘tests weré not uSedibecause it wis believed that-they - .
would 1ntrmidate worlke

' Motivation - Motrvation 0 the.trainee was“an 1ntegral*elementt :
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Training - SAI developed an innovative approach to upgrading
the low-wage worlker within his own organization in just forty
hours of training.

SAI has shown that tradit10na1 training .time for ‘semi-skilled
occupations can be drastically reduced without impalrlng its
value,

SAI has;demonstrated that skill training is more effectively

- assimilated- if subject matter relating to ego building, human -

relations: and other personal development areas is built into
the curriculum.

SAI has shown- that utillzation of organlzational staff membersf

in the tralning ‘process- increases the llkellhood of the '
tralnees successrul occupatlonal growth ‘ '
At the concluSLOn of one’ year of demonstratlon, SAI submlts
that the High Intensity, Training approach- offers 81gn1f1cant
‘promise:as .an: effectlve tool for developlng under-utlllzed

- human resources. i B

" The follow1ng chapter Wlll examlne the Lheoretlcal concepts
Whl”h underlle ngh Intensity Tralnlng. SR

TP




N Y PR A 0 e T st

_ﬂ;lBreaklng the Barrlers of Occqpatlonal Isolatlon (PrOJect :w;
. Advance New York 1966 ) L | RO

CHAPTER 2 ~ NEW CONCEPTS FOR IN-PLANT UPGRADING

This chapter examines the development of the concepts upon
which High Intensity Training is based, and includes a

discussion of the human factors which affect upgrading in the o

work environment.

BACKGROUND

The earlier Pro;ect Advance studyl suggested that upgrading
training would 'break the barriers of occupational isolation."v
A survey of New York City employers in the spring of 1966 -
revealed critical labor shortages at the semi-skilled and
supervisory’ 1evels, and’ large’ pools of low-skill, low-wage. .
workers at the bottom 'of the same organizational 'structures,
Training unskilled workers for hard-to-fill jobs in their
own organizations appeared to be a possible solution to the
problems of both ‘workers -and their employers. SAL undertook
the . development and lmplementation of" 1n-p1ant upgrading |

.training to 'meet these problems;” to -ease the economic. burdens

of the low-wage worker and to prove to management that - :
upgrading from within the organizatlon 1s a practical method
Eor meeting manpower needs° R o L SR

skill needs of his employer could be easily ascertained, and
special training given to the employee to bridge this gap.,
SAL believed that the skill gap was rarely as severe as the
employer judged it to be, that the employer often had
unrealistic notions of the: technical knowledge. and other

,?4ua11f1catlons required for the successful, performance of
‘many organizational jobs,  SAI was confident that.it could
easily and effectively remove the skill barrier to upgrading '
by means of tralnlng glven in the planta _ o

The. requirements for tecnnical skill tralning presented 1itt1e o
problem to SAI, The gap in the worker's level of skill and the
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It was SAI's belief however, that another, moxe’ perva81ve
barrier confined the unskilled worker to his low-level Job

The second barrier could be described as a dissonance in the
perceptions of management towards low-skill, minority group. .
workers, and in the perceptions of 1ow-sk111 ‘workers- toward "
management So 1ong as misperceptions. persisted on both. s1des
SAI could not hope to ‘effectively "break the barriers" which
isolate 'the low-skill worker., " The worker had: to becqme more .
understanding ‘of organizational obJectives ‘and the reasons fOr
specific management policies ‘and procedures. 'At the same time
thestereotypedbehav1or of employers “towards their low-skill
workers had -to”be eliminated before: employers “could be‘ RREE
encouraged to open the channels for upward mobility.

In seeking a.pragmatic training system, SAI decided’ that it

had to focus its efforts both on meeting the 'skill needs and’

on altering the perceptions of low-skill workers and manage-
ment., It realized that a' training system-which: could: accomplish
both of these objectives within the organ1zat10na1 environment
(the internal system) ‘wouldalso have great impact beyond the
work enviromment (the external- system) ‘—-on the worker's
relatives, his children, his peers, on: community agencies, on
entry- level 0pen1ngs, on 1ndustry, on the economy.. -

It was w1th1n ‘the parameters of this overall analyS1s that
High Intens1ty Training was developed e

THE PROBLEM

It is axiomatic- to state that both the worker ‘and - his employer

‘are dependent upon. each other. Yet their: organizational

obJectives are:often* w1de1y divergent.; ‘The - perceptions of
each toward thet other a1so tend LO sh W jlack of mutual ’
understanding. R B e e -

In addition, Vg number of basic and deep rooted psychological

social and‘economic problems of the’ disadvantaged worker  tend

to adversely affect his behav1orland attitude on the Job

;In order to mak 'a long-lasting 1mpact‘on the plight of the
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perceptions and the negative perceptions of management. as
well. It would also have to counter some of the outside

-pressures ‘that affect his job. performance and serve to

confine him to a low-level job, .

B

HUMAN FACTORS IN THE wom< ENVIROMMENT ~ .

In order to develop a framework for the development of

innovative methods for upgradlng the low-skill worker it was

Qﬂnecessary “for 'SAL to make some basic assumptlons about thu{5¢

worker, about management, and about first-line superV1sors._f”

In- many ‘cases, these. aSSUmptions appear to be valid;
the follow1ng llSt of assumptlons appears to be. limited,

is because there is little empirical data available omn the
complex. 1nteractlons of. the ‘human elements in the work
env1ronment. : : ho Sl :

;Bas1e{Assumpt10ns.about the Low-Sklll Uorker ffnsf:

A?,fﬁlnkthe NeonorkaLty area, the low-sklll worker |
~is: usually ‘a member .of .a, m1nor1ty group, primarlly
MN?ELNM°f Puerto Rlcan._ﬁgwwn P NP S o

- He has a hlstory‘of rallure - educatlonal fallure,
‘,job Eallure, social,failure — . which has resulted
“in'a 1lowering of his level of asplratlon to.the. .= -

point where he no- longer seeks alternatlve courses -
- of actlon. - '

. 4se1f-esteem and motlvatlon are low.-zkng,.'

¥5He$tends;to%lack;technical lnformatlon human

in; other,;a
they have been reJected on the baS1s of. experience.i If
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another employee who is told to . ”show him what e
to do,' This training is 1nvar1ab1y poor; . the
older employee has difficulty in communicatlng
the functions of the job, and often himself -

lacks systematlc knowledge of the Job

He recelves little or no orlentatlon or training
regarding his work or his firm or its policies,
so he is ill- prepared to carry-out:his-duties in

a competent or knowledgeable way.

.,_In hlS day-to-day performance of Joh dutles, the SO
'*ow-wage worker seldom receives feedback. on. hlS ;gg;‘ﬁ

performance., His poor performance is; rarely
attributed to the. poor . training he- has recelved
but to his "lack" of ability, or effort, or.
interest, His mistakes tend to relnforce
management's negatlve attltudes.,,, {i,hii

The lack of communlcatfon between the low-wage

worker.. and management is demonstrated ina ..

number of. ways:..in mlsperceptions of management

goals and obJectlves in an. exaggerated IR
management perception of the language dlfflcultles

of the minority-group worker; -in.a lack. of .

knowledge by. the worker about.his, rights and L
beneflts 1n the organizatlon and the unlon._;;,ﬁl,'

The low—sk*11 worker performs the most men1a1
and tedious jons in the organization, and is
too tired-at night to.avail himself of free.
vocational trafnlng._ 1f he is not too tlred
he 'moonli ghts”.——»takes a’ seoond 1ow-sk111
job to supplement his family s meager 1ncome.

He Cannot Support hlmself and his family on B

He is unfwmlllar with‘the free community .
services, - education, cultural, economlc,
legal, soc1al and. medlcal — whlch _ G .
available to hlm and hlS famllyi;fa,j:;“wrfrwrwm&twiﬁi

i
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- When better jobs open np in the organization, he
‘does not -apply for fear of rejection, no matter
how long he has worked for the organization.1

- When he leaves one. job to go to another, he
seeks a lateral transfer, not a vertical one,’
(For instance, when looking for a new job, a
dishwashér will usually go to ancther restaurant -
or hospital. kitchen to apply for another dish-;.'-
washing ‘job. at a 51mi1ar salary.) _~:‘z T

Knowing the target population SAI was to’ train provided some

basis for the'development of an effective" training methodology.rd

But before SAI:could: de31gn its first HIT program, it had’to
make some additional” -assumptions regardlng two other- 1nter-

acting elements"in"the- work environment- management and '
first-line supervwsors. ‘ - - ;

Assumptions about Middle and Top Management

- The employér tends ‘to’ have ‘a stereotypical
perception of the-low-skill worker and generally
perceives-him’ as a‘slow learner who lacks the -
»motivation :equired for upward mobllity. :

- A severe communications breakdown exists between
the very bottom of the organizational hierarchy and
 the middle and top levels, yet:the employer does
not do anythlng about it. He relies,>instead on
B other levels of management for 1nformation. ;: o

- The negatlve perceptions of the employer are.
"based in many instances upon’ negalee feedback
from his fo men and first-line superv1sors.}‘g

- Ewployezs do not look within their own
' ~'OC“anlaathﬁ4 for people ‘to- upgrade., They tend
~to place a great deal of emphaS1s on”absenteeism,
~ lateness and garnlshee problems ds their’ reasons
'fcr not upgraJing 1ow-wage employees.L

= "nagcment eypeCts“the lowuskill minority-group
“wecyker to communicate hlS feelings upward if.
-'heis interested in a new Job or promotion."'
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- There appears to be a propcns1ty on - the part of
some ‘organizations (e.g., hospitals) to- traln all - u

~ levels:within the bureaucratic structure while SR f
other organlzations (e.ga, restaurants) tend to. S ;
dlsplay a complete lack of 1nter0st in tralning. : :

‘ﬁBecause of the rlgld and . tradltlonal hierarchies
of:most: hospitals, the opportunities. for ‘advanée- ..

. mént. of ‘low-skill, low-wage workers in. the L
hOSpltal lndustry are severely lrmlted 2N

Smaller companles need ass1stance in 1nst1tuting
tralnlng ‘programs because they know so little - ... - =
‘ about tralnlng. T R H-.rv_‘w; _;g SEl

leen Lechnlcal ass1stance, employers would
contlnue'to be motivated to upgrade their low-f
‘wage’workers with little or no- relnforcement
from the outs1de.a- SERREEE DRI

There are relatlvely few formallzed tralnlng
programs directed at- the low—level worker;

1nsLead ‘most company. tralnlng programs focus-
on hlghly skilled levels.of. superv1sory and v ;
management. development. R R v_]“lfﬂ-' | ' |

Formally tralned middle and top management
people; desolte their: ‘exposure. to advanced
management: Lheory, economics, marketlng and
the like, have no" awareness .or exposure to o
_‘mlnorlty group problems x S

- Management and superv1sory personnel in both
small and‘large organizations..do not: know or .
attemptito: find out” about the backgrounds of
thelr 1ow—sklll workers R A N

- Although the private sector has expressed :

- feelings of sdcial respohsibility, it tends .to.

do very little to better the jobs. or the ’

oppor unltles of low4wage workers“ e o

In trylng to assess the attltudes of bot ~managenent and flrst-
 line supervisors ‘toward their minority-~ group. and other low—wage
workers, SAT acknowledged that preJudlce was a strong factor
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in 1{miting upgrading opportunities. It was certain that

~ statements regarding the work opportunities of the. Negro

applled to.New York City's Puerto Rican population as well:
"In many cases:the prejudices of white workers and white.
management are likely. to.reinforce each other, so,that
barriers to Ne"ro advancement are. indeed strong e

Nevertheless SAI assumed that in a labor-short market, top
and middle management would not .let prejudice in itself stand
in the way of filling critical ‘jobs, Rather, it ‘would more
likely be their stereotypical perceptions of minority-group
members that would deter 'management-from providing upgrading
assistance and opportunlty to thelr low-wage workers.

SAI assumed thls was not equally true £or 1ower 1evels of
management and first- 1ine supervisors; that the: upgradlng
opportunities they provide to minority-group workers may

be a direct reflection:of deep-seated: prejudices,. regardless.
of how pressing: the-labor. needs of the company _And it was
these levels of ‘management ‘that had an-open: communicatlon 11nk
to the top of the organlzatlonal hierarchy, .i:=- 0 -

‘As mptlons ‘about: Flrsf Line Foremen

2

-rh"ny first- line superv1sors have "grown" into their JObS
without benefit:of special. orientation or -
education; they often have little or no. technical .or
human relatlons tralnlng.

- In many cases, the dlfference in formal educatlon
between the: foremen-and their -low-skill workers'
are minimal; thus; the foremen tend to feel S
threatened by alert low-skill workers, and do .. .
‘not. recomme nd them For hlgher pos1tlons.

- Manj f1rst~11ne superv1sors and foremen use
S thelr minority: group: subordinates as scapegoats
. and blame these workers for thelr own, JOb
1nadequac1es.‘ S

Twentleth Century, A Hlstory Through Autobiograpnles (The Free

PreSS* Of Glel}coeﬁco'llier’ MaCMillan Ltd“’ Londonx’ 1963’ - Po. 332’ /
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- Jealousies and fear of the low-skill minority-
group worker tend to increase the superV1sors' ‘ e
negative perceptions of mlnority-group L ]

workers.

- ‘'The ' foreman who finds a good, able,’ 1ow~sk111
worker tendsto- shield him from promotion s
"‘because the worker's output’ makes the foreman s

productlon quota "look good B

Hypotheses

PR
-

In addltlon to- the three sets of assumptions - 1isted above, SAI
formulated" the following" hypotheses whlch future research
~ should test: ‘

1; The. unskllLed worker offers better promot10na1

“h o material “for. higher. skill jobs in ‘the
‘Ofganization than does ‘a newly recrulted
outsider, : .

24" Emolojersﬂwho‘upgrade”lowéwage“workers'wiil"
- fill the resultant- entry-level JOb ‘'vacancies
Cwith unemployed workers or new entrants 1nto
"~ the ‘labor~ force. ~ : o

. 3, Traditional JOb hlerarchles w1thin
*5forgan1zatlons ‘can be restructured to provide
- intermediary-level’ Jjobs for ‘which 1ow-sk111
workers can be tralned and upgraded

If even paLt of its assumptlons were’ true the problems they

- depicted presented an enormous challeﬂge to SAI, It appeared

‘that the needs for skill tralnlng lespite their very real
_ impox'tancé -~ vére not nearly- as presslng ‘as ‘the needs’ £or-*’"
- better understandlng and communlcat1oﬂ between low-sk111

employees- and management. . "One-of the'more pervasive |
developments,'" according to Eli Ginzberg, "and one that has
: 1mpressed a]most all- workers who ‘have: glven ‘the’ matter any
* thought;*is ‘that’ large-scalé busineds" ‘enterprises ; . have.
. established a moat between the workers and the1r foremen and
“all other superv1sory personnel n3 g

~Q _‘BEll Glnzberg and Hyman Berman, oE. ci .3 P. 334

26 -
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The need to alter the attitudes of both management and workers
so that they would work together to attdin common objectives
appeared to be an obvious function for an outside catalytic
agent, r N o .

SAl as theJCatalyst

SAYI was in a unlque position to serve as a catalytic agent in

the plant environment, As .a private corporation operating

under a contract with the. Office of Manpower Policy, Evaluation , S
and Research of the Department of Labor, SAI was highly. .

acceptable to employers who professed the desire to avoid

unnecessary contact with ''bureaucratic' government agenc1es,_“
Nevertheless, the very fact that SAI did hold a tralnlng ‘

contract with the Department of Labor gave it status in their

eyes., Some. employers were wary of antl-poverty agencles, but

SAI was not such an agency. .

SAT representatlves could talk management s "language"' could
discuss the practical,, bu51ness advantages of a formal in-plant
training program in.terms that.mandgement .could understand

and with which they could identify, :

Once in the plant; SAI trainers would have the opportunity to -
utilize carefully. deve10ped motivational and psychological
techniques to unfreeze the negative attitudes of foremen and
superv1sors, and encourage them to partlclpate constructively
in the tralnlng program.

Durlng the tralning program, SAI tralners could draw on their
special understanding of the problems and needs of low-skill
- workers to more fully motivate, train and educate them. to .

‘ fulflll their innate potential _

I

S Y o

In analy21ngbthe £orces whlch tend to confine low-wage workers.h,' : i
to the lowest. JObS in 1ndustry, SAT. became aware of several ' ;
1evels of need which a pragmatlc trainlng system had to. f111

'rlrst there was the need to 1ncrease the sk111 of the 1oWa-]f‘ B
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Second, ‘there was a need to assisL the worker in his personal
-development to raise his level of aspiration and motivation
so that he would want to learn and wpuld try to: succeed.

N Third, there ‘was a need to alter the perceptlons of workers o
about management, and the perceptions of management about -
workers, ‘so that each group would work towards common goals
and ObJectlves. Misperceptions of each group. provided a
subtle, pervasive barrier to’ upgrading, and-had to be
reduced lf tralnlng was to have any long-lasting impact.q.-

As the catalytlc agent SAI had to develop a tralning o
methodology ‘which would meet. each level of need efEect1Ve1y o
~and do so within" ‘the plant setting, with the full. cooperation

‘of management and unioms, in a limited number of hours, :




Pt e e

T e

ey

Qe .

CHAPTER 3 - DEVELOPMENT OF HIGH INTENSITY TRAINING

This chapter briefly reviews traditional industrial training

methodology; and describes developmcnt of the ngh Inten51ty N
Tralning concept. . v . . : S
In the prev1ous chapter, .an attempt was made to present the
reader with a clear picture of the needs, perceptlons,v-
attitudes and behavior of. the interacting. human elements in -
the work environment: the 1ow-sk111 Uorker, the first-line
foreman, and management. ~SAI's next step.was to select. the:

- most approprlate training technlques -and learnlng theorles to

incorporate 1nto the ngh Intenslty Tralnlng methodology.

AN INTRODUCTION TO JOB TRAINING

At one extreme,-tralnlng consists of a few minutes of instruction
by the supervisor, who gives the new employee the location of
the locker room and a summary of work. rules. At the other
extreme, training consists of formal courses designed to

develop qualified specialists over a period of years. In

‘between thes2 two extremes are countless training programs

tailored to fit the needs of particular organizations. During
the Project Advance survey, SAI found that training of low-wage
workers was almost completely welghted Lowards the low end of

‘the contlnuum.,;

It 1s-m1slead1ng, however, to think of job'training purely in
terms of formal courses and programs. Almost everything that

- happens to an. employee after he joins a company serves as a
'tralnlng experience. . The worker learns what is expected of

‘him in a new situation through the experiences he undergoes.
Those elements in the employee s behavior that are rewarded
‘and provide him with satisfaction tend to be repeated those
that are punlshed tend to be abandoned v

.There are many people w1th1n the organlzatlon who prov1de these

‘rewards and- punlshments,ln addition to those who are formally
assigned to train or superv1seuemployees. .The 1nformal work

——

":,3-‘1‘_ ‘ e Yy '_ ,

. o
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i
group, with its clearly defined codes of behavior, has a very $
strong influence on its members. Formal groups, like the union, ' i%
also exert:-a-strong ecffect. Many times the supervisor may be : L
training his subordinates without being aware ofsit.. The acts. L

e

~ that provoke- disclpllne or that fail to provoke d1sc1p11 e tell ;
an employee what is expected- of him and what he can do with . o 1
impunity. -Good housekeeping practlces -that are praised- and - g
slovenly workmanship that ‘goes uncritized both serve- as '
sources of training. ‘Similarlv, the methods, short cuts, and .
routines practiced by fellow employees all carry 1mportant S q
meanings for’ the new worker as he naLes his way in a new JOb | p
s1tuat10n. BRI . - : R ST

The oldest and Slmplest approach to tralnlng a new employee e 4
is to- teach him directly on the job under: the close super-7.~<*} i
vision-of a foreman or an experlenced 0perator.» This technlque-
is still® widely in: use, and ‘is formally called on-the-iob '
tra1ning. _ X o . o ) i

on- The Job Tralnang (OJT) should 1nvolve a systematlc pro- L
‘gram of 1nstructlon, supervision, ‘and evaluation of trainee:
progress. "Too- often, however, ‘0JT -is conducted unsystem-
atically,; and then” 1ts de'fects are obvious.  Often the
experienced employee cannot communicate the functions of the
. job; cannot- explaln them in a logical, systematlc manner- to the
t- employee he's oupposed to-train, The terms '"skilled. operator” g
' - and ”skllled tralner are by no means synonymous. -

e e e S ot

\
T B Sometlmes the skllled employee who is supposed to act as the
: -vtralner perceives the training situation as an opportunlty to _
relax;" or‘to socialize with. other on-the-job f'trainers®. while - -
the trainee galns eXperlence.- Thus, the learner does not get
the close supervision he needs). and: may require an unduly-long
| period: of time; to become. proficient at: the job.. He may also
- - develop: imprOper work habits: which:lead to undue spoilage, and
| perhaps to unnecessary 1nJury, as Well as to poor productzv1ty
: Another dlfflculty sometlmes encountéred with OJT results from
~the fact that the experlenced employEe may actually resent the -
_presence of the traince because of Eeelings of insecurity or
fear . of. displacement by’ younger meh - In.such cases,- he will.
~  ‘nmot teach new emp]oyees skills and short cuts whlch took him
: years of experlence to: develop e L LE TN

‘6—
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Vestibule training — or off- the -job Lraining — is another

traditional approach to JOb training In this instance
training is given by a full-time staff instructor in a -
separate room or building. of the company which is equipped to
approkximate the production floor. The advantages are obvious:
the learner is shielded from the pressures of the job s1tuation

~and the demands of supervisors who are primarily interested

in production output. Vestibule training also has a number of.
disadvantages, however. Many vestibule schools become the
repositories for obsolete equipment, which make it difficult -
for trainees to transfer their newly developed skills to the o
actual work situation. Trainees are sitill faced with the
problems. of adjusting their work habits to the requirements
and the idiosyncracies of their own forcmen.. Also, the noise

b

- and-.other distractions of the real work-place may be factors

that the trainee must -adjust to in order to work effectively

Apprenticeship training was the first type of formalized job
training developed, and is still utilized today to prepare
journeymen in skilled trade areas which require relatively
long periods. of training.: The: period of apprenticeship varies_.
from one to seven years, with four years being quite typical

Modern apprenticeship practices are 'very different from
earlier practices. Today's apprentice proceeds’ through a .
formal program of training,. spending specified periods of time
working at various kinds of jobs and taking special courses.
His hours of work are generally the same as those of employees.
within. the. department in which he is being trained .and he is
paid a- salary with. a prOViSion for a- systematic wage increase.

Satisfactory cowpletion of apprenticeship makes the trainee
eligible’ for admission to- his . trade. union. Thus, apprentice- ﬁ
ship- training programs represent- joint. efforts of trade unions"
and. industrial-organizations to maintain a high level: of -

preparation for certain skilled trades, such as carpentry or
_ tool—and—die making : R PP : :

. o RSN s B T P
1 T L R A

Lawrence Siegel, Industrial Psycholowy, (Richard D. IrWin'
Inc., Homewood IllinOis, 1962, p. 155. ) S
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Much vocational training is given outside of industry, . 4
in trade and vocational high schools. Many schools offer shop - : i
training, Spec1flc vocational preparation in such fields .as
automotive repair, and courses in clerical skills, including
typing and shorthand. - The problem with many outside vocational

trainlng schools is that’ they may teach outmoded practices or
use obsolete cqulpment. :

Orientation Proyramq are deSLgned to famillarlze the new -
employee with the tasks he will be expected to perform, to
provide him with information about company rules- and personnel
policies, introduce him to his fellow workers, ‘and give him- AR b
an idea of where his job fits into the total operatiom of. the B 3
organization. A carefully planned orientation-induction | g
program:he 1ps the new employee to 1dent1fy with the organization .-
and its procedures, and gives him some idea of the significance-

of the work he will be dolng - Orientation efforts  contribute -
substanflally to future job satlsfactlon and help. the worker -
overcome the fears and anxieties that are bound to arise on a

new# job., Proper 1nduct10n tralning makes it unnecessary for

the employee to unlearn incorrect methods ‘and’ procedures.
(Unlearnlng 1s both difficult and tlme-consumlng ) '

R e T P N ORIV )

bnpradlng Trainlnq serves as ‘a mechanism for mobllity within
the organization -and enables individuals to- climb promotlonal
ladders to motre responsible, better-paying jobs.. Careful
ordering of - JObS in-the” organlzatlonal hlerarchy also permits
individuals o learn, ‘through-observation,  some of the ‘skills -
of higher-ranked ‘positions while ‘doing ‘their preésent Jobs.vz,u«iné‘ !
Filling-in'for hﬂgher-ranked workers during vacations o¥. .- . i !

absences can provide a type ‘of ‘informal -on=the<job. upgradlng
tralnﬂng._ Upgradlng training is most effective, however,

- vhen it uses a ystematlc, planned currlculum._ S

bt

.Some companles hesztate to upgrade thelr workers because they
are. afrald they will lose them. Other companies have no choice
in this matter; ‘their. needs are so acute and the.supply of |
trained personnel so meager that training programs are an
absolute necessity.u~THese :firms must ensure that their wage
and salary- Tevelsy: esoualzty of thej.r: supervision, and:. their
~ working conditlons are sufflciently attractlve to hold tralne)
‘“personnel . : o : '

Gy el A f At e R




OTHER TRAINING PROGRAMS - A CRITIQUE

A review.of: pa t and present rraining programs did not ,
 reveal a spec1fic training methodology: which. appeared to Rt
meet SAL's three-pronged training requirements. Programs,]j_:

which. were. designed.to teach skills, did just. that -they .
lacked: a humanistic approach. . Other. programs were deSigned
to correct SpelelC problems and did Just that., (For o

_instance, programs on plant safety were designed to counter-T"VA
act a growing accident rate ) o .

Programs which included human relations training, problem-'}”

solving,and. so. Eorth were confined to management develop-.” .

ment programs. ggg,

Employers who tried to institute formal training programs for fff"

low-wage. workers often. became too 1nvolved in giving theory
to semi-skilled workers without consi deration of their -
meager educationa1 backgrounds, then gave up 1n despair that
'"these. people can’ t learn R . S e .

From the standpoint of time, most 1ndustrial training

programs seemed too .long . and too drawn out, despite the_agh.fdsiﬁ
‘fact that during World War Il “both government and industry .

brought untrained, supposedly unemployable workers up. to. '
prof1c1ent skill levels in. very short per1ods of trme‘ S

’Many programs did not motivate the worker sufficiently, nor

did they. offer him ‘extrinsic or 1ntr1n81c rewards at the

, conclus1on of training, - Workers frequently dropped out of
programs which, vere . voluntary in. nature because the programs E

did not maintain the trainees 1nterest._,¢

A maJOr problem enoountere,,in trainin
plant was that employers and first~11ne supervisors were_

AT Sayles, Personne1° The Human Problems of
Management (Prentice-Hall Englewood*Cliffs, New Jersey
1960-; p. /497 )"?’—'i'*fi'-"'-g : ! '

gvmrkers outside the .
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unrealistic in their expectancies of worker performance upon

return to the plant, 1In other cases, employees did not
transfer their newly attained skills to the job, but reverted
back to pre-training behavior. . :

In some 1nstanceo of on-the-Job tra1n1ng, the tralnee recelved
very llttle systematlc attention and only :sporadic. instruction,
instead of the' careful guldance necessary for efficient
learning.3 :

TRAINING METHONOLOGY

So far as SAI could determine, no formal in-plant training

programs "had been conducted for low-wage workers by an outside

tralnlng organization. Yet, from a methodological standpolnt
in-plant tralnlng seemed to offer some key advantages ror

i.t

1. Training could be tailored to tne spec1f1c needs of Lhe
organization and the worker. : =

2. Supervisors could.play a key. role in the skill training
. of workers. By assumlng some responsibility for the
training of their men, they wec'.ld not be unduly - ,
critical of the training received nor unreallstlc in
- the performance they pXpected ’ e : : ‘

3. Workers who would be reluctant to take part in trainlng
given in an unfamiliar setting among strangers would
. be more willing to partlclpate in tralning offered in’
their own: organlzatlon.a. S : :

_4.'{A reallstlc currlculum baSed on an- obJectlve assess-
ment of the needs of the target job, could compress
the time needed for training. . :

3M D.. Dunnette & U K Kerchner, Psvchology éRBl}ed to’ S
Industrz (Appleton-Century—Crofts, New York 1965, p. 76 ) ,/f*\

" e e
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7mmm£m - 5. Training would be given on the.same equipment as the
: worker. would utilize on the job, thus diminishing-the
qproblems of transference. - - -

- 6.  Training given within the organization would tend.to
. .open up many new channels of communication between

- .the top and bottom levels of the organlzatlonal
hierarchy. '

-

7. In-plant training would provide SAI with fhe oppdrtunity "
for restructuring traditional job levels; this would
serve to alleviate upper level-job shortages while

providing new upgradlng opportunltles for low~wage B
;workers. . L _ . :

8. The tralner could begln to unfreeze negative attltudes

held by management and supervisors toward their 1ow-
wage workers., =

LEARNING THEORY

A revlew.of'learnlng~theory:pointed-upvsome‘of'the'learning
principles. that. appeared to be of particular vaerain“designing
tralnlng programs for lOW-Sklll low-wage workers- S

Motlvatlon - If an employee is: beneflt from tralning, ‘he
must desire to improve his ab111t1es and his job performance
in order to enhance his- opportunltles for advancement._”

uelnforcement - Related to motlvatlon is’ the need for reinforce-
ment., That 1s, for learning to take place, the ‘individual

must receive some encouragement or reward, The reward need

not be tangible'to. be real; however, the.individual needs to

Strauss and Sayles, Personnel:; The Human Problems of

B Management, op., cit,. Additional references in-the field of

: flearning are: Richard Bugelski, Thé Psychology of Learning
(N.Y,, Holt; 1956);..Charles E.- OSgoﬁd' Methods and Theory in"
Experimental ‘Psychology (N.Y., .0xford, 1953); Ernest. ‘Hilgard,: )
Theories of Learning, second edition (N Y., AppleLon Century : n }

' Crofts, 1956); Harold Leav1tt, Manayezlal Psychol_gv (Chlcago ~//
University of Chlcago Press, 1950 )f‘




experience some feeling of progress, either through the
teacher's comments or through his own observation that he has
done well : :

TR

Positive réwarda for progress appear to have a much |

better effect than punighment or the threat of punishment when

mistakes are made. Most people have only a limited tolerance
for failure. If punishment for failure is excessive, the,
phenomenon of "fixation' may develop, . in which the same .

unsuccessful resoonse is repeated over ‘and over agaln. ’

The trainee will not always be" successful in his . B :
attempts to learn, but his ability to tolerate failure o ;
will be a function of the success he has achieved and the

degree to which his correct behav1or ‘has been relnforced

" Feedback™ For ielniorcement to be. effective in improv1ng
performance, there must be feedback, or knowledge of results. . :
1f self-correction is to take place,. the trainee must know the i
relatlonship betveen his behavior and the result of his .

. ‘behavior. Unless he knows how close his achievement is to-

h the. des1red standard of good performance, he will not be able
“'  to improve his performance, no matter how hard and how -

frequently he tries. The 1earner also needs to know when he

has made the right decis1onw. Vhen-he has made a mistake,,

he needs.to. recognize why and how he. went wrong ‘and how close

he came.to doing the work properly. | Feedback of results should

be prov1ded as qui ckly as: possible after the trainee s per~
formance. _

e e e bbb R AR n st e e e e s

Finally, feedback must be presented in a nonwthreatening
enviromment; the learmer should be made to realize that = -~ = =
mistakes . will not cost. him too dearly and that difficultles in
learnlng are natural and expected 1t is the superv1sor s
fespons1b11ity to prov1de this feedback not just during the,
training per*od but on a. contlnuing basis. : 4 :

rLearnin? By Doing ‘ Learning is most efficient when the 1earner
is actively 1nvolved in the learning process,,, rather. than. . .

merely 1istening to.a description of it. -In. fact, .the greater ‘
the number of senses involved the more effective the 1earning. P

' Doing,rather than just seeing or hearing,also means that the '
individual is more likely, to devote more of himself to . the task
thus he ‘becomes more involved in the learning process.'




Active'repetition is useful only when the training situation
permits the trainee to try out alternative approaches in the
full assurance that he can make mistakes and learn from them.

Massed Versus Spaced Learning - Active repet1tion should not
ke contlnuouus'iowever. Many experiments have shown that

~ spaced repetitlon — that is, learning periods distrlbuted
ythrough time — are more efficient than attempts to learn -

"all at once.' Another obvious value of spaced repetltion 1s o

that it serves to inhibit forgettimg. Without practice,
learned skills gradually dlsappear. D -

‘Realistlc Goal- Settlng - Realistic goal-settlng is another
requirement of efficient learning, TFew people can tolerate’
~ endless defear; they need some sense of success and progress
if they are to maintain their motivation, If either the
trainer or the trainee sets his sights too high at the outset
frustration dlscouragement, even resignation, will set in,

Goals that are too low are also inefficient because they fail -

to provide adequate challenge. f'“

Learnlng_by Parts - Learnlng is expedlted when the total
_process or skill to be mastered ‘is broken. down into small,
"dlgestible" ”egments._ "This approach contributes to the
trainee's motivation; he ‘obtains satisfaction from reachlng

each of ‘the’ sub-goals “and’ these in turn, help him to reach

his obJective of total mastery of the activity.

Giving Theory - One of the more controvers1al questions in _
training cechnique concerns the amount-'of theory or back-

ground the trainee needs to learn most effectlvely. The theory
itself" may not be’ essential to’ ‘the" s ecific tasks he will be

performing, but it will: help him: to ransfer his knowledge to.
new. jobs; equipment ‘and’ processes - If the employee is to

develop insight into new problems that arise during the course

of his work a basic understanding of his activities is very
helpful "Logical” training is always more-effective than
"rote" tralnlng.5 ‘However, the eddcational backgirounds of ’
the trainees must - be evaluated hefora teaching tneory is
cons1dered R ~ : :

-,
——
R

.\'

Strauss and Sayles, op. cit. ’*3*7
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" THE HIGH INTENSITY TRAINING APPROACH

In addition to drawing upon pragmatic training methods and
learning principles for its training methodology, SAI wanted
to take into consideration all of the forces and pressures
which besét the low-skill worker and which serve to'deter .
him from attaining higher levels of occupational success.
Theseé include not only his lack of skill, but great ’
psychologlcal soc1ologica1 and economlc pressures, as. well

Accordingly, SAI considered the Tow-sklll low-wage worker
within the context of his total environment., ‘It assessed some
of the pressures he is faced with daily - at work, at home and
in the community. It reviewed ‘the skill training and basic
education courses which' are avallable to him, their relevance
to his needs, the reallty of advancement opportunitles which .
they provide, and his own motivation to pursue such studies i
after: a. tiring workday.. SAT also rev1ewed his flnanclal - H
pressures, his knowledge of free’ community’ services, his. ' '
knowledge of where to seek help of all: klnds, such as medlcal
legal dental day-care, and so forth. ' S

SR B AR B A S
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'In the organlzatlonal context SAI considered the spec1f1c :
JObS he hoids, his wages. and promotlonal opportunltles.- R i

: Slnce the prlme obJectlve was to make poss1b1e the personal - ]
- and occupational growth of the disadvantaged worxker, SAI had - '
to find a.solution that would take into account some very
fundamental. problems which tend to. confine him to hls low .
occupatlonal status._ These probleme 1nc1ude" ‘ -
- Functlonal_rlllteracy — usually accompanled by a - ’
perscnal history of educatlonal economic and occupatlonal

fallures.,;'

- On-the-Job preJudlce — whlch accrues to the mlnority-..
group worker. from his superv;sors and’ employers,'as well
ag -from white peers who Seek ﬁ scapegoat toward whom. they
can feel superior. * ; _ e

- Off-the-job prejudice — which affects his Opporcnnifies
to find jobs, better housing, credit, education. 4

S : o //
ey .
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- The norker s frequent apathy and indifference, which may
be the result of repeated frustrationms, rejections, and
| exclusion, ‘
T - The worker's basic distrust of management s reasons and
' obJectlves in offering him tralnlng.

- Management' skepticism of the latent abllitles and
capablllt:es of minority- group workers.

SAI strongly belleved that the most effective and direct
method of meeting the employment needs of the low-skill, low-
wage worker was through his employer. His employer, after all,
was in a fairly unique position to overcome the disadvantaged
worker's reluctance to participate 1n training. He could
assure -him of an immediate reward — in the form of an upgraded
position — upon completlon of training. He could'assure him
: of a substantial increase in wages upon completion of ‘training.
; ; ~ He could provide first-rate training facilities. He could.
pay the trainee for his training time. His supervisors could
assist in sk111 tralnlng.l Through the provision of various:
training. nuances, ‘he could substantially motivate the. worker.
And certainly, -through the ‘acceptance of" ‘in-plant training,.

he could ease the worker's. transltlon to a hlgher—level job,

However, SAI had to face the fact that most busrnessmen are not
notably phllanthroplc in the conduct of their business affalrs.
1t .had to provide some very practical incentives to the
employer in order to induce him to cooperate in the sponsor-
ship of a not 1nexpensive tralnlng program. Co

1

o The most obv1ou 1ncentlve SAT could orfer hlm was. the promlse.
! of greater profit, which would. result from the increased ’

! production and lowered costs that a.more skilled work force

: - could produce., . It could promise. h1m a more cohesive work

1 force, highly motivated to achieve company objectives. . SAI
felt that the lure of a cadre-of workers,- especially. trained

in the specific requirements-and. functions of the job, would

invite the .cooperation of labor=-short employers.. And SAI was
certain. that. the avallabllity of free technical assistance
and. 1mp1ementatlon would assure the part1c1pat10n of cost-
conscious employers 1n the sponsorshlp of 1n-p1ant upgradlng

: tralnlng programs.

45 8 s e T
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As a result of such reasonlng, the High Intens1ty Training .
i “package" was developed to 1nclude a number of unlque featureS' - 3

- Programs wvere conducted w1th1n the plant setting among
selected lov- klll employees of thc organlzatlon.

- Training Agreements betWeen'thc”emplOYer”and'SAI”ensured
the upgrading of trainees to bettex JObu, with a change:
in job tltle and an 8 to lO per ccnt wage incrcase upon
completlon of tra1n1ng

- Most trdining programs were designed-for completion .in .
40 hours (over a five-week period). in: order to maintain. = . . f
the trainee's interest and provide both management and |
trainees with quickly achievable rewards. :

instances where training was given after the regular

f
;
- Trainees were paid for their training time. In those f
|

work shift, trainees received overtime pay. |

- Curricula were developed speclflcally to meet the

- particular manpower needs of the individual organization,
and consisted of short, high-impact courses which were
salient to the needs of both the worker and his employer.

- Programs were planned around the worker in his total
environment: at work, at home and in the community.

- Outside professional trainers served a catalytic function;
by ‘going into the plant settingy they helped unfreeze
the negative attitudes and perceptions of management
and superv1sor° toward low-vklll workers.

-’Flgh Intens1ty Tralnlng programs were: des1gned to
~develop the technical skills and the human relations
skllls of the low-wage worker.

Yo
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' ' R
- Currlculum contant was designed to raise the worL@f'
- level 'of aspiration;:to build Lhe selfhesteem,
'confldence and motivation necessary to: encoﬁra"e him
to . go beyond the Job for which he was beipg tralned

- SAI trained a company employee to carry on subsequent’
H_HIT programs . for the organlzation. :

"High Inten51ty Tralnlng programs, in sum, were designed to 5;

help the low-skill worker become occupatlonally mobile; to
give him greater control over his own destiny in relatlon to
his home, his family, and his economic needs. At the same time,

- they vere designed-to- involve the private sector in tralnlng

and upgradlng 113 own employees. '
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CHAPTER 4 - CRITERIA FOR_PARTICIPATION

This chapcer deSClleS the components of the HIT program which .
was offered to 1ndustry, and ‘discusses the criteria which were
established for participation’ in the program.,

THE HIGH TNTENSITY ’*‘RAINING “DA(,‘CAGL”

HaV1ng planned and doveloped the concept of ngh Inten51ty
Training as a means of meeting the occupational needs of: the
low-skill worker, SAI's next preblem was to place the. concept
into a framewoxk xhwch would be acceotable to employers.

The "package“ SAI offered to 1vdu°try was -as folloWS'

1. An SAI profc551ona1 1ndLer1al trainer would

' conduct an 1nuplant ‘High Intensmty Training .
program for a‘small group (8 to 15) of unskilled
company employees to upgrade them to higher =
skill, ﬁald~t0 tlll Jobsa ‘

2, The employer, in COAJUHC’JOH wlch SAI would
have the Opportunlcy to select the target JOb
Kfor Whlch LralnmU Wou‘o be glven.

'#;A two hour Lralnlng olass would be glven four
dayc a w:ek for a“five-~ week period, at a time
;wroeicctcd7bj the employer,- If tne employer

“daclng fnc reguLav work aay, rhe SAI trdlner v
would conduct training classes at a. convenlent
t.re after Lours.

: the olant analyZLng Lhe 1"1.1nc:‘2::s.ons of the
'tdrget 1ob in order to prepare a. pzuctlcal
real 19Lec Lralnlng culrxculum,

5, The emplover would have the opportunlty to:t}f'L
+ review and approve the curriculum prior to. . .
a the 1ncew jon of the p*ogram. . :
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6. The trainer would print and distribute training
- manuals covering the complete curriculum on a
day-to-day basis to all tralnees and to:
managemtnt.

7. The traiher would train a specified company . .-
‘“employee ‘to- conduct . future training programs, '
thus providing the -employer with his own 1n-
house training capablllty.

8. The ‘trainer would select trainee 'on the basis
' of individual interviews and personnel records
?'from a-list submitted by the employer 1n_,u'

'7concurrence w1th hlS unlon.v :

9. The tralner would furnlsh management with a
progress’ Leport -on.each trainee at. 1east tw1ce
during the program.

10. SAI would award certiflcateq of completlon to
trainees ‘at’a formal ”gladuatlon ceremony
‘the conc1u51on of: the program.;y-‘

1%, 'The employel would pay nothlng to SAI for”
the above sexvicos.~. '

As it was dlawn up, the HIT package offered employers a
significant mumber of services at no .cost, It enabled. them
to fill key job vacancies with known employees of the firm —
workers who ‘had- some: knowledge of the company operation, and

- with whom the company ‘had some famlllarrty.; Employers fj .
-recognlzed too;’ the potential value of an upgradlng program

in terms of 1ncreased morale reduced absenteelsm and turn-
over, lower- waste, ete, : L . :

EMPLOYER S AGRLEMENT

e K3

In return tor the tralnlng services that they would recelve
vfrom SAI, employers had.to . agree to a number of stlpulatlons'

l; Tralnees would recelve a stlpulated wage ?,
~ increment (usually 8 to 10 per eent) uPon R
':completlon of trainlng. L .

;A;eopy.of the.formallTraining’Agreementsappears'in Appendix
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2, ;Trainees would be promoted to new jobs, with
new job titles, upon completion of training.

3. The training class would consist of a minimum
~of 8 .low-wage employees (but could accommodate
~as.many as. 15 emp.oyees,) . T A

4, Tralnets would be freed from other’ dutles to
; attend- the four-day a-week tralnlng classes.‘- N L
On the fifth day, trainees’ would bé given the © = oo
~;opportun1ty to pract1ce the1r new skllls on o
the Job SR

5.%;Trainees vacatlons would be scheduled around'
the five-week tra1n1ng period in order to -
avoid conflict wrth,any of the. sess1ons.

6. Trainees would be paid for their training E
. time, : If training was given after the regular -
- work .day,. tralnees would be pa1d the standard
overtime rates. - R

7. ‘If union members were to be tralned the
employer would assist SAI ‘in conLactlng the -
*union and advmslng union officials about the.
purpose and scope of the tralnlng program.

S;llManagement would furnlsh the SAI tra1ner w1th
v weekly. vork evaluatlons of each Lra1nee (on
forms prov1ded by SAI) P T

9ffaThefemployer would supply refreshments at no.' '
charge ‘to the tra1nees at each class sess1on. o

lO;ﬁ Management would prov1de a1l tra1n1ng mater1alsv~~

and. Slpplle ?_ (SAI would furnlsh 1nstructlonal
aids.) '1~u VPR _
SELFCTION OF. IRDUSTRIES AND ORGANIZ&TIONS R

of 1966.

-.?;,."‘.A,.’ P N S

Three 1ndustr1es were 1n1t1ally selécted for the 1ntroductlon
of upgradlng Lralnlng programs on’ Lhe ‘basis’ of the: flndlnﬁs of
the Project- Advance Survey conducted by SAI during:the. spr1ng
The three 1ndustr1es were plastics," hospltals .. and

restaurants. S o , S e
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SAI s earliest hypothesis was that small companles ) companies
which employ less than 250 people — are hardest hit by labor
shortages, and that- companles of this size cannot afford (nor
do they know how): to.set up their own training’programs. - °
Companies in the:restaurant and. plastlcs industries that fell
into the 50-to-250. employ°e size category thus became the
target firms which SAI hoped to interest in tr. ining. Because
of the severe and well-documented personnel shortages-in the
hospital industry; hospitals were selected for tralnlng
programs, too, deSplte the fact that they exceeded SAI s clze
criterion, et co

| IIMPLOYEE CRITERIA -

- The only crlterion that workers had to meet to be eliglble for ;
i ~consideration in the program was that" the1r 1ncomes had to be
below the so-called "poverty llne.” : - A

MARKETING THE HIT PROGRAM SALES RESISTANCE

v ‘After rece1V1ng the contractual perm18810n from the" Department
ol of Labor, SAIL representatlves v151ted all of the-employers in
& the plastlcs ~hospital, and. restaurant industries who had been
b interviewed in the earl‘er PrOJect Advance Survey. Employers -
E were told that because of the cooperatlon they had shown SAI
interv1ewers, they were being given first priority in the
scheduling of in-plant training programs.. Most employers were
very inverested.in. hearlng fuither detalls ‘about the proposed
programs, and were quick to set up app01ntments. "The SAL
representatives::also made app01ntments with those cmployers
who said they: were-not. 1nterested in Lraining programs ‘under
'the pretext of giving them copies ‘of "the” PrOJect Advance .
nnmnary of Tlnaings. ‘ . : L ¥

AL the outset of sales: efforts, the blastics industry seemed

to be'very’ receptive to:upgrading programs. The president of

a major: profe051onal organlzation in ‘the plastics industry
scheduled aitraining. program in his” plantl(Company D). to:: -
upgrade assemblers and shipping cierks toﬁthe post of ass18tant
foremen.~ ' . L v S L :

A plastlcs extrus1on f1rm (Companj E)bscheduled two back—to-:'{ﬂfj ;\
back High Inten31ty Training . programs to train factory helpers’ ., ; /

~.

/ .
t-xt-_rﬁ-:nv+v“e1nn nherators. A moldlng and assembly plant Il
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(Company A) wvhich had been very ncgatlve toward the concept of
training when first approached, asked SAI to begin a program to:
train assemblers to be assistant foremen "as soon as possible,”
The president of this company also asked if SAI would interview
all of his employees and be totally responsible for selection
of trainees, since he did rnot want to be accused of partiality.
(Company A thus became the first organlzatlon to be included

in the meloyeo Research Study., ) :

Simultaneously, sales efforts were dlrected at both the -
hospital industry and the restaurant - industvy. Again, the

first organlzatlons to be approached vere those that had been
respondents in the Project Advance Survey,

llospitals, in general, were very interested in the HIT concept.
They required a number of follow-up visits, however, before
the DAI representative was able to reach the person in

the position to make ‘the. final decision. Figure 4,1
illustrates the tlme”consumed,ln ''selling' .an average program.'

The restaurant industry, despite the apparent interest it had
shown ecarlier, proved very difficult to "'sell.' Restauratcurs
assured the SAI representative that they were interested in
the concept of upgrading, but that HIT programs were. oimply
not practical for them. All of the restaurants included in -
the Project Advance study, and- contacted for .sales, were in
the '"fine foods scrvice' sector :of the: industry. Despite the
fact that they had critical hard- to-fill vacancies in the

food preparation skills, most of these vacancies were one-of-
a-kind; thus, no 51n01e restaurant ¢ould accommodate a class
of eiglit people. Some employers would have been willing to
train the required minimum, but:would not upgrade more than
two or three at the conclusion of training. They did not have
sufficient upgrading opportunities for. a multl skill class,

nor were they particularly interested in. generallsts.” Theiri

“hard-to-fill vacancies were for such posts as’ SaurJer, Br01ler,

ard Fryer,

SAL explored the possibility of a JOlnt tralnlng class for
BPros lers among three or four restaurants. Inltlally the owners
who were approachcd were very 1nterested but-:they did not want
to pay trainees for their training time. nor guarantee wage
increments upon graduation. - They also wanted an allowance

for the costly training materials. (e.c.; steaks,“chons, etc, ),

A
e
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which was contrary to SAI policy. They based their objections,

- to the SAI requirements on a prior MPTA program (run in
conjunction with the New York City Board of Education) which
trained restaurant employees after work hours for future
upgrading poss1billt1es in the 1ndustry.

The vice president of a major restaurant chain with'soMe 90
locations (under three chain names) throughout the metro-

and porters to countermen. With the union's full cooperatlon
and approval, he offered- SAIL the use of a complete restaurant
facility ‘(which was not yet in operation) as an instruction
site, and was willing to meet all the criteria for employers,
including payment of carfare and traveling time to the training
site for all trainees. A major problem emerged in the
selection of trainees, Individuzl store managers were both

P idea of having trainees selected by an official of the
corporation, They would not permit their "better' employees
to participate in training because they would then lose
these workers to another unit, Management did not want to
antagonize the store managers, whose positions were hardest
of all to f111 and so reneged on the program.

: Although SAT continued some sales. efforts in the restaurant
industry, it decided not to expend too much time (or mdney)

in this direction but to concentrate; instead, on the plastics
and hOSpltal 1ndustr1es.' S I .

Hav1ng met W1th such a high degree of initial success in

staff was quite unprepared for the difficulties whlch Followed.
. oeasonallty was a major factor. ‘The small employers who were -

SAIL -sales targets did not want to {nstitute new programs in-

their plants between November and January tecause ‘such provrams
- would’ elther coinc1de w1th tle Christmas ruah or the post~

2Wh11e no formal: follow-up has been made of the MDTA trainees,

~a union official interviewed by SAI ‘expressed doubt about

thelr actual - placement into jobs for which. they were tralned
at tLr completlon of training, . ;.. ' .. '

politan area exprcssed strong interest in upgrading dishwashers

unwilling to recommenc. employees for.training, and against the

selling HIT programs to the plastlcs industry, the SAI sales .




Christmas slump; nox would they commlt themselves to accepting
HIT programs before they could judge how business ”looked” for
the followmng year,

e A number of employers were frankly unw1lling to glve wage
increases to trainees upon completion of training. They
preferred to rcgard training as a government.subsidy that
would enable them to increase company earnings; they did ,
not want to pass such profits on to their 1ow—skill employees
in the form of higher wages, Others wanted an evaluation
period of three to six months after training was completed to

see if trainees really warranted the salary 1ncrements SAI
requlred '

Some companles of. the size SAI approached (50 to 250 employees)
could not provide sufficient upgradlng opportunities to
accommodate the minimal training class of eight employees.
Several of them had only two or. three job' vacancies, but
wanted to train and subsequently delay the promotlons and
increases for the “surplus" tralnees. SAI would not

accept thlS.

Other companles--— operatlng on. two or. three ShlftS — could
not provide the minimum number of trainees without affecting
production. on at 1east one Shlft, and this they were unw1111ng

Stlll other companles were afraid as they stated "of rocklng
the boat,' of giving raises to employees which were not required
or requested by their unions. ‘they did not want to

provide new job titles because they were ‘afraid their unions
would. demand new wage schedulesb '

SAI representatlves ran into prejudmce both overt and covert,
-and found it espec1a11y prevalent ahong first-line supervisors,
The reasons underlylng such preJudlce are examined .later in .

F - this volume. They were strong enough however, to induce top
management to renege on programs, tdther than risk the
resentment and possible. 1@51gnationaof hard-to-find superV1sors.

Some - employers had a fear of 1ndustr1al ”spylng,ﬁ and would: not
permlt an outside trainer ‘into. their plants. Other employers -

i ‘were- Skeptlcalthattralners who were not- speﬂlflcaiLJ tralned

i in the irdustry technology could train. théir employees

5 -adequately. S ) - S ';/T\\;
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- OVERCOMING SALES RESISTANCE |

m#m _ SAI was able to overcome a numbcr of these problems through

various approaches.

For 1nstance, if an employer claimed that he d1d not have an
adequate number of similar vacancies for which a tralnlng
program could be establlshed the trainer mentally" "walked”
him. through his plarnt, eliciting from him the various hard-
to~-fill vacanc1es,‘and then exploring which of these jobs had
some 31m11ar1ty in function or responsibility. Then a
curriculum was suggested that would cover all of the mutual
areas of interest - with aux111ary instruction given to
smaller"’ groups of tralnees ‘who required more spec1a11zed
knowledge. :

with severe Job vacancies at higher levels of skill: thar SAT
was prepared to train was through the suggestion of 'job-
restructurlng.”f If a hospital had a severe shortage of
registered nurses for example, the SAI representative
_suggested that. ward clerks be i trained to assume some of
the more routine clerical tdsks of the nurse, thus freeing
her to spend morc of her on-duty time performing SPEClall?ed
functicns, Thus, new upgrading opportunities: to the post of
senior ward secretary were provided for low-wage clerks, and-
at the same time pressing shortages for nurses were Somewhat
_allev1ated I s

An example of.job<restructuring within the plastics industry

is the training .of low-skill workers for the newly created

‘ post. . of ‘assistant foreman, In this 1nstance, some of the

L simpler, more routine supervisory tasks of the. foreman are

- delegated to. upgraded low-skill workers, thus enabling the
foremar. to: spend more .time on operations requiring deeper '

g study for problem-solv1ng and derlsion-maklng.

Sales efforts were dlrected at 1arger companles Ln ‘an attempt
to get. around .the; seasonal and "number” difficulties
encountered with small. .companies, . 'Though SAI had to sell’
management. on ‘several. levels before obtalnlng a s1gned ,
contract, it dlscovered that 1argcr companies are generally
easier.to- sell because they are training- orlented though thev
' focus most of their. tralnlng efforts on management and o

4-9

An effective method for selllng tralnlng programs to employers
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executive development. Such companies can be more easily
interested in training their low-level workers, and appear
to be more likely (o conduct second and third training
cycles tlan are smaller companies. o

In general, mahagement was presented with such pragmatic
reasons. for training ag wore efficient operations, greater
output, decreased was ste, lower accident rate, decreased
absenteeism, fewer gavnishees, higher morale and so forth, 3
The SAI sales team did not suggest that managers should

sponsor the training of their low-skill, - low-wage workers for

reasons of .social reqoonqxbrlity ’ Early sales efforts
suggested to SAY representatives that some employers pre-

ferred to be pthav ‘hropic after business hours; that they are

‘more easlly interestad 1n training ‘as a method of solv1ng
business problems than as a method of assistlng their
d1sadvantaged workers

Based on SalLa EYPET’enbeo, a formal sales presentatlon kit

was prepared by the

training prog?anmelfrhlf kit was also adapted for overhead
projection to larger management ; roups, and pioved to be:
qulte effectlve in the Ffew instances in which it was used, -

3

These statements were not empty 'sales clalms," but were made

on the basis of empirical evidence presented in several
research reports, For instance, Training Factory Workers
(qtaples Press Ltd,, London, 19)6) reports survey. findings
on the effects of training szemi-skilled and skilled workers

in the. Unlted Kingdom by the National Institute of Industrial
'Psychology. _Amono the findings are .the following: the effect:
of systematlc uYﬂlﬂ!ng on the murale of 1nd1viduals and on re-
lationships was found tn- be good (the only 'may" was due to the
fear of a shop- supe~visor thaLtralneea would do better than
the operators), the effects on labor turnover were favorable;
the inprovement Iin outpui was favorable, ' (ln some 1nstances,r'

Cthe” increases were very: iargc_wn 1nc1ud1ng 33-1/3 per cent,

over 50 per ‘cent,, and even 100 per cent,) Improved output
applied’ both €O niew emplovees ‘and to” retralned employees, -
Tralnlng was™ found to faCLthdLe recrultment sparticularly

_among school dropouts lneroases ‘in company  earnings were

'c1ted as resuji Jw“ ter

¥ tlme .aud .L.L;\.a.euSs—d

"~

SJLI?W?fI” R | ,' /k;¢

- . SAL training department during the spring
for use by trainers and other SAIL representatives in ‘selling
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SELECTION OF ORGANLZATIONS .FOR SALES APPROACHES

IR -
After exhausting the list of respondents in the Projcct Advance
‘Survey for sales approaches, SAI sought leads from trade
associations, industry leaders'and unions. Lists were pre-
tared from Dun and Bradstreet's Middle ifarket and Million .
Dollar Directories, frcm the New York State Industrial Directory,
from the classified pages of the telephone directory, and from
the membership llotS of several: trade organizations. .Contact
was made and appolanencs set up on the : ba31s of ‘telephone
calls or letters. '

SUMMARY

i _ Selling HIT programs was not the simple task SAI had anticipated;
3 ~ however, through resourcefulness as well as trial-and-error, a
E surf1c1ent number of employers were persuaded to vecome
" involved in ‘the Lralnlng of their own employees to enable SAI
4 to meet its trainiitg commitments within the lZ-month perlod
v of Phase 1. ' :

Because many employers have since heard of SAI and the = .
effectiveness of the HIT programs throuoh newspaper Stories,

' . articles in business publications or through their trade

¢ associations, it has become olmpler for SAI representatives to.

. sell HIT pro"rams Lo industry. This greater ease of selling

; may also be due to more pronounced confidence on the part of

i . the SAI sales representatives, who can now point to a numrber

§: of successful and diversified program accomplishments,

bt
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- training; to design a curriculum which would treat the trainee

CHAPTER 5 - DEVELOPING THE CURRICULUM

Human resource development encompasses many
constituent and inter~related clements. It
includes “formal- training, OJT, and individual
develOpment.1 ‘ -

After ”selllng a HIT program to a company and 1ts union,
SAI's next step was to develop a comprehcn31ve curriculum for
the specified target job based on the concepts dlsnussed in

Chapters 2 and 3.
These concepts led SAI to adopt an ergonomic approach tet

in his total environment — alter his sklll proficiency, "
improve his: interpersonal relatlonshlps in the work and community
environments, and aticmpt to fulfill his soc1a1 and psychological
needs. This chapter will describe deve10pment of the HIT .
curriculum. :

CURRICULUM CONTENT'

~had to take a three-pronged appvoach to training the low-wage

' development

In c0n310er1ng the orderlng and empha31s of currlculum content"

The H1°h Inten31ty Tralnlng curr1CQ1um, as it was concelved

worker. - It had to 1) improve his technlcal skill, 2) 1mprove
his human relations Sklll, ‘and 3) cncourage his personal

in these three areas, SAI felt that the worker would® be more
receptive to the skill training if some progress was first
made in improving his motivation, in raising his level of
aspiration and in building his self-esteem and self-image.
Inroads had to be made on improving hisg huma relations skills;,

lp. Harblson ard C A Myers, Manpower and Education (McGraw-
H111 Book Co., N. Y., 1965 ¥
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his communications skllls, and altering his perception, He had
to know more about his company and its. objectives; had to
understand the way in which all of the departments intermeshed
in order to achieve organlzatlonal ‘goals, With a stronw
foundation in these areas, the worker would more eagerly and
more quickly grasp and abso b the skill instruction. Hé would

. be motivated to plactlce newly developcd skills on ‘the Job to
seek new and more cfficient ways to Jncreasc hlS output in
accordance Wlth company obJectlvcs. '

RER A 1 ]

Untreezing,Attitudes o

SAI theorized that the ‘human relatlons and personal development
elements of the curriculum would begin to alter the trainee's
behavior, Observed changes in the trainee's behavior would
serve to alter the stereotyplcal perceptions of management and
first- llne foremen. But the SAI trainer could not wait for this
chqnge in perceptlon to evolve gradua?;y. He had to begin to
change the negatlve attitudes of management and foremen' toward
low-skill and mi nollty -group workers from the day he walked 1nto¢
the organlvatlon. Elght weeks is not nearly enough tlme to -
: counteract. and chanﬁe the perceptions of a 11fet1me. The trainer
i i ~ can only. begln to unFLeeze negative attltudes while he is in the
plﬂat environment Because alteratlon in behavior betvcen '
workers and mana"ement tends to be an 1nteract1ng proccss, SAI -
theorized that observed changes in’ the trainees and- the ensulng
3 benefits to. ‘the company would serve to continue the unfree21ng
. of attitudes after the SAI trainer left ‘the organlzat1on.

»y

STEPS IN CURRICULUH DEQIGN 'hfv

The necessary oLa”eS 1nvolved in the design of a High InLen51ty
Training currlculum for a target job are roughly the same'frem
organization to organization and from program. to program. A
varlety of 1ntcfven1ng varlables may arise, however, vhlch

T TR T T

ddversely.ﬂ The.-ollow1ng sectlon w111 discuss ‘the steps in
| curriculum develoPment, and some’ 1nterven1ng variables which
may come up duang Lhe perlod prlor to, Lralnlng 1mp1emenfat10n.

s

Orlentatlon'Mectlnp for Supc:ﬂ"vzl.sors""' E

After the training dgreement is s1"ned by the employer and by
SAT mlth the ‘concurrence of the union officials, and. the

N
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specific target job or target areas for training pinpointed by

. the employer, a meeting of all supervisors in the selected

departments . is scheduled. This meeting is vital to the success
of the program and must be handled with great delicacy and

finesse by the SAI trainer. After being introduced by the

employer and a union official, the trainer explains the ,
proposed HIT program in some deta11 describes each stage of
planning and training which will take place, and answers all
guestions which are put to him. His job is to explain the
objectives and scope of the program so fully as to avoid the
hazards of misinformation which .an filter through an organi-
zation and hinder future cooperation. He must reassure
anxious or insecure supervisors, indicate how the training
pregram will benefit each one of them personally, ard try to
win their confldence, cooperation and support.

With the concurrence of his supervisors, the employer selects
a date for. the program to. begln and a convenient two-hour time
period for the four-day weekly class to be held. The employer
adv1ses the supervisors. to schedule the fifth ‘day each week
for on-the -job practice by trainees. The employer also

'appoints a liaison through whom the tralner will communicate

with the company, and des1gnates the site for classroom sessions
to be conductcd . The SAI Lralner arrange , where possible, for
executlve quarters in which to conduct the classes, for reasons
that will be discussed in Chapter 6. Skill training is usually

.conducted rlght on the production floor. The employer also

asks auperv1sors to begin to compile a ‘list of prospective
trainees, and. to give the tralner thelr complete cooperatlon.-

The trainer then scnedules individual meetings with each of
the superv1sors as part of his Job Task Analysis. 1In addltion,

 he.arranges to meet with other management representatlves who

can supply hlm Wlth needed 1nformatlon..

. JOB. TAL\ ANALYSIS ( TA)

The purpose of the JTA is to develop a oragmatic, totally
objective skill and human relations carriculum’ which will
enable trainees to.assume functional operation of the target
JOb in 40 hours of" training. SAI has found that company job
descrlptlons, even when formally prepared are too often not
realistic in thelr analyses of *job- Funct1ons and in. thelr




. 5-4

e listed job qualifications. Generally. employers seek greater

' educational background, knowledge of *heory, and similar work
experience when recruiting workers for semi-skilled and skilled
jobs than are actually necessary for-.satisfactory job
performance..

The techniques utilized by the ‘SAI trainer in conducting the )
JTA are: observation of the job in its total context and inter-
views with supervisors, manccement, and in some cascs,. other
skilled employees. (Figure 5.1 lists data to be collected.)

-, During JTA interviews, . the trainer tries to get a reallst

S appraical of the duties and competpncy "expected of an employce

£ in the target job. For instarce, in conducting a JTA for the

, §j position of assistant cook in a hosp1ta1 the trainer asked

the chief coolc'how long ‘it takes to become a ‘'govd" cook. The

response of tenyears was not surprising, since skilled workers

often tend to exaggerate the amount of time it took them to

reach their présent positicns of competency. The trainer then

asked how long it would take to train a good assistant cook,

: and was told about five years. The third question was very

d ! revealing. When the chief cook was asked what he would expect
i the perfect assistant cook to do for him each day, the chlef

B cook enumerated a variety of semi-skilled. tasks _ ‘

that could be taught to a2n unskilied worker in a very llmited -
period of time. . . |

In observing the functions and duties of the target. job, the : _
¢ SAI trainer notes the equipment that has to be utilized; ' |
; carefully watches each operation and breaks it down into its
component parts; notes all materials that have:to be utilized,
where they are stored and where they should be placed during

use; all forms that have to be completed; specizal safety
precautions that have to be: observedf plant housekeeplng

practices and areas in need of improvement; apparent safety
hazards; and so forth. He tries to determine, through both

3 - observation and interview, which parts of the job require

’ ‘decision-making, trouble- shootlng or problem—solV1ng He also

i tries to determine the first-line fotreman's partlcular grlpes
regardlng the workers. and tne Jobs he superv1sesc-‘u?~ :

SAI flnds'that contrary to the'bellefs of some employers,'the e
tralner s lack of theoretical training.in the specific industry

LY
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Figure 5.1

 HIGH INTENSITY.TRAINING -
CURRICULUM DEVELOPMENT

Bas1c Materials To Be. Collected In Organl-
-zation- Durlng Job Task Analysls Phase

A. General Background Informatlon .

P 'l;gaﬂlstory and over—all operatlons of the company and
its p051t10n within the 1ndustrv

2.;}Departmental operatlons, 1elat10nsh1ps and 1ntcr- )
“wrelatlonshlps S

) Names of Department Heads and Superv1sors, naturé'.n
of their jobs :

: 1_33‘:F100r plan of denartment \or company)
&, .Company and Unlon p011c1es“_

] a) 'Bencflts

: b) New wage rates

- o C) -:-.Holldays eor '

# - d). . Sick le:zves/Vacatlonc
-e)::Days:-off - -

.. .£)r- Insurance. . -

£. .RGQPonglbllltleS of the Target Job i

, l;ffInterv1ens 7[5..4. )

SURESRPIIEI s e

e a) Shperv1 sor ' . ., .
.-b) -Skilled. pnrsonnel
c) Managemenc o

cn.

|
|
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Figure 5.1 (Continued)

HIGH INTENSITY TRAINING
CURRICULUM DEVELOPMENT

Bagic Materials To Be Collected In Organi=- } :

zation During Job Task Analysis Phase ' - : o
: : - - . , i T

S H

2. Observation of target job . o .

R

a) Funciions of the target job
b) Interaction between workers
c) Materials to be used

d) Equipment to be used ’ - o o
- ‘ e) Safety hazards (accident forms) : . v , g
b f): Forms vhich must be submitted | ,‘ ; .
g) Housckeeping rules , L L
h) Quality control

3. Special (unique) characteristics of the target job .

i
i
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and lack of familiarity with the target job or operation is a
TR great advantage in developing a curriculum. No phase of an
operation can be taken for granted. In order to design the
curriculum, the trainer has to understand the target job and
how to perform it. If he cannot understand it, ‘he asks
questions of the appropriate personnel or even seeks outside
assistance so that he does understand it, He can see for
himself which areas require special training techniques and
careful emphasis. He is also in a fairly good position to
judge where some technical theory is needed or helpful in the
performance of the job. The trainer's advantage is that he
is not afraid that excessive questions will make him ° ‘appear
stupid.' Often, low-skill employees do not ask questions for
this reason, and so never gain a firm understanding of the job.

The inclusion of theory in the training curriculum has to be
carefully evaluated in terms of the educational attainments of
the trainees. SAI has encountered cne or two instances where
the employer had tried to institute a formal training prograin
for unskilled and semi~skilled workers. . These programs
evidently failed as a resuit of becoming completely bogged
down with theoretical material which was way beyond the

? ? comprehension of workers who had not completed grade school,

During the JTA, the trainer also collects 1nformat10n concernlng
the company, its history, its marketing (or other) obJectlves,-
organizational policies, the names and functions of the various
department heads, the interaction between .departments, company
and union policies regarding employee benefits, wage rates,
holidays, vacations, sick leave, days off,; and so forth.

Any information that the trainer thinks may make the job
clearer or the company more interesting .or meaningful to the
trainee is incorporated into the program. This material may
include the company's advertising plans for the future, or
its relations to similar organizations in the industry. It

: may include a tour of the entire plant, department by depart-
E ment. 0bv1ously the development of a good and comprehensive

i : curriculum is very much dependent upon the careful judgment of
; the trainer.

|

g; Vhile he is conductlng the JTA, which takes about 13 1n-plant
g - days, the. trainer tries to. determine which supervisors or

of - o sg e W
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skilled operators could be used for instructing various
sessions of the program or for demonstrating various skills.
The skilled operator who 1s called upon to give a skill
demonstration receives strong back—up support from the trainer.
The explanation which accompanies the demonstration is
prepared and given on a step-by-step basis by the trainer, who
has' broken the job down into its component parts. The SAI
trainer does not depend upon the skllled operator to also be

a skilled teacnel.

I1f the trainer does not feel that anyone in the organization
has the technical expertise to demonstrate the operation of

a specific piece of equipment, he will — with the concurrence
of management — seek outside sources to do so.

For instance, ecquipment manufacturers -are usually very. happy
to provide instruction and demonstration. in the preferled usage
of their equipment. By assuring maximal usage of .

his equipment, :the manufacturer is more likely. to receive
repeat orders for the equipment. Many manufacturers believe
this to be an effective form of public relations.

In several cases, the SAI trainer discovered that equipment
was not being properly or fully utilized by responsible
employeés of the organization. In one hospital, for example,
‘the manager of the. food service department indicated that a
number of assistant cooks were not slicing meat properly.
Despite the fact that it was costing the institution excess

monies the manager did nothing to correct this matter because

he did not want to antagonize these long-term employees. SAI
arranged ‘for a representative of the- slicing-machine company
to demonstrate the proper use of the equipment .to.trainees
in the program, and:invited all of the assistant cooks in the
dietary departuwent to observe. The cooks were dellghted to
“discover a new and- Letter way to, use the SllClng machlne» and
corrected their old practices without ° ‘losing face.!

Qutside experts who haVe conducted"démOnstrationS'for'HIT
programs have often found safety hazards due to improper
operation of the equlpment by employees.' Thus, SAI hds been
able to. brlng to the attention of mﬂnngpment gaFety hazards
which had long been overlooked :

60 g
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_ SAI conducted HIT programs for positions requiring either
Sl technical skill or supervisory skill, depending upon the
needs of the specific organlzatlon.) The curriculum for both
types of positions includes the three components: slkill .
training, human relations training and personal development.
" However, the emphasis ‘given to each of the first two components
depends upon the nceds of the specific target JOb

For instance, a potentiaT extrusion 0perator would have to be
taught how to operate the extruder, how to feed it, the
treatment (and location) of raw materials, how to chcck quality
of production, when to go for help and how to interact
cuccessfully W1th h1s co-workers, helper and superv1sor.

A foreman in the same department would have to know how to
spot production problems, how to trouble-shoot, when to
‘summon’ a machinhist, how to complete production forms, how. to
‘give orders, how to discipline subordinates, how to spot
safety hazards, how to motivate subordinates. to improve the
quality or quantity of their work. The difference in emphasis
will be seen more clearly in an examination of several case
histories in Chapter 6

Job Restructuring

. In an effort to test out its earlier hypothesis regarding the
poss1b111t1es of restructuring traditional jobs to create new
upgradlng opportunities for low-skill workers, SAI persuaded
several employers to allow.the trainer to carve out new
intermediary jobs from higher level, hard-to-fill jobs. SAI

. could then conduct HIT programs for selected 1ow-wage cmployees

i ' of’ the flrms to fill these JObS. For job restructuring,. the

P JTA was a“diagnostic: process,.and’ thus broader in scope than

~ the JTA conducted -for’ existing takget jobs. . The trainer had

: - to observe the higher-level job. it its: entirety; interview

both superv1sors and the hlgher-rénked employees, and dlagnose

T e T g e T

2The term Vsklll tralnlng" (as Opposed to "superv1sory

' tralnlng Y is a convenient way to differentiate techn1ca1 _
_ skill tralnlng from supervisory skill’ tralnlng, though both
: ! . oecupatlons require spe01a117ed skills. o
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which functions of the higher-level job do not require
specialized training or skill, and which tasks could be
performed by trained, 1ow-wage employees. The trainer also

* had to observe the jobs held by the lower-level employees, in .
order to determine which upper-level tasks were natural out-
growths of or addltlons to the functions of lower-level jobs.

An example of job restructuring in the hospital is the creation
of a new intermediate job called ° ‘senior ward secretary’ which
incorporates many of the routine clerical duties of the
registered nurse. Freed from these duties, the nurse is then
able to devote more of her time to the specialized nursing
duties for which she was trained. Thus, hard-to-fill nurslng
shortages are somewvhat alleviated.

An example of job restructuring in industry is the creation of
a new intermediate job called ‘"assistant foreman' By creating
an additional intermediate supervisory level in the produc¢tion
hierarchy, smaller work groups can be closely supervised, and
routine problems quickly solved. Thus, the foreman can
supervise a greater number of production units, and be
available for more complex problem-solving or decision-making.
The newly created post of assistant foreman in a toy factory.
involved the supervision of one assembly line (as opposed  -to
the three assembly lines then supervised by edch foreman).

The assistant foreman ''set up" the line each morning, saw that
material was distributed to each post in the proper quantities
and colors, ‘taugh® each assembler his operation (utilizing
time-and-motion pr1nc1p1es), looked -for bottlenecks in the
line which requlled ‘assembler re- training, and paced .the
assembly belt. He was alsoiable to spot-check for quality,
and detect errors before potential rejects piled up. As a
result, each foreman was able to supervise five. assembly lines
instead of three, thus a11ev1ating the critical shortage of
foremen and’ enabling management to open: up additional assembly’
lines. Thus, it dppears that SAI"s training of new supervisors
for industry results in the creation of new:entrv-level iobs, -
FuLure researcn should test out Lh;s n]nothesis.A ‘

e b e S T2 AU D A P e e e et en + 5+

CURRICULU‘u 'CONSTANTS"
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In addltﬂon 6. collected materlals Lhdt deal SpeC‘Llca y ‘with
the organ-aacron and the carget Job the Lralner, iricorporates -
1nto ‘the currﬂculum a number 0r otandard componencs vhich are

: . ;
v I
R . o 4
¥ ’.,} ;- / [
£ . ] { (A
+ . '/




-t

5-11

used in all High Intensity Training programs. These components
relate more directly to the personal development and inter=- :
personal relationships of the low-skill, low-wage minoz:.ty-
aroup member, They are referred to as Iligh Intensity
Training "constants,' and include courses on money manage-
ment, information on where to find assistance of all kinds, |
communlcatlons skills, human relations (understandlng
pressures of co-workers, supervisors, peers and family),
handling co-worker Jealous1es, and other pertinent data which
relate to the self-growth and development of the individual.
Figure 5.2 lists many of the constants found in HIT programs.
The -emphasis which they are given depends on the needs of the
target job and the needs of the trainees as assessed by the
SAI tralner.

TOPICAL OVERVIEU

WYhen the tralner has completed his Job Task Analys1s, he
prepares a 20-lesson topical outline which covers all of
the erientation and skill aspects of the target jqb, as
well as human relations and personal development components,

"(Appendix B contains the t0pical overview for the house-

keeping team leader program given in 21 mun1c1pal
hospxtals ) . ,

This outline, which highlights the subjects to be covered on
designated‘days, the key points-of each session, the location
of training and the 'suggested instructor for each lesson,

is presented to management and other: relevant cuperv1sory
personnel for approval or recommendatlons.u

The trainer . deslgqs the currlculum to ease the susplexons
of the trainees as early as p0331b1e in the course, to
win ‘their trust:and begin to build their self-confidence..

(Figure: 5,3 depicts some of the préSsures the trainee

is faced with- at. Lhe beginnlng of the HIT program.)

In reviewing the toplcal outllne, some employers have commented
that trainees would not be moving quickly enough into the skill

areas.. - They were more interested in seeing immediate and measur-
able results 1n the sklll'develOpment of tralnees‘than in . Lhelr

e
P

o] .




Figure 5.2

HIGH INTENSITY TRAINING
CURRICULUM DEVELOPMENT B :

“"Constants

1. Welcome (existing matericl is used only as a
guide; 2 new welcome is written. ,pec1f1cally
for each program) »
2. Background of SAI — the training organization o f

3. Money management

a) Garnishees
b) Liens
c) Loans
: d) Co-signing :
{ e) Interest rates : - - S
; f) Case histories ~ g
g) Buying-renting

?E 4, -Uhere to find assistance in New York City
] (e. g., medical, dental, veterans, legal,
3 day- carc, etc.)

5. Personal health

} 6. Mental health
{
E} 7. Family counseling
¥ : _ ‘ ST |
?, 8. Career guidance
f' a) Continuing education
;' b) New pergpectives on jbb and career opportunities
: - 9. Human relations E
i . o : i
) L ' :
B .. a) Unders tandlng pressure on people —_— famlly, peers, ‘
e o .. supervisors v B §
g ' c v b) Understandlng self - and changes Whlch take place . :
o I P NV e Yoo !
; . . R - oo / 3

,_Qy‘ T L 634




%
- |
5-13 |
Tigure 5.2 (Continued) |
[ R
j - HIGHK INTENSITY TRAINING
S . _ ~ CURRICULUM DEVELOPMENT
"Constants® ]
10. Expected reactions to part1c1pat10n in HIT program
a) Co-workers (jealousy, approval, 1nd1ffexence)
b) Supervisors
1) Present
© 2) New supervisors
¢) Family
d) Peers
11. How to cope with these reactions
12. Broad cultural exposure
- ; ‘ a) Museums
: b) Libraries
i c) Trips '
; 13. Résponsibilities of individual to:
i a) Jdb
) ' b) Tamily
s c¢) Community - ‘
14. Medicaid
E 15. Medicare - :
'16. Social Seéurity:_ SR ;;;v o : - «- .
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Figure 5.3 -

THE PARADOX

MeT WORKER  PRESSURE [— on

. NOW NOW suLo-up | _HI |

Lw/Ls ~SAYS IN EYES - BREeDS . |INTENSITY |

et N THE "FRONT OF 1 | TRAINING |
COsT"INTHE . aND o o b ee—

~ _G8ROUP. - cgNTER®  MEL . | 1 1

-:-§_ S8 L,CUR!TY - CO-WORKERS Voo | |

R ‘| AND SENSE

INSECURITY  OF TRUST
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personal development. In such cases; the trainer must persuade
the employer to trust his experlenced Judgment in regard to
plannlng and scheduling the program.

Once management approves the 20-session topical overview, the :
trainer begins to prepare a daily lesson plan, keeping in

mind the education and abilities of the potential trainees,

and their Spec1a1 communications problems. The trainer must

be careful that his curriculum is neither too far above nor

too far below the level of the trainees.

SELECTION OF TRAINEES

At the time of the first general meeting with supervisors,
the employer asks each supervisor to compile a list of

».recommended'employees for the program. The SAI trainer inter-.

views each of the prospective trainees, reviews their personnel
records (which are usually just compilations of ‘absences,
latenesses and. garnishees) and, on the basis of all of these

, factors,,selects from 10 to 15 trainees for the HIT program.

Formal tests are never given to candldates because of the

strong 11ke11hood that such tests would intimidate the worker .

and cause him to ‘‘freeze up." In addition, it is felt that

existing tests have little relevance. to the real work needs
of the organization, nor do formal tests take into consideration

. the cultural and educational oackgrounds of the low-skill

minorlty-grouP worker.

|  fSome emptoyers are pleased to let SAI make the trainee |
"' 'seléction. Others have to be persuaded that an outside trainer .
‘can ‘effectively select trainees from among employees he does

not know. The trainer assures such employers that.he can make
a more objective evaluatlon and final selection so long as
the 1n1t1a1 screenlng is. done by the em'loyer.

,v;-As an outsider, the. trainer is more 11kely to draw from =~ o
..~ prospective .trainees. Ainformation which they would be reluctant
- " .to'give the employer. 'For example, many low-skill workers have
-.."part-time jobs, and.are afraid to let their employers know
" 'of this extra ‘activity. ' 'Such people would not be available

for training classés which are held after normal work hours,
despite the fact that overtime rates will be paid. A numhesxﬁ'

432
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‘target job 1nro cons1deration when selectlng tra1nees~

~ (which prepared hospital dlﬂhwashers and. potwasners for food
’preparatlon positions). had fo taqe Lnto cons1deration the fact ~g

- 5-16

of employecs who had been pre~selected by maaagement for the
training program were found, by the trainer, to be unavailable.
for after-work training sessions for just this reason.

Once taey dec1de to participate in the program, most employers
begin to review mentally the personalities on their payroll
and to ildentify those that they feel should be upgraded,

Many trainers have been given lists of "excellent candidates"
for the program as soon as the Training Agreement is 31gned

In reflecting upon such lists, one cannot help but wonder why
the employer had done nothing in the past to upgrade these
workers. Possible reascns may bear out SAI's earlier
assumptions that the employer is not training-oriented, and
does not kaow where or how to begxn a SYStEmath upgradlng

_ program,

In organlzatlons which submitted pre-selected lists of
potential candidates, the trainer asked and usually received
permission to interview others as well. The trainer keeps

a written record of each interview, which includes demographic
and occupat :ional data on each’ candldate, and a’ recommendatlon

a3 to whether he should be included in the program.  (The

Trainee Selection Record is shown in. Figure 5.4.)

The trainer does not confine his selection to the candidates
who appear most qualified for training. Uherever possible,
he tries . to.- have the..class composition range from so-called
Hirouble-makers™ to reputedly good workers, HIT classes '
contained both men and women and were primarily. Negro. and
Puerto Rican in ethnic composition, thouﬂh other mlnorlty

“gloups werc r prtsentea as well

The wxltten and verb1t communxratlon probtems of trainees

were not considered deterrents to employee’ selection. A
Disadvantiged ‘viorkers most- ‘often have communication- dlfflculties,
and the trainer’ took these difficulties and the needs. of the

If thc ta**et Job xeauirtd some SPLCla' Fommunicarion Sklll
1nforma1 tests were devised. As an.cxample, one. HIT program

;th@tet“e target: JOb erL:red tratnees to tollow rec1pes

Betinh il
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during the initial 1nterv1ew the trainer asked each candidate

to read;a simple recipe. If a candidate could read the recipe, - - :
albeit slowly and with difficulty, and understand it, the ¥ 3
trainer judged him able to carry out his proposed “unctlon.“ 3

. In HIT programs which were 1mplemented in the city hospltal ‘ ' T
system, the trainer did find people whose language dlfficulties '

would deter them from proper functioning in the target job.
However, these. handlcaps were largely overcome by innovatlve
approaches developed by SAI trainers. . L

~

‘To facllltate comprehens1on of the tralnlng materlal durlng
the class sessions for jobs which did not require special
communication okllls, SAI utilized blllngual trainers. - Other
methods of combatlng 1anguage dlfflcultles are dlscussed 1n
Chapter 6. o : :

o TR e R 2 Ml N S e

In the flve organlzatlons in Whlch the SAI Research Department 4
conducted its data collection (see Volume III),the research ;
‘team interviewed all of the workers and supervisors in the
department (or organlzatlon) in which training was to take
place. However, only in Company A was the selectlon of tralnees
based on the research interv1ew schedules.l,,

In. the other organlzatlons where research was conducted the
SAI. tralner conducted follow—up 1nterv1eus of selected
employccs'based on: recommendatlons of. managemenr, superv1sory
personnel and the union,. and made tne final:selection. A

short case-history questlonnaire was’ completed for. each of the
prospectlve trainees.. SITR . : :

in general, the trainer does not make hlS selectlon on the
‘basis of any formal methodology.. Rather, he weighs such factors
as the relative interest of the ‘traitiee in the’ program, his =~
apparent need,. his dlssatlsfactlon with his present status, and.
SO forth He also, must con51der the phys1ca1 and communication
requlrements of the target job. For 1nstance, an 1111terate
worker could not be, considered for -a foreman's. Job whzch
requlred exten 1ve record keeplng Lo __

’De5p1te the apparently successful tralnlng of employees TR
selected. through the 1nforma1 selectlon process,-SAIL is not . -
.certain whether a more structured selectlon procedure mlght

\
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not. be more effective and perhaps more productive, For 1nstance
one of the preliminary findings of the Employee Research Study
points up the fact that dissatisfied vqrlkers may be the most
promising candidates for upgrading. Fuyture study and
experimentation in Phase II will test this proposition.

In some organizations, the employer (or the unlon) 1ns1sted
‘on making the full selection of trainces. A major example of
pre-selection of trainees occurred in a system of HIT programs
which SAI developed and implemented for the New York City
Hospital System in conjunction with one union. This program
differed from SAI's other programs in that the trainees had
received their wage increments and new, though unofficial,
~ titles some six months to two years prior to SAI's 1nvolve~ :
ment. The New York City Hospital System and the union "
contended that employees who had been involved in this pro- -
motion were placed there on the basis of friendships and '
affiliations within another union, and that little or no
con31deration had been given to thelr merit or potent1a1 skills.

However, this 1ntormation did not deter SAI from undertaking
the program. As a result of 21 HIT programs in as many
‘hospitals, it appears that ~ despite the reportedly biased
selection process — most of the approximately 300 trainees .
nave become proficient in their jobs. This observation has
been affirmed by reports from the various hospital housekeeping
departments, from reports of the Commissioner of Hospitals:
for the City of New York, and reports from the union with -
which SAI worked. The effects of the HIT programs have been:
so significant, in fact, that SAI has been asked to conduct
other manpower development programs within the New York City
Hospltal System durlng Phase II :

"Unfree21ng Superv1sors Attltudes

SAI views " the JTA phase as a most cr1t1ca1 one, because this .
is the period when the: trainer first enmeshes himself in the
polltlcal productive “and social dynamics of the organization.
He becomes ‘the" filter intoé which a great deal of information -
flows and must be Slfted before belng ‘fed back to the trainees.

Durlng thls 1nit1a1 famlllarlzatlon process,.SuperV180rS are -
co-opted into the program by the tralner Some superv1sors

y : - ~
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are very willing to cooperate because they can foresee the

- benefits to the department and the organization. Others are

antagonistic, however, and regard the program as a subtle
criticism of their own ahilities to instruct or superv1se.
The trainer must try to identify potentially antagonlstlc
supervisors because they can greatly hinder a program.

(Figure 5.5 lists some of the negative responses of supervisors

vhen they are told about the forthcoming HIT program.)

The trainér, ‘in an'attempt to win over each supervisor, tries
to:
- bulld up the ‘supervisor's confidence during personal
interviews and meetings ' '
-..enlist the supervisor by drawing on his expertlse in
~ developing currlculum‘
- schedule the supervisor as 1nstructor for severdl

- class sessions
-. persuade ouperv1sors that better quallfled subordlnates
enhance thewr own opportunitles for promotlon.

SUMMARY

 The HIT currlculum is developed by the 1nd1v1dual traiher

according to "SAI's three-pronged training approach: skill
development, human relations development and personal

.development., The trainer conducts a formal Job Task Analys1s

in the plant; and gathers detailed information’ regardlng the
duties and functlons,of the target jOb and information about
the organization and its operations. To this data, he adds a

series of standard curriculum components called HIT ‘constants,"
Uhlch are’ des1gned to ‘increase the human relations’ Skllls and

perqonal development ‘of ‘the ‘trainees. He then prepares a

" topical outline of the 20-sess1on course for management

approval

Selection procedures take place durlng the JTA phase.
Prellmlnary screening of employees is done by ‘the employer,
supervisors, and the union, and final selection 1s done by the
trainer on the basis. of'personal 1nterv1ews. .
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Figﬁre 5.5

NhGATIVE RESPONSES OF PLANT SUPERVISORS
TO SCHEDULED HIT PROGRAMS \

;'Selection ,.”.“r S "don°t'heve_any workers“thattere
B ‘capable of being upgraded"

'none of my morkers are 1nterested
in training :

Production o ”can't:speré workers‘for‘training”

'"the class would undermine the
other workers '

4“the class would 1nterrupt productlon

Training Edﬁibnent-P”;-'"'"have no upare equlpment on whlch to
traln

Trainereﬁ;w S, . "sAI trainer could not poss1b1y _
o - . learn’ the operation and’ necessary
'sk111s to teach the class
Skill Instruction . - "have no time to give to ‘th_ez'éla”s'siiﬁ

' ”can't“wdste'my”time"f'

’fMiéih é?matibnfg;§[;;;]jﬁt couldn t poss1b1y traln a competent
S 5 ' (targe JOb) 1n only 40 hours




s . CHADRTER 6 - TMPLEMENTING THE U PROGRAM

After the developmcnt'of the training curriculum and the:
selection of trainees, the trainer is ready to begin the High
Intensity Training program, And "high intensity' it must be,
since the trainer must win the confidence of each trainec,
teach him new skills, improve his interperpersonal relation-
ships with supﬂrlors, subordinates, co-workers and peers, raise
his level of splratlon,_rncrease his self-confidence and self-
esteem motivate nim, altcr his perceptions toward manavcment
and-unfreeze managcment attitudes toward him — all in forty -
hours of. tralnlng,, (rlgure 6.1 1l]u¢trates some of the elements.
whlch run concurrent y in a HIT prOﬁram > '

Thls chapter dlscusses the tCChleUCa u«llized by SAIL

trainers in fulfilling the objectives set forth above,. It also
reports problcms ‘encountered by trairiers whlle implementing =
HIT programs, outlines the Supportlve services furnished by

SAL, and coqcludes w1th a discussion- 01 ‘experiences in the
‘rleld '

7\: IN\TING TI-:E VORKER'S CONF fDENCE‘

rho mawor task facing the tralner at the outset of every new
RIT nrogram is winraing the confidence and the trust. of the-
ftralaees, ‘Once he has their trust, he can more effectively

- and more meaningfully teach- tralnees tne re5pon31b111t1es and,
. dutﬂes of the -arger Job T

Wlnnlng thls Lrust 1q not a simple matter, for a number of

~ very good reasons, ‘Many low-skill,.low-wage workers, with

.  their meager educatlonal backgrounds and. their histories of’
freghent occupational -and ‘educational £a11ure, are. assumea to.
be uncerta1n-o£ ithe ”schoollng” that the tra1n1ng program -
repreeents. _nwardly they may be terrliled of falllng st111 3 1

'-another tlme. o

3

Though,the tralner trles to put them aL ease durlng the T 1
,seTection interviews, he is initially percelved by the;f . .

' tralnees as a managcment representative, Since he has been .77 b

--seen 1n the planL durlng the Job TaskwAna1y51s phase in the
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company of supérvisory and managenent personnel, The trainer's
clotthg and appearance seem Lo Luentlfy him (or her) as a

T & T 1 ¢ o 5 - y Do e B S AT
LM VL e Vit D Ml G it L beo i LT L TR T Torey e -

rofesslonal” — a member of LH ‘upper clags" -- and thorcfore
¥ ,

not to be trusted., This asse 25 Sen appl1cu to everY trainer —-
Negro, Puerto RlCdn, oxr wiirtn

It is not uncommon to find that the trainees are su5p1c1ous of
management's motives in scheduling the training program; they

are cynical because of wmmet promises in the past, promotioﬁs'
that never matc11a1¢bed and wage increases thal never were
given, - .

Some trainees nav'%aye antered the nrogr m because of
curiosity, cr 'bﬂ‘ﬂhﬂqnc to sit for two howv. during the
work day, cr for the oppo ortu 4‘y of ﬁhrnLné overtime pay.

"QOthers are thcre oroause of a true dcclrb to learn a skill

which will enaoTG them to move furtaer up rhe‘bccupational_
ladder and earn more money. o

How doe@ one. win “he confidence of LCh a group? Accoxdlng

to the AIFupproc“ ‘the first qtpp is t¢ develop the trainee's
_ego: to glVF him a JL@LJH? of self- eem and self-worth, of

status, prestige, vespect and abgonpll shinent, If trainkes .
could (VLﬁrrcuﬂﬁ'uuﬁf,_ho ings edriy in the p upram, SAT

theorized, +hey would lool forward to subsequent t}dlnlnb
sessions as the scurce of ‘additional satizfactions.

The trainer carefully develups the HIT program in accordance
with this theory, stayvtd with the celection of the tldlnlng
facility. = The Traine: 'L ox, dP&" snerally receives,
"front Offlm:m th Lo hoiﬂ ,laSqu.HITH

,

LN

toward,uhelr '.~ _; 51 % ;Q"}~” foﬁ’d that’ thL ]ower;,
't differd ' \fabove the lower-"

middle class, Al%'pers v o
lumped tochner ag, ‘saciei or ihe Pfolls wibh mone — the
& Y

B‘ “.jﬂ ”d

‘“"4»ﬂ*' Ma R,,”Deeg
2 s and Class

ddle class are R

. appear to be way~hhgh-ups o tno dower-lower-class person.~'~~ -
_(See Davi - Thatey
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”resultsav SAI has found that frxm_a mot1vat10na1 standp01nt,

-.jnos1t1ve results.;;;*

classrooms have ranged from the faculty dining-room at a

major New York medical center, to the engineering: 11brary of

a large manufacturing firm, to the conference room of a small B
plastics firm., In most cases, low-wage workers have never sct

foot in the executive quarters of their or&anizations, and

some trainees may be somewhat awed by their new "status," .
They begln to fceel that this time management may truly be T
1nterested in thelr personal growth, | '

' .
Similarly, the refreshments that are prov1ded by management -
to the trainees during the class sessions (in fulfillment of
a clause in the Training Agreement) tend to reinforce the
traineas' belief that the company 1is really interested in ‘ 3
their welfare,. In the medical center referred to above, .
dishwasher- trainees were served by red- Jacketed waiters in
the faculty dining room — a totally disarming and impressive
experience for workers who had been conflned to the 1owest
stations in the hosp tal kitchen,?

'Refreshments prov1ded by employers have ranged from coffee-

and-cake, to hot-soup-and-sandwich, to a ch01ce of dinner in
the company cafcterla. The refreshments serve a physiological
need as well as a psychologlcal one, since they provide a
physical boost to ‘the’ trainees who generally have the most
tiring and tedlous Jobs 1n the organization,

OPENING SESSION

The f1rst class sess1on 1s rather formal 1n nature. Top
management: and superV1sors are present along with union .
officials and representatlves of SAI. There are welcomlng
speeches from each of the above groups; trainees are told .
why. they have been selected for training to higher-skill -
jobs, and encouraged to take advantage of the obportunities.
afforded_them by the tralnlng program. Management announces .
that promotlons Lo hlgher -ranked target JObS and - accompanylng
(spec1 led) wage anreases w111 be plvcn at graduatlon to a11

vstudles,?'

mspecLal attentlon in a 1earn1ng si
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Since the program is scheduled to end just five weeks from
the opening session, most trainees are motivated at this point
to complete it — much as they might be motivated to withstand
pain if the goal and the accompanying rewards were inV1t1ng
enough. . In this case, graduation is the goal and' the new,
higher- ranked job’ tltle ‘and wage increment are the rewards.

A number of surveys have shown that there are other, more
potent, émployee motivators than money., However, such
surveys have generally been conducted among executives,
managers, and supervisors — higher-ranking employees who
have already achieved_the first several stages of Maslow's
need-hierarchy model, Because the low-skill worker is still
flghtlng desperately to satlsfy his basic phys1olog1ca1 needs
his needs for safety and security, SAT recognized that .
increased wages can be an extremely importan# and effective
motlvatlng tool, Tor this. reason, SAL insisvs that the wage
increase (the ”extrlnslc” reward) ‘and the. hlgher job title
(the "intrinsic' reward) be given in the fiist pay. period
follow1ng graduation, ‘aun.d not at the end of & tnrce-month or s1x-
month "evaluation'' period which many employers request.

The change in JOJ title tends to relnforce the tralnee s
belief in his own worth, and gives him the immediate status
which he needs to carry on his new role in the plant ‘environ- .
ment, SAI finds that unoff1c1a1 titles carry with them only
quasi respon51b111t1es.- ‘The new_ job tltles are des1gned to
give trainees definitive responslbllltles ~which both
management and other workers w111 fully comprehend and
recognlze.:” - ~ - :

3Maslow formulated the theory that man's needs can be seen as
five.levels in a pyramid.  The first level consists of his
;phySiologicalfneedS~(food,.dr1nk, shelter and the like)’ wh1ch

" must be:filfilled if.life is to -continue. :Thé second.level .
is safety — safety against danger, threat, or deprivation.

- The third level is his socidl needs. — needs for. belonging,...

for protectlon, and for love. The fourth 1eve1 is -man's eg01st1c,-

needs’*¥--neéds" for self-esteem - fog- status ‘and “for’ prestlge. :
The flfth need isfor self-fulflllment Accordlng ‘to* the o
theory, ‘as-s00n"4s? “éach need is adequately satlsfled

ceases to'motivate the” 1nd1v1duar, ‘who* focuses ‘his” efforts

‘on fulfilling“the next ' h1gher need untll he reaches the' j’fj(g[;

’f,plnnacle of the’ pyramld 7(3

.......
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A prime example of the importance of the new job title was
seen.in Company A, where, prior to the training program,
several trainees had filled in as assistant foremen when
their supervisors were absent, After assuming. their

new titles at the completion of training, however, the
trainees noted the vast difference in respect which they now
received from other employees, They commented that they

even "felt" differently when g1v1ng orders and superv151ng
the work of others.

With the provisions of a wage increment and a higher- -ranked
job assured to trainees who completed ihe program, the
trainer has prov1dcd himself with a group of workers who are
fairly determlnea to "stick it out," desplte — if not
because of — the program.4 The tralner s problem at thlS‘
point is to get ‘trainees to part1c1patc in the class and

to alter. the1r behav10r and their perceptlons desplte a
poss1ble or pro;essed indlfference._p

'EGO‘DEVELOPMENT'

As early as poss1ble in the program, the tra1ner begins to

‘play up the 1nd1v1dual strengths ‘that he has detected 1n"
. the tra1nees. 'He beglns to give them small tasks which |
'd1rectly relate to the target JOb and which he knows they

can eas1ly ach1eve. In add1tlon, he begins to give them a .
greater awareness of. ‘each other's ‘strengths and ab111t1es,‘"

-and points up ways in wh1ch each member of the training grou p"‘

can capitalize ‘and rely on the ab111t1es of the others, He -
continually reinforces the trainees' positive’ behav1or and

performance, and is very careful in his treatment of -
'negatlve performance.

-

The tralnees begln to know and betrcr understand each member FE
- of:the-class, and as ‘they ‘begin ‘to" recognlze that they share SRV
common goalswand obJectlves, ‘a: cohes1veness tends to take

) ”"dlsappearlng”tralnees faced by other man-

‘}gpower programs are; mlnlmalﬁln HIT programs because the-

d rat; employed adults. who have already
f:dally“work_attendance 1n order to

_:falready taken“placeiprlor to theqselectlon process 1n the‘ﬁﬂ:ﬂ
”’organlzatnon. S 753 3wz.r :

- .




shape which has a strong and pOS1t1ve effect. dur1ng tho o
e Amiitial. stages 'of .the training- process."f;hls cohesiveness.
- also tends to- satlsfy ‘the’ third level of the need-hlerarchy
concept-_ man s 'social meeds.; ECRRTE AP Pl

The SAI trainer recognizes that the working adult in his

class w1ll be more: effective’ if he or she can: 1mmed1ate1y , y

“try on" or: demonstrate some of ‘the skills which-are belng .x;_~:~v¢ o

taught, --The ‘technique’ of. role-playing is used to. give

the trainee a chance: to demonstrate his newly developed

skills before the rest of the group. . SAI has found thaf o
- role-playing is a most effective teaching technique for’ Low="
- skill workers because it permlts the individual to express
s himself verbally in front: ofid group that: shares the same"
o ObJeLtSVGS No one is rldlculed or. haLshly cr1t1c1zed for

is: performance. ' AT

The 1ra1ner uses. role—playlng 1n a number of dlfferent areas
of the HIT program ‘stich:i‘'ds’ in human relatlons ‘training,
perceptlon and communlcatlons development. Role playlng 1s
a:major tool “for™ teachlng potentlal ‘supervisors: ‘how to 7 -
1nstruct and glve orders to new subordlnates- RERRES

While all of the adults 1n the tra1n1ng program share a:
common goal -—epromotlon ‘to"the new Job--sthere may be :
individual ambitions in the’ group which, if properly: Lapped S
can provide even stronger motlvatlon to -the individual than doesg S
the target job,:7For instance,: SOme -of the’ ‘trainees: begln SR
to: reallze that,thelr ab111ty ‘to-learn is" far ‘from: over,
and they ‘become’ much*more’ determlned to ‘achieve hlgher‘
ducatlonal and occupat10na1 status.¢f~~*~~ L -

hsuggest that more hasg
evidence indicates it
ypositlve and dramat1c~

T B e O A T
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this factor in mlnd when he seeks to motlvate trainees to
look beyond the,initial training program, and think in terms

of searching for alternative programs and courses of action.

in the near future.

The SAI trainer. contlnually evaluates each tralnee s progress
and keeps the supervisors informed. Superv1sors are asked to -
reinforce the technical . information presented in class.. On-the-
job relnforcemeat serves to furthcr motlvate the employee. R

LEARNING AND MOTIVATING

In Iml)le'mentlng HIT programs, the tralner utllizes a number:&;:

- of relevant learning: principles,. -

‘Part1c12at1vey§pproach

One basic prrnc1p1e whlch underlles all HIT programs is the f

participative;approach: to; ‘learning.  In. order to. make: p0551ble
the meanlngful participation of all. trainees,.class size is -
limited to 15 employees, with: 8.to. 12 employees as the -

~optimal size, Small groups tend to alter their behav1or more

responsively when, they: participate in the learning process

' and are able to share their. thoughts w1th other workers in

the organlzatlonal settlng.

o, R

vTo encourage aclee part1c1patlon, the classrooms are set up _
oso that all of the.trainees:.and the strainer can sit around a.vu*
conference-type table. . Rooms ' should. be: well-1it and well--

ventilated. in order to provide a ,omfortable tralning

The SAI trainer;make amconcerted effort from the very
" beginning of the program to involve-the trainees in every Lv
~.aspect of the program, Part1c1pat1ve 1earn1ng tends to be-
- a geometric functlon _as‘lt 1ncreases overztime.
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session.,”"  Ask any group of employees what they like or,

“don't like about their organization or the people they work

for and in short order everyone will begin to open up -~ ‘even .
those who have been reluctant to say much before the group,
Each trainee 'soon. recagnizes that his problems are not very
different from the prpblems of ‘others in the. group, and all

of the trainecs soon pegin to feel more freedom in expre881ng
their ideds on. ‘other suhjects,: This session’ also gives the
trainer a practical base from which to begin breaking down L
the negatlve perceptlons of tra1nees roward the1r superv1sors. L

The tralner s Job is made much easier 1£ he recelves feedback
at every session, This- enables him to determlne the worker s -
progress and,-if necessary, to change the pace and content -
of the currlculum.ifwu‘~» :

The frequency and quality of communlcatlons w1th1n the HLT
group has an important ‘influence on the effectiveness of
learning. Although informal ‘leaders- usually arise’ during °
the in-plant sessions, it is the trainer's. role to encourage
a total network of communications ‘among the group. “When
there is a ‘total network of communlcatlons (whlch 31gn1fles
full participation) there tends to be a-higher ‘level of
satisfaction for all-of the trainees, ' Full"’ part1c1pat10n
also facilitates the handllng of amblguous and unpredlctable
81tuat10ns. RESa

Tralnee Manuals and Homework Assrg_»ents

Tralnees are- presented w1th hard-cover, 1oose-1eaf tralnlng
manuals on the first day of class, with material covering
the first two sessions already inserted, From that point on,
addltlonal100se-1eafnmter1als are distributed.on a: daily -
-basis.. (Appendlx C presents the. hlghllghts of the tra1n1ng
manual -curriculum,) -SAL ‘believes ‘that if" tralnees were to’

‘receive a’ complcte tra1n1ng manual (Whlch may ‘be some’ two

'7,1nches thlck) at the. start of’ the program, ‘they. might be

®e

rhe trainer covers all of the mater1a1 1nc1uded in the manual
serve as both
g the

i

SR B T e
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P ~ SAT has found that the manuals which are brought to class

¢ each day, become proud possesslons of the trainees. . They tend

T to become status symbols, .particularly in the hospital. settlng - ’
; where doctors, nurses, and administrative persomnnel are: :

" generally the only ones whe carry. cllpboards or 10080"1eaf .

; books to and from meetlngs - o s . S L T

SAI belleves that the tralnlng manual has great significance -
even for, 1nd1v1duals with poor reading skills.. Contrary to. - '
SAI's earller assumotlons many. trainees take the manuals

home in the’ evenlngs and 1nvolve their: families in. ‘their
-studies. The trainees  have reported the pleasure they-derive -
from sitting beside their children at nlght and doing
"homework" with ‘them, ‘The manuals. _serve to enhance the1r
status and prestlge w1th1n their famllles and serve -as a

4 symbol and a source of encouragement to the1r ch11dren.«

One of SAI s tralners makes 1t a p01nt to asslgn to each of
the tralnees a "research" paper which is brought to class
prior to. graduatlon day.. ‘Each tralnee selects' a subject.
which he feels is. most-. 1mportant to- hrm. In those cases:
“where tralnees have llttle or no writing. experience, they
usually prepare some notes with the a1d of family members,
and make an oral presentation to the class. Many of the
' trainees have taken topics from the curricvlum ‘to write. about -
_'such as money management or'*oan3u1ng cducation — subjects .
winich the ,,].ow-wage -low-skill worker. finds: relevant to his .«
lumediate'needs.‘ RPN R

T A T T T PSR

.Whlch can be changed 'along w1th the currlculum, to meet
"spec1flc needs and problems whlch may emerge.

-organlzatlonal envy ronment;_ Each tralner tends to lnteract
. dlfferently with" each new group. Thus, ‘the, schedullng and
L~ integration of the technical material with the humah o
‘relations and the personal development materials- may change 7N\
o ‘.'from program to program,  andis verx_much contingent upon fok
Q i ~ the way: in which' trainees accept. ands feed back: informatlon ﬁ A
”»v,and upon spec1f1c group needs Whlch may emerge. §

L E e

E
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Most HIT programs are composed of two-hour sessions, which )
are given four days ‘a- week over a five-week period — for a
total of forty hours, 'If, in developing the curriculdm, the
trainer thinks that more or less time is needed to cover the
required material, he adjusts the program length accordlngly.
For instance, a- HIT program for medical terminology and

medical. coding (which is described 1ater 1n thlS chapter)
recuired 72 hours of tralning. o

Class sessions are’ generally drv1ded in half by a 15 4m1nute "
coffee break;i:The trainer may devote the first’ half of the .
session to personal developient, human ¥elations or problem- T
solving, and the second half to skill trainlng, which often
requires:.demonstration ior: practlce on the- production floor. .
Or, the training: Sequence may be’ reverseo,dependlng upon the oo
‘needs of ‘the.trainees, scheduling, ‘or production’ problems.,',;j:f
G ~ The trainer may -devote -the ‘full" class session to onesff S Y
: partlcular subject, too Aependlng upon the needs cf the Q'”W",'
class. DrphneT Sk s an S : :

SKILL 'I'RAINI\IG L

In developlng the techn1cal aspects of the ngh Inten51ty
~ Training curriculum, the trainer seeks .to include only those =
- functions: of the jobrwhich are" relevant ‘to ‘the new p051t10n.'j”;__ :
‘During .the :Job: Task-Analysis phase, the ‘trainer’ determlnes o i
through observatlon ‘and’ interview the skill needs of;ﬁ e ”]]f‘ff. -
target jobu: Uhenever pos51b1e, he ut111zes supervisors‘or ; ﬂi o

e i T YT, SO 4 A T T
AT e NI ST LRI Rl

The sk111 portlon of the tralnlng program utllizes both
.demonstratlon and practlce on the Job : S
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: B flnstructor, acts as a catalytlcnagentfdnring the demonstration‘ /f
C R phase.’\If he feels that the instructor is g01ng too far SR
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afield in his presentation, the trainer draws him back into
the framework of the day's session, MHowever, flexibility is

: prov1ded for the instructor to move in whatever direction the
trainees themselves feel is Lelevant to their 1mmed1ate .
needs.. ) - = : o 2

' When a sklll 1nstructor is not avallable from w1th1n the
orgunlzatlon the 'SAI trainer secures the permxssion of .
management to brlng in outside technical assistance. In a:
few cases, however, employers were unwilling to permit =
outside technical experts to participate. in -the program on-
.the grounds that the equlpment and processes of-their
organlzatlons vere c]osely guarded company secrets.:~~
In all areas of oklll tralnlng,,tralners try to teach the
‘most advanced :klll technlques ‘available, . When: deS1gn1nor
the currlculum for housekeeplng team leader in:the hospital -
;1ndustry, for: 1nstance, the SAIL- tralners -did:-a- great deal of
research 1nto the 1atest ma1ntenance equipment and - o0
technlques “such as mops, vacuums and . buffing equlpment and

'methods for cleaning floors, walls, and other areas w1th1n-
‘the hospital, Skill training took place in both. the': :
classroom and the work areas, and the class was able to
put it to. practlcal use Whlle on. the Job each day.

‘Although heﬂhospltal env1ronments varled from 1nst1tut10n

to 1nst1'_tion _there were s1m11ar1L1es in housekeeping and

' maintenance practlces which the trainers: found . transferable
for. programmln' ;wIn Some. areas, however, the.:trainer was"
faced w1thia confllct as to the approprlate methods ‘to be

jTor example many of the New York C1ty hosPltals were
~1nadequatelyfsupp11ed with, soaps;: detergents;. mops;: :and':
me; In. addltlon they .Were-poorly equlpped
of: the most ba51c housekeeplng needs, - The" SAI
ted 1 should he 1nstruct
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trainees both in the 1atest ma1ntenance technlques and in the
techniques he would have to iise. The decision was based on
the conviction that the trainees should be prepared to
utilize the latest techniques when the. institution was. able
to order new equipment and suppl1eS'ﬁand yet” they had to
learn to operate ‘effectively within the’ confines of their
present situation., ‘The trainees were not' "confused by this
approach as the trainer adv1sed them that more modern
equipment would undoubfedly be ordered when budgetary
restrictions were eased '

YPROBLEMVSOLVlNG

Programmed into every HIT program are a ser1es of s1tuatlons

which require the trainee to solve problems ‘and make decisions,

recogn1z1ng alternate courses of actlon. The maJor obJect1ve

th1nk about the many alternqtlve courses of actlon wh1ch eX1st,
instead of limiting himself by a ment tal. ”set" that may be

: w;nappropr1ate ‘to:the problem and: from whlch 1t may be

: fdlfflcult to free_hlmself : R :

Many low-sklll workers tend to aevelop a spec1f1c att1tude or

‘approach:ito problems due to Lhn routineinature. of:. the1r _]obs.6
Some workers 'seldom: have an Opportunlty to draw upon d1fferent

kinds of 1nformatlon in order to.'solve. problems.' The SAL '

- trainer prov1des the trainees: thh pract1ce in problem- _ L
solv1ng by including: in.the curriculum problems whlch relate i
to the work situation’ and which have transfer value in later
problem-solv1ng on Lhe Job ' - '

Problem—solv1ng is not conf1ned to the techn1cal sk;ll areas,
It includes. ‘Some of: the human relatlons problems/ hat'‘effect
many tralnees dur1ng the tra1n1n'7process.. (F1gure 6.2.
deplcts Some of these problems. The tralnees are toltho

times- difficult

March and Slmon have stated that When a person can choose

between rout1pe tasks ‘and problem-solv1ng efforts, ‘he tends‘
to. give his time 'to the’ routine. ., (J+ B, March and H. A. S1mon,- |
Organ1zat1ons, John W1ley & Sons ew York 9;d_,ﬂl_‘xo_ e

8{; N ‘ - o
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. N . J . .
Situatlons arise as a result of superv1sors Jealou51es. When

feasible, the trainer ‘tries to anticipate and alleviate such

problems. In the long run, however, it is the trainée who

~must deal with his supervisor on a day—to day basis, and so

he must be fully prepared to handle any negative behdvior
that he encounters. Discussing such problems with the other

tralnees helps all of them to deal with s1m11ar situdtions.i;;

Former tra1nees sometimes 1ind themselves faced w1th -
problems which the ‘training program did not dlscuss.,~For" ‘
instance, a recent note from a, HIT-trained housekeeplng team

,ﬂleader asked for advice on handllng,'as he' put it,./an.
"alcoholic psychopath "' While the trainee should normally
~ :have tutrned to his supervisor for assistance, apparéntly the
jEsuperv:.sor s poor human relatlons skill precluded the trainee
;from choos1ng this alternat1ve. The SAI trainer sent: h1m
relevant literature, but this problem should have beén

handled more d1rectly w1th1n the hosp1tal settlng.

:GRADUATIONS

";practlcal ut111ty foi

~thMUNFREEZING OF ATTITUDES

“‘W'As has been contlnually stressed tbroughout thlS volume, the
'unfree21ng of. attltudes must be-a two-way process in ‘the

plant environment if better 1nterpersonal relatlonshlps are

- to be achieved- (see Figure 6,3). .SAL trainers have devoted

a- great ‘deal of “time’ this. past year to unfreezing the o

4fatt1tudes and negatlve perceptions of management and S
:f supervisors towards 10W-Sk111 workers ‘and 10W-Sk111 workers
i towards superv1sors and management The tra1ner has - helped

% oall levels ‘'of personnel recoghize that tralnlng of low-sk111
" worker$-.can help the organization grow,- whlle at ‘the’ same r
4~7t1me it helps the 1nd1v1dual to grow.”-' : :

outs1de the flrm.,j

- “'
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~'1nd1v1duals, ‘with” families;- “and® homes, :and * feellngs, and-
,'hopes. '

. ment head said;*i1: didn't® kiow weshad? these kinds:of: people.?h
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~ Since many -of the tra1nees have never before completed formal

SChooling of .any kind, the graduatlon ccremony becomes: an .
important milestone 'in their llves. ‘Their ‘families &and
friends ‘are invited to attend. ' SAI ‘is firmly conv1nced or
the value and the significance of having a child see'his:
parent graduated and honored as’'a direct result -of study,;
hard work, “and dlllgence. - The - graduatlon ‘ceremony- becomes
a llnklng ‘Pin to the trainces' external cnv1ronment.w
Hopefully, it will help to motivate the: trainees' guests to
seek new alternatlves and opportunities for" advancembnt.

At the graduatlon the” guest: speakers offer: congratulatlons
to the trainees for their rapid- achievement,:-and ‘encourage .
them to aim higher- than the  job' for which: they were tralned
Top management fulfllls its earlier commitment: -to the::

tra1nees by announcing’ the1r promotlous ‘to"new salarles and
to new jobs,- effectlve at once, - Tw Ui AP

‘Most employers cooperate very fully in the ”staglng of ‘the

graduatlon which is held inthe best’ faClllty the organlzatlon

“has to- offer. A receptlon and- buffet for the tralnees and o
their- guests usually follows. B GRS

An 1nterest1ng s1delxght of the gradua 1on ceremony 1s that»f,;
it enables management ‘to -see . their low-wage employees in a-

"totally new light, - Management has only seen: these erioyees: e

if they 'do, indeéd; see’them '— dressed’ 1n work clcthes,:a.zoﬁ
sweeping floors, or assembling marorlals. ‘At graduation,

. however, management sees these workers .in clean and well-

pressed suits and dresses,. accompanled by . husbands, wlves,
and children. .Suddenly the trainees appear to be "real”'

‘At one’ of - the earllest graduatlons ‘of" housekeeplng sl
team leaders 1n the: Clty Department‘of hospltals, -avdepart=- ..

He then recommended that some of “these. people" be’ placed

" in even hlgher pos1t10ns ‘than those for whlch they had JuSt

" been trained, It was obvious that'this manager, ‘alén
- .many other managers with whom'
'not looked cleawly at hls“own

0-';.w1th

,:These were the

A R A A AT A K M SO A W G ER Na i e A WG R A A N TS s MU IO I Dot HAR L DS e F OB R A A A st

QAI u&a becu in u.Um.aCu.," L'lau. T
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Following the graduatlon of housekeeplng team 1eaders at
another :City. hoSpltal ‘the. chief housekeeper was. motivated

.. to improve the status of her group, . She deglded that, o
. instead of the. regulation gray unlforms they had prev1ou81Y,'

worn, the: housekeeplng team leaders would. wear. white shlrts.
with ties and gray pants, to distinguish them from the ;'
other :housekeeping-aides. The female housekeeplng ‘team
leaders were given.white. un1forms to wear, instead. of the
grdy uniforms:which usually S1gn1fy low-status in the pygg
hospital: environment.ay S e el e e ' ST

Visitors at every graduatlon ceremony-: have cowlented on the.
tralnees rexpressions-of:gratitude to all the people who

“helped: them attain. their: new positions, : it is quite ..

touching to.see, —; as~SAI has  seen. — a. 40~ or. 45-year-old

. man ‘with:a' s1xth grade educatlon suddenly aware that he is.
being recognized by many people for hlS real as. well as hlS

potential merlts..

el e
...v_\ 1,,..

,,:The tralnees express the1r gratitude,ln'many ways. One way .
“is through. the; selection of.one: or two of their group to ..
 formally thank the trainer and the employer at the graduatlon

. ceremony, - Another way is throu?h ‘letters of appreciation

. vhich.have been- sent ‘to:: SAI ‘and :to other personnel connected
“with :the: tralnlng program.; Stlll another way. has. ‘been DI

- -through- the _group: presentation of a, small glft to the SAI
- trainer-in' gratltude -and . appreclatlon of h1s efforts 1n

i [their.behalf - o -

'hf;PROBLEM ARFAS
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At the request of one hoSplta] SAT develOped an English
Language Proflclency program (ELP) ‘for a heterogeneous .group.
of Spanlsh-speaklng employees who were experienc1ng ’

difficulties in communlcating with the rest of the: hospltal:f,~]f
staff, The class was composed of six Puerto Ricans: ‘three . ..

men and three womern, . Of the six, three had an excellent:

command. of Spanlsh and little’ command” of - English, while. thel‘ﬁpﬁi
‘other three were. def1c1ent in both- languages. +In-an; effortq“v

to motivate the group to learn as much as: poSS1ble in .the .
short. period of time allottnd ‘to the program: (one-and-a-half
hour sessions twice a week, for seven weeks), the curriculum

was based on occupatlonal and famlllal vocabulary. The over-fui

whelming success of “the’ program —- deSplte ‘the dlsparlty in. -
educational attainment of . the trainees "~ was. attested to by
the admlnlstrator of the hospital, ARSI O :

In a program for housekeeplng team* leaders 1n another hospital,.

~ however, the" admlnlstrator objected to-the: 1ncorporat10n of,tﬁvp
an elght-hour theracy Program:into the: tra1n1ng curriculum,’uu.

which would outllne key wordo the trainees could expect to

encounter in theé- Logradlnp ‘program;: . ‘The | admlnlstrator felt"ﬁ;
so strongly about it that he’carncelled’ the program, stating . -

that it was ”1mPOSS1b1e" for the trainees.to learn English
so qulckly, and ‘that "litera,y is- 1rre1evant to. keeping _
the hOSpltal clean.“,;“f‘ : : > \

In several HIT programs in plastlcs organlzatlons, SAI -
printed sections. of the training manual in Spanish,. . This was
helpful to a number of Span1sh-speak1ng trainees, espec1ally
in the technical skill areas, such as machine maintenance, .
‘It also: enabled Spanlsh-sPeaklng trainees to, take 1nformatlon~
home - to thelr famllles ‘on-such subJects 'as ‘money: management

' soc1al securlty, medlcald and where to £1nd varlous klnds

O b AL it et S e,




Many'manufacturlng organizations wanted programs to. be

’low-wage ‘minority-group ‘workers :in a number of organlzatlons.'
~ In one hospital, however, where the trainees’ were all Negro
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Schedullng Problems

Chapter 4. dlscussed the problems encountered by SAIL in
marketing HIT programs. In.some instances, even though
Training - Agreements had already been slgned changes in
scheduling had to.be made. For example, many plastics
organizations: did not want the training program to c01nC1de
with their peak production season prior to Christmas.,

During'.the Christmas season, they were reluctant ‘to permlt o T wre
- thé training programs to begin, because they could not yet
,antiC1Pate thelr productlon demands for the coming year-;r

Schedullng problems also manlfested themselves in many
programs during -the winter months when New York's heavy
snowfall -tied up public tranSportatlon fac111t1es and
caused cancellations of class sessions..

conducted after:the-day 'shift was over,.and were w:lllng to
pay their ‘employees ‘overtime rates. to. attend the early v
evening ‘classes, . The heavy demand for programs at the same f
time period-during .the day presented SAI with schedullng
dlfflcultles so- far as.trainers were concerned

Several - organlzatlons had two-week shutdowns which fOrced
SAI to extend their HIT programs over a seven-week perlod

A program in tount Vernon, New York, was delayed because” of
riots in the: commun:ty whlch forced the plant to shut down
early each day. ‘ : o :

Rac1al Preludlce

. 't"

SAI tralners encountered rac1al preJudlce toward low-sk111

-and Puerte Rican, white 10W-Sklll employees in the housekeeplng

’ department ‘claimed : ‘prejudice . in reverse.. They were unhappy

at not belng selected for:the program. and threatened to '

file a complatnt w1th the. Equal Employmeut Opportunltles.

- the personnel department of the hosp1La1 had fair and o
“obJectlve ‘reasons:.for: excludlng -these. workers from“the

programy - When they-were presented with .these reasons by

,,thelr supervisors and by the department of personne1 the “l;:
o Workers quickly dropped their Lomplalnts..“ S T /f\y“‘
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'Co-Worker Jealous1es EARS #; Ca

'scheduleéd: ‘to. trainiin a- ssimitar: organlzatlon. ~SAL: also
‘adv1sed h1m that 1t would: try”
- to och “crude g5 bu* tbat e cou1c not refuse ‘to’

.rw

'SAT had expected strong co-worker Jealous1es from non~

trainees 'in ‘every organization. Contrary to- ‘these early -
assumptions, however,  co-worker Jealous1cs ‘did not" prove"
to be a major problem. Preliminary research findings of-
the SAI Employec Research Study (see Volume III) offex some
explanation, It appears that only co-workers who are '
socially close to the trainees know very much about the HIT
program, Workers outs1de the friendship circle of" the
trainees ‘know very little-about it and- therefore are .
Somewhat indifferent to- the program. T A

There have been some 1solated cases where jealous co-workers

~ have attempted to cause problems for trainees, - However, the‘p o

trainees discussed these problems during the classroom
sessions, and together ‘worked out" solutions which apparently

‘were effectlve, because any harrassments they faced soon-”*

ceased

Industrla] Secrecy
While most or"anlzatlons were pleased to exchange 1nformat1on'
with each other’ regcrdlng ‘the HIT programs, SAT" found that
the extrusionisector ‘of" the plastlcs 1ndustry was very much'

afraid of" ‘industrial- spylng. Many extruders would not even

- consider - part1c1pat1ng in HIT programs’ because they 'did not

want an outsider to walk into their plants.' One" employer .
did not voice: “this obJectlon when he ‘agreed to ‘the " program,

because of:his severe labor needs.. However, ‘he visited SAI'f':;'

a week before 13 'of his-trainees were ‘to be graduated and:: -
demanded a 'written guarantee' that. S5AI would not offer its
services to other extruders. He claimed that-the. SAT tra1ner
‘had beéen exposed to secret equipment and processes whlch he

could unknoW1nﬂly pass’on to-a: compeL1t1ve organlzatlon. The e

employeriwent so ‘fards to threaten 'SAI that ‘the trainees

'h,would not-begraduated ‘unless he -had SAI ‘siwritten- assurance

‘that SAI would not train in another - .extrusion plant.~ ‘He was

~advised of the 1mposB1b111ty of compllance with this request
‘and assured* that the "SAT" tra1ner ‘would respect ‘the confldentlal"

‘nature of:the: organlzatlon and® would not personally ‘be -

to avoxd3market1ng HIT programs




T vy e

Participate in government-sponsored programs.v ‘Because  the -
o employer was not satisfied with verbal assurances, it took
ey a great deal of persuasion to induce him to allow: the. N
: graduation to take place. Despite the employer's anger at . .- .
that time, he has since -asked SAIL to 1mp1ement anotherlepf : '
program 1n hlS planL.:ie“ : __— SR '

Union Negotiatlons

Whenever unlon memberu are to be 1ncluded 1n a tralning o .

program, SAI contacts.the union represenratlves to inform - . ,*

them of the proposed program, SAL has obtalned unlon S ‘

approval for all of its programs thus Iar. - . ' oo ?
_ i . e |

A m1nor problem arose durlng 1n1t1al negotlatlons for ‘a. HIT o '

program for housekeeplng team leaders .in a wvoluntary. hospltal

when a communications. breakdown occurred ‘among hospital . -

management SAI,..and -the union. . Although SAI had notified:

] the main office of the unlon, the main office. did not 1nform

v the local delegate in the area about the HIT program.

4 Concurrently with the development of the SAI training

) program, a joint contract was signed by ‘the union and the

i hospital which called .for . entry-level training in-the ... -

i housekeeplng department under the guloance of another

% agency. . The local union. delegate thlnklng that the SAI ‘

; program. was .the latter program, wanted to . cancel it at its

lnceptlon becau e he had not ‘been 1ncluded in the selectlon

process. and in other plannlng act1v1L1es. At a comblned R

meetlng of hoSpltal ‘union, and SAI: representatlves the'_ﬁﬁd

e+ e T T 2T

!
f )
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; - implement programs for other employers who were entitled to '_ :
i

BT T s

e S

HIT program was able to start without further delay.,g,-;"&”

ENTRY LEVEL 'VACANCIES:

One of the by-products that SAI had ant1c1pated trom 1ts-*4~1_wgﬂ.
‘tralnlng programs for 1ow-sklll low-wage workers was the~:- ... -
 hiring.of . unemployed people to,. flll entry 1eve1 vacanc1esﬂ«;,fg«

, whlchlresulted £ m upgradlng. R = )

SAI s'origp al prop051tlon stated that upgradlng'would create

a suctlon'effect"'; ' per ) s
h1gher position, .an’ entry-level JOb vacancy would be’ created7i~v"
"However, SAI now - reallzes .that. a one-to-one: upgradlng/entry-;;a«.
'level ratlo 15 somewhat academnc in- theﬁshorr range, bu

\.«.n.o
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entry«level jobs tend to be created and filled over a longer
period of time, TFollow-up interviews with participating
organizations revealed that vacanc1eo_(at a- two-to-one -

ratio) have resulted from HIT programs 1in manufacturlng

"industries and have been filled over time, This has not-

been the case in hospitals, however, where one of the.

constralnlng factors-has been the bureaucracy of R - L

admlnlstratlon and Civil Serv1ce.¢.g_~

SAT ant1c1pates that HIT programs wwll have a broad 1mPaCt

over time; on employment openings.. For. 1nstance, the. training

of superv1sory personnel, such as first- line. foremen,‘ . 3
assistant’ foremen,  supervisors, aSS1stanL superv1scrs team_

leaders, etc.; creates a new level of superV1sory expertlse L
through which an. organization can exercise a more effectlvejj_'

span of control and hence open up second— or third-shlft o
operations, The opening up of new operations should create"'
a substantial number of employment vacancies at the entry

'level

After completlon of a HIT program, management is- more pronet?_

‘to discuss methods and techniques for developlng a more

efficient.division of labor w1th1n the plant._‘

During Phase II oAI w1ll encourage and ass1st employers to
conduct - manpower aud1ts,” in which the main focus will be

‘on. restructuring Job levels in order to create new: ‘jobs

within the organlzatlon. As upgraded employees cont1nue to

 climb the promotlonal ladders in their organlzatlons ‘jobs
at the lower levels will be vacated, thus’ prOV1d1ng upgradlng'

opportunities for other low-skill personnel In summary, SAI
anticipates, that new job vacancies will be created as a
result of upgradlng programs and’ w1ll be’ fllled by employers
over.. tlme rather than 1mmed1ately follOW1ng the 1n1t1al -
ngradlng Program. T : R

'Thus far SAI s e er1ences have showm that employers are

- somewhat reluctant to make commltmen&s to fill the- vacated

positions 1mmed1ately upon completlon of the initial 40- hour

‘upgrading, progrmm;i ‘They want'a "settllng-down" period in"

which- to.hake a c: 1t;'al look at “the” organlzatlonal structure
and.examine. the .impact- of the‘H1ghW1htenS1ty Tra1n1ng program
on. that structure.v*”' ‘

PEEH i
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train approximately 300 housekeeping aides in the housekeeplng

~ An. 1mmed1ate result of the HIT programs will be the selection
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The folIOW1ng case histories discuss some of the ways in
which the HIT program has affected new Job vacancies.

SUPerV1sory TralninggPrograms L

The largest’ tralnlng "package" undertaken by SAI during
Phase I was’ in:cooperation with the New York City Department. -
of Hospitals and a large regional union. SAI agreed to . .

departments of the 21 municipal hospitals. As a result of a
collectxve bargaining agreement, these employees had been
promoted to the title of- "Senior Housekeeping Aide" and
given salary 1ncrements some Six months to two:years. prlor
to SAI s appearance on the scene., The objective of the: HIT
programs was’ to. 1mDrove the housekeeplng skills of these .
workers ‘and to prepare thém for assuming the role of S
working superv1sor" or "tedm 1eader." . S

The HIT programs 1mp1emented by SAT for the mun1c1pa1
hospital system have elicited favorable responses from every

' level of the hospital system and from the unlon. One

‘union OfflClal p01nted out that-~*'“

"An lmportant consequence of SAI 'S contrlbutlon

ij-is the validation of the training concept as :

.. being’ appllcable to low-income people. A new
~ atmosphere of confidence and trust exists which - -
3,w111 very. llkely lead to more entry-level e
‘;POSltlonu, as the 1ndustry and the workers be-
L, ;.. come-more. aware of the potentlallty for upward
5 ;moblllty. A . :

~

of a number.of trainees. to fill existing openings as pro-
visional housekeepers in some of the larger hospitals. “In :
.additlon, final approval is 1mm1nent from Civil Serv1ce

vail Serv1ce exams for the pos1t10n of housekeeper.‘

Ln essence; what was done;for'the Chty and the unlon in th1s
‘series.of tralnlng programsﬁwas to. Quallfy workers,vwho had

- already been pramoted for,thelr new.roles as worklng

Lsuperv1sors. Successful completlon of- the HIT program was a
yrequxszte to retalnlng the Dromotlon.; T e

e
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In addltlon to the 21- munlclpal hoSpltal superv1sory programs,
SAI conducted superv1sory training programs (i.e., aSS1stant
foremcn, foremen, superv1sors, assistant superv1sors) in
private hospitals, in plastics companies, and in electrical
manufacturing companies. In the majority of these proglams,
the SAI representative was influential in assisting- managemcnt
to diagnose the job needs of the organlzatlon in order to
select an approprlate target job for which to- traln.'“For"‘
example SAT trained asscmbly line workels to be a351stant
foremen in a plastlcs company which had’‘a high- rate of '
turnover plus seasonal empioyment’ patterns. The tralnees S
were to retaln the tltle of assistant foremen and’ the

.stlpulated wage increase durlno ‘the entire 'year, but were

to perform as supervisors only at’ peak productlon perlodS."”
A clause added to the union contract permitted them' to '
retain their senlority r1ghts as_well when they returned
to productlon.g_r' S

The executlve v1ce pre81dent of this organlzatlon recently

reported that the SAI-trained ass1stant foremen are doing
very welli that thelr morale is hlgh they are" effective in
their JObS and they ‘are helping the ccmpany to meet its
production goals, He added that the nature of the product
line had changed in the past year &and that the company was
able to h1re addltlonal entry-level workers: and open up new
assembly llnes because it had the addltlonal superv1sory '

vcapablllty of the SAT tra1nees.' As a ‘result, ‘the trainees

- were put’ into permanent supervlsory p081t10nS rather than'

the" seasonal superv1sory p081tlons orlglnally agreed upon,

‘He also expressed interest in'an SAI- 1mplemented orientation
program’ for all employees in the’ firm, and- commented that
,1n~plant tralnlng provrams apparently credate a more

sophisticated labor “force, which can- result in better
productlon and new JOb poss1b111t1es over the long run,

:Iultl Sklll Propramss;

"Another category of programs undertaken by SAI ‘was the multl-
_sklll'tralnlng of workers in hospital and restaurant kitchens.

'.fwhlch employ 1arge numbers of mlnorlty-;
SAI ‘was able to.show fianagement that by -
‘to perform' ’ |
skills, they create a back-up teamfcaoable of fllllnv 1abo*”5’:;f.r

*gaps wh1ch occur because of absenteelsm or turnover. Thls

Yoo L i
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‘n “ber of" dlfferent k1tchen o .,ﬂfﬁﬂ
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"f1Ying squad’’ also serves as a pool from which management
can draw. pexsonhel during peak periods and: when' perménent

openings arise., While multi-skill programs do not create

immediate Job vacancies at the entry level 'such openlngs

will occur over time, :

Job.Restructuring

}"Leaderoh_p Conferences

Still another category of SAI tralnlng programs developed_aS
a result of job restructuring, . For. example:.When a large

. prlvate hOSPltal planned to hire 45 clerks to staff a new

wing, . they requested SAI to train approX1mately 30 of the1r':w
experienced ward clerks for pOS1t10nS as, scnror_ward

.secretarles.;'The hoSpital ‘had heard about SAI as. a result -

of SAI's program'For senior ward sccrctarlcs conducted 1n a
neighborlng prlvate hosp1tal - '

In the 1atter 1nstance it ‘was the SAI tra1ner who had .
suggested the restructurlng of the work of ward secretarles.

. so that they could assume some of the routine. reSpon81b111t1eS

of the nurs1ng sLaff Whlle the newly created job' category
did not. directly open up job. vacancies, it enabled both
hOSpltalS to better ut111ze ex1st1ng manpower.,,v

In two other cases HIT programs prepared workers for S
upgradlng to new pos1t10ns in ant1c1patlon of a restructurlng
of departments  Tor, example, all of the med1ca1 clerks in
the entire sectlon of ‘the medical records department of a

" large Clty hospltal were trained. in . medical terminology and'

medlcalgcodlng in- preparatlon for the’ subsequent changeover
to a computer System. ‘In a large Plao cics company on Long ‘
Island 16 1ead men were upgraded to poS1t10ns as supervis ors
and aQSLStant uuperv1sors preparatory to. plant expans1on.
In time, each new superv1aor will have his. vacated lead Job

gfllled by another upgraded worker.d;_ajﬁ_

o su PPORT PROGRAMS -

growth of 1ts upgrading tra1n1ng programs
ership training th be the next 1og1cal
:tfwas ‘thought' that ‘as trainees .
”and 4 méasure of. personal pr1de in
J.everb,,.:anu anfeabEu deeb,

95)
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.
PRI AT RIS, t .

T T T Y e b e oy gy e

B g NN B N S A IR SO F R o 50 AE Nk 50 8 LA A NN o IV, o Do TSV S oy VLA U 211 L U e MLt P e e et et e Pttty B ST SR My

6-27

formerlv deVOLed to- the 1mmediacy o£ cvcryday liVing could bc'~‘

channeled towards action on long-stunding communlty pxoblcms.-:n

The New York Uiban League and the" Puerto Rican Forum Inc. ‘¢€;ff

- each planned and’ ‘conducted- four': leadership training seminars

for trainees under- subcontractual agreements with ‘SAIL.: (A
report of these subcontractual services willbe. found in 7o
Apandlx D. )’ These seminars exposed upgraded employees to
the concepts of leadership, to the problems and-benefits of
being a leader, to new communications skills, and to gcneral
information relating to business, unions, politics and the
local community, ' : '

The leadership conferences were designed to be both innovative

" and experimental in order to determine the most effective
means of encouraging workers to become leaders .in their

communities, Vhile they appear to have had strong impact.on
those trainees who participated, it is difficult for SAI to
assess the short- and long-range benefits to the community
at this point in time,

Training of Trainers

SAI trains an employee in each participating organization to
conduct second- and third-cycle training programs under the
guidance of the SAI trainer. SAI in this way can achieve a
multiplier effect' from its initial HIT program by making it

- possible for additional low-skill workers to receive. formal

training from' an SAI trained trainer.

The SAT trainer, together With management , selects an'employee'
of the company to be the future trainer. In some cases, the

- potential trainer may. be selected from among the trainces*
in other cases, he may be a staff member of the organization,
- The SAI trainer gives SPGClul orientation and Job Instructor
- Training (JIT) to:. the dnSignated company employee., - In
~several .instances the person assigned to learn the High
'InfenSity Training concepts and to implement future training
- programs left his. organization after being trained. .Vhile it

v

can be assured that trained trainers carry the HIT concepts

L with thﬂm wbcrever they go, they. neVer\heleus leave a

training vacuum 1n their prGVious organizatlons.>*

bcen by implcmentlng scveral "traininq}éf trainer" scminars for

109
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and implementing: High Intensity Trainlng programs.

;them up during Phase II.;;~g;g;y
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representatives of organizations that could not participate ,
in HIT programs,::A:cross-section: of organizations located. ..
across: the:country . (hoSpitals, .universities,
organizations and the National Urban League) sent -
representatives.to. these seminars, ‘which consisted.of 16 .
hours -of -intensive.. training .in. the . techniques of designing
SAIL. has
not: yet been-able to:evaluate . training programs. which were .
conducted: as;a;result; -of the seminars, but intends to follow

plaStlcs 5;3'.~ \ T .:
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" CASE STUDIES: THE HIGH INTENSITY TRAINING =

'APPROACH TO SPECIFIC PROGRAMS = oy i'1?'"

. R

CURRICULUM DEVELOPMENT FOR JOB RELATED bYILLS

Uhlle ‘a number of items run con"1stenL1y through all High
- Intensity Training programs, each tralnlng program var1es
according to the skills to be taught and ‘the type" of
1nst1tutlon for whlch tralnlng is Lo be conducted S

The basic elements of all ngh Intens1ty Tralnlng currlcula'
focus on the technical skill development human relatlons skill
development, and personal development oxf the trainees. "The.
emphasis* placed on each of these areas-is contlngent upon the * o
demands of the target job. “For’ example, in a program de31gned"’
'to ‘train‘supervisors, the: curr1cu1um may be’ ‘oriented more
heaV11y towards human ‘relations skills" than'the* *urrlculum
for a program des1gned to tra1n workers for techn1ca1 sk111
pOS1tlons.‘ N ; T - Co

SUPERVIQORY PROGRAMS

Although the Progect Advance Survey 1nd1cated that SAI Would
be primarily- 1nvolved with tecnn1ca1 skill: tra;nlng, g
partlcularly in the plastlcs 1ndustry, many more programs N
were requested in’the area of supervisory development.‘ Tne,,“"“
s1gn1f1canct ‘of ‘these- programs lies 'in the fact that - ‘
supervisory skills were. developed in- individuals who ,
ireviously had little or no- opportunlty to advance W1th1n B

- the manager1a1 sysLem._ o - v L

HIT progra”s”ihleh were deS1gned to upgrade m1nor1ty group

L ?tra;nees to 1nstruct other workers to”perform
-l new tasks. o - - ‘

.,,“A. ﬂwr:Uau- Qh’t° tut*_.k"“ ¥
‘flozeﬂ&@ﬁ;ﬂzp,.““v_..f'i'




Fﬂm‘ﬁwm‘&

RS R s e L T R

2B T A R SRR T T

T T AT R Rt

in order to p'ov1defbett'

to ‘c':reategcthe.,,;pq;, is reman, which would

TN SR RN S X A L R /et o e b

 ‘The “human relations skilis of the trainees-

- had to be developed in order to improve
1nterpersonal relationships . in the plant
environment, " Human relatlons training
included such topics ‘as 1eadersh1p style,
interpersonal relationships, control,
delegation. of responsibility, undersranding
pressurés on subordinates. and superiors,
motivating and correcting subordlnates
and communicatlons SklllS.

- M)
B

3) The personal growth of the tralnees had
' to be developed: in. order. to. increase .. .. .-

their self-esteem and self-confldence,v

;. motivate them,;and raise. thelr levels of

One type‘of superv1sory trainlng glven w1th1n the hOSpltal
1ndustry was. for the posltlon of senlor ward secretary.aa

the positlon of housekeeplng team leader in the New YorV C1ty¢j'
-hospltal,system. ,These. programs were broadly descrlbed '
earlier in this chapter. (Append1v y presents a toplcal

overview of these programs,) SATL also trained workers to

£i1l housekeeping team leader positions in other- hospitals,;;5g,;-
 both voluntary and private, ' For instance, SAT was" able to
- persuade- the managers of. a large government. hosp1ta1 in the .. -
Bronx to create. newrllnes w1th1n the housekeeplng department oo
'control over. the work force .and- atf.J\
~ the same. time 1mprove“the morale 1n a. department that had '

"»In the plastlcs 1ndustry; which is generally seasonal in
“nature,,SAI,reallzedbthatFa blg labor need was for a reserve

productlon”perlods,.' . Wo! _
during slack seasoms. SAI persuaded some plastlcs emplnyers

At
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SAT. 1mplemented a number of superv1sory programs for the
plastlcs 1ndustvy, one of whlch is described. below._h

Company A

This plaSthS £1rm is an 1nJectlon moldlng and assembly
operation which ‘has manufactured small plastlc objects and

novelties for the past twenty years,

When SAI flrst,f;

apprpached the organization,

it had deep 1nterpersonalland

human relations problems, stemming

prlmarlly from a union/

‘vquestlons pu

'After completlon of the -Job. Task Aaalys1
._1nterv1ews of the tralnees

.that all of th@n hud better than-average technlcal ‘kndw-how
,w1th respect to thclr jobs,

worker/management conflict which: nro c-approximately four o
months . earltcr when workers in the orpanlzatlon voted to
decertlfy the unlon. ‘The plant, which is. located in a,. ghetto
area in Brooklyn, was rent by the friction and. factlons that
sprung up among workers as several new unions and the
decertlfled union* Fought to galn worker acceptance._

Wanagement felt that a tralnlng program to upgra e some of
its low-skill workers to assistant foremen would not only
aid the production needs of the company but also serve to
improve morale in the plant Management also agreed to let
the employees participate in SAI's in- depth Employee Research
tudy. When the research interviews . first began, rumors and -

'exaggeratec stories regarding the reasons. for the 1nterv1ews

created a great deal of anuxiety among. the workers.
outset a number of employees refused to. answer any
to thcm b/ the fleld 1nterv1ewers.

z

Rather than be accused of partlsanshlp, the employer"

At the: . ,j

‘requested SAI to be fuily responsible. for the.: selectlon of ,
trainees, which was done solely on the basis of the 1nterV1ew

schedules "‘completed “for the: -research studyw (Volume III
contains-a preliminary report of the research flndlngs '

prior -to, during, .and after. 1mplementatlon of the tralnlng

program in the company.):. Thirteen. trainees we1e selected o
for the program,. twelve: of ‘whom were Vegro or Puerto Rlcan..
They*represented. all three departments of the company..'

.Moldlng, Assembly, and Warehous1ng

.and. follow-up T

‘However,
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need to improve their human relations skills, to unfreeze
their negative attitudes towards their co-workers and to
improve attitudes towards management, They also had to.be
taught how to instruct new workers, how to schedule, and how
to work effectively with subordinates, superiors and peers
as first-line supervisors, The HIT curriculum, therefore,
had to emphasize the development of human relatioms skills
in ah effort to improve interpersonal behavior in the plant,
and in order to develop supervisory skills such.as problem-
solving, instructing subordinates, quality control,
housekeeplng, completlon of productlon forms, and so forth,

The human relatlons tralning frcused on three areas:

1) Perception (how the tra1nee sees thlngs and
- how he,expects others to see them).

2) Interpersonal behavior (understanding one's -
- own behavior and that of others in the plant).

3) Communlcatlons (how to transmit 1deas
~ concepts, and orders, as well as. ‘how to
‘ llsten) : : : -

In an effort to improve the human relatlons problems in
the plant the SAI trainer deliberately involved all of the
-plant's superv1sors and skilled technicians in the develop-~
ment of the HIT curriculum. The attitudes of many of the
plant personnel toward the selection of: trainees was . -
negative. (The trainer was pleased to learn chat he had
1nadvertent1y selected workers from both of ‘the employee
factlons 1n Lhe plant and on an. equal ba51s )

The tra1ner recognlzed the 1mportance of promotlno good ,
1nterpersona1 relatlonshlps with all- factory personnel, -and
made ‘a ‘concerted effort to see that just about everyone in
the plant enV1ronment knew what was Boing on in the program,
Classes’” were held in an open area. of the production: floor,
in order to give most employees. the bpportunlty to see. what
was going on in the program.m<u" L : :

To develop ‘the' self-esteem and confldence of- the tra1nees, the
trainer. ut111zed ‘wherever: possible,: the technical expertise:
of the grOUp. Uhenever subJect matter relatlng ‘to produe/;q\,
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safety, or production equ1pmcnt was to be- given, the trainer
scheduled a traince to instruct the class, - Thus each Lralnce
had the opportunlty to be the skill "expert,"

The emphasis placed on human relations training had a ‘
Management reported -
that production and quality increased and that the- morale of
the tralnees appeared to be greatly 1mproved

Management totally ‘approved . of the method and approach taken o
by the SAI trainer in the ngh Intensity Training program,

and reported that many interpersonal problems among the ‘
employees seemed to be alleviated, The trainees demonstratcd
that they were able to assume their new supervisory
responsibilities with greater self-confidence as’ a result

of the skllls acqulred in the program.v

While the program was . belng held several non-trainees filed
a complaint with the National Labor Relations Board whlch
questioned SAI's relationship with management and the B
decertified union. SAI had no difficulty in demonstrating '
the 1ndependence of its program, and the charges were
dropped

b) Hospltal T :
When the SAI trainer started negotlatlons w1th ‘this large

government hospital, he found that there were almost no’
upgrading opportunities available in the hospital’s Civil

:Service structurc for lOW-Sklll low-wage housekeeplng _

personnel In an effort to crrcumvent ths probltm,:manage- ;
ment’ was persuaded to. elevate a number- of: housekeeplng aides
to positions ‘that were two' and three grades above their '
present salary levels, and to- create the new worklng tltle S
”housekeeplng team leader.»;~ R o

| After completlnf7 the Job Task Anaiysis Ior this. pos1t10n, the

SAI trainer decided to-design a cufticulum which would place o
equal emphasis on’ technlcal sklll 1:1:‘19.:Ln1nfr ‘and on human ’
relations "skill: tralnlng., He bashd this” dec1s1on on a number

of factors.= First, the technical know-how of the tralnees
was:'very much in ‘q. estion. - Though many ‘of’ them had worked ‘

for -the hospltal for"a’ ‘numbexr of years, they ‘had" never R //
recelved formal - instruction‘in- hospltal maintenance technlquesfﬁ L
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Since their first-line supervisors -~- some of whom had worked:
for the hospital for as long as 20 years — had never L
received formal training either, housekeeping maintenance was
often below generally accepted standards.

Second the SAI trainer detected strong indications. of. .

racial prejudice on the part of the primarily white: supervisors

in the hOSpltal structure toward minority-group workers, The o
trainer therefore belleved that it was important to develop a

high level of technical and supervisory proficiency in the

trainees in order to demonstrate to supervisors that pro-.

ficient housekeeplng team leaders tend.to enhance.the ' :
superv1sors' and other hOSpltal staff members own efficiency

and- status An the organlzatlon.,

The trainer. ut111zed the technlcal expertlse of-employees from .
other departments of the hospital in the development and
1mp1ementat10n of the program. This prov1ded a number of
supervisors with the opportunity: of seeing the trainees in
action, and in turn,lt enabled the trainees to obtain Ffirst-
hand knowledge of other supervmsors and departments in whlch
they would eventually be worklng.__:. : -

Many of the tralnees had 1anguage problems. Sometimes
Spanish-speaking trainees would be asked to clarify a point

in Spanish. Uhen he deemed it necessary, the bilingual .
trainer would translate parts of the curriculum into Spanish
for those trainees who continued to have d1ff1culty under- . -

The SAI tralner belleved that, no matter how proflclent the
nine. Negro and. Puerto Rlcan trainees became,_they would still
be confronted W1Lh negatrve attltudes and behavior. on the part
. of the prrmarlly white superv1sory stafr in the housekeeplng

: deparhnent. These supervmsors were, for. the most part, first-
generation Amerlcans of iwid-European stock, who had little

or no formal. edacatlon and -who had acqulred their present.
supervisory. poS1t10ns through- senlorlty rather than skill.

In addltlon to deep-seated preJudlces towards. minority- group
‘workers, many of Lhese supervisors wvere likely to. feel

strong resentments toward trainees- ‘who were given the
opportunlty to. achleve in 40 hours o£ tralnlng, JObS whlch N
it had taken Lhe superv1sors 10 to- 15 years to reach Though
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Service status, The SAI trainer and the hoSp1tal management

made a concerted effort to alleviate the fears of the S :
supervisors by assuring them that the HIT program was - R ;
designed to give them the trained -manpower to make thelr ' '

jobs easier,

RIS

Because the trainer felt that the meetlngs between management
and supervisors. did not delve deeply enough into the jealousies,
preJudlces, and fears of the supervisors, he decided - ‘to place
heavy emphasis on teachlng trainees to understand the

problems and fears of their supervisors. .During problem-
solving sessions, the. SAI trainer encouraged the group to.
make suggestlons for lmprov1ng interpersonal relatlonshlps

~in the organization. Knowing that their supervisors would
not cooperate as fully as he would have liked them to, the SAI
trainer had to prepare the trainees to handle some of the -
negative feedback which they might receive. This was achleved
through personal development courses which were des1gned to-
deveélop the trainee's self-esteem and give him confidence in
his innate abilities and his newly developed skills, The
trainer belleved that if the trainees were to successfully
complete the program they must . be confldent enough in. the1r
own abllltleS to counteract negat1ve responses from '

¥  supervisors. Thus, they required strong reinforcement from

; the trainer in their efforts to develop and maintain pos1t1ve
1 self-lmages. : - e

One of the outcomes of thls program was . the formatlon of a
‘cohesive work group whlch was determlned to develop its Skll&
prof1c1ency to a maximum level As a result the -trainees
N ‘became much better 1nformed about housekeeplng technlques than
B their’ superv:Lsorso The .effects of the. training program were.

f 1mmed1ately apparent to hospital administrators, - They"

3 noticed sharp improvements. im: .the attitudes and dally : :
£ : performance of the trainees in their regular work dutles. o
g Members of the hospltal staff commented on. the trainees' - IR
i techn1ca1 skill in handllng housekeeplng ass1gnments, and on .
their ease in deallng with other workers._ Soon .the SAI
,tralner was confronted w1th a new problem, Anxlety had ; o
increased among the supervisors as. they recognlzed that the . . ?
trainees were now. performlng better and thus. receiving more
positive responses from hospital personnel than they.. The

b v,SuPerVISOrS ’orlglnal fears and: jealousies, were reactlvated ;ﬁ,gzd/ \ f
4 Though' superv1sors ‘had not admltted their insecurities to - o ]
ERjkj .gthe SAI tralner prior -to the programqwthey did so now. They = / i

1()8 “f“.f : ' L
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requested the trainer to conduct s1m11ar ‘training classes for
“hem in order -to increase their own supervisory ab111t1es. |

As a result, SAIL decided to conduct a number of special

clinics de81gned to improve the technlcal and human -
relations sk111s of superv1sors. .

Hospital management had been somewhat apprehensive about
the learning abilities of the housekeeping staff prior to
the HIT program, However, they were so pleased with the
results of the program that they requested SAI to develop’
an English Language Proficiency program for some of the1r'
Spanish-speaking ‘employees who had difficulty in
communicating with other members of the hosp1ta1 staff o .
(The resultant’ ELP program has been descrlbed ear11er in %
v th1s chapter ) - ‘ . o , A

c) Hosp1ta1 KK s

The HIT program in Hospital KK was des:gned to tra1n house-
keeping aides-to become team leaders who ‘would each supervise
the work:of six - to eight people in ‘the housekeeplng department.
Each team leader had to know his job thoroughly and know how
to instruct others, delegate responsibility, and give orders
effectlvely to- subordinates who f1ve weeks earller had been
his peers. T ~ '

This supervisory training program took a slightly different

approach from the other programs SAI conducted for the New o
York City-: hospltal system., After: completlng the Job Task -

vAnalys1s “the trainer ‘felt that the major focus of the

‘program- -should be the development of the trainees' self-

esteem and-self-confidence. . She dec1ded that this ‘could best

be accompllshed by emphas1z1ng the 1mpor ance and SLgnlflcance

of the fact'that -the" trainees, the hospital staff and the

hOSpltal c11ente1e were pr1mar11y Negro.-‘* 4 s .
The managers of the housekeeplng department were not very

‘favorably ‘disposed- to' this’ approach; however the trainer

believed that the trainees’ exhibited a very strong need for

positive racial identity. - Slnce ‘the’ hospital ‘was not

51gn1f1cant1y troubled by major 1nterpersona1 behav10r

problems; the' trainer‘felt ‘that theé’ program could, afford to““

stress ‘the 1nd1v1dua1 development of the trainees. Thus,
though the program 1nc1uded tne thlee maJor elements of a11
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'HIT programs ~— skill tra1n1ng, hUman relations development

and personal. dcvelopment — it gave more weight to the
perscnal development of the individual than did similar
training programs in other hOSpltals.; ‘

As part of the personal development or1entatlon, ‘the tra1ner

contlnually stressed the" importance of formal education, “She "

also gave- many more homework aSS1gnments than 'did the other
SAI trainers, = An interesting aspect of these homework
ssignments was that the trainees tended to involve their
whole families in completing the assignments., Trainees:Were
asked to submit ''research" papers, and many of these papers’

were proudly d1splayed ‘as the work of the ent1re famlly.:; S

SAI believes  that famlly 1nvolvement in the tra1n1ng program
plays an exceedingly important role'in the development and
motivation of the worker and must not be underestimated,

The children of the trainees appear to benefit from their
parents' involvement in‘a new learning process. The child's
perceptlon of the parent and of the importance” of educatlon o
appears to be very pos1t1vely affected by the program. '

The program at HOSpltal KK was cons1dered very successful by
the hospital administrator who, as a result, has widely -
recommended SAI to a number of other hosp1tals throughout
New York Clty.

SKILL TRAINING

The JTA i§ the' key phase in the development and ultlmate"
success of technical skill programs, 'The SAI‘trainer must
get a basic understanding of the job, its functions, its
problems. He must understand the operation of all of the
equipment whlch is used in the target pos1t10n, and’ has_ to be
acutely aware’ of such variables as safety, ma1ntenance and
problem-solv1ng in: relatlon to product1v1ty of the worker?n'
and the machlne.‘f‘ ' .

R

Whlle some theoret1cal materlal is presented to the tralnees o
in the’ program, practlcal hands~on sklll tra1n1ng comes’ flrst“f*f

and theory generally ‘comes” second.. Because of ‘the" atmosphere'
and ‘the* routlne nature ‘of factory work, the’ ‘trainer attempts to Ly

1nstlll a sense of purpose and’ d1rect10n in’ the tralnees.““‘

._"
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Sincé most factories tend to have high noise levels, SAIL
attempts to bring. the trainee out of that. environment and .

" into more comfortable surroundings within the plant for as ,a

many of the training sessions as possible, When machines in
the factory have to be used for demonstration purposes, SAI
has utilized walikie~-talkies to communicate with trainees.,
Each trainee has a receiving set and ear plugs which allow
all of the trainees to hear the 1nstruction clearly.t,,
Without this electronic device the.trainer risks losing the N

attention of trainees who would otherwise have to strain to
hear, :

All training programs, whether factory- or classroom—based .
provide rcrreshments for the trainees.. This has both - "
psychological and. phys1olog1ca1 value, because it serves as
a source of relaxation and renewal of energy for the trainees

“and fac111tates their receptivity, to learning.

As in the case of all HIT programs the trainer tries to
obtain full cooperation from foremen and skilled technicians

in the factory.f Often, factory personnel may not be training- .l

oriented and may believe that skills can only. come from long .
years of experience. The trainer must thus unfreeze their
attitudes towards. both training and trainees.

a) 'HOSpitalLC;gw,ﬁ

SAI undertook a High Intensity Training program in med:cal
terminology and medical coding rJor a major New York Clty
medical center, This program served to confirm SAI's
conviction that, given scneitive assistance, the learning

capacity. of an 1nd1v1dual Will fai surpass normal
expectations. ‘ . O

Because of an 1mpend1ng changeover to a computer system

of record keeping, the hospital’ requested SAI to design a
training - program to upgrade thirteen medical clerks. to. . .
positions as medical coders: or medical transcribers.. . It was.
SAI's belief that traditional training programs . for medical
terminology and medical, coding required. far too much . .
training. time. After performing the Job Task Analys1s the
tralnerwestimated ‘that the. complex. subJect matter. could be .

comprehenSivelv presented along Wlth human relations training f
‘and’ personal development courses,. in approrimately 80 hours

/“"\.
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‘system. .- ThlS approach would ‘enable the employee to

all, 14 hours of the. curr1culum were. devoted to. 1nstruction

,1dent1fy medical’ terms related: to tha anatomy through word

. the ‘trainees were taught med1cal chart ‘analysis and medical _'-/
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of training, (The program was actually completed in 72
hours,) - SAI also thought that the educational requ1rements
for the. target jobs were 1nvar1ab1y too stringent.’ Most
hospitals insist that a person have a high school d1ploma
and preferably two years of community college prior to. .
employment as a medical terminologist., SAI suspected that o 3

‘such requ1rements were. perhaps unnecessary for employees who

already had. substantial exposure to medical terminology R ;
even though they may not have completed high school " The
educational requirements for trainces in this program were
therefore waived., o T : é

The trainer felt thac the teach1n° of medical terminology
should ‘be based_on'an understanding of human anatomy; a R
knowledge of . the normal and abnormal body, system by

visually. conceptualize the parts of the body referred to

in medical records and. thus facilitate his comprehens1on

and transfer of knowledge The SAI trainer therefore
contacted the Director of the. Physical Therapy Department

at the hospital's medical school and requested that a - .
faculty member be assigned to. teach the estimated- 14 hburs
of anatomy included in the ngh Intens1ty Training
curr1cu1um._»

The Director 1nd1cated that the mcd1cal school was ill-
‘equipped . to serve ”any population other than the sophlsticated
and br1ght medical student”; that he did not think the |
trainees’ could accually 1earn the subJect and certainly not .
within the 14 hours SAI has estimated. . He stated that "it
couldn't be done";-that the -anatomy courses conducted at

the school tale s1x months to complete. '

However, s1nce top hospital management was in favor of the
HIT program and had requested complete staff cooperation in
the development of the traini-ag program, the Director had
little alternative but to comply with SAI's request. In

in anatomy,. A greater amount of timé was spent in_ rev1ew1ng :
stems, prefixes, and suff1xes. The trainees 1earned now to ' !

der1vations._ After a foundation in: medical terminology,

Codlng through the use of the International Coding System. = ' S
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While the major emphasis of the program was on skill training;
the trainees also .received human relations and personai
development training. ‘

This training program has great significance for. a number '
of reasons. First, from the standpoint of curriculum
development, SAI demonstrated that a medjcal terminology/
medical coding provram can be taught to medical clerks -
in 72 hours or less, (A similar program: devoted onlj to
medical terminology ~was conducted by SAI in a second
hospital in only 48 hours of training Lime )

Second, it would appear that the qualifications which are
normally set by hospitals in selecting candidates to train
or to hire are far too stringent. Other qualities, such as
motivation, can be more important than educational back-
ground in assess1ng the potential success of a trainee,
Trainees in this group (which was composed of 12 women and
one man) were very highly motivated to learn the "mystical’
language ' of the doctor — a status symbol in both the hOSpital
and . the outs1de environment., Because of their sincere
interest in the subject matter, the trainees put;invmany
extra hours of stidy. | oo "

A highlight of the training program occurred when the
Director of the Physical Therapy Department was giving one
of the final anatomy lessons. Standing before the class,
he described a- part of the brain :s serving a particular
function, " Several students raised: their hands to correct.
him,  The Director was ViSibly annoyed and pOinted out that
he was conSidered a very competent man in his" field. The

~class, still uncertain about their own rolés in the

institution ‘ani‘easily shaken in their owm self-confidence,
did not pursue the matter.” The next day the Director
returned to apologize to the group; he had checked the
questioned point in a textbook and found that the’ trainees
were correct-it was he who had made the error. '

fThe overall effect of the prdgram ort the medical records o

department was very pos1*ive, but the impact on the
Director of” PhySical Therapy and his department was out-

: standing.m It made him reconsider, he noted, 'not’ only the

......

potential” intelligence factor of hospital employees other

than medical students, ‘but ‘also ;;;];_the anatomy curriculum ;
which’ is, beinn taught to medical students."; o }_n__m/f
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‘The trainees demonstrated to profe331onals w1th1n the -”'

hospital setting that when relevant skill training and
effective motivational techniques intecract, the achievement
potential of- the 1ow—skill worker appears to be unlimlted

b) HOSpital S .

The HIT progrcm.at Hospltal S, a prlvate hospital aff111ated
with a religious order, gave SAI the opportunity to .
restructure several traditional job functlons., The obJecf
of the new job was to relieve the nursing staff of routine
clerical details, On the basis of a Job Task. ‘Analysis, the
position of senior ward secretary was created and a HIT =
program was developed to upgrade ward clerks to the new
position. -The program was designed to assist the tralnee

to develop an understanding of basic medlcal procedures,

enhance his comprehension of hospital procedures and policy,'i
sharpen his basic skills acquired through previous experlence,

alter negative attitudes,. develop self—confldence, And

_stlmulate self-development as a contlnulng process.

The key. parts of the. Sklll curriculum 1ncluded such subJects
as the mechanics of medical charting, communicatlons
vocabulary, telephone etiquette, requlsltloning and

.maintenance of supplies.. ‘The human relations components.

were designed to improve interpersonal relatlons with
hospltal v131tors, pat1ents, ‘doctors and nurses.

In-depth research conducted in the hOSpltal by SAI prlor

to and-following the completion of the training program
(see Volume III) indicates .that tralnees were faced w1th
two major human relatlons_problems. One was. due to an

undercurrent of racial prejudice which seemed to exist in

the "hospital environment, :. The other.revolved around

"status,". It:was apparent to the SAI trainer that while;;ff"

‘the nursing  staff complained- about the work 1oad they _

also guarded: it Jealously.“ The nurses openly expressed a
lack of confidence in- the trainees' ablllty to. learn the

‘necessary tasks and in the SAI tralner S abllity to teach
the tasks. ' : :

~In an- attempt Lo unfreeze the negatlve attifudes of the,“
nur31ng staff; the trainer began the Job TdSk Analysis w1th
a series of six meetings with head nurses and superv1sors.‘“
The purpose of these meetings was: to gnvolve the staff in
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the process'of'defining the duties and responsibilities of o
2 the newly created post of ward- secretary, - Through this- -~ . .
A involvement, the trainer hoped to obtain their cooperation ’
‘ and thus reduce tension, The group was divided into .
workable sub-groups of eight, In addition, eight two-hour
conferences were held with the Diredtor of Personnel and

two staff nurses who were assigned to coordinate the -

program and assist with the tedching. After group

consultation w1th nurses, Ss. ipervisors and the personnel :
admlnlstrato:, a formal- JOb description llStlng the duties .

and reSpons1b111t1es of the ward secretary was developed

Several members ‘of the nurs1ng staff malntalned a. sense of

separateness from the program, -and ‘tried in many ways to

discourage’ the hospital - from implementing the program,

When the SAI trainer arrived one day to- participate ‘in a

joint. meetlng scheduled with the head nurses, superv1sors

and ‘director - of nurs1ng ‘and personnel’ regard;ng

currlculum ‘topics, he. dlscovered that a prior meetlng had

; already taken place between the directors of nursing and-

g the nursing personnel,  The nurses: had requested that the

i program te cancelled. They professed concern abcut the

abilicy of nonprofess1onals to. execute doctors'.orders.

b Many of the nurses felt that the-ward secretary had ‘'no .

‘right' to handle medlcal charts, a duty historically within

; the domain of the nurse, One nurse admitted to the trainer

§ that she felt threatened by the ward Secretary, since the .

g ward secretary would now be communlcatlng ‘with doctors.

b Others questioned the legality of permitting a secretary to

: ~ handle ‘drug and medication wrders. After a number of

? exchanges of thls sort, hospital- management- finally: agreed

i - to permitthe ward sevretarles to e:ecute all orders except
medlcatlon requests. '_“ Co e S :

VTR nTIee ey e L e

The nurses as51~ned to aSS1st the SAI tralner were somewhat
apprehens1ve about’ their roles, Their - anx1ety was” apparently
due to the1r 1ack of" self-confidence. .One nurse. had less
‘rhan o”””year of experlence ‘in handll.nrr 1n~serv1ce tralnlng

I B T T 0 S, AR T A P,

- experlence ‘in ths sphere at a11 -*f;?} R {V, S

The tralnlng program was conducted in a well equlpped
classroom ln,the ‘ospltal -“The"SAL trainer utilized.a. v1ew-v'\
nla ge “and’ prOJect med1cal charts ‘on a blackboan7/ o
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such questions as, ‘'Were the nurses willing to relinquish.some
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thus enabllng the trainees to observe how the charts should

be completed. This also gave them ‘the opportunity to practice
and to share questions and comments with the other trainees., '
The v1ewgraph thus served to augment the oral 1nstructlon '
with a visuali experience,

Though a great deal of emphasis had to be placed on human
relations training in order to alleviate the severe
communications" problems which appcared to exist between the
nursing staff and the trainees, the’ tralner decided that
technical sklll training should be the paramount concern of R
the training program° ‘Since Lhe nurses were somewhat = -
ambivalent about the trainees' ability to perForm the

- necessary tasks, it was essential that the trainees completely

master the technlcal material, The human relations- segment
of the curriculum, by necessity, focused on helping the

trainees deal w1th ‘the preJudlces and the - resentments of the
nurs1ng staff . - ' : =

The tralnees selected for the program were all female and
renged in age 1rom 21 to 58 years. Of the tern trainees,
one was Puerto Rlcan ‘and four were Negro. An unusual’

feature of the group was - that it included a mother and daughterfr

The daughter was one of the brighter members of the class, but
she appeared to be eéasily rattled under pressure in the ward,
The mother, on the other hand, held up extremely well under
ward pressure but was’ slow in- 1earn1ng the important functions
of the charting process. ' The trainer encouraged both mother
and daughter to reinforce each other both:academically and

. emotionally,_and both came through the_program well,

One of the ma1n concerns of ‘the tralnel was' to encourage the
trainees to study ‘and apply thie materlal ‘they were taught.
Ind1v1dual conferences served to reassure the trainees that -
they were capablc of absorblng and ap 1y1ng the d1ff1cu1t
ﬁaterlals belng presented '

Unbeknownst to “the SAT tra1n1ng staff,’ representatlves of
nearby Hospltal P palo a visit"” to Hospltal S to ‘find out how-
the ward secretarial program was. working so that ‘they might -
determine its feasibility in their institution. They asked

of their responsibilities?" 'Did the trainees learn and
assume their new responsibilities w1th a high degree of
proficiency?" “Uhat effects did the ‘HET curriculum and the
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‘needs .of Hospltat P.

.cycle, the SAI trairer was to carry full responsibility for

: A problem whlch drose in HOSpltaldP'aé-a result of the'SAi

 became So accustomed -to using -the SAI trainer as a problem- -~ S
~ be implemented by him rather than by their own newly trained

_tralners.

Gebl

trainer have on the quality of the program?" All questlons
regarding the program were answered positively and '
affirmatively, As a result, SAI received a calil from.

Hospital P three days later. requeCting SAI to train :
approx1mate1y 60 ward clerks for the position of ward =~ . |
secretary in thelr institution, R

6) 'HOSpital P

As a result of the successful: 1mp1ementat10n of the wald
secretarial program at Hospital S, Hospital P decided"'to
restructure the job functions of thelr ward clerks in order
to achieve better patient care in the hospltal The*
curriculum followed the general format of the Hospltal S
program, but was modified and devtloped to meet the spec1f1c

Slnce 60 employees were to be trained, the Pré%;émkwas'td.'- v
planned for implementation in three cycles. . During the first -

training, At the same time, he would also train several oy
members of the h05p1ta1 staff in the concepts and techniques
of High Intensity Training, thus providing the hospital W1th
its own training capability. The néw hospital trainers,

under the supervision.of the SAI trainer, would.carry '

30 per cent of the training re3pon31b1L1ty during the second.
cycle of tralnlng, and about 80 per cent during the’third
cycle, - The second and third cycle programs would thus be
implemented ‘through a . multlpller effect” resultlng from -
SAI's orlglnal tralnlng program. .

trainer spending a great deal of time in the institution was.
that the hOSpltal staff began to depend upon h1m to too
great .an extent, The hOSpltal nursing and superv1sory staffs ~

solver that they pxeferred that the second and . third cycle’
ward secretarial programs as well -as other tralning programs .

trainers,. . The SAI trainer succeeded however, in gradually
transferrlng all tralnlng resnon51b111t1es to the hosp1tal
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This underscores a problem which SAI will focus on in, depth
during Phase II, More emphasis must be placed on train1n° .
-company trainers so that they will be able to assume with
ease the varled aspects of 1n-plant HIT training.

SUMMARY

SAI designed and implemented 51 High Intensity Trainlng
programs in 46 organizations during the 12-month period of
Phase I, Curricula were developed to meet the specific = =
needs of the individual organizations, and inc¢luded
technical skill training, human relatlons sk111 tralninb,
and personal development :

The emphas1s given to each of these. areas and the way in.
which they were interleaved in the tralnlng program were
contingent" upon the specific needs of the trainees, the
organization and the target job, as assessed by the SAT
trainer during the 13 -day. in-plant Job Task Analy81s.

Target jObo for which upgrading tralnlng was glven can be
broadly divided into two categories: supervisory. jobs
(i.e., ass1stant foreman, team 1eader) and technical sk111
jobs (i.e., extrusion operator ‘medical coder, ward. .
secretary.) ‘In most cases the target job represented an-
existing vacancy in the trad1t10na1 job h1erarchy of the
oxganlzatlon, in other cases the target JOb was newly
created as” a result of JOb restructurlng.

Uhlle all of the HIT programs are flexible in content and
format, SAI found that an early emphasis on personal :
development —on- 1ncreas1ng the self—esteem, the confldence .
and :the motlvatlons of the worker — served to prepare, him to
more readlly leern and absorb the technlcal Sklll tra1n1ng.

The formal Openlng and clostng ceremonies a1so served to L
motivate the“trainees and to’ ralse their levels” of aSplratlon.~
In implementing the program, the tralner strlves to. develop .
a full network of communications betwten ‘and among tralnees,
and employs a part1c1pat1ve approach to learnlng.“ Tralnlng
manuals and homework assignments, in addltlon to enrlchlng

the currlculum for the- traineo, help h1m to 'involve his

entire family'in-the learning proéess. “The graduation =~ ”77f::>‘

ceremony. is another way in which the training program reaches .~ )

out to the trainee's external env1ronment — to hlS famlly ,{ }Jﬁﬂ;/
~

and to his friends. = SR LI S N

1118

=)
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Tre human relations aspect of the program is designed to
_improve the interpersonal relationships of the trainee,
with respect to his co-workers, his superiors, and his
subordinates, Technical skill training is focused on
making the trainee functionally operative in the target
job after 40 hours of training, and includes’ demonstratlon
~and on-the-job practice as well as problem-solving
experience.

RARES I acor i |

‘Unfreez1ng the negatlve attltudes and pelceptlons of
supervisors and management tOWardS their low-skill workers
is a key aspect of the trainer's role in the plant environ-
ment, The involvement of supervisors and other skilled
personnel in the HIT program is one way in whlch this
"unfreezing'' process is started. Other ways include maklng
the supervisors feel more secure, and pointing up areas in
which more skllled subordinates tend to improve the .
: supervisors' status in the organization, ‘Apparent. improve-
i : ments in the attitudes, behavior, and skill of the trainees . _
{ further help to correct.negatlve or stereotypical perceptions,

A number of problems came up durlng implementation of the
HIT programs; scme were anticipated and some weve not.
: Language problems of Spanlsh speaklng trainees were, for the
A s most pari, easily overcome by the bilingual trainers who

: were prepared to instruct and tranglate parts of  the tralnlng
i curriculum into Spanlsh Bad weather and the seasonal.
; nature of the" manufacturlng industries caused a number of
2 scheduling problems, but these were. not 1nsurmountable.
: Unions were for the most part very cooperatlve in respect
to the HIT program.c. :

Racial preJudice vias encountered Wlthn a number of o
: .organlzatlons but the improved . technlcal and human relatlons-
¢ skill of the trainees helped to counter negative attitudes.,
P Co-worker ‘jealousies did not’ emerge as a major problem for
- the trainees, though supervisory jealousies did., ~SAI .
alleviated the latter problem somewhat by running voluntary
' "cllnlcs" for superv1Sors which were designed to 1mprove

2 D e

thelr tech 1cal and human_ relatlons skllls.,;wm.-

: Other SAI support serv1ces 1ncluded the sponsorshlp of
,leadershlp tralnlng conferences in’ ¢ oder to expose.. tralnees
. to. the technlques and potentlals of communlty leadershlp, and '
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”trainlng of trainer" seminars to instruct reprosentatlves
of non-participating organizations in tlie methods and
techniques of ngh In»en51ty rralning. :

AT )

The HIT- programs offer promise as a method of creatlng _
new entry-level job openings, The creaticn of a new level
of supervisory expertise within organizations enables
employers to expand their operations, and thus. hire more
entry-level workers over time, An 1nterest1ng 51de11ghL ,
revealed by the upgrading of Spanish- speaklng employees - to
supervisory positions within organizations is ‘that the
creation of a Spanish-speaking level of’ supervisory =
expertise terds to open up new opportunities for entry-
level employment of Puerto Rican workers who have little
or no command of the English language., Thus, HIT appearS»
to lift Stlll another barrier to the employment and
advancement of. mlnorlty group workers.




CHAPTIR 7 - CONCLUSIONS | S

Phase I of the SAI experimental and demonstration project. ; {
saw the developmen: and refinement of an innovative .aprroach ‘ T

to training and upgradlnb low-wage workcrs Wlthln thelr own
organizatlons. . : :

This approach was based on the conv1ctlon that the occupatlonal
problems of the disadvantaged”worker cannot be solved:by. skill
training alone — that his social needs, his economic needs.

and his psychological nea:ds must also be served if trainlng

is to achieve any long ldStlng 1mpact. :

In an effort ‘to" meet’ these varled needs of the dlsadvantdged '
worker, SAI’ developed ‘a. comprehens1ve traxning methodology
called High Intensity Tralnlng.. HIT considers the low-skill,
low-wage worker in his total environment — at work, at home,
and in the community. The HIT curriculum is designed to
improve the worker's skills in both the technical and the
human relations areas, to raise his levels of:aspiration and
motivation, and to alter his perceptions of self and management.

i e S St b bt o b 5

The accomplishment of these training.objectives'required the
involvement and commitment of employers from both the private

and public sectors to the sponsorship or in-plant HIT up~-
gradlng programs.

Employers were persuaded to sign formal Training Agreements
ensuring promotion to higher-ranked jobs, with wage increments
ranging from & to 10 per cent, to low-wage worker-trainees
‘who completed the in-plant, 40 hour training programs.

‘Training classes were Small and ranged in size from 8 to '
L5 workers, = ‘ : _ | o ' -

In return for their formal upgradlng commltments, employers | -
received a complete training. package — including design of [ Lt
an individual training curriculum for a company-selected hard- ! '
to~fill target job; implementation of 20 two-hour training

sessions (over a five-week period) by a professiomal industrial

trainer; and the creation of their own in-house training
capablllty, in the form.of a detailed, lesson-by ~lesson : o

company tralnlng manual and a tranned company tralner. : A
< N
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A SUMMING-UP

During Phase I, SAI demonstrated tbat the HIT corcept does
work. In twelve months, SAI trainers developed and implemented
51 HIT programs in 46 organiZations and tirained a total of
1,654 low-wage employees: 779 through direct, in-plant tralning
by SAL trainers, and 375 through HIT programs organized by

SAL and conduzted, under SAI guidance, by SAI-trained company
trainers.

,
:
[
!
3

In addition, oAl conducted clinics for 246 supervisors in

order to improve their supervisory and human relations skills,
SAI sponsored leadership clinics for some 100 Negro and Puerto
Rican low-wage trainees, which exposed them to the needs, the
opportunities, and the technlques of effectlve communlty :
leadership. =~ ... I o ;

SAI has changed the negative attitudes uf large numbers'of
first-line supervisors and their middle and top managements
regarding the abilities, fhe capabilities, and the
characteristics of minority-group workers. :

An informal follow—up of trainees who completed HIT. programs

prior to June 1,.1967, Areveals signlflcant increases in

salary since entering HIT programs: the median Weekly 1ncrease

is $11. In addition, a number of traineas reported pro: siotions

and increases in pay since the initlal upgrading process. :
took place. . ... . . . L , i

A numbey of observatlons regardlng the 1mpact of HIT programs
upon orgaanatlons can be made from the experiences of one
year of experimentation and demonstration. These observatlons
are largely impressionistic. in nature; and are the results_
of SAI's own perceptions, interviews with employerg and
‘supervisors, and, informal follow-ups with. trainees., They’

. require deeper study and. evaluation durlng ‘Phase 11, but
.are presented herewith for the. reader 'S con51derat10n.

. _Elozers

s Employers Who are affected by ha doto fill vacancies

: will permit an outside training organization to, plan
and’ 1mplement 1n~plant training and upgrading programs i
for their workers, in an effort to ease their labor 7 -
~and productﬂon problemu. - : ‘/7:_ ‘;

1 - - |
1?“ IS0 e |
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- Fwployers who have been exposed to in-plant High
Intensity Training have sought to institute similar
HIT upgrading programs in other departments of thcir

'organlzatlons. . :

~ Employers who have participated in HIT programs , SRR
- ‘report improved morale, higher production and o
greater effectiveness among both trainees' and
non-trainees,

- Employers report that absenteeism, lateness and
turnover have decreased in those departments which
'part1c1pated in a HIT program.~ - -

- Employers?are w1l11ng to pay their,workers for
training time, provide training facilities and .-
nther needed services to upgrade their low-skill
workers when teohnlcal tralnlng support is
brought 1nto the plant e

- Employers are willlng ‘to commit themselves to an
8 to 10 per cent wage increase for -trainees upon
completion of the training program, despite thelr
initial uncerta1nt1es regarding the potential
effectlveness of upgradlng tralnlng “for- 1ow-sk111
-workers.‘“ R »

- Employers are willlng to ‘allow restructurlng of
‘traditional job categories in order to alleviate
.higher-level skill shortages, after a realistic
'appralsal of the manpower pools lrom Wthh they

an draw. S : :

- Employers are w1lllng to permlt an- outS1de tralnlng
organlaatlon to work with- all levels of personnel
in the' firm in order to ease ‘difficult human’ ,
relations’ problems behween uJW-Sklll m1nor1ty-"~: - . o«
group workers- and thelr supervisors. ’ : SR -

- Employers are apparently willirig to share their

~ High ‘Intensity Training experiences with other
employeis’ in their -trade: assoc1at10ns, 1ndustr1al
complexes’ ‘and’ ‘neizhborhoods, - A number of HIT

'-?programs have resulted from thlS recommendatlnn S
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,Supervisors' attitudes toward low-skill minority-

group workers have improved following HIT programs,

Some supevv1SOrs ‘have moved from initial antagonlsms
toward the HIT program to attitudes of full
cooperation and enthusiasm rcyardlng the flnal
results of thc HIT nrocess.

A number of supervisors have reflected on their -

own human relations and technical abilities as

a result of close proximity to the trainees, and _
appear to have reevaluated many negatlve .
perceptions. o

Some supervisors, after passing through an initial
stage of insecurity, began to see that. highly -
trained subordinates could improve the superV1sor S
own status in the urganlzatlon. | o

Supervisors: have shown a greater w1111ngness to
listen to the 1deas and suggestlons of low-wage
mlnorlty group workers. R S 3 ~

Superv1sors ‘are w1111ng to part1c1pate as-
instructors, counselors and curriculum developers

- when they have been properly 1ndoctrlnated into

the pOSLtlve aspects 0r the HIT process. o

The

Low-°k111 Uorker

- The 1ow—sxclll worker has demonstrated that he has a

the ablljty to learn new tasks and assume new
respons1b111t1es 1n a very short trme. '

- The 1ov-sk11l worker Has had h1s gonfldence, self¥"hu

. esteem and motivation increased substantlally w1th1n
a very short perlod of time,

- The low=skill worker has demonstrated that under the};w_

HIT process he canjm__e 1nto new occupatlonal
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-~ The low~-skill worker has demonstrated the ability
to comprehend and assimilate technical, human

relations and self-help subjects in a brief period
of time,

- The lowhskill minoritjégroup worker, when given
the opportunity and training, can be an effective
and prof1c1ent manpower resource for industry.

- The low-skill worker has brought into his famlly
' environment information from the HIT curriculum

regarding money management health services and
free education, :

-~ The 1ow;skill”worker 1s able and'villlng to accept
new occupatlonal challenges when they are presented
to him in a meaningful way°

Trainl_g

- Tradltlonal tz alning tlme for semi-skllled |

" occupations can be reduced drastlcally without
impairing its value.' :

- Skill tralnlng is aSS1mllated more effectlvely 1f
subject matter pertaining to confidence building,
human relations and other personal development
areas is, bullt ilto the currlculum.-

- Motlvatlon must be bu11t 1nto tralning programs
in such a way that the adult trainee can identify
his problems, develop a plan for solving them,

and begin to follow the plan in order to meet his
sobJectlves, : o

Involvement of supervisors and other organizatlonal
staff members in the HIT process increases the
chances. for the trainee's success in his

: occupatlonal growth

PROJECT ACHIEVEMENTS

In carrylng out ﬁts functlon of expelrmentation and A

demonstration, . SAI ‘adhered to E & D guldellnes in developlng
new methods for trea.tl..6 the employment proolems of 1g=-*//,'

12 5 ot ;:':' R L/
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disadvantaged workers, These guldelines as listed in the
! 1966 Manpower Report of the Secretary of Labor, concern the
e areas of recruitment, selection, motivation, job development,
. and training. S T

}Recruitment

il
B i R R N . e T P LU

By going into the plant setting, SAI was able to reach and
train workers who would not have sought such training on the.
outside. Particideion was made c¢asy: the workers - C é
wore paid for their training time (time and-a-half " when
training was given after hours);. their classmates were_
co-workers (which alleviated fears of competition and
,failure), they were assured of better jobs and pay in-
creases -at the ‘end of 40 hours of training (given w1th1n
a five-week period); they were served free refreshments
during the training sessions, which were conducted, when~-
ever possible, in executive quarters,

Selecticn )

Trainees were selected along non~trad1tional lines., Formal
tests were not used because it was felt Lhat they would -
lntlmldale workersa“ Employers and superv1sors conducted

he preliminaiy ;creening and the SAIL trainer made thé
final selection on' the basis of personal interviews.

5 The trainer tried to make certain thai: selection was not -
§ ' confined to ”sklmnlng the crcam ofif the top."”  He aimed - R
i for heteiogeneous classes in order to validate the training oo

@ techniquea ' i -

. “Motivation

P The‘HTT program was specifically designed to motivate the
.« worker and to raise his lﬂvel of aspiration. Maslow's need-
i _ hierarchy concept served as one framework for ‘motivating the ;
1 low~sk111 worker, ‘who has had to focus’ all of his energies o j
on lower- -level needs ir ‘order ‘to ‘survive, ‘The" role of the = :
SAL trainér has been to:awaken him ‘and sensitize’ him to
. higher-level needs — social needs, egoistic needs and self-
i ' fulfillment needs — and to give: hlm achievable goals which
' help to satisLy these needs. :

e e e e st e Baavmie bt
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Motivating techniques were designed for carry over to the
trainee's peers, his co-workers and his fawily.:

Job'ﬁevelopment

By restructuring traditional job 1evels to create new
intermediary jobs, SAI has opened up new upgrading oppor-
tunities for.' low-skill workers,

The training of first-line assistant foremen, foremen,
supervisors, assistant supervisors, team leaders and other
supervisory personnel creates a new. level of supervisory
expertise through which organizations can exercise more
effective control, and enables them to open up - second-. and
third-shift operations.‘ Supervisory training thus appears.
to have important implications for increazsing entry-level
job openings for the unerployed

Training

SAI has developed an innovative approach to upgrading the low- .
wage worker within his own organization in just 40 hours of

training. This approach called High Intensity Training,-
focuses on, 1mproving the worker's technical and human
relations skills, encouraging his personal detelopment,
and altering his. perceptions of self and management,

_ Private Sector Involvement

of . great significance is fhe fact that SAT ‘has been able to
accompiish its traiaing objectives through the involvement of
the private sector in the upgrading of its disadvantaged

~workers, without the subsidization that other manpower programs

prOVide.

SAT. has found that employers are Willing to upgrade from within
if they are offered the proper technical assistance; that they .
are. w1lling to agree to stip ulatiohs toncerning paid training
time, guaranteed ‘wage. increases, new job titles and the like
bec ause .of . their urgent need. to fill job vacancies.

AREAS FOR FURTHER DEVELOPMENT

A review of SAI's first year of operations points up a number

of accomplishments; it also points up a number of areas that

need careful and ,ystematic study during Phase II operati ons.ﬁﬁ\

. Y
1 . .

127
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SAI will continue to search for new and better ways.to train
the unskilled worker so that he can better retain and transfer

his newly acquired skill, and fo new methods to motivate the
1ndlfferent worker.

SAT will seek to develop new and innovative techniques to teach - -
English Language Proficiency and other communications skills to
functlonally illiterate workers. : : '

SAI will focus on the development of systematic methods for - ;

restructuring traditional job levels in various industries in : -

order to relieve high-skill labor shortages and provide new : |
- upgrading opportunities for low-skill workers,

SAT will seek to develop better sales apploaches and a more
discerning method of identifying and assessing prospectxve o d
organizations for upgrading. : !

"In light of the profound effects that solutions to these
. problem areas can have on future manpower development, SAI

plans to further refine the techniques and concepts of High _ :
Intensity Training through the continuation of in-plant _ 5
upgrading programs during Phase II operations,

1MPLICATIONS

The long-range implications of High Intensity Training are
significant, Because HIT is designed to reach the disadvantaged
worker in his total environment, it reaches beyond the.

internal work situation to the external system — to his peers, : 3
to his family and to hlS communLLy .,

High Intensity Training appears to be a feasible way to create
new entry-level job openings for the unemployed and new inter-
mediary level upgrading opportunities for the unskilled.

High Intensity Training offers employers a practical method
antin

for meeting their present labor needs and for staffing future. ;
operations, _ N | |

High Intensity Training-opehs up nhew programming areas for other
; manpovwer agencies, and identifies new areas for further
B experimentation and study.
i
v
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High Intensity Training promctes an intensive reexamination of
traditional training methodologies, including vocational
education techniques, ..

~ Perhaps most significant, High Intensity Training'offérs the
friends and the families of trainees the hope, and the will,

and the drive to break out of their present lives of poverty

and despair and enter into a brighter, more meaningful
world, .
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SKILL ADVANCEMENT INCORPORATED

663 Fifth Avenuec

New York, New York
(212) 688-4210

TRAINING AGREEMENT

TRAINING AGREEMENT between Skill Advancement Incorporated and

of

A training course for

will be

conducted at the facilities of

begin-

ning , 196 .

The course will run approximately

hours and will be

held on | . through - ‘between
the hours of g and . for
weeks.

' Skill Advancement Incorporated will:

. A. Conduct a job task analysis,.

B. Prepare a curriculum outline for management approval.

C. Develop and prlnt a Training hanual for each tralnee.

D. Furnish a profe551onal Industrlal Tralner to conduct

the - course.

E. ;Traln a company employee aé a future trainery

. F. 'lee management two progress reports on each tralnee_

prlor to nraduatlon.

flslﬁax*
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TRAINING AGREEMENT

will:

A,

B.

C.

D.

E.

Assist SAI in advising the Union about the pfogram,
where union personnel are to be trained.

Provide SAI with a weekly job performance evaluatioﬁ
of each trainee (forms to be supplied by SAI.)

Pay each trainee for his training time, (If training -
is given after his regular work shift, each trainee will
receive overtime pay for class attendance )

Provide refreshments (e.g., coffee and donuts) for
each training class session,

Raise the current salary of each graduate by 10%
or cents per hour, be01nning the first pay

period collow1ng graduat10n.~“

It is understood that prior to the first class, the course

starting date can be changed by mutual consent without altering

the other parts of this agreement,

Signed this _ ‘ | day of , ‘l96 .
SKILL ADVANCEMENT INCORPORA‘I‘ED " Company Rame
Signature
e
1ap ant L
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~ APPENDIX B

A 20-SESSION TOPICAL OVERVIEW - -

: - OF THE HIT PROGRAM DEVELOPED FOR

| | THE NEW YORK CITY HOSPITAL SYSTEM

) ,;- 7 TO ‘TRAIN ‘HOUSEXEEPING TEAM LEADERS -




DEVELOPING HOUSEKEEPING TECHNICAL AND SUPERVISORY .SKILLS

OBJECTIVE

This training program is designed
to sharpen housekeeping skills
and to provide thke foundations
for supervisory and/or team
leadership positions by the
trainees in such areas as:

Technical skills

Human relations -

Leadership techniques

Self-improvement

COURSE SUMMARY

High lntensity Training programs |

are- designed to -develop technical

skills and human relations skills.

of the low-skill worker - as well
as to develop his self-esteem,
build confidence and motivation.
necessary to go even beyond the

job for which he is being trained.

The two-hour sessions are con-
ducted Monday- through Thursday
over-a five-week period..
Hospital representatives and*
other outside experts will be
invited to attend and lead dis-
cussions.. Among:the. more: fre- -
quently used training techniques
the SAI trainer: employs -are: :
role-playing; buzz groups; film
strips; tours; and equlpment

i 2

demonstr d.L..LOﬂb T T

COURSE OUTLINE*

The' presentations and work
materials cover the points

required for developing yood }?ﬁ%t'

leadewrship skills and for
improving housekeeping tech- Co
niques. Below are the topics . i+
considered in each session.

Sessioh I Welcome and Orienta- e
tion - This session defines\. )
the terms of the training "Iy

program and introduces the q,fffym

trainees to SAI and the HIT .-
concept. The trainees are . -
- welcomed by membérs of the
- SAI staff, representatives
-of the housekeeping depart-
ment, hospital management,
the Clty of New York and
Dlstrlct.Coun011 #37. s

Se851on II Concegt of House-
keeping - Here the concept of
housekeeping as it is defined
by SAIL and the hospltal is

- .compared with thé image held
‘by the trainees. A repre~

- sentative of the hospital's
housekeeping department is
present to-answer any questions.
‘Benefits:Available to House«-
keeping Employees - The bencfits
to which the trainees are

.entitled as employees of the
hospltal and:as union members
are reviewed. Very often, the
‘workers themselves are unaware
of the benefits to which they
are, entltled and fail to

1llze the serv1ces

L,
~o

*The sequence is bubJect to
its partlcular neods. SAI
have - already put in a full
‘Lhe session to ensure more

; 1

change dependent ‘upon the hosp1ta1 and
strongly belleves that individuals who.
day’s work need a coffee break during
effecttve receptlon of material.

34_ Bi—",];l" o L \
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Session III Duties and Responsibilities of the

New Job - Here SAI presents a complete review of

all duties for which the trainees will be
responsible when they assume their new jobs.

Based on discussions with management, personnel,

and outside experts, SAI has compiled a very
detailed job description. Emphasis is

placed on two major areas: the trainee's
responsibility to the hospital as it relates
to work habits (absenteeism, lateness, etc.)
and his responsibility as it relates ‘to his
personal health and cleanliness habits. -
‘Trainees are given an opportunity to discuss
‘these from within their frames of reference.

-Session IV Safetv Practices and Procedures - It

‘is stressed throughout the program that the
trainee will have to set an example for his
co-workers; therefore, he must be thoroughly
- familiar with all procedures. 1In view of the
nature of the housekeeping“function, safety
becomes one of the maJor respons1b111t1es of
~ the department..
A tour of the housekeeping areas io 1nc1uded
in every program. It is intended that a
member of the housekeceping, supervigsory staff
present this session to. ensure the inclusion
- of methods used by that particular department
.The tour is .conducted so that the trainees will
observe ‘items ‘mentioned .in the discussion on

safety, and to see if they are able to recognize

‘violations.: The purpose of the tour is to
-relate information learned in the classroom .

- .vwithH the ‘practical application. - The tour is:

- part of the broader subject, "How to Conduct
.an; Inspectlon Each trainee. receives an .
1nspection ass1gnment to be: completed before _

T 3 292N P PN
L-I.LC LICAL iLass.

éedsion v Review of the Previous Week's Work. -

; « .o . This review:-will cover the technical 1nforma-

:xtion (duties, etc.) and. the trainees' own .
“reactions to the program - This- sess1on will™

jtij"ﬁalso relate to’ Fr1day 1nspectlon ass1gnments
. of: EdCh worker.»d’ 'C;_,“ur. e j/’”h“

13" “5’, . \‘
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Use of Tools - The trainer will distribute a
handbook of tools for the job; the proper
names and uses of these will then be
discussed and demonstrated for the traineces.

Session VI Continuation of Tools For the Job -
This entire session is devoted to explanation
and demonstration of the tools used in the
performance of the housekeeping dutles Each
trainee is given the opportunity to part1c1pate
and to role-play regarding the uses and
procedures for using the equipment. The
trainees must explain as they demonstrate.

- In so doing, they may discover alternative
methods .of handling the tools.

Sesslon VII Work Assignments -The presentation
“of an assignment to co-workers is important
to its execution.  The trainees must master
the art of givingkwork assignments and
~overseeing their implementation. Role-

" playing: exerc1ses are designed to: prov1de
~trainees with "tests' of their own :
supervisory ‘skills. They are encouraged
'to criticize each other and themselves in

their efforts to 1ﬂprove thelr motlvatlona]

f;skllls

Session.VIII~.Money Management - Unfortunately,
many low-wage workers find themselves with
-grave financial problems. Part of SAI's
" approach to training combines discussions and
~explanations. of money ‘management téchniques
with skill training. These self-improvement
“Tjsegments are spread. throughout the program.
‘In this session, the .group w111 ‘discuss "What
.to Avoid .in. Hand11ng Money''.

o Evaluatlon of Housekeeping Act1v1t1es The
-~ trainees. will have.an opportunity to evaluate

-7 their act1v1ties 1n terms of the 1nformat10n‘
it irand demonstratlons of the _previous sessions.

l

|

f

j

1

Y

~.They will be. asked for suggestions on _ ;
!

f

|

H

!

|

V?lmprovements .as well as cr1t1c1sms of their
- iown work behav1or :

:».11_!‘

Ses51on IX Beneflts Avallable o New Yorkers -
Amon? the self~i mprovemont topics, |SAI offers 1s./7

”Beﬂants Avallahle to New Yorkers's, which /y

ol e e Lot asnedae  sn s asA e e e
ettt i -..:»..... et A0 o ks S s v
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“includes Medicare, Medicaid, Legal Aid, Social
Security, and Unemployment Insurance.

Handling Tools This part of the session is
devoted to demonstration and explanation of
the uses of machinery. It is a contlnuatlon
and review of prev1ous sessions.

Session X Perception and Attitudes - The
attitude(s) held by the trainee must be
examined by the trainees. Their '"frame of
mind" will greatly affect their performances

on the job and the reaction of their co-workers

to the trainees' new leadership roles. The
trainees must be made aware of the differences
in, and perception of, attitudes, in order to
perform effectively on the job.

Money Management - Discussions are resumed on

loans - the types of loans and the consequences -

-~ of poor judgment in borrowing are discussed.

Se581on XI Communlcatlon Skllls-Here, the
,;communlcatlon process is discussed as it .
. relates to giving orders:. - Communications
problems are introduced and the trainrees
suggest ways of solving the problems in order
to reach the assigned goals...

- of cleaning are reviewed along with methods
~of: preventlve malntenance

Se831on XI Joint session with SAI tralner
and supervisors to discuss tralnees perform-
. ance and the tralnlng program to date.,

Sess*on XIT Rev1 ew: and Observatlon of Work
Exg_rlences- The trainees will encounter

~ problems during their work day and this

.-session will deal with these specific difficul-

“thles-* problems in-planning. equal distribution

‘of 'work, attitudes of workers, enforcement of
Jv-;rules, exerc151ng good - Judgment among others.
‘ . Motivation - Motivational techiaiques will be
" presented ‘to the ‘trainees: -along with hypo-
~ thetical situations which require the trainees'
e Qulnterpretatlon of the problems and possible
“1,‘solut10ns.ﬁ ‘Additional itime will be.devoted
pefto develoagng«dlsc1p11ne An f‘e work force.

Cleaning and Preventive Ma1ntenance-Techniquesi

T
. 1
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Seselon iI1 The Pooxr Supervisor -~ Role-Play -
- This session serves as a review, or, test, to
check on the awareness.dnd undcrqtandlng
which the tralneeq haveacquired. The trainees
have an opportunity to play ‘both the initiator
- and the receiver: of different kinds of super-
~ visory treatment. - This. w111 further improve :
their skills in- handllng actual work situations.
The role-playing will include exercises in |
- giving: orders, expla:nlnb the use of equipment,
“reporting to superv1sors, giving 1nspect10n
tours, etc. ' L

' 'Session XIV  Career Development and Reaction to
© the Training Program - Many of the trainees
- have not finished grade 'school. SAI strongly
’ﬂ'encourages ‘that ‘they. comp;ete their education
~and perhaps go on to further their. own carecers.
" SAI provides-information on continuing
~ " education. During this 'session, the trainer
‘will also be-concerned with: feedback from
the trainees; attitudes of their supervisors,
X co-workers,‘frlends and famllles.

Se581on XV Thlngs to Do in. Ncw York - Here agaln,’

"*SAI"is concerned with' broadening the world
in which the 'trainees live. "Things to Do in .

~ New York'" contains information about events,

. 'servlces aad’ opportunltles that are available

“e-“at-lowy.or no cost, : . Trainees are

fﬁiv*”ffencouraged to improve. themselves in many ways.

“i v Review 'of Work Assignment - This discussion
‘Is’.continued with. tralneesj.evaluatlons of

'*l:how‘they are:. performlng and discussions of
-problems they encounter.: :

s:S@ssion XVIwnWhere Do We Go~From Here7 ‘This 1is

o1 ralireview: of the .new role.to be assumed by the
 trainee. The duties-are-reviewed and the

: expeetations held by ‘the trainees are -
~ discussed, The: toplc of motivation is again

- discussed in detail; 1tsv1mportance and the. a
j‘technlques of motlvatlng are rev1ewed '
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Session XVII Human Relatlons-' Reducing Dis-

agreeable Situations - Role-pldying situations

~ are introduced.. The trainees are given the
opportunity to.be "disagres=able' and observe
the reactions of the others. Trainees
evaluate their own performances. ,
Interaction With Patients and Visitors to
-Hospital - This is introduced as a special
problem for the housekeeping department.
Trainees are encouraged to contribute their
own experiences and offer suggestions as to
handling these situations.

~ ‘Session XVIII Work Standards: - Expectations of
:  behavior are discussed in terms of poth the

worker and the trainer.  Working standards
are viewed in terms of what can reasonably be

& expected from people in any given situation.

3 i . . SAIL offers suggestions as to how procedures

! © ¢ Tew to 0 o0 and the standards themselves can be changed.

'*:g;The tralnees ‘also offer sugéestlons.

asesslon XIX \J01nt-sesslongwlth SAI trainer

: hospital supervisors, and union representatives
2 R v*g*'ﬁ~ﬂ}j}to discuss - the new roles and to dissipate

' : - e S fears. and. anxieties. which might have developed
' w1thin the. groups.- : :

‘ , Se331on XX F1na1 Se551un The obJect of this
i - % 7. .gession 1s' to instruct. the trainees in the ‘
i’ © Twe oot waclpreparation. of reports- requlred for any area,
. o fie o i tool or.product in the department. The
ST E e purpese, tooy: ds to: helghten their interest,
"o stimulate. and' motivate:-them to want to pursue
careers “inmc Housekeep ng.;~'

ue331on XXI Graduatlon foe! Certlficates w111 be
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' SK(LL ADVANCEMENT INC.
HIGH INTENSITY TRAINING PROGRAM

NOTES ON THE HIGH INTENSITY TRAINING MANUAL

For each High Intensity Training program, two curriculum
manuals are developed: one for the instructor and one for
cach of the trainees. The only differences between the
- two are in the amount of detail given and the provislon of

instructions for the use of training aids,

¥ The manual serves as both a guide and a source book for the
S - trainees. It is a cumulative collection of material

' concerning the skill training and the basic education
information covered in the class meetings.. The contents

of the manual, though prepared prior *“o the start of the
program, are distributed to the trainees as each topic is
discussed in class. The procedure permits flexibility in
curriculum and provides the trainees with only chat
material which is relevant to thefdayfs training session.

The tra1n1ng manual is div1ded into daily sessions. ' The
material is pr1mar11y ‘prepared- tefore : the . program: begins,
but there are many instances which require changes or
~additions in scheduling and/or in contents This explalns
~why some training manuals do not  appear to flow as
smooi:hly from topic to topic. Many sessions are open %o
development by the trainees. The only structured part of
a session may be the ‘trainer's presentation of the subject
matter — his outlining of some parameters, with the
tralnees taking over from that point. Since.there is no
"official" recorder at each session, written materials

0 cannot always ”ecreate what has transpired during the
i - session. :

. The tralnlng manual is des1gned by SAI to be a viable
: decument. If necessary, even after completion of the
3 : ' program, -additional materlals may be .sent to the trainees
i for inclusion in.their manuals. ohould changes take place
~ whichout date preceding’ sectlons, the trainees are-
‘ff=not1f1ed to substltute thé new material for the. old The
- manuals are specifically ‘geared to the trainees' ' :
zcorprehen51on and may not always be perfect examples of
'@ihﬂgrammar or. correct usage. : :

TR S R
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Notes on rhe.HighQIntensity Training Manual (Continued) {

The -contents of the manual are divided between materials: 3
dealing with skill tralnlnb and materials which deal with ' ; ‘
personal development, i.e., money management, where to ' 4
find help in New York City, Social Security, Medicare,
human relations, problem-solving, etc. The skill training |
material is prepared by the trainer to meet the specific ‘
needs of the individual organization. This material is |
not always adaptable to similar organizations sincé it is |
baced on the specific problems, operations and personnel . - |
of the organization for which it is developed. S '

Frequently, as a result of the Job Task Analysils performed -
by the trainer and the training program, new methods of
operation are introduced by management. This then requires
that the manual be altered and new information incorporated.
Often during the program, the trainees themselves discover:
new techniques or "tricks of the, trade" which again require | ;
addltlons to the skill portion of the manual

AT A £Y

In the case of the personal development currlculum, SAI has
found that certaln topics appl‘r to every training program,
regardless of the 1ndustry fhese topics are called
"eonstants". and are .included.in all training manuals. These
materials were prepared or reflned by various: members of the
SAT training staff who researched the different topics and -
compiled the pertrnent data for use in the programs. Main-
taining a file of '"cons:tant" curriculum components allows
the trainer more time to concentrate on ~developing materials
- which deal specifically with the target job and the
organization: company history, company benefits, personnel,

: . - skill requirements, problems and other data gathered durlng
i . 'Lhe Job Task Analys1s phase. ' : :
%, o on The constants may be mod1f1ed for a spec1f1c tralnlng

' program dependlng upon’ ‘the needs of the trainees. A .
partlcular aspcct of omne. of the constants may be explored
in greater depth-” ‘and ‘the class may want more information —
v -hence- additional information for the manual must be prepared .
' as a: result of the 1n-c1ass d1scuss1on.

LﬁlThe manuals are. 1eft w1th the ‘trainees. for thelr continund

| v ~ use, and the 1nstructor .8 manual is left with management to i
A ]:.PrOVIde a guide. for futuro training. Rrograms. SAT will "nl] /77
o S .;addltlonal ‘trainees' ‘manuals- for the«provrams undortaken

- f"'a‘.it Lhc O"”&nl”ltior, nowl rr11ned tralnﬂz o

s,
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APPENDIX.D |

SUBCONTRACTOR REPORTS:-“VEU YORK STATE

AT CORNELL UNIVERSITY, NEW YORK URBAN -
“LEAGUE; AND PUERTO RICAN_’ FORUM, INC.-

(AS SUBMITTED TO SAI)

' SCHOOL OF INDUSTRIAL AND LABOR RELATTONS””*;i
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';;counselllng, ‘and . se]ecrangwandfp
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INTERIM REPORT ON Ni&W YORK STATE SCHOOL
OF INDUSTRIAL AND LABOR RELATIONS,
CORNuLL UNIVE RSITY
SUBCONTRACT WITH
SKILL ADVANCEMENT INC.

(For neriod from September 1, 1966—June}30;'1§a?)h;

Backoround

NYSSILR has assumed respons1b111ty for prov1d1ng educatlon,
~counselling, and teaching materials to the training staff of -’

Skill Advancement Inc.. (SAI) with the purpose of establlshlng,

building, and helplno ma1nta1n hivh standards in their B

" industrial training activities. ~fHizh standards are required
by the comblnatlon of sueed accuracy,_and thorouvhness p
needed ‘for” carrylng ‘out’ effectlvely ‘the high 1ntensity
training provram of the agency.

To streamline the tralnlno of trainers lt was necessaty to a
ascertain’ staff needs w1th the variety of backgrodnde they
brought to the work, and to decide what training the’ group
would szive itself ard what training should come from outslde_
as well as who, when, and how it ‘should- be given ~This task ~
was complicated by the newness of the operation. New staff
members continued to be added to 'the group, one ‘at a time
‘while the organization was st111 in a stage. of formulatlng ,
»pollc1es and: procedures, and new programs ‘were" belng orcanized
r,a11 during a. period when tra1n1nf7 was underway Accompllsh-

ment of the agreed on obJectlves was’ due" Lo: the f1ex1b111ty
~‘and. commltment of all. those. concerned both inside’and out- j
;gs1de the organlzatlon.~ ' R

ra1n1ng,

'V‘The work of NYSSILR comesﬁunder these headinvs
" vls for self-

. _v1d1ng ‘mater:
= educatlon of tra1ners and for uqe w1th tralnees

e et e temm e e
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Training

This office provided two- types of tralnlng services ‘to the
project: (1) training programs spec1f1cally designed for
the project staff, and (2) registration at regular r‘ornell
public management programs.

Training

- Staff Tralnlng Programs

1. General Training Offlcer Program (10/24, 25, 26/66)

Instructors: M. Kelly, A. Nash, W. Gellérmann,
V. Wohlking : a

_,Subjects included“the following'

. Learnlng Theory ‘and Its Appllcatlons
5Mot1vatlon Theory and Its Applications .-
o Survey of Actlon Training Techniques o
Introduction to the N. Y. C. Labor Movement"
Introduﬂtlon to the Economy of the Metropolltan N Y
‘Area

Z._;Fonferenco Leaderohlp Skills (12/9 10/66)

3]Conducted by H. Trlce o

3;;iJob Instruetlon Tra1n1ng (2/3/67)

:tjConducted by-H;'Schmldhauser ;;?f_;‘_ .i :ftfrjﬁri'f,,{

'?Communlcatlon SklllS (2/16/67) . ;:;ii;;i;i%?; P

.5.rfInterpersona1 and Group‘Dynamlcs 15/30 31 and 4/L/67)ii

JCondqered by‘Ey Glasscock and,N Noble 1n re31dence

A RS i R
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6. Role Playing in Industrial Training (5/19/67)

.

Conducted by R. Dvorin

These courses, conducted as onec to three full day conferences,
had to be fitted into the trainers' program while they them-
selves were tcaching within industry in various parts of New
York and Long Island. Their work schedule was Monday through
Thursday with Friday set aside for office work. Training
sessions were designed to fill in their back grounds as
training officers, but specifically to meet their individual
neceds in increasing their effectiveness in the trajining job.
Secondarily, they were designed to strengthen the training
which they were able to do within their own group, to increase
uniformity of approach, to stimulate the group thinking
together on training problems, and to establish simple,
scnsible, basic reactions to problem situations. A by-
product was increasing the understanding of each other in

the grhyup and increasing the ability to work . together as a i
team.

i AT e o e T i A bl e B e e ¢ aeee b L

Cornell“Management Programs o .".\ L '. :h, . o ;

'Variods’ taff members attended the fcllow1ng programs°.

1) Two registrations: for the Job Inetructor Tralnlng
(10/13, 14/66) , :
2} One registraition for On-the-Job Coachlng & Inter- |
viewing (5/22-24/67) | ‘
3) COCne registration for Telev1s10n in Industrlal
”ivf’Tralnlng (11/10/66) o -

- Counse111n? Serv1ces

On the’ JOb coachlng and coun elling.has beenvcarfied»eut wlth'
- _ 'several goalo 1n mlnd R S ' o

' A:ﬁfPlannlng and Early Contacts W1th Management

L ?Plannlng Currlculum R T
sl w2 icAscertaining TTalnlng Abllltles Requlred YT
© 304 “Establishing’ Needs on ! the Basls of the Tralners

'7”'Background i eme
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4, Establishing Standards ,

5. Separating that Training Best Done by Outside
Experts from Training that Could be Done In
_the Group

B. On—GolnggProgram‘With Trainers and Management

~“'1.  Ascertaining Continuing and New Needs
© 2, Sitting in on Trainer's Program and leing
Post-Counselling K
- 3. 'Discussions on %What the Ind1v1dua1 Trainer Sees
- As his Needs
o (a) As a trainer :
(b) As a member of h1s own organlzatlon
(c) Materials: :
(d) . Facilities
4,  Discussing Training and Trainer Problems and
-~ Appreoaches with Management Present and Looking
‘to the Future : S :

The counselling process (including the planning of methods

for meeting individual needs) involved V. Wohlking, .Donn -
Coffee, and Nat Noble. Follow-up analysis of trainers on

the job indicates an increase in effectiveness of performance,
confidence, skill in use of tools and. ‘materials, strengthened

',approach”to planning and, to some. degree, 1mprovement in

ab111ty to work together.

Selectlon and Prov1sron of Tralning Materlals pﬁ

Cons1derab1e t1me and effolt has been spent by W. Uohlklng,

N. Noble, and particularly Donn Coffee in selecting, preparing,
and ed1t1ng material which would spec1f1ca11y fit the needs -

of the trainers. Advice and counsel has been givén on

“conference 1eadersh1p materlal ;. job- instruction. materlal
‘visual aids, etc. The group has been supplied with. blbliog-
- raphies on all activities covered in- the training programs,
~‘as well asiiup-to-date handouts. ~The - tralners ‘have been -
. encouraged to call the NYSSILR offlcé on. thelr needs for .
. specific materials which : ‘many +have ‘done, ; In. -many cases, the
. office has beenable: ‘to.istipply: 1nformatlon on:subjeat material
 obtainable: elsewher Javallable :sources: for mater1a1 on -

9;¢ﬁispec1f1c subJects, as well as advice on suitable mater1a1 o
i'favallable for their use.._ T e LT e L

e
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Among the significant materials supplied are the following:

1) A workbook prepared for the use of each tralner with

selected applicable material

2) The notebook prepared for the three-day workqhop on

' Interpersonal and Group Dynamics ..

3) The individual trainer's 11brary.- These books were
‘submitted from several lists and recommendatlons by
members of both the Cornell and Sklll Advancement
Inc. management staff. - (See. “Materlals PrOV1ded to

Project Staff" which follows )

In the making is another book de31gned spec1f1ca11y for the -
use of the trainers. Out of our 1300 available artic‘es in
the NYSSILR files 90 have been. sclected on the first step.
These will be given by N. Noble and D. Coffee. for a final
selection of 25 to 30 articles whlch will most fit the

trainers' needs

In preparatlon for a second year of operatlon thought is
currently being given to further methods .of broadenlng and
deepening the knowledge and skills of. trainers.‘.

i
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' Materials Provided to -Project Staff -

':Mlmeogr hed Articles and Materlals* ;

‘How to Lead a. D1scuss1on o

Types of Questions
Superv1s1on Problems
Thoughts About’ Learning

-Training ObJectlves ‘in Worker qucatlon

Introduction to the Case Methoo
Typical Local Structure '

.. Key FPoints in Job Instruction Development
‘_Mannlng and Tralnlng Tables S
Leadership Lecturette - o

Forces Which Undermine Management Development f.iﬂ

Toward a More’ Effectlve ‘Enterprise
Developlng a Climate for Change ' " . o
Hospital Cases — Studies and Role Plays

‘How to Get Through to Your Customer and Boss )
:Teachlng ‘Effectiveness’ and the Feedback Method;gz;_a»~
“Group Training Methods - ~ = " - S

Using Films- Effectlvely
Selected References
Sensitivity Training

Reprints - Harvard Business Reviewk

Maklng Human Relatlons Work

| ' Fateful Process of Mr. A. Talking to Mr. B.

Communications in Work Group
Barriers and Gateways to Communicatlon
Management Differences

What Killed Bob Lyons:

Criterion for Emotional Maturlty

Personal Values and Business Decisions

Human Dilemmas of Leadership

ﬁ'Toward a More Effectlve Enterprlse

Reprlnts — Varlous Sourtesw*

;:.Managerral Gr1d P ‘
~j;A~Systems Approach to Managlng by ObJectIVGS
‘.Managlng by ObJectlves *,' ‘

149 @ :’i_
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- Learning to Think . '
EBreaklng Them In 0n-The~Joo Trainlng

IV. Books*"

Why People Work o
‘Social Psychology of the Work Organizatlon"~
-Supervisory and Executive Development
- Men, Management, and Mental Health
-Motivational Constraints ‘in Industrial Retralnlng
Program. . : -
.‘Psychology in Industry
»Mbtlvatlon and Productlvity

Gk v ke koK ok Kk ok ke K K % ok ok ok kK ke k

,.fimeographe | materials provided in quantities of 40 items
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'education and economic development and employment

Ay S R R R R

SRR TS q""mun.;\ "‘»‘\’Y“‘fl;l G e A A AT RN A RN RO IR NG A ot bR M M

D-9

- The New York Urban League (NYUL) for over- fifty years has

worked to achleve equal opportunity and advantage for all

'minorityﬂgrOupshin~the*areaSWOf“hoUSing;“he&lth*and3welfaré;<i3

.........

" In the department’of’Economic Development’and Employhient™ =
_the NYUL has worked: for'many’ years with business; industry, "

labor and 1local, state*aﬁd%federhlﬁgoVérhmentaliagénciesl;haewa

to develop and: 1mplement programs whlch‘would open-neW'5?5*5”35

~doors- for m1nor1ty group workers.

e

.l_Through vocatxonal counsellng,_tralnlng and referrals the
fNYUL has placed many unemployed and underemployed minorlty

],group workers

| BAREREEO AN SRR,
i
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workers;u In recognltion of thlb, the NYUL 301ned forces

o

with Cornell Unlver31ty and the Puerto Rlcan Forum to

IncorporatedlﬁsAl)fogﬂ

'? » ,1~w sk111 posltlons have untapped potentlals and

? '; ab111t1es, and SAI is;: ded1cated to upgrade the skills of

SAI belleves that m1nor1ty group workers 1n low-wage,

Popen e S Ies b
A e . ;

As a natural outgrowth of the SAl upgradlng tralnlng

{:g ~T?’esh1p tralnlng to be the next 10g1ca1 step for SAI

‘ _-defd‘skllls,,and a measure of personal prlde 1n achleving

N
)

V. f”}trulnees.» it was thought that as tralnees deweloped new

D-10

form;a;non:panxtgprgﬁnizapionsknown;as_5k11¢;Advancsmentw~m~:a“

v : m1nor1ty<workers for hlgher salaries and JOb status.¢wiuﬂfaﬂ:h

B AT

'Program, the SAI program des1gners con31dered 1eader-ﬁ}¥m,.mﬁ~v'

T,Ehigher JOb status and wages, energles, formerly devotedjgﬂﬁwff‘
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leadershlp, problems ‘and’ benﬂflts of belng a leader

communlcatlon SklllS, pfoblem solv1ng, dec1sion makiﬁéiﬂ_
and general"infération selaced to bisisss; nions;
. pdliticéﬁéndétﬁé“idééifﬁbﬁmuﬁiﬁf.”’F*j“ff BT ~533“*5 “Qi*~wfi‘ S
‘The NYUL appkodch to'training Vas desighed to be imid- .
‘méans of training workers to be leaders in thelr comiini- '

‘ties.




;.
I
i
‘.
;,

1 T | ,‘ ‘: | | ‘ D-12

s -communication, group member, roles, problem solving and ., ..

‘decision making. The trainees through role-playing, and. ...
perception techniques were able to understand how bodily
attltude, fac1al expre331ons of group members could

it

effect how a: leader should handle a group, solve a problem

i andiplangaﬁﬁFratesyafor ‘action.

After_the‘secondhseminar the Project'COOrdinator for the
¥ ' e( Lcague recocnlzed that although Ehe tralnees were very
Y S epthu31abtlc rn learnlng about what 1t means to- be .a;

-leader, the underlylng problem for people who formerly

RS s RS el

T Ry Rty S

5 - The training for the second seminar was quite different. .. . . .

Great emphasis was.placed on verbal and.non-verbal . . . .: ... -




e *‘QJ"‘('MW'*? i e
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The trainees were very enthusiastic and were eager for.

S more training in the area of speech and diction.— an . . =

area which they COHSidersd.t°¢b¢gtheir&majoy;wéakness,,_l L ¢ahh5'f ¥
Although the. actual number (56) of participants. wassmall,

the beneflt 01 the tralnlng cannot be overstated, m?b@wf~*‘“'

et v ot ddoane mtepne

b  smaller groups allowed for., ease in, pegtigjpat;pgwih;tyéng;“f

ERE

seminar and<¢XPreS§ing;personslgfeslingsgrelats@,ﬁ9hgf

leadership, ...

AS .é result Ofthe 1eadersh.|_ptra1n1ngthreetralnees SRR o !
Y 'wh‘o'"de,mons.tré,te'd:'e,xoellént..»..ab'iljivt'i‘)é',éf:;i.h workmgmth R : g
groups nave been selected to act as WorkshoﬁlLeaders

for the JOlnt 1eadersh1p tralnlng semlnar conducted by

the New York Urban League and the Puerto Rlcan Forum.;; R { o

Leadershlp 1;5;}x;

g ]vd,.thhe theme.for '”iq"nfergpq§5;s;;wafg1d:




D;ZQ'

be involved”dﬁting the*fdfthﬁoming:year; tHe5NYUL”plhns
o implemeﬁt tWo‘or”threé”"LééderShip ClinicS".ﬁfiorV*f*'
to'having‘eaehﬁléadershipftféiniﬁg’semiﬁaf; R

The focus' of the Leadersﬁlp Cllnlcs w111 be on" tGplCS Ouch"*77“7

,as developlng better patterns of speech developlng qe1f~*4 “f' tha

v eonfldence 1n addre931ng groupa, dlscu331ng personal iiifﬂua_;j N
probltms whlch may preclude ass umlng a- leadershlp role SR N

'and.the need for}localleommunity_leaders;

The leadership'seminars will be designed to discuss =~

,ncepts and Lechnlques of 1eadersh1p.- In aach stcccedipg?

;emjnar, the tralnees w111 act as group or workshop

js.eadgrs for -ja tﬁe'rft‘ of the »'v--is'emi'rrar..




RS

‘,and thls enthu31asmf:prov1ded the germ'for

R A N N AL LB AR B e I AN i Aty o e L ot o
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The purpose of the In-Service Tralning was. .to famillarize

SAI : taff with the everyday problems ‘which confront the -

Negro low-wage, low-skill worker andaapproachesftopthesefJ.rg,

problems.

. The two days of training,- held at SAI 1nc1uded the
‘,1follow1ng top1cs* 1) An Overv1ew of the New York Urban
'League — relatlonshlp to the Natlonal Urban League"
Qcapsule 1nformatlon on NYUL 'S programs, and new d1rectlons
'for NYUL 2) Proflle of the Negro Famlxy in New York C1ty,
::3) Patterns of . Negro Employment 4) Human Relatlons Between
l r@pjTrainers and Tralnees'*S) Ghetto Economlc Development and

'~f‘_the Negro as Non-Expendable Force 1n New York Clty.:iﬁﬁ'

:i;;The staff of SAI were hlghly enthu31ast1c about the content

'“fgof 1nformatlon and speakers for the In-Serv1ce Tra1n1ng

}‘Harlekalveslnﬂil

RETRETASERIY




e

T e e,

D... 16 . v

- | of and rea117e the everyday problems confrontlng the: Negro
3low-wage, 1ow-sk111 worker and how these problems ‘may.: TETER R

raffect*hié:work’performahce;f PR E ‘{kfﬁ“ﬁ?i-:4ﬂﬁﬁ*ﬁjf R : ;

‘FolloWLng the two days, there’ wxll be a one day of feed-

“back and dluCUSSlon concernlng the experlences of the

| respect‘iir'.e;‘ staff me'_m_b'e'r”’s L

In summarlzatlon, the New York Urban League, for the grant

S s

year, conducted four Leadershlp Tralnlng Semlnars, Jomntly

s

o o 8 0 B S L e o s

e

lmplemented thh the Puerto Rlcan Forum a Leadershlp Tralnlngf.

VIR

§ E e 'dSemlnar developed and lmplemented an In Servxce Tralnlng

BRI

f,{Jfor SAI staff and as parr of the sub-contractual agree-

i {“;luffgfment VlSlted ,everal of the tralnlng programs tO evaluate

CE
3
&
O
g‘:

AR




_';nuoperat1bh;,wasﬁnotﬂsubmltted;gg.

( PUERTO RICAN FORUM INC. / DI AT

bKILL ADVANCEMENT INC. SUBCONTRACT

S FINAL REPORT. .0 vl cages i o .

R T AR R
. [N ' ol d H L) M

ff: The Puerto Rlcan Forum, Inc.fsubcontract w1th Sklll
lhAdvancement‘Inc./covers the perlod from September 1, 3966
‘through August 31 1967 A statua report for the months -
of September . November,xdurlng wh1ch only the Board oﬁ.

5}the Puerto Rlcan Forum,,Inc. and other staff members were

*fffAugust 1967 - Due to dlfflcultles w1th1nuSk111 onancement

p-17

ot - PR M AT R
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:ASPIRA Tho staff now includes a gecrctary and a Coordina-

Rl togil o a4l

& | "tor, M1ss Anna C Zentella, app01nted (January 23 1967) - {

to replace the previous one Mrs. Ve11a Crespo, who on1y

served in that capacity a total:ofﬁseven weeks. Progreas in

‘the areas agreed upondin the subcontract is-as-follows:

1. Skill Advancement: Inc. In-Service Training :Program . ...

The trainlng«of Sk111 Advancement 1nck§Staff;erathegj o
purpose of acqualntlngzthem Wlth the background, 113%.¢q;ljod
attltudes and behaviour of thegPuerto Rlcan New Yorker gﬁ 

took place on" February 10 17 24 March 3 10 27.

ac

Aﬂﬂetaﬁled J'




partlclpant.o Some of rnelr reactlons to the questron

g R S R VA e b

il et ot (o AL B S S ik g
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11 July 8, 15 N
Iv Auguot 5 August 12 (J01nL Conference) ;\
¥ e SRR o RRRRNCSEE ]
Evaluation ‘

AN £t )

_}ki;pgg‘to have confldence 1n ourselves and more-~'
1‘:_over to esteem our country and to help our people.




B. At-endance

R
i f PRI

r

Invitations were made to the 101,workers of Puerto = . %

Rican background whom SAI 1ndicated had partlclpated iﬁ,e. .
their upgrading programso Out of this number, 45

“attended a ”Programa para leeres.:‘ In v1ew of the s o

S s St Bk e

.
A . &
ot
‘ [
: I

f;lhe Ob;ectlveu Whlch were achleved 1n'the program, as

l:;_ucen by the dlscu551on leaders and the partic1pantu, were',

SRR

e ria

—VeRinggai




1) An awareness of the pfobléms facing the1NeW§X9rkpwg pﬁ?

Outstanding Feature

B N N B K £ e R o oA A T T b RN e

:b,21 

city community'énd the needs for the grass roots.

leadgrshipm¢f=‘} TR TI T ER

2). Concepts of leadership:. what is 1eﬂderbhip :
o I "quallLles of a’ leader-
¢_reoponslb111t1es;

, “types of leadershi :
_:ﬁgmaadvantageSj&idlsadvaptages_w
' .lntergroup relatlons“*'“ o

3) Mechanic376f‘1éédéf§hiﬁf problem solv1ng IR
- i T e .y :parllamentary procedpre

o . , " committee ‘system -

| ,communlty aCtion
o ' " - fund ra131ng prOJectg

vamong th .part1c1pants., These workers,'q




¥.. Suggestions

FE e S UL S
FLIR IR o vl NS

it is impefativefthat sessions geared to,the%iEVeIMOfi

knowledge and capablllty 1n 1eadersh1p of the workersl'ff

be conslderedﬁan essentla1 palt of the total tralnlng

prdgfeﬁ;i

should Be considered'parr

tralnee explalnedfas 3uch“1n Lhelr manual and stressed N

by the tr@inéf

“participants.

Those participants in a leaderShipetrainingeprbgtam ﬁhbf’ez’

-oF;the.issues»and””

."L

?}1eader.‘

After contlnued

0
:‘3,_‘5""/{)

”;SAI itself ”n the;level of Jra ‘Trainer, tﬁusyfbrhiﬁgfe'bedl.

“ﬁgradlng experlence themselves,f "'

EKC

At ndance at one?leader hlp tralnlng program’

1oF the respon51b111ty of each;s

HisSW6ﬁfdﬁensure a‘greater number of

25 L‘.‘u:».\::,;,ax;g i

R e T
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‘firStxhandﬁaandgdangidentifyﬁthe~bd$icﬁelementéeOEaSqecessy
in such programo.-f S R

3. TheiJoint: Conference . = ..ol chli ol S il geanh LS o

On. Auguut 12 1967 .a Joint- Conference was: sponqored by
.the ‘~. r':Puerto.;-'fRican ’For'hm, : Inc. ‘\a,nd‘_.?-‘ the‘,-f.;' New YorkUrban :;_’- . ' ] : )

League, Inc. for: the purpose of dleUSSlng areag of

mutual concern in- the development of 1cadersh1p.v (Copy

cof-agenda attached.)

e

",The obJectlve of the Jolnt Conference as. stated 1n‘the

"subcontract was:. to brlng togethcr the Puerto Rlcan

4f}and Negro 1ow-sk111 1ow-wage Wo kerb.iéi,in order to.

-;promote a mutual undersLandlng of the Work,51tuatlon,

“;fatthUdea and behav1or of the tWo groUps;"

"f;ﬁ,h{ReV1ew and Evaluatlon of all SAI‘Tralnlng Ma

gffPrograms and Vlsual Alds.:;ffg_J
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. Thlec/gradqacinn cexcmonjov-were attendcd by member vofh)&i

‘the Puerto Rican’ ForunV I . Board}of DLrectorsglfguﬂ*hm‘
5. Improvement: of'EXiSting.Spanish‘and,Ehgli$h§CUfriculaﬁﬁ
The Puerto RLCdn Forum Coordlnator‘to SAI submltted a:

| ‘ % | B 2% page reporr thh 9)gugg "hs for the lmprovement of

the Eng;lub Pro:1c1ency Trainlng Program.:

6. Translation of Materials .

-xsiityehinéwpage fof Lhe f« lowing SAIL materials were:

fftféﬁ;lated 1nt0»8pa:1'h¢gyffgfﬂwifv*T"

ok e ;Hf'Whercfro Fand Hehoc?
E -} [5j}f,5“fsa;InstallmenL"BuylnE
S J;_iGaan hmcntv
 ReJcarnh Nemorandum RES 104
- Co- SLgnlng’ﬂ
Lo L ciMedicaidt i
L oo 0 The chal ALd Soc ety
A T ‘.smal1 rL TOO]u :
-TPreLaut*on NFOl Handllng
*zProcedureufor Lay-up in'Makl
1'Pla tha




7. .Status '\Repbr_tsf AERAN R U ;» vl

‘Interim Status Rebort. werc preparcd for Lhc month' of
February, March Aprll May and June. Quarterly’repOrtﬁ
were oubmltted to the Chalrman of the Board of DucctorF

of SAI coverlng December - March and March - May.
This is the final status'repcrt.
8. BOLT

iAa a;directhconaeqhence:cf rtefreiationéhiﬁiﬁith'SAI
‘yrhrthe.Puerto Rlcan Forum,hInc._became.1ncrea,1ng1y nre-;i'
'ifiroccnpied‘ nlth the small numbervof ?uertc Rlcanu‘who are,i'
’“_tralned 1n upgradlng nrograma.‘ Among the SAI tralneea;.

"’5{101 were Puerto Rlcan.;r

S

| ‘T;'In.order to e11m1nate the 1anguage d1 advantage, the

_?}Puerto‘RlcanuForum ubmltted a proposal to the Depart-i.‘°

:jment of Labor formBa31c Occupatlonal‘Language Tralnlng,ir*”




T . - v
e AN R e O e A R U LR R OO A T S0 R SRR

| 'English v.rievc':'esr';‘afy} :f’Ori'al‘fpart_i‘i'é'u_]..jart occupation. . The =~ L
proposal was fevfi'taWéd and acceﬁ:ﬁé_cl onAugur-t:a G
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Work. ]
. A Descrlptrve Statlstlcal Proflle Hlstory of the Puerto ;
-R1can Mlglatlon., . _ ; v v I 4
Mr. LOUlS Nunez, A331stant hxecutlve Dlrect01, ’ 5
Aaplra., : : A : i
ngebruary l7 l967 ...._3 -5 P. N.v '
_,AThe Hlotorlcal Background and General Hletory of :
*.‘Puerto R1co.a_. : :
: 'hD E10lsa R1vera Garcla Montclalr State College. 5
u"*:-uFeb*'uary 24, 1967 3 5 P M '
tfflThe Puerto R1can Famlly 1n New York Clty
hlb Elena Padllla, New York Unlver31ty
-‘::":'fMarch 3 1967 3 5 P M |
ffﬁRace Comp031t10n of the Puerto Rlcans, leferences. N
.~ 'in Race Relations in Puerto Rico and among Puerto. -
-tvLRlcano on the Malnland s S
g!nf rank Bonllla Massachubetts Instltute of h‘;/&”;fﬂ
Tecnnology, Department of Polltlcal Sc1ence.. J,'%fy-v';
e . WA BV ;
3 ‘ ' PR R Yy %

rThe Puerto Rlcan Communlty in New. York C1ty

. PUERTO RI AN FORUM INC., _
Sklll Advancement Inc' Staff Tralnlng

s i 1‘ L }va

t-v'

February 10, 1967 cees 3~§ P M

Its: Organlzatlonal Llfe and Efforts at Integrating
into- the Total™ Llfe of the thy g g

Mi Antonla PantoJa-ﬂ regldent Board of
D1rectors of "Puerto" Rlcan"rorum, Ascoc1ate
Professor, ColumbLa Unlverqlty School ‘of Soc1al

PRprd So TP, N
AR B e SRR (OB
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Aruntext provided by enic JEEENES

V.

VI.

N

March 10, 1967 .... 3- 5 . M

‘Proflle of the Puerto Rlcan WOrker.

'eMr Edward Gonzalez, cnsultant F~ Manpower and
VCareer Development Agency of Human Resources

Admlnistratlon.

r}Dependency and Self Suff1c1ency 1n the;New York_
V]Puerto Rican.

p-30
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-1nV1tat10n, the 1oca1e, zoom, food materlals, etc.

'(Feel free to make new suggestlonu.),

A e P AL A V) D AN e D o V1S
R e R B e N R N R O ARA D i e AL TR S g T TR WERY
A SO RN s

D31
R PUERTO RICAN FORUM, INC. .
;LEADERSHIP TRAINING PROGRAM o
S EVALUATION s |

IS NoT NECESQARY TO SIGN YOUR NAME - ; L ;;f' S

Why did you attend the 1eadersh1p tralning program° Be‘vj
honest. - SR

fIn your oplnlon, Whlch se331on Wao the most interestlng
and Why7 " B

‘What do you think was, the'most lmportant thlng you
.learned in-the progxam7 -

Which session did you cohsider'the least useful and why?

What comments and/or suggestlons do you ‘have concernlng
‘the arirangements for the program, i. e., the letters of

If you were plannlng a leadershlp tralnlng program for
"SAI which trainees sessions would you be sure to 1nclude7

If you were plannrng a leqdershlp tralning program for
SAI tralnees, Whlch se331ons would you omit and why7
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$ ' SKILL ADVANCEMENT INC. TRAINING SESSION VISIT
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. ' I. . Training Site

- Addres

Time '

Trainey "

U Program o e 00

II. Trainees

,Total number present

=

Tt e B e O I R

Total number reglstered I

‘Number

~mPuerto'R1canS":

© U Names l.

Negroes H Number

Other ~ : Number

ﬁ*.}_III; SESSlon

 Sub3ect mattér

;methodology .
‘Lactur

(give % of time)
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Induction

Discussion

1V,  Observations (Use  the number preceding the Puerto
"7 Rican's name in 1T when referring ‘to one in particular)

1. A lack of English did __ ~ - _ limit the

~did not
) comprehension of the Puerto Ricans.fiu_”f'
3 |
2, The Puerto Ricans were geuerally alert
, were not B

and attentive.

e T

! 3, The Puerto Ricans participated in the discussion -
o “and/or volunteered (in response to questions, for
~.special tasks, etes ) toa great extent_:

’

not at alli

To what, if anything, might you attribute the
extent and/or iack of the Puerto Rican's partici-
pation? . .
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